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重要概念
隐藏的商机（Hidden Opportunity）
企业必须了解客户真正的需求及背后的影响因素，才能找出隐藏的商机，进而规划产品与服务、新的目标市场、拟定品牌属性或广告主题，让产品与服务成功上市。要推展顾客优势这项重点，企业甚至不必放弃已经成功的既定策略，而是暂时不将重点摆在这些活动上，以便享有必要的弹性来看出视而不见的机会、找出新的商机，进而找到能够创造新成长和协助再造核心运营模式的策略与行动，并加以执行。
日本秋叶原Daiichi电器城因为了解日本人的居住场所小，因此提供顾客可以把当季不用的电器，如夏天不用的暖气机、冬天不用的电风扇，寄放在该店里，同时所有销售的电器产品均提供3年保固，第3年到期时还可以免费帮你检查，有70％老顾客会重复购买，比同行的20％高出许多。
Netflix成立于1999年，是全球最大的线上DVD租片业者。Netflix创办人赫斯丁兹（Reed Hastings），曾因为忘记归还影片，被百视达罚了40美元，让他深刻体会到影片出租业既有模式的缺点。为了消除租片服务不便的地方，赫斯丁兹创出以邮递方式把影片寄到顾客府上的经营模式。Netflix采取月租费方式，邮寄DVD至租户家中，没有限制还片时间，当影片看完寄回，两天后即可收到新的影片，租户于个人账户中预先选好影片，Netflix将尽可能依照客户的喜爱顺序出片。顾客不用出门，也能享受贴身服务。除了邮递，Netflix还透过网上Cinewatch系统，追踪顾客的口味及需要。网站不仅有会员的租片纪录，还鼓励他们在网上为电影评分，进而了解每位会员的喜好。影片出租或邮递服务都不是新鲜事物，Netflix的成功在于深入顾客的生活，从根本上改变了出租电影的既有服务模式。
由外而内（Outside-In）
史隆管理学院的资深教授芭芭拉·邦德（Barbara E. Bund）曾在受访时指出，许多企业高阶主管根本不了解客户怎么使用产品，或者从哪里获得资讯，她对此感到非常讶异。邦德认为唯有抛弃原有“由内而外”的习惯，重新建立“由外而内”的思考和行为模式，才能让企业持续成长。
诺基亚设计主任可加拉（Antti Kujala）说：“产品是为谁设计，公司就应该走出去了解他们。”说明了产品设计在地化与个人化的重要性。诺基亚的设计中心分散在各个目标市场，就是要为每个市场量身定做产品。在设计产品时，是由人类学家与心理学家组成的工作团队开始。他们花时间与目标顾客在一起，以了解他们使用手机时可能会有的需求，之后公司再根据这些观察，研发制造适合目标顾客的产品。例如，在民众所得较低的市场，许多手机是全家人共享。诺基亚因此特别设计了两款手机，可以让多人共享。手机的通讯录多了分类功能，方便共享手机的家人各自拥有自己的通讯录。花费是该市场顾客的另一项重要考虑，所以这两款手机还有额外的自动计算与提醒功能，用户可以设定讲一通电话的时间或花费上限，只要上限一到，手机便会发出警讯，提醒主人结束通话。
美国Dannon USA公司为了要知道顾客最想买的是什么样的优格，寄出4万封电子邮件，邀请民众参与创造公司的新产品，再从中挑选出，符合新产品目标消费群特质的700名民众，加入研发新优格的行列。这些参加的民众到公司的网站上，从上面列出的产品名字、包装设计、容量大小、成分标示中，挑选出自己最喜欢的优格。6天后，公司便归纳出，最受参与民众欢迎的新产品是，红色的盒子、每盒约4盎司大小、贩售时采4盒装，盒子上强调少了8成的糖。半年后该产品正式上市，果然对目标顾客群产生致命的吸引力，创造7,000万美元的销售成绩。



延伸阅读
从顾客身上偷点子（Outside Innovation）
派翠西亚·赛柏（Patricia Seybold）
当今最有效的创新方式，就是把公司开放给最支持自己的顾客，要善用顾客主导创新，可以依循下列步骤：
找出领先顾客，观察顾客的行为
提供顾客可用的工具
设立并经营顾客社群
让顾客有机会展现实力
让顾客参与同好生产
本期还要告诉你哪5种顾客有助于你创新，并透过卡夫食品、无印良品、乐高积木、贺轩卡片等14个知名品牌案例，帮助你思考运用顾客创新的可行方式！
顾客价值知多少？（Return on Customer）
唐·派伯斯（Don Peppers）& 玛莎·罗杰斯（Martha Rogers）
大部分人对投资报酬率（ROI）的概念都耳熟能详，但是顾客报酬率（ROC）才是企业决策者决策的利器。采用顾客报酬率作为管理指标有7大关键点：
珍惜顾客资源的稀有性
应对股价压力
平衡公司决策
站在顾客的立场
提供个别化服务
发挥最大杠杆效益
教育股东
本期提供顾客报酬率的计算公式，算出每次开发、维系和扩大顾客群所能创造的价值，协助你在公司短期利润与顾客长期价值作出取舍，进而定出最佳获利模式。



 5分钟摘要 




英文
如果真心希望能一再推出成功而创新的产品，必须专心做好下列3件事：

 
	深入认识每位目标服务对象，了解他们想要在日常进行的活动中达成什么事，去体会他们行为背后的原因。
	把所谓“如何在当前经营环境中胜出”的黄金准则全部抛在脑后，转而从目标顾客的行为切入去进行创新。唯有如此才能找出最佳商机所在，因为这些商机超乎了以往任何人的想象。
	要“由外而内”检视自己，以目标顾客的行为当作形成策略的轴心，不仅要满足顾客的需求，更要想出贴切符合顾客行为的创新，借以吸引顾客。定下目标，创造出真正革命性的体验，而不要光是向顾客宣传商品的功能和益处。

“过去25年来，我致力于研究为何有些创新、运营模式、运营策略以及行销和品牌战术能受到市场欢迎，而有些却不行。在我的研究和经验之中，有项概念一再浮现，那就是：最大、最有利、最有发展性和最成功的创新与成长机会，其实就近在眼前，我们却常常视而不见，或是没有加以运用。这些机会就等着你去发掘、运用，但若想看出这些机会并借之获利，就得先抛开一些行之有年的创新、行销和决策的惯例，舍弃一些现行的既定观念和管理做法，转而采取崭新方法去擘画并落实今日的策略与明日的创新和成长策略。希望能借本书让你了解该如何做到。”
——乔幸斯瑟勒



 MAIN IDEA 




中文
If you genuinely want to bring successful and innovative products to market again and again, focus on doing three things:

 
	Understand the people you're trying to serve as the individuals they are and learn what they are truly trying to accomplish in their daily routines. Know the context within which they live.
	Forget all the golden rules about how to succeed in business today. Instead, innovate across people's behaviors. This is the only way you'll be able to define the spaces of greatest commercial opportunity because they will be things nobody has yet imagined.
	See yourself from the "outside in". Formulate your strategies around the way people behave. Go beyond satisfying the needs and wants of your customers and instead engage customers by coming up with innovations that fit their behaviors like a glove. Have a goal of creating genuine transformational experiences and not just communicating the features and benefits of what you have to offer.

