
W ATSON WYATT first started business in Mainland Chi-
na in 1984. The operation model then for international 
consulting firms was to set a base in Hong Kong, in 

particular for those with plans for business development in China. 
This was a time when the demand for consulting services from the 
China market was low. In response, Watson Wyatt produced data 
services reports on the human resources market in China that 
included employment policies and salary levels, etc.

The millennium year turned into a remarkable one for Watson 
Wyatt –a few large China enterprises that were planning to list on 
overseas market hired Watson Wyatt to assist with their human re-
sources systems and organization restructuring. The company has 
since thrived in the Mainland market business. Now, Watson Wyatt 
Greater China has established seven branches with over 320 con-
sultants across China – Shanghai, Beijing, Shenzhen, Guangzhou, 
Hong Kong, Taipei and a research center located in Wuhan. 

Prior to serving as the Managing Consultant of Watson Wyatt 
Greater China, Huang was the General Manager of its Taiwan 
office where he achieved outstanding business performance and 
established Watson Wyatt as the organization transformation 
expert in China. Today, organization transformation has become a 
mission for Watson Wyatt globally. 

Question: Since you took up the post in 2005, you success-
fully re-positioned Watson Wyatt as organizational reform 
experts. Many will now think of Watson Wyatt once they think 
of “O.T.”. What was your philosophy behind the decision? 

leadership forum    領袖論壇
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華
華信惠悅與大陸的業務聯系始於1984年。當時跨

國咨詢公司通行的業務方式就是以香港為基地，為

有興趣進入中國內地的外資企業服務，沒有來自

大陸的客戶。公司最初的模式就是編制和出售與大陸人力資源

市場相關的報告，內容涉及大陸的雇佣政策、薪資水准等等。

2000年是華信惠悅值得紀念的一年，中國石油等幾家超大型公

司尋求海外上市，開始了人力資源制度和組織方面的調整和轉

型，由此成為華信惠悅的客戶，公司的內地業務也從此蒸蒸日

上。目前，華信惠悅大中華區在上海、北京、深圳、廣州、香港和

台北設有業務機構，同時在武漢設有一家研究中心，顧問超過

320人。

現任總裁黃世友此前擔任台灣分公司總經理，業績卓著，並

開創了華信惠悅大中華區的“組織變革”新品牌。今天，組織變

革也已成為華信惠悅全球公司使命的一部份。

問：我們知道您2005年上任后，提出了“組織變革”的新定

位，也非常成功。現在提到華信惠悅，很多人馬上就會想到組

織變革。請問你當時決策背后的邏輯是什麼？

答：一項戰略要落地，必須通過組織架構，績效管理，激勵辦法

並企業文化才能完成。也就是說人力資源應該與戰略相結合。

過去的人力資源管理公司的做法，基本是就事論事，客戶要

設計薪酬制度，我就幫你設計薪酬制度，甲公司的制度與乙公

司的制度大同小異，都與企業的業務和戰略不太相關，所以這

塊市場基本是個空白。華信惠悅試圖在這個領域有所作為。另

一方面，也可以使得公司的業務多元化。事實上，公司重新定位
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Patrick Huang: In implementing any sort of strategy, a company 
needs organizational transformation, performance management, 
incentive programs and corporate culture development in order to 
succeed. In short, human resources planning must also blend into 
a wider strategic development.

In the past, human resources consulting firms focused on help-
ing clients to design the compensation system. As a result, they 
failed to address the people issues in a comprehensive manner. 
That’s where Watson Wyatt comes in. My decision to go from pure 
HR consulting to Organization Transformation not only helped 
diversify the business offering for our firm, it also helped bring in 
large-scale projects. When I first joined the Greater China man-
agement, we faced a shortage of talent which affected our edge, 
in particular in compensation surveys. This is why my other agenda 
was to restore Watson Wyatt as the leader in compensation and 
benefits survey. During that time also, the retirement and invest-
ment consulting businesses in Greater China emerged and Watson 
Wyatt was already well-placed in these areas as well. 

Q: Can you describe the clients’ profile at Watson Wyatt? 
A: In terms of project quantity, thirty percent of our clients are from lo-
cal companies and 70 percent are multinational enterprises. However, 
local companies account for 70 percent in terms of sales volume, 
whereas MNCs account for 30 percent. From this, we can clearly see 
that the scope of work for projects is huge for Chinese enterprises. 
Major clients are from state-owned enterprises and there has even 
been a slight increase from private enterprises hailing from Guang-
dong. Traditionally, very few private enterprise owners were willing to 
spend money to hire consulting firms until absolutely necessary, but 
now the trend has reversed.

