直接从中国来: 寻找中国对客户的“新价值”, 消除库存
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大纲
· 全球化 – 客户价值链上的权力竞争
· 中国著名品牌对其客户创造的价值 

· 直接从中国来: “戴尔电脑直销模式”和中国今日有何相关?

· 为何可以考虑“戴尔电脑直销模式”在中国的应用?  如何应用?

· “戴尔电脑直销模式”成功的重点: 寻找对客户的新价值, 计算基础设施(含信息及实体)的应用效益
内容
全球化把竞争移到客户价值链上: “零组件提供者, 制造者, 销售者” 到客户.  对每一百元客户给的钱, 这三种角色每个人该分到多少钱呢?  真正的力量来自对终端客户的了解, 是否能提供终端客户新的价值, 是只有你有, 别人没有的.  了解终端客户的需求之后, 又有足够的后勤和信息管理力量制造客户需要的产品和服务, 而不是猜想终端客户的需求, 制造过多的产品和服务, 成为库存.
美国福布斯四百最前十名有两个人提供了最好的例子, 戴尔电脑 (Dell) 的创办人迈克戴儿(Michael Dell 今年只有四十岁), 和沃尔玛(Wal-Mart)的创办人华顿家族 (Sam Walton). 不同处在于, Dell 从制造段出发, 却能直接和客户对接, 把简接销售者挤掉; Sam Walton从销售方出发, 最后把零组件提供者, 制造者挤扁.
中国今天的角色 (如果我们先将中国的客户粗分但不相交为: 中国以外的人, 中国境内四亿非农民, 十亿农民) 和Michael Dell二十年前面对IBM时, 在某些地方是有相似之处, 即在“零组件提供者, 制造者, 销售者” 到客户的客户价值链上(除了少数中国本土企业尤其通过网络在中国境内先得到的客户)主要站在”零组件提供者, 制造者”距离中国以外客户较远的一端, 但转换到中国境内, 又不一定能直接买进中国境内的客户. 库存就产生了. Michael Dell二十年前创办Dell时, 就是遇到同样的情形. 但过去20年来, 没有人比他更能创造卖出来(而不是买低卖高投资获利出来)的成长.
如果今天中国能下工夫了解Michael Dell模型的精神和应用(尤其对信息基建的应用和获利), 在中国自己四亿非农民, 十亿农民的土地上, 如何想出新的价值形式, 开创新的市场, 化解库存, 根本的精神是和中国国家主席胡锦涛
“用15年把我国人均GDP提高到3000美元”和孙逸仙博士”人尽其才, 地尽其利, 物尽其用, 货畅其流”, 相通的.  其实2001年一月31日在Bain-Fulbright Dinner上前中国国家主席江泽民就曾经问过Michael Dell”如何利用戴尔电脑直销模式(Dell Direct Model)为中国农民谋福利”.
“寻找对客户的“新价值”, 消除库存”也正是”蓝海战略”(Blue Ocean Strategy) 的中心思想, 国民党新主席马英九博士团队, 每人必读.

简而言之, 如果中国愿意仔细思考”直接从中国来”的模型, 在战略上可注重”寻找对客户的新价值”, 在执行上可注重” 计算基础设施(含信息及实体)的应用效益”.
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Outline
· Globalization – Power Play along the Customer Value Chain

· Leading Chinese Brands – Value to China’s Customers 

· Direct from China – What do “Dell” and “China” have in common?  
· Why is the “Dell Model – Direct from Dell” relevant for China?

· Applying the “Dell Model” to China’s Customers & Internal Organization

· Key Success Factors: Seeking New Forms of Value, Return on Infrastructure Computing (ROIC)
Content

Globalization can mean shifting of negotiation power between component providers, assemblers, distributors, and customers along the global customer value chain.  True power comes from clearly identifying your end-customers, creating new forms of value for them unseen by your competition, and supporting your customers’ demand with superior information infrastructure to achieve scale to size – instead of guessing, creating excess capacity, and piling up inventory.  

American Forbes 400 top 10 provided two great examples of winners who managed to dislocate their original position in the customer value chain – Michael Dell of Dell (#4) and Sam Walton Family of Wal-Mart (#6 to #10), with Dell coming from the manufacturing side, Wal-Mart coming from the distribution side.  

China’s position today with respect to our customers (foreign, domestic 400 mm non-farmers, domestic 1,000 mm farmers) can be analogous to 20 years ago with Dell starting Dell Inc wanting to beat incumbent IBM.  Nobody in the past 20 years has delivered more growth than Michael Dell.  Imagine what China could achieve if we can deliver growth upon our domestic 1+ billion customers.  According to Michael Dell himself at the Bain-Fulbright Dinner January 31 2001 “In fact, China’s (then) President Jiang has recently asked us to help them apply the Direct Model to agriculture in China”.

 “Seeking new forms of value to your customers, eliminating excess capacity” is also the thesis of the “Blue Ocean Strategy – How to Create Uncontested Market Space and Make the Competition Irrelevant” by INSEAD W. Chan Kim and Renee Mauborgne.  This strategy has recently been successfully executed by Taiwan KMT’s New Chairman Dr. Ma YingJiu in winning his election.

In short, if China is to consider applying the Dell Model, “Direct from China”, then the

· Key successful factor to strategizing is “Seeking New Forms of Value”.

· Key success factor to execution is “Return on Infrastructure Computing (ROIC)”.