"For the last twenty-five years, I have investigated why some innovations, business models, business strategies, and marketing and branding tactics hit the mark, and why others do not. Throughout my research and experience, one idea has surfaced consistently: the biggest, best, brightest, and most successful opportunities for innovation and growth are right here, in front of us, and we often don't see them or act on them. These opportunities are yours for the spotting and taking. But to see them and profit from them, you first must abandon some of the tried and proven conventions of innovation, marketing, and strategy formulation; you must discard some of today's common assumptions and management practices and adopt a fresh way of planning and executing your strategies today and your innovation and growth strategies of tomorrow. It is my hope to show you how."
 —Erich Joachimsthaler 



第1部分　潜藏的成长与创新良机　英文
主要观念
大多数企业都是以“由内而外”的方式进行创新，也就是自己先改进产品、再和顾客沟通，然后重复做大致上同样的事。比较理想的做法应该是以“由外而内”的方式进行创新，就是设法以顾客的角度去改变他们的生活、工作和休闲的方式。




支持概念
企业在过去一向是采取“由内而外”的观点来创新，也就是认为只要研发出更好的产品，自然就能吸引到更多顾客，进而生意兴隆。因此，企业会采取下列做法：
 
	努力让商品差异化——这做法很好，只不过大家都埋首于微不足道的改善工作，以至于没有人能够看出超越现有商品的成长契机。
	将目标市场设定在固定的区隔中——这做法有其好处，只不过一旦出现没人想到过的市场区隔，就不管用了。
	试图透过购并来成长——这做法没什么不好，只不过大家会过于专注在促成购并案成功，却不去开发新市场。
	将品牌的触角延伸到邻近市场——以这个做法来达成渐进式的成长是可行的，却不适合用来进入变化快速的新兴市场。
	听取顾客的意见——这做法也很好，只不过顾客仅能就自己熟悉的经验来评估未来，至于他们还不知道已经可以做到的商品，自然不会有需求。

以上做法某种程度来说都有其价值，却也都有一个基本上的缺点，那就是完全从组织的观点出发，没有深入探讨并检视顾客真正的需求。如果缺乏宏观的视野，企业往往会错过其实就近在眼前的成长良机。
比较理想的创新方法是“由外而内”，了解顾客想要达成的目标是什么，进而满足他们没说出口的渴望、梦想和幻想等。
换句话说，采取“由外而内”的观察角度，就是要从更宏观的制高点去鸟瞰整个市场，这表示：
 
	不要光是了解现有顾客，而是要去观察人类的根本行为。
	不要局限于既有的品牌和商品组合。
	不要受限于僵固的分类方式，如产品别或产业别等，反正这些分类的界线本来就愈来愈模糊。
	不要根据业务内容来规划公司的组织，而是要去要求所有员工都努力提升公司的价值主张。
	不要受限于策略性事业单位所造成的僵固界线和本位观念
	不要只停留在大多数员工已熟悉的习惯领域，这样才能借镜其他领域的新鲜构想。

采取由内而外的观点，理想上的目标是要达成在市场上的竞争优势。相对地，采取由外而内的观点，理想上的目标则是希望达成独一无二的顾客优势。



关键思维
“当企业不再追求竞争优势，而是以追求顾客优势为最高指导原则时，这个新的发展重点并不表示企业必须在组织架构或管理做法上，进行组织再造。实际上，要推展这个新的重点，企业甚至不必放弃已经成功用来推广并扩张现有产品线的既定策略，而是暂时不将重点摆在这些活动上，以便享有必要的弹性来看出视而不见的机会、找出新的商机，进而找到能够创造新成长以及协助再造核心运营模式的策略与行动，并加以执行。”
 ——乔幸斯瑟勒 
“如果当初我去问顾客到底想要什么，他们会回答说要一匹跑得更快的马。”
 ——亨利·福特 



Part 1　Hidden Opportunities for Growth and Innovation　中文
Main Idea
Most companies try and innovate from the "inside out"—improve products, talk to customers and generally do more of the same. A better idea is to innovate from the "outside in". This means trying to look through the eyes of the customer and change how they live, work and play for the better.




Supporting Ideas
Traditionally, companies have approached innovation from an "inside out" perspective—develop better products and you'll automatically attract more customers and your business will thrive. Therefore, companies:
 
	Try and differentiate their product offerings—which is fine, except everyone gets so busy making marginal improvements that nobody looks beyond current offerings for new growth opportunities.
	Organize the marketplace into tidy segments—which is helpful, except when new segments arise that nobody has even dreamt of.
	Attempt to grow by merger and acquisition—which is all right, except everyone focuses on making the marriage work rather than accessing new markets.
	Extend their brands into adjacent markets—which is okay for incremental growth but no good for accessing dynamic and emerging new markets.
	Listen to their customers—which again is fine, except customers only evaluate the future by what they are already familiar with. They won't demand what they don't know is technically feasible.

All of these practices are valuable to a point, but they share a fundamental weakness—they are all using the organization's point of view and perspective. They never go beneath the surface and examine what it is customers want. Lacking this big-picture perspective, it's easy for companies to miss growth opportunities that are literally right before their eyes.
A much better way to innovate is to work from the "outside in"—understand what it is customers are trying to achieve and then deliver on the customer's unexpressed desires, dreams, fantasies and so forth.
Put another way, to look from the outside in will require that you look at the marketplace from a broader vantage point altogether. This means going:
 
	Beyond understanding your existing customers and looking instead at the underlying behavior of people.
	Beyond existing brands and portfolios.
	Beyond arbitrary classifications like categories or industries. These are blurring anyway.
	Beyond organizing your company around functions and instead giving all your people a challenge to improve your value proposition.
	Beyond the arbitrary boundaries and silos created by strategic business units.
	Beyond the habitual domains most of your people are already familiar with so fresh ideas can be cross-pollinated and grafted in.

The logical end result of an inside out perspective is to achieve a competitive advantage in the marketplace. By contrast, the logical end result of the outside in perspective is to achieve a customer advantage that hopefully is unique.



Key Thoughts
"When a company replaces the pursuit of competitive advantage with the pursuit of customer advantage as a guiding principle for the enterprise, the new focus does not mean that it must necessarily undergo a complete reorganization, either in its structure or in its practices. In fact, the new focus may not even require a company to scrap the strategies it has already been successfully using to promote and expand existing product lines. Instead, those activities are temporarily de-emphasized to permit the elasticity required to see the opportunities in plain sight, to identify new opportunity spaces and to find and execute strategies and actions that create new growth and help to reinvent the core business model."
 —Erich Joachimsthaler 
"If I had asked customers what they wanted, they would have told me they wanted a faster horse."
 —Henry Ford 



第2部分　需求导向的创新与成长模型　英文
主要观念
“需求导向的创新与成长模型”（DIG）是一套有系统、可重复运作的流程，用以找出并利用有获利潜力的成长机会。DIG模型所着重的不是提升产品，而是要在消费者的日常生活中创造改变。




支持概念
DIG　1　全心关注顾客的行为，而非顾客的说法
企业在经营上的传统起点通常可以归结为：“找出需求，再研发能满足需求的产品或服务。”话虽不错，但是当目标顾客甚至不清楚自己的需求是什么，也不知道如何表达自己的需求时，那又该怎么做？换句话说，当整个产品类别根本还不存在的时候，你又该怎么评量需求？

有鉴于此，要想出可能一直埋在隐藏机会中的创新产品，比较理想的方式是提出以下几种问题：
 
	目标顾客在每天的工作与生活当中，真正想达成的是什么？
	在目标顾客每天的待办事项中，有哪几种是经常出现的？
	目标顾客每天最主要的优先事项是什么？
	他们必须完成上述优先事项的背景因素，举凡物质面、社交面和文化面的因素各是什么？