Q: What sets Watson Wyatt apart from other human resourc-
es firms which also claim to provide organizational services? 
A: First of all, we work hard on long-term relationships. Our “Rela-
tionship Define Us” slogan is illustrated by the fact that, for instance, 
we’ve cooperated with China Mobile for five years and we have 
also nurtured long-term relationships with large corporations, such 
as the Bank of Communications and Pacific Insurance Company. 
Besides, we provide complementary solutions instead of giving one 
single suggestion per project. For example, if company A has a high 
turnover rate, we would not only look into salary competitiveness, 
but also understand their incentive programme, company culture or 
even deviations from the company strategy etc. In short, we provide 

之后，帶來了許多大型項目，此外，我當時上任時，由於原來國

有企業的單子相當大，而人才不足，所以影響了公司的傳統優勢

項目如薪資調查等的發展。我的另一個工作重點是要恢復公司

在薪資福利調查領域的領先地位。同時，大中華區的投資咨詢

業務也已經啟動。這些業務本來就是華信惠悅的強項。

問：能否為我們描述一下華信惠悅的客戶結構？

答：從項目的數量上說，30%來自於本土公司，70%來自外資

企業。但從營業額上說，本土公司佔70%，外企佔30%。可以看

出，中國企業的單子都很大。其中主要是國有企業，民營企業客

戶有所增加，主要是廣東的民營企業，但總的比重還不大。傳統

上，中國的民營企業老板不到危機關頭，很少願意花錢請咨詢

公司，不過趨勢上已經有所改變。

問：市場上的人力資源管理公司並不少，也有以組織變革為賣

點的，請問華信惠悅的價值在哪裡？

答：首先，我們是一個長期的耕耘者。我們的價值來自於客戶的

肯定，華信惠悅與中移動的合作已經進入了第五個年頭、與交

通銀行和太平洋保險公司的合作也是長期的。其次，我們給客

戶提供的是整合性解決方案，而很多公司做的事大多是一次性

和單項的。比如，某公司人員流失率高了，我們不僅要了解是否

是薪資體系缺乏競爭性，還是激勵制度，企業文化的問題，甚

‘‘  
’’

An organization needs transformation, 

performance management, incentive  

programs and culture development  

in order to succeed
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integrated solutions. The longevity of our client relationships have 
proven that this is the right consulting approach. 

Secondly, other companies usually assign one to two consul-
tants per project, but we understand that a full team is required to 
provide comprehensive solutions to clients. We are equipped with 
specialized talents who can focus on various specific industries. 
The billing system has been changed from hourly basis, which was 
the traditional practice, to a per project basis. Ultimately, I wish that 
these changes could elevate our company in China to a new level of 
development similar to what we have in Taiwan and in Hong Kong. 
The new positioning of the company will differentiate us from other 
traditional HR firms in the volume, size and nature of our projects.

Q: Is the Mainland market the fastest growing market? 
A: In terms of growth rate, the Indian market is the fastest since it has a 
small base to start with. Apart from that factor, however, the Greater China 
region should be experiencing the fastest growth. Chinese companies 
are more willing to accept the idea of hiring consulting firms. Also, new 
projects in China have become quite large and expensive, thus attracting 
global consulting firms , and creating a very competitive market. On the 
down side, consulting firms sometimes find it difficult to collect fees, in 
some cases, even taking one to two years. 