提出上述问题的目的，是要让自己深入体验顾客的日常生活经验，这么做，便能找出创新的3大构件：顾客的目的或期望、顾客从事的活动，以及顾客的优先考虑。只要了解顾客的目的、活动和优先考虑，便能对顾客实际的需求和困扰有较清晰的认识。
那么，在实务上又该如何做到？通常会要经过下列5个步骤：
先建立顾客知识资料库——找出顾客所有的活动、目标、优先考虑、需求和困扰。可以请顾客每天用日志做记录、或是访问顾客，也可以直接去观察顾客。
再将这些活动做有意义的归纳——将性质相近，或是主题和优先考虑相同的活动归为一类。就实务来说，如果可以想出约10项左右的主要目标，说明自己的产品如何与顾客的生活相结合，那么在这个步骤上应该会有不错的成果。
接下来再以上述共通架构，来归纳之前的顾客研究——也就是所有和顾客有关的资讯，这些资讯常被埋没在市场研究报告里，从来没有人花时间研读。将你的研究和你所发现的整体市场需求概况进行交叉比对，便能估计出每一类活动的需求规模有多大。
评估每一类需求的策略价值——或许可以依照顾客对各类活动上的重视程度、与既有配销通路配合的程度，或是对市场可能产生的吸引力来评估。此外，在这个步骤也要一并评估市场上其他商品选择将带来的竞争程度。
从全面观点去分析既有品牌的现况——了解顾客使用产品的方式和公司赋予产品的定位之间，是否有所落差？如果原本设想的方式和实际使用的状况有所不同，那么就可以进一步判断，是否可以透过这种超乎设想的使用方式来找出更理想的方法，用在未来推销产品或服务。
“消费者基本上是不会主动找寻产品或服务的，产品或服务只不过是工具，用来达成目的或做他们想做的事，以及用来享受和体验生活。我们是在体验的当下或过程中找到乐趣，因此非常重要的是要超越消费者的需求，去探索他们所追寻的究竟是什么。”
 ——乔幸斯瑟勒 
“人在基本需要与想要的东西之外，还会热切地努力实现渴望、乐趣和期望。深入了解顾客行为背后的因素，有助于探究这些人生当中的强大动力。毕竟，如果无法发掘到顾客的梦想、盼望与幻想，就无法有效吸引顾客。”
 ——乔幸斯瑟勒 
“需求地图能够标示出顾客行为（在社会和文化背景下，以目标、需要、冲动、感受、希望和渴望为导向，所衍生出的活动、计划、任务与待办事项）和创新成果（创新能否融入并深植于目标顾客日常作息中）的交会点。在建构或描绘需求地图时最重要的观念是，目标顾客无法说明他们不知道或没经历过的事。体验并观察目标顾客的行为，才是真正重要的事。顾客所从事的活动，背后都与许许多多的需要有关。眼界若要更远，就必须探究得更深入。”
 ——乔幸斯瑟勒 
DIG　2　提供与顾客息息相关的商品
一旦了解潜在顾客真正感兴趣的活动之后，便可以开始准备更仔细思考自己拥有哪些成长机会。
要记住，你所要发掘的，是连顾客自己都看不见、传统市场研究也没发现的隐藏商机。要达到这个目标，必须稍稍往后退，透过下列3种完全不同的角度来看待事物：

1．顾客的角度——从顾客生活的背景来思考，设想他们每天关心的是什么？顾客所拥有的资源通常很有限，所以如果去观察他们愿意做什么样的取舍，将有很大的帮助。另外也应该留意相关现象所提供的线索。例如，一家日本企业研发出一种口味奇怪又具有药效的饮品，在日本销路很好，但在欧洲的销路，直到该产品被定位为忙碌人士的早餐替代品后才见起色。善用这种相关现象的机会，销售得以大幅提升。
2．市场的角度——设想不同顾客群分别会采取哪些方式，来提升他们对产品的整体满意度。在这方面要设法以意料之外的角度去观察潜在的产品，因此必须考虑的有替代产品（如果顾客无法取得你的产品，会以什么取代？）、配件产品（顾客同时还会购买什么产品，以提升整体的使用经验？），以及拒绝购买者（那些不买你产品的顾客，是如何达到大致相同的目标？）。
透过这种方式以更宏观的市场角度来找寻机会，就有可能用全然相对的观点来看市场，并想出原创性的构想和概念。但要记得的是，此时是要从意料之外的角度切入，探求潜在的机会，而非跟进其他产品。这种做法和从他人成功的因素来回推，是完全不同的。
3．产业的角度——基本上来说就是要做下列3件事：
挑战产业中的既定观念。
检视环境中的任何改变。
探索其他可行的运营模式。
此时要去找寻产业重大发展中发生的改变，这些改变会开启以往不可行的新商机。根本的挑战在于，要想办法将产业目前盛行的运营模式，改变为与顾客日常生活更相关、更合用的运营模式。有时候市场会呈现明显的转变，而有些时候，如果出现其他以往不可行的运营模式，也可能成为改变的催化剂。
大体上说来，就是要按部就班地去思考潜在的新机会，这与过去的脑力激荡模式不同，脑力激荡是要想出大量构想，希望能出现几个值得继续进行的宝贵构想，而这里所指的，则是要透过有系统的方法来产生既创新又实用的构想。
机会本身无法创造价值，要创造价值，必须将适当的机会加以落实。这也说明了下面这件事的重要性，就是不仅要找出潜在机会或创新，更要以合理的方法去锁定和评量这个商机。若要让这些机会开花结果，就必须规划出一套有策略的行动蓝图。
真正该做的事情是要发展出未来最可行的“成长平台”。所谓成长平台是各种创新产品、服务、能力、工具和方法的集合，这些要素结合起来，能够为你的公司创造出顾客优势。成长平台通常会在以下3种时机出现：
 
	当顾客以完全出乎意料的方式使用新产品时。
	当顾客开始根据你的现有产品，以不同于原先设想的新用法来安排他们的日常生活时。
	当你能够开始满足顾客新的或未表明的需要时。

要能按部就班地思考商机所在，一项很重要的元素就是要找到你公司的“甜蜜点”。这个甜蜜点是你公司该去竞争的领域，也是顾客支持你存在的地方。或者以另一种角度来看，甜蜜点就是让你公司得以尽量善用机会的地方。击中甜蜜点的极佳例证，就是史蒂夫·贾伯斯和iPod的上市。原本iPod很容易就被定位为苹果电脑的周边设备，但贾伯斯却很聪明地将iPod定位为另一个完全不同的成长平台。然后贾伯斯和其他公司达成协议，让这些公司愿意授权内容，并根据iPod来设计产品。结果iPod本身成了广受市场欢迎的消费产品，而不是变成被埋没在电脑制造商的周边产品区、市占率仅达5％或6％的配件之一。
那么，到底该如何锁定商机，并且设法找出市场的甜蜜点？这通常要采取下列4个步骤：
判断市场所依循的逻辑——或者换句话说就是去分析市场、观察市场上出现哪些模式。从了解顾客行为的角度去探究各种状况，再以消费者的角度去评量他们需要的、想要的和行为模式。有些行为正是造成消费者问题或消费模式的原因，观察是否有能够改变顾客目前行为的成长平台正在成形之中。观察并全心投入顾客的角度，才能解读市场所发出的讯号。
探索各种选择——这可能必须经过一些测试和失败的过程。跨越传统的藩篱、尝试不同的事物，并以新颖的方式重新建构需求地图。深入思考各种未加善用的机会，幸运的话，在尝试的过程中，就可能浮现一个或数个新的成长平台。
界定出需求优先的成长平台——这样的平台能善用你公司的优点，让产品、服务、品牌或能力和顾客更息息相关。可行的成长平台，能增加顾客将你的商品纳入他们日常生活中的机会。成长平台所创造的顾客体验是革命性的，而不是渐进式的。有种方法对你思考这点或许会有帮助，就是把成长平台想象成一道雷射光，将你所能提供的一切（能力、产品和服务）精准锁定在特定的顾客需求类别上。
评量自己的商机——这样才能建构一套有力的诉求，用以向前迈进。将需求程度量化，便能得知商机的规模。将成长平台和目标顾客与市场区隔连结起来，这样便能了解相关的状况。有系统地将自己所知的资讯连结起来，商机的整体规模就显而易见了。
“我们相信上帝，至于其他人请提供数据。”
 ——爱德华·戴明　品管大师 
“基本上，这个DIG模型的阶段提供了一种方法，让我们可以善用商机。从创新的角度来说，最重要的课题是：要锁定商机，就必须在以需求优先的成长平台上进行创新，而不是在产品、技术、服务或新的行销战术上进行创新，也就是要专注于创新将如何改变目标顾客的日常生活与工作。对企业来说，以此作为策略、创新与行销的出发点，其意义与价值远高于既有的做法，既有做法所寻求的创新并非从背景因素出发，而且是以由内而外的角度去将新设计、新产品或新科技，投射到顾客的日常生活中。”
 ——乔幸斯瑟勒 
DIG　3　拟定计划并培养积极的行动力
“企业如果不能明确界定、锁定、分析并取舍其商机，往往会去追寻伟大创意、突破性的新产品或服务等浪漫梦想，却无法加以实现。这类企业想要走捷径来创新，将重点摆在个别产品的小幅改善，却浪费了宝贵的精力与资源，因为他们的商品无法真正打动消费者。更糟糕的是，这些企业会错失了具有公正、需求优先与由外而内的观点所提供的成长良机。”
 ——乔幸斯瑟勒 
在这个阶段会浮现的关键策略性问题包括：
 
	哪个成长平台是一开始就应该锁定的？
	为什么？
	要向前迈进所该采取的行动步骤是什么？
	该怎么做才能最有效达成并维持顾客优势？
	必须做到什么样的产品创新？
	该如何分配资源才能真正达成顾客优势？

遵循DIG的做法到目前阶段，可能一不小心就会回复到以单一面向的角度来思考各种可能性。你必须觉察到，在这个阶段自然会有种倾向，回到由组织内部来主导改变的习惯，例如这里改一点、那里改一点，就因为认为顾客一定会喜欢等等习惯。比较理想的做法是坚守DIG模型，并开始提出困难的问题来挑战自己。这个阶段的核心是要启动新的成长平台并加以善用，而现在必须从思考进展到行动。因此在第3阶段，你在思考每位顾客的日常生活中有哪些状况的同时，也必须考虑运营策略的议题。这两者之间的平衡点很难拿捏，但只要度过了起跑点上的关卡，便能拟定出一套明确的策略，指引出前进的路。
在这个阶段必须勾勒出策略性的行动蓝图。要拟出缜密的策略架构，就必须考虑3个重点：
1．目标——我们到底想达成什么目的？
你的目的显然就是组织的首要目标，必须要简单明了而且能够评量。目标也必须务实，但同时又要能激发自己发挥全力。策略性目标有很多种形式，可能包括获利目标、顾客数、市占率和股东报酬等。目标订得愈详细愈好，所以包括时程、对顾客体验的影响等相关细节都要纳入。
2．优势——为达成目标必须运用哪些资源与能力？
大部分企业会把这个概念视同为竞争优势，因此对他们来说，就变成是要设法比竞争对手更妥善运用核心能力。相对地，DIG模型则是要企业以顾客优势为念。寻找可行做法，进一步融入、渗透到顾客的生活之中。找出自己能让顾客的哪些日常活动变得更充实，以及要运用什么资源才能做到。
3．范畴——要在哪个领域中竞争？
传统上在思考企业的竞争范畴时，重点在判断企业要在哪些产品类别或产业中竞争。从DIG模型的观点来看，范畴是根据顾客体验来界定的。因此要决定竞争范畴，就会变成是在判断公司想要服务哪些特定的顾客需求。产品与服务是用来满足顾客需求的工具，必须经过仔细考虑。提供顾客优势有至高无上的重要性，而所谓界定范畴，就是要建立商品与顾客生活之间的联结。
要注意的是，策略蓝图必须要明确、周延，不仅要能让公司彻底落实，也要让顾客欣然接受。要做到这点唯一的方法，就是让你的策略蓝图在顾客日常生活中的每个相关接触点上都能连结起来。
光是勾勒出策略蓝图是不够的，还必须创造出相对应的体验与行动计划来配合。要制订出这样仔细的计划，必须具备以下2种观点：

■观点　1
描绘出理想的顾客消费经验
要详细界定顾客消费经验，必须做到：
了解顾客如何得知你公司。
理解顾客是如何、又是在哪里作选择。
了解顾客如何购买你的产品。
了解顾客如何使用你的产品。
总而言之，就是要分析、研究顾客从开始到最后的完整消费体验。
■观点　2
分析交易点的购买行为
由这项分析可描绘出一幅接触地图，整合进顾客与组织互动的各种方式。这样的评量有助于判断各个接触点的重要性，以及各个接触点对于理想结果的贡献。分析交易点的购买行为本身也很有价值，对此加以思考之后，或许可以设法简化采购流程、减少采购的步骤、将数位科技整合进交易过程等。这个分析也可以凸显出一、两项非常有效的杠杆或行销活动，值得更充分利用。因为可以强调顾客观点这个最重要的议题，所以非常值得运用这个观点2的分析结果来纳入企业的发展计划之中。这些观点会大大影响顾客的选择和喜好，所以将它们纳入未来计划就变得非常重要。
一旦对于上述两种观点具备了新而精准的资讯，便能针对如何采取行动来规划详细蓝图。这份蓝图应该要具备某种明确的逻辑，指引出向前发展的路线。
以下举美国道富金融集团作为个案研究，来呈现上述观点的实行状况。道富公司（成立于1792年）是一家金融机构，原本的主要业务是资产信托，也就是账户管理和追踪机构投资人所持有的证券。该公司在1991年底任命马歇尔·卡特接任执行长，当时正值产业焦点从交易处理转向资讯服务的时候。卡特明智地注意到，权力的天平正快速由组织朝顾客端倾斜，于是他要道富做好准备，以便善用新兴的商机。
卡特开始探索顾客的日常状况，并注意到这些顾客处在3个不同阶段时，会需要详尽的金融资讯：
交易前——分析市场时。
交易中——实际购买时。
交易后——追踪投资标的时。
以往，交易活动占了道富60％的营收，交易前的服务占24％，而交易后的服务则占16％。卡特发觉随着资讯的价值逐渐升高，道富传统的收入来源则会明显减弱。因此他决定以由外而内的观点来改造公司，说得明确一点，卡特决定在整个投资流程上，包括交易前、交易本身与交易后，投注同样比重的心力。
卡特与其管理团队为道富规划出策略蓝图，包含下列3项重点：
道富重新组织了其业务与服务团队，让顾客能够和单一服务人员建立起密切的关系，而每位人员均可提供道富所有的功能。如此一来，顾客需要公司提供其他服务时，就不需要另外熟悉组织中不同的人员。
道富发展并展现出有力的品牌策略，而且这项策略并非奠基于单一窗口提供投资咨询的概念，因为其他企业已在进行这样的尝试。道富不同的地方，是将心力更密切集中于服务世界各地的机构投资人。道富还发展出一套诉求策略，来强调该公司在这方面的专业与着力。
道富推出了结合产品、功能、工具、科技和服务的新组合，大幅拓展了公司的业务范围。这些能创造价值的商品包括了交易前、中、后3个部分，目标都是在协助机构投资人更有效率地搜集资讯，并管理其投资组合。