至是公司戰略的偏差等等，才能給出整體性的方案。所以，在與

客戶的關系上，隨著顧問方式的改變，雙方相處的時間變得很

長，從“一夜情”開始向“一世情”轉變。

還有，過去的項目靠一二個顧問就能完成，而現在的整合

性方案要求我們開展多元團隊的合作。在以往實施人力資源

項目的時候，我們的顧問基本沒有行業之分，而目前我們需

要跟蹤重點產業，要配備專門的人才。在收費方式上，傳統

上通行的按人頭計時收費方式也改為根據為客戶創造的最

終價值收費。我希望這些轉變最終能使我們的公司上升到新

的層次。從我在台灣的經驗看是有可能的。定位的轉變使得

公司的差異化顯現出來，收費和收入都大大超過一般的人力

資源顧問公司。

問：那麼到目前看實施的效果如何？大陸市場是

增長最快的市場嗎？

答：如果說增長速度，印度市場的基數小，所以增長最快。除

此之外，大中華區的增長確實是最快的。從經濟發展的水平

看，中國公司接受咨詢公司的速度是很快的，與台灣地區不相

上下。項目也很大，收費也不算低，但項目的競爭十分激烈，因

為全球幾乎所有的顧問公司都在中國落腳。此外，咨詢公司的

回款比較困難一些，顧問費拖上一二年的情況時有發生。

問：咨詢公司之間競爭激烈，是不是也造成了人才的爭奪？

你們有什麼應對辦法？

答：是的。我們重新定位之后，大項目越來越多，人才的制約越

來越明顯，而且整個行業的流動率一直非常高。好在華信惠悅

追求的是有質量的成長，不是漫無邊際的擴大規模，壞了名聲。

問：作為咨詢業的資深人士，你怎麼看待近幾年來全

球咨詢業發生的巨變？

答：一個變化隨著安然事件的爆發。一些非顧問公司大舉介入

咨詢業務，影響了行業的競爭格局，IBM是一個代表，逐步放

棄了硬件業務，目前的咨詢服務收入佔到了總收入的三成。另

一方面，咨詢業傳統上的合伙制也開始發生變化，越來越多的

咨詢成為上市公司，以獲取資金並購。華信惠悅也是其中之一。

當然，另一個重要變化就是戰略公司開始注重戰略執行，而人

力資源公司也開始涉足戰略，相互滲透，你中有我，我中有你。

華信惠悅的組織變革新定位就反映了這一趨勢。好在，咨詢業

是一個不容易被取代的行業。華信惠悅已經有差不多130年歷

史，期間也經歷了很多變遷。

問：《財富》(中文版)開辟了管理答疑的欄目，請專家解答讀

者的疑難問題。其中問得比較多的一個問題是有關民營企業

‘‘  ’’
企業需要組織變革、績效管理、

激勵辦法、企業文化才能成功
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Q: What is your response to the fierce competition among 
consulting firms when it comes to talent resources?
A: We’ve received more and more large-scale projects after 
repositioning, but it has become increasingly clear that we have 
constraints in talent resources. Fortunately, Watson Wyatt values 
quality over quantitative growth, which inevitably ruins reputation.

Q: As a senior consultant, what is your opinion on the massive 
changes in the global consulting industry in the past few years? 
A: Changes normally occur after a long period of stability. A mas-
sive number of non-consulting firms going into the market have been 
affecting the competitive landscape of the industry. IBM is one of 
the examples that abandoned the hardware business gradually and 
their present consulting business revenue has accounted for 30 
percent of its total revenue. On the other hand, traditional partner-
ships among the consulting industry have begun to change. A growing 
number of consulting firms have become listed companies in order to 
obtain capital acquisition – Watson Wyatt was one of them. Another 
important change was that many strategy development companies 
began to focus on strategy implementation, as did human resources 
companies. This resulted in mutual penetration between the two 
sectors. Watson Watson’s new positioning in organization transforma-
tion reflects this trend. Fortunately, the consulting industry is hard to 
be replaced. Watson Wyatt has nearly 130 years of history and has 
undergone many stages of fruitful changes. 

Q: “Fortune Magazine” (Chinese Edition) opened up a man-
agement FAQ column that invites experts to answer readers’ 
problems. Some of their issues relate to building a corpo-
rate culture in private enterprises. What are your thoughts?
A: The corporate culture is invisible, yet it is tangible. In a sense, 
the leadership style and the attitude of a CEO plays a key role in 
the formation of the entire corporate culture. 

As an old Chinese saying goes, “One who grows a melon gets a 
melon; if you grow beans you’ll get beans.” Building a corporate cul-
ture will certainly help corporations implement their business strat-
egy and influence employees to follow, but only if the CEO is able to 
(i) aptly judge the current stage of development of its corporation, (ii) 
share the company’s business strategy and vision to middle manag-
ers and staff, and (iii) implement its strategies accordingly.

Under normal circumstances, a corporate culture is built based 
on both internal and external aspects. First, the corporation needs 
to promote and encourage their staff to be aware of the essence 

的企業文化建設。你怎麼看？

答：企業文化既是無形的，也是有形的。從某種意義上講，

CEO的領導風格和態度對整個企業文化的形成起到關鍵的 

作用。

俗話說“種瓜得瓜，種豆得豆”，如果CEO能夠正確判斷企業

發展所處的階段，並能夠及時將公司的經營戰略與願景及時傳

達給中層管理者和員工，並獲得他們的認同，那麼文化將會有

助於企業落實其經營戰略，並且推動員工朝企業所希望的方向

發展。

通常情況下，企業文化的塑造應當同時關注內外兩個方面：

一是內部的建設，主要是指企業要將其所倡導和鼓勵的內容讓

‘‘  
’’

Chinese corporations need to learn how to transform 

themselves from a conservative to a forward-looking, 

well-planned style of management
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of the corporate culture and to apply it to their day-to-day work 
routine. For example, companies like Epson emphasize environ-
mental protection and social responsibility, and this infiltrates many 
aspects of the company; they show concern for recyclable materi-
als used in their ink-jet printers.