关键思维
“根据顾客的需要和想要的来界定商机，就算是包括了未满足的、潜在的、或是未表明的需要在内，这样的观点还是过于窄化、简化，而且把握不到重点，无法正确预测未来，也小看了创新和成长这两件事。经理人往往太执著于商品功能的特色与改善，无法全盘了解目标顾客复杂又多面向的生活和工作经验。不论是高阶的、复杂的产业采购行为，或是单纯的消费者感性购物，经理人从不曾完全理解促成消费和采购的真正动机。企业一股脑专注于服务顾客或是在产品创新上胜出，却全然忽略了什么对顾客来说才是最重要的。”
“改采需求优先策略的9个月内，转移到新重心的道富公司不仅实现了市场分析师修正过的预期，也达成了卡特对整体股东报酬的更高期待。该公司的本益比，打破银行一般停滞于营收14到16倍的水准，大幅提升至营收的22到30倍，这样的表现通常会让人联想到高绩效、高成长的彭博资讯等资讯科技公司，以及ADT等资料处理公司。今天，道富是美国共同基金的龙头服务商、美国退休资产的龙头投资管理业者，以及全球外汇服务的龙头服务商。”
“策略蓝图是一套由企业针对自身状况提出的独特指令，用以确保其经营方法、启动成长平台，并指引出后续的作业流程。”
“一套详载了目标、优势与范畴的周延策略，应该能够抓出企业发展的路线，例如企业该如何成长、成长的方向为何，以及要借由哪些成长平台来达成等。这样的策略明确指出企业中各个成员或单位所必须完成的工作，而行动计划则能让企业的观点更为全面完备，从‘由外而内’到‘由内而外’。”
 ——乔幸斯瑟勒 



Part 2　The Demand-driven Innovation and Growth Model　中文
Main Idea
The Demand-driven Innovation and Growth (DIG) model is a systematic and repeatable process for identifying and then exploiting profitable growth opportunities. DIG focuses not on better products but on creating a change in the everyday lives of consumers.




Supporting Ideas
DIG 1 Focus closely on what people do, not what they say
The traditional starting point for a business is typically summed up as: "Find a need and then develop products or services that meet that need." That sounds good until you consider what to do when people aren't even aware of their needs and don't know how to express them? In other words, how do you measure demand for an entire product category that does not exist yet?

With that in mind, a better approach to coming up with innovative products that would otherwise remain hidden opportunities is to ask these kinds of questions:
 
	What are people actually trying to accomplish in their business or personal lives each day?
	What kinds of items typically find their way on to their daily "To Do" lists?
	What are their main priorities each day?
	What is the context within which all of these things need to get done—physical, social and cultural?

The idea here is to immerse yourself in the daily life experiences of your customers. By doing that, you come up with the three main building blocks—their goals or aspirations, the activities they engage in and their respective priorities. Once you understand the customer's goals, activities and priorities, you can then get a clearer picture of their actual needs and frustrations.
So how does all this happen in practice? There are usually five steps involved:
Start by building your customer knowledge database—identify all the customer's activities, goals, priorities, needs and frustrations. You may do this by getting them to keep a diary, by interviewing them or simply by observing them.
Next group these activities into meaningful clusters—assemble clusters of similar tasks or those that have common themes and priorities. In practical terms, if you can come up with around ten or so key goals that describe how your product fits into the lives of your customers, you'll be doing well.
Now layer in your prior customer research to this common frame-work—all the information you have about customers that has been buried in market research reports nobody ever has time to read. By cross referencing all of your research with what you have found out about the overall demand landscape, you can make an estimate of the size of demand in each cluster.
Evaluate each demand cluster with respect to its strategic value—perhaps in terms of the relative priority customers assign to each cluster, the fit with existing distribution channels and possibly market attractiveness. Determine how much competition there will be from alternative product offerings in this step.
Analyze how your current brand fits into the big picture perspective—whether there are differences between how people actually use your product and how it has been positioned. If there are differences between planned use and actual consumption, then you can decide whether that unplanned use is an indicator of an even better way to sell your product or service in the future.
"People as a rule do not seek products or services. Products or services are merely means to get things done or to spend time their way, to enjoy and experience life. The moments and episodes of experiences are where we find pleasure. Hence it is extremely important to explore people's quests beyond needs and wants."
 —Erich Joachimsthaler 
"Beyond basic needs and wants lie more passionate quests to fulfill desires, pleasures, and cravings. Attaining a deep understanding of the behaviors of customers in context helps explore these powerful forces in our lives. Ultimately, we cannot appeal to customers effectively unless we tap into their dreams, urges and fantasies."
 —Erich Joachimsthaler 
"The demand landscape maps the intersection of behavior (activities, projects, tasks and to-dos driven by goals, needs, urges, sensations, hopes and desires in the social-cultural context) with the capacity of an innovation to fit in and embed itself in the way in which people operate every day. The main insight governing the construction or mapping of the demand landscape is that people cannot tell us what they do not know and have not experienced. It is far more important to experience and watch what they do. Each activity in which a customer engages has associated with it a whole host of needs. In order to see further, you have to dig deeper."
 —Erich Joachimsthaler 
DIG 2 Make your offerings highly relevant
Once you understand what potential customers are genuinely interested in doing, you're then ready to start thinking in more detail about what growth opportunities are available to you.
Bear in mind that you're trying to uncover hidden opportunities that customers themselves cannot see and that conventional market research does not uncover. To achieve that, you need to step back a little and look at things through the lenses of three entirely different perspectives:

1．The customer perspective—from the context within which the customer lives, what are their everyday concerns? Customers generally have limited resources, so if you look at the trade-offs they are willing to make, this can be helpful. You should also look at adjacencies for hints. For example, a Japanese company developed an odd-tasting liquid with medicinal properties that sold well in Japan but not in Europe until it was positioned as a breakfast alternative for people on the go. By taking full advantage of this adjacency, sales took off.
2．The market perspective—what groups of customers are doing to increase their overall product satisfaction. Here, you're trying to look at potential products from unexpected angles, so you need to think about substitutes (What would they use if your product was not available?), enhancers (What do they also buy at the same time to improve their overall experience?) and naysayers (What do those who do not buy your product use in order to achieve roughly comparable things?).
By looking for opportunities from the perspective of the broader marketplace in this way, you might be able to turn the market figuratively on its head and come up with some original ideas and concepts. Keep in mind though that what you're trying to do here is probe the potential opportunities available by coming from unexpected directions rather than attempting to develop me-too products. This is an entirely different specialty than attempting to reverse engineer what has succeeded for others.
3．The industry perspective—which in essence requires that you do three things:
Challenge the existing industry assumptions.
Examine any changes in the environment.
Explore alternative business models.
What you're looking for here is changes in the underlying dynamics of the industry that open up new commercial opportunities that have never before been feasible or practical. The fundamental challenge is to find ways to change the industry's prevailing business model to something that is much more relevant and applicable to the everyday lives of customers. Sometimes the marketplace itself will throw up obvious discontinuities, while at other times the availability of alternative business models that were never before possible may be the catalyst for change.
Overall, what you're trying to engage in is some structured thinking about potential new opportunities. This is not brainstorming in the conventional sense where you generate lots of ideas in the hope of having a few gems worth keeping. Rather, it is a systematic approach to generating innovative yet practical ideas.
In and of themselves, opportunities do not create value. For that to happen, the right opportunities have to be executed. This is why it's vital that you not only identify potential opportunities or innovations but also that you then go on and structure and calibrate this opportunity space in a rational way. You have to formulate a strategic blueprint for action if these opportunities are to bear fruit.
What you're really trying to do is to develop the most viable "growth platforms" of the future. A growth platform is a collection of innovative products, services, capabilities, tools and methodologies that combine to create customer advantage for your firm. Growth platforms typically arise:
 
	When new products are used by customers in entirely unanticipated ways.
	When people start structuring their daily lives around using your existing products in new and different ways from those first envisaged.
	When you start delivering on your customer's new or unarticulated needs.

One important element of introducing structure into the opportunity space is to identify the "sweet spot" for your firm. The sweet spot is where you should compete. It's where you have the customer's permission to be. Or another way to look at it is that it is where the opportunity is optimized for your firm. A great example of hitting the sweet spot is Steve Jobs and the introduction of the iPod. The iPod could easily have been positioned as an accessory to an Apple Computer, but instead Steve Jobs adroitly positioned the iPod as a separate growth platform altogether. He then struck deals with other companies to license their material and design products around the iPod. The end result was that the iPod has become a highly successful consumer product in its own right rather than something buried in the accessory section of a computer manufacturer with a 5- or 6-percent share of the market.
So how, exactly, do you go about structuring an opportunity space and trying to identify the market sweet spot? There are usually four steps involved:
Determine the logic used by the marketplace—or in other words analyze the marketplace and see what patterns are emerging. Explore everything from the perspective of understanding customer behavior. Use the consumer perspective to evaluate their needs, wants and patterns of behavior. See if you have a growth platform warming up in the wings that has the potential to transform the very behavior that is currently driving the consumer's problems or consumption. Observe and immerse yourself in the customer's point of view so you can decipher what signals the marketplace is sending.
Explore all the alternatives—which may require some trial and error tests to be made. Cross the traditional boundaries and try some different things and some novel ways to structure the demand landscape. Think about any unexploited opportunities in depth. If you're very fortunate, one or more potential new growth platforms will come into focus as you do this.
Define your demand-first growth platforms—something that leverages what you do well to deepen the relevance of your product or service, your brand or your capabilities. A viable growth platform will increase the chances that customers will assimilate what you offer into their everyday lives. Growth platforms create customer experiences that are transformational rather than incremental. It may be helpful to think of your growth platforms as laser beams that focus what you offer (your capabilities, products and services) on specific clusters of customer demand.
Evaluate your opportunity space—so you can build a solid business case for moving forward. Quantify the level of demand so you can say what the size of the opportunity is. Link the growth platform to people and segments of the market so you get a feel for what will be involved. Link everything you know in a structured way so the overall size of the commercial opportunity can be made apparent.
"In God we trust. Everyone else bring data."
 —W. Edwards Deming, quality guru 
"Essentially, this stage of the DIG model provides the discipline that renders the opportunity space useful. From an innovation perspective, the lesson is this: rather than innovating in product, technology, or service, or new marketing tactic, the structuring of the opportunity space calls for innovating around a demand-first growth platform—a focus on how it transforms people's everyday lives or work. This starting point for strategy, innovation and marketing is far more meaningful and valuable for the firm than existing practices that call for innovation out of context and projecting a new design, product, or technology into consumers' everyday lives from the inside of the company out."
 —Erich Joachimsthaler 
DIG 3 Develop a plan and a strong bias for action
"Companies that do not explicitly define, structure, analyze, and prioritize their opportunity spaces often chase romantic dreams about big ideas and breakthrough new products or services but fail to realize those dreams. They try to fast-track innovation; they focus on mere improvements of individual products and waste precious energy and resources because their offerings don't truly hit the mark. And worse, they miss the biggest opportunities for growth that an unbiased demand-first, outside-in perspective provides."
 —Erich Joachimsthaler 
The key strategic questions that arise at this stage are:
 
	Which growth platform should we focus on initially?
	Why?
	What should our sequence of action be moving forward from here?
	How can we best achieve and sustain customer advantage?
	What product innovations will be necessary?
	How should we allocate our resources so as to genuinely achieve customer advantage?

There is a danger that having got thus far with the DIG methodology you then regress to considering your array of possibilities from a one-dimensional point of view. You have to be aware that your natural tendency now will be to slip back into the mode of driving change from inside your organization—changing this or that because customers will be sure to like that and so on. You're far better off if you stick to the model and start asking the tough questions. This step is centered on activating and then harnessing new growth platforms. You now need to go from thought to action. Thus, in this third stage, you need to be thinking about corporate strategic issues at the same time that you're considering what is happening in the everyday life of each customer. This balancing act is difficult, but once you get over any starting gate glitches, you can then develop a definitive strategy that will guide your way forward.
What's required is a strategic blueprint for action. To come up with a robust strategic framework, there will be three key considerations:
1．Objectives—What exactly are we trying to achieve?
Your objectives are obviously your organization's primary goals. These need to be simple and measurable. They also need to be realistic, but at the same time make you stretch. Strategic objectives can take any of a wide range of forms, and may include targets of profitability, head count, market share, shareholder return, etc. The more details you embed in your objectives the better, so include relevant detail about time horizons, impact on the customer experience and so forth.
2．Advantage—With what resources and capabilities do we achieve this objective?
Most firms equate this with the concept of competitive advantage. This for them becomes a matter of looking at leveraging core competencies better than others. The DIG model, by contrast, requires firms to think solely in terms of customer advantage. Look at what you can do to become more absorbed and assimilated into your customers' lives. Look at which daily customer activities you will enrich and what resources you will be using to provide that enrichment.
3．Scope—In what domain will we compete?
Traditional thinking about a firm's scope concentrated on deciding in which product categories or industries the company would compete. From the perspective of the DIG model, scope is defined in the context of the customer experience. Scope therefore becomes a question of deciding which specific customer needs your firm intends to serve. Your products and services are the tools you will use to meet those needs. They have to be carefully considered. Providing customer advantage is of paramount importance. Scope is all about embedding links between what you offer and the everyday lives of your customers.
Note that your strategic blueprint has to be specific and well-formulated. Not only does it need to be lived by your firm, but it also needs to be well received by customers. The only way this will happen is if it connects with every relevant touch point in their everyday lives.
It's not enough just to come up with a strategic blueprint. You also need to create a corresponding experience and activation plan to go with it. To generate these kinds of detailed plans, two different perspectives will be required:

■Perspective #1
Map the desired customer purchase experience
To define this in detail, you have to:
Understand how customers become aware of you.
Know where and how customer choices are made.
Understand how people purchase your products.
Have a good feel for how your products are used.
Overall, you need to analyze and research the entire customer experience from beginning to end.
■Perspective #2
Analyze the actual point of purchase transaction.
Doing this will generate a touch map that incorporates all of the various ways customers interact with your organization. Such an assessment helps define the relative importance of each touch point and how each contributes towards the desired ideal. Analyzing the point of purchase transaction itself can also be worthwhile. Having considered this, you may look at ways to simplify the purchase process, to reduce the steps to purchase, to integrate digital technologies into the transaction, and more. This analysis might also highlight one or two levers or marketing activities that could be worth deploying more fully because of their effectiveness. This perspective is well worth integrating into your plans moving forward because it allows the all important issue of customer perceptions to be brought to center stage. These perceptions strongly influence customer choices and preferences, so they are important to bring into your future plans.
Once you've armed yourself with refreshed and accurate information on these two perspectives, you can then draw up your detailed blue-print for how to get into action. Your blueprint should now have some kind of definitive logic that will guide the way forward.
As a case study of how this happens in practice, consider the example of State Street Boston Corporation. State Street (established in 1792) was a financial institution focused primarily on asset custody—keeping accounts and tracking securities held by institutional investors. When Marshall Carter was appointed as State Street's CEO in late 1991, he arrived just at a time when the focal point of the industry was changing from transaction processing to information services. Carter was smart enough to note that the balance of power was rapidly shifting from the institution to the customer, and he wanted State Street to become positioned so that it could take advantage of these new opportunities that were arising.
Carter started by exploring the everyday world of customers. He noted that there were three distinct phases where these people needed detailed financial information:
Pre-trade—where they were analyzing the market.
Trade—actually making a purchase.
Postrade—where investments are tracked.
Historically, trading had generated 60 percent of State Street's revenues, pre-trade services 24 percent and postrade 16 percent. Carter realized that as information became more valuable, State Street's traditional revenue streams would obviously slow down. Carter therefore decided to refashion the firm from an outside-in perspective. More specifically, Carter decided to place a balanced emphasis on the entire investment process from pre-trade, to trade and then postrade.
Carter and his management team came up with a three point strategic blueprint for State Street:
State Street reorganized its sales and service teams so customers could build strong personal relationships with one person who could access all of State Street's capabilities. There was no need for customers to get familiar with different people in the organization if they wanted to access other services provided by the firm.
State Street developed and projected a strong brand strategy. This was not based on the concept of being a one-stop shop for investment advice, because that's what other firms were already trying to do. Instead, State Street focused more intensively on serving institutional investors worldwide. State Street also developed a communication strategy that emphasized this area of expertise and focus.
State Street launched a new suite of products, capabilities, tools, technologies and services that expanded the company's lines of business quite significantly. These value-added offerings were in the pre-trade, trade and postrade sectors. They were all designed to help institutional investors gather information and then manage their portfolios more efficiently.
Key Thoughts
"Defining opportunities in terms of needs and wants—even unmet, latent or unarticulated needs—is too narrow and simplistic a perspective. It misses the point, fails to anticipate the future, and tends to short-change the innovation and growth process. Managers become fixated on attributes and improvements of the feature set, and fail to generate a comprehensive understanding of the complicated, multidimensional daily experiences that people are living or working around. Whether it is a high-level and complex industrial purchase transaction or a simple emotional consumer purchase, managers never fully understand the real motivational forces of consumption and purchase. The company obsesses over serving customers, or winning the product innovation game, but misses what matters to people altogether."
"Within nine months of this demand-first-based strategic repositioning, the newly refocused State Street Corporation realized not only analysts' revised expectations but Carter's higher aspirations for total return for shareholders. It broke dramatically out of its sluggish bank-PE ratio of 14 to 16 times earnings into the 22 to 30 times earnings ratio more commonly associated with high-performance, high-growth information technology companies like Bloomberg and data processing companies like ADT. Today, State Street is the number one servicer of U.S. mutual funds, the number one investment manager of U.S. pension assets, and the number one provider of foreign exchange services worldwide."
"The strategic blueprint is the unique set of instructions that a company creates for itself to ensure discipline and to activate its growth platforms and guide the processes that follow."
"A well formulated strategy expressed in terms of objectives, advantage, and scope ideally captures the way forward for a firm—how it should grow, where it will grow, through which growth platforms. It defines what job needs to get done by every member or unit of the firm. The activation plan brings a company full circle in terms of perspective from the outside in to the inside out."
 —Erich Joachimsthaler 



第3部分　达成顾客优势的策略　英文
主要观念
尝试采取DIG模型时，将面对以下3项挑战以及3项相对应的解决方案：






支持概念
采取DIG模型时，往往会认为经营品牌是日后才要进行的工作，事实不然，品牌是非常珍贵的企业资产。然而，品牌愈强势，品牌经理人就愈可能抱持由内而外的观点，而不是采取比较理想的由外而内的观点。
不同的品牌会和不同的客层产生联结，企业非常了解这一点，所以会在旗下发展出各种品牌，为不同的市场区隔量身打造专属的品牌。总部设在德国慕尼黑的BMW集团就是实行这个概念的极佳范例。
全名“巴伐利亚引擎制造厂”的BMW，是在第一次世界大战期间为了制造飞机引擎而成立的。开始运营的前80年，BMW不仅是品牌，也是公司。20世纪90年代中期，该公司董事会决定购并英国路华车厂来促进成长，使BMW集团成为伞状品牌，或“背书品牌”，在公司的品牌组合中包含了BMW、劳斯莱斯、MINI等3个不同品牌。这种做法获得了极大的成功，因为这让各个品牌能够独立成长，又不会耗损BMW这个品牌。
BMW集团成功运用品牌组合的做法，产生了以下几个现象：
 
	BMW这一品牌能够在主要的地区市场做到在地化。在美国，该品牌强调其工程设计与性能表现，而在欧洲，则强调情感的诉求。
	劳斯莱斯仍维持其顶级品牌的既定地位，品牌完全不被减损，具体展现专属与财富的形象。
	MINI是定位在吸引现今青少年文化的品牌。MINI还是以BMW科技为基础的高级车款，但特意展现比其他BMW品牌更温馨、更有亲和力，也更为趣味的形象。

以往的做法一般都是根据产品来打造品牌，BMW逆向操作，采取由外而内的观点看待品牌。如果其他公司的品牌当初也采取类似做法，情况将大不相同：
 
	佳洁士其实可以定位为口腔保健的权威，而不只是最好的牙膏品牌。
	冠达邮轮在20世纪00年代早期可以将自己定位为运输公司，而不是将运营模式局限在海运公司。若当初将品牌扩大，冠达今日大可与美国联邦快递、联合快递或德国航空平起平坐。

另外也有些企业采取类似BMW的做法，并且因而成功，例如：如何保持由外而内的观点？
 
	理查德·哈林顿在接任加拿大汤姆森媒体集团的执行长后，将当时为集团基石的报业以数十亿美元的价格售出，之后投注超过80亿美元，将汤姆森集团重新打造为整合资讯供应商，服务金融、法律、科学、医疗保健与教育等市场。
	史蒂夫·贾伯斯成功扭转大家对“苹果”电脑公司的印象，让这个品牌不再只是一家电脑公司。
	英特尔于1985年退出记忆体电路的制造，转而专注于微处理器，这是一项更为成功的业务。

要保持由外而内的观点会是一项长期挑战，在你进入新市场、改造运营模式和善用新兴成长平台的同时，还要维系与顾客的关系并吸引顾客，这对你的品牌来说实在是一大挑战。然而，如果希望能创造顾客优势，就必须要这么做。
要成功做到这点，谨记以下5项指导原则：
 