One also needs to build externally, conveying one’s corpo-
rate culture to different channels in the market. This can be 
achieved through media interviews with the corporation leader, 
and participation/sponsorship of public events that will help 
the corporation create and maintain a strong image in the 
corporate world. From another point of view, this actually also 
has to do with the corporation’s personnel strategy. The ‘like-
minded’ strategy is the main attraction for talented job-hunt-
ers. ‘Like-minded’ actually refers to people who understand 
and are in agreement with the corporate culture. Watson 
Wyatt often encourages its clients to establish their brand in 
the market and for employers to promote their brand to their 
employees, simply because it will help retain and attract talent 
which is essential for long-term development.

Q: Readers have also asked about the Watson Wyatt’s survey 
on performance management - could you tell us more?
A: We did some research based on shareholder value in “Fortune” 
Global 500 companies. We studied various aspects of the rea-
sons behind their good performance and the results showed that 
performance management should be communicated strategically 
such that every single department acknowledges the company’s 
vision, mission, performance goals and actual planning. At the end 
of the day, each staff should be aware that their roles and their 
performance affect the company. Under normal circumstances, 
managers of best performing corporations should spend most of 
their time managing. For instance, Microsoft requires all managers 
to understand their employees by conducting one-on-one conver-
sations with them twice a month.

Q: What is your advice to leaders of Chinese corporations? 
A: The importance of changing their management mentality. There 
is a difference between domestic and foreign bonus systems – a 
foreign bonus system is based on the performance goals, the 
costs, the profits, and how the goals should be measured. If em-
ployees know exactly what their incentives are, it will definitely help 
them to focus on their job. 

Under Chinese-style management, the volume of work is poorly 
planned and costs are unidentified. The manager pays little attention 
to their employees during the year and then calculates their bonuses 
at the end of the year. This system lacks incentive. Employees re-
ceive a bonus at the end of the year, but they have no idea why they 
received it and how it was awarded. This is why Chinese corpora-
tions need to learn how to transform themselves from a conservative 
to a forward-looking, well-planned style of management.  

員工知道，並潛移默化到他們日常的工作行為當中去，久而久

之，這些被倡導與鼓勵的內容就成為了企業文化的一部分。比

如象愛普生公司一直強調環保及社會關懷，這一精神深深滲入

到公司每一部分，例如在生產噴墨打印機時，他們就十分關心

所用的材質是否能夠循環使用。 

二是外部的建設，主要是指企業如何在內部倡導的文化精

髓通過有效的渠道傳達到市場上去，比如領導人接受媒體訪

問、參與或贊助有關各種公眾活動等等，以幫助企業樹立良好

的“社會公民”的形象。從另一角度來看，這其實還牽扯到企業

的人才策略問題，“志同道合”往往是企業能夠吸引人才的主

要原因，這裡的“志”其實指的就是人才對企業的文化及長期

目標的認可。華信惠悅常常鼓勵客戶在市場上樹立產品品牌的

同時，也要注重樹立自己的雇主品牌，因為畢竟隻有挽留及吸

引優秀人才不斷地與公司共同努力，才能為企業帶來持續發展

的動力。 

問：也有讀者問到華信惠悅關於績效管理的調查。 

你們有什麼發現？

答：我們曾針對《財富》世界500強企業進行過這方面的調

研，用整體股東報酬來進行衡量。我們從各方面研究他們獲得

良好績效的原因。結果顯示：績效管理應該是一個把整個戰略

方法傳達到各個部門，每個人把自己的規劃和績效連在一起，

這樣，每個人都清楚自己的工作對實現企業願景所起的作用。

通常情況下，這些優秀企業的一般主管都會花大量的時間做

管理方面的工作。比如說微軟就很嚴格地要求主管對下面兩

層的下屬，每個月做兩次的一對一的交談，以了解基層員工的

具體想法。

問：如果請您給中國企業的管理者提一個建議的話， 

您想說什麼？

答：管理最主要是一個心態的改變，比如說國內和國外獎金的

制度，國外首先講好我們做多少業績，要有多少成本，會有多少

利潤，怎麼樣衡量你。員工知道激勵的效果，也就知道了工作的

重點。

而中國式的管理是一年的工作量沒有事先規劃，成本需要

也不確定，所以隻能走著瞧。老板的觀念常常是薪水先不要給

太多，等到年底的時候再算。這種做法毫無導向型，到年底的

時候，員工拿到一筆錢，也不知道是怎麼拿的，為什麼拿到。因

此，怎樣從反應式的改變為規劃式的，成為中國企業一個迫切

需要解決的問題。  

‘‘  
’’

怎樣從反應式的改變為規

劃式的，成為中國企業一

個迫切需要解決的問題

—本文獲中國財富雜誌授權引用– This article is reprinted with the authorization of Fortune China.