	要勇于挑战自己的既定观念和长期信念——因为运营与品牌策略必须演进，才能持续下去。要定期求取需求优先或由外而内的意见，而且如果有必要调整定位，也要乐于接受，因为这样可以促进企业成长和进化。不可避免地，你的品牌将偏向于强调如何与顾客的生活、工作和休闲产生联结，而这也正是应该要有的发展。记得一点，品牌是顾客体验创造出来的，因此如果顾客体验有所演变，品牌也该跟着改变。
	努力让品牌融入大众文化——基本上就是说必须以公司策略与品牌为轴心，把整个组织动员起来。一定要让所有的作为与活动，包括成长和创新策略，都朝同一方向前进。要做到这点，大概必须让员工投入有助于这些作为的训练课程。BMW成立了常设的“品牌学院”，员工每年至少要到学院接受训练一次，认识BMW品牌组合的主要诉求。这个学院希望并鼓励学员省思品牌的意涵。在商展等临时性的场合中，也可以达成类似的训练。重点是要找出实际方法，让员工可以将他们对品牌的了解，纳入日常的例行工作中。
	主动接近顾客——而不是坚持要顾客反过来配合自己。最终目标毕竟是要建立能融入顾客日常生活的品牌，而不是和顾客生活格格不入的品牌。与其费力宣传自己的口号，不如去吸引顾客。激发与顾客之间的对话、了解他们的消费与使用周期，并且想尽办法让顾客花最多时间来和你的商品互动，或使用你的商品。这周期是你在未来仍能保持重要性的唯一方法。
	善用品牌的背景与文化——并且向顾客保证，自己了解什么才是他们最重视的。万事达卡就是个极佳的例子。当美国运通卡（“卡友独享尊荣”）与威士忌（“在你想去的每个地方都有”）短兵相接抢夺市占率时，万事达卡连结了与日常情境直接相关的感性广告，将自己定位为“无价”。万事达卡“购买重要东西的最好方法”的广告诉求，在105个国家以48种语言呈现，获得极大的成功。要证明产品差异化的重要性，比不上展现自己真正了解顾客需求，这就是极佳的例证。
	根据成长平台来激发有驱动力的构想——并借此一再为组织注入活力。苹果电脑公司的成长平台不是iPod这项硬体，而是更有效管理顾客消费音乐的过程。苹果协助消费者购买音乐、储存音乐和聆赏音乐，这深深吸引消费者，让他们变成这个品牌的拥护者。同样地，万宝路也从香烟制造商转型成庞大的社群网络。不论是苹果还是万宝路，都不再需要成立独立的行销部门，因为这两家公司的顾客帮他们做了所有的行销。顾客会去研发新产品、建议功能性的配件，并且向其他志同道合的人宣传目前有哪些商品。要尽你所能地帮助顾客把你的科技、产品和服务，融入他们日常生活与行为中。

在度过了订定并执行“由外而内式策略蓝图”的立即挑战之后，接下来的挑战就是要确保公司在未来的经营上，不会回复到旧有的模式。要做到这点可能很困难，尤其是如果你已经很成功，那更是不在话下，因为人往往会想要沿用过去可行的做法。要避免落入这个窠臼，有下列几种方法：
 
	要知道，天下没有可以一体适用、“照单全收”的法宝，必须采取适合自己的做法，而这些做法不见得就是别人成功的做法。不断尝试，直到找出适用于自己的方式为止。
	设法准确找出组织中与需求相关的重要资产，并加以利用。不同的组织有不同的优势，了解自己的优势并且妥善运用，以便不断获得由外而内的资讯。
	培养各种必要能力，借以加强并建置所有顾客层面的运营流程，永远不要忽略需求优先思维的重要性。
	定期选择一项重大计划，把所有需求层面的运营流程整合起来，不要让这些流程回到本位的思考，要不断将它们拉在一起。
	建立企业文化，设法将DIG模型深化为公司行事的依据。如果得从公司外部聘请专人才能达到这个目标，那么就这么做。将由外而内思维的观念、工具和流程，变成日常工作中不可或缺的一部分。




关键思维
“需求优先以及由外而内的观点，几乎都会挑战现行的企业定位、品牌策略，以及企业采行的理念。需求的观点能够为企业的创新与成长进程带来有意义的目的，而且也应该要有这种效果。但是一旦需求观点发挥效果，必定是从顾客日常生活的背景或文化的角度出发。只要采取由外而内的角度，重点就会变成如何开发视而不见的商机。”
“过去50年来商业运作的基本前提，已经有所改变。‘找到需求并加以满足’或是‘产品做了自然有人会买’等观念已被淘汰，取而代之的新观念是要敏锐察觉消费者的新行为、渴望和动机。消费者握有主导权，如果还是以由内而外的观点来看待消费者，就无法了解这个新的商业现实。我们必须抛开自己的产品、服务或解决方案，真正去了解消费者的行为以及其日常体验。我们必须从公正客观的角度，置身于他们的环境之中。”
 ——乔幸斯瑟勒 
“你公司的经理人必须带着无瑕的眼光，才能看出理想的创新，得以真正吸引到消费者或顾客、改变顾客体验，同时改造公司，促成新的成长。想象一下，如果自己所努力的成果，能够真正打动消费者和顾客的心，并且为公司创造持久的优势，会多么令人兴奋。”
“如果DIG模型只着重于公司中某项重要运营流程，如果DIG模型变成某个部门的本位之见或专业所在，那企业就犯下了最严重的错误。如果还是由新产品团队或研发部门负责研发新产品，再由行销部门负责宣传，已经不合时宜了。”
“消费者无从得知他们未曾有过的体验。想要看出视而不见的商机，至少必须先清扫自己认知的大门。我们必须拓展自我的观点，才能察觉顾客的需求；必须深入探究顾客需求这个生态体系；必须挑战自我，并且重新锁定和拓展商机，才能真正看到视而不见的商机，我们还必须规划策略和行动，去掌握顾客需求这个不断演进的生态体系的其中一部分。要做到这点，不需要更多前卫的创新、新的产品或服务，而是要想尽办法启动需求优先的成长平台，并协助顾客在日常生活或工作经验之中，融入某项创新成果，或是改造他们既有的做法。毕竟，这就是追求顾客优势所要做的。”
“你的企业可能很成功，可能今年享有亮眼的佳绩，但公司的最佳实务做法、流程和组织架构虽然促成了目前的成功，还是有可能形成蒙蔽发展视线的障碍。必须要能培养不偏不倚的观点，以这种观点全心观察目标顾客的消费行为、使用行为和日常生活，还要去了解这些人每天1,440分钟是怎么过日子、做了哪些事、什么时候做，以及为什么要做那些事。”
 ——乔幸斯瑟勒 



Part 3　Strategies for Achieving Customer Advantage　中文
Main Idea
As you attempt to implement the DIG model, there are three challenges you're likely to face and three corresponding solutions:






Supporting Ideas
It's easy to assume that branding is an afterthought when using the DIG model. This is incorrect. Brands are extremely valuable business assets. The stronger they are, however, the more likely it becomes that the brand manager will have an inside-out perspective rather than the superior outside-in point of view.
Brands connect with customers at all kinds of different levels. Companies understand this implicitly and they therefore develop brand portfolios that allow different brands to be tailored to specific market segments. The Munich-based BMW Group is an excellent example of this concept.
The Bayerische Motoren Werke or Bavarian Motor Works (BMW) was first formed as a manufacturer of aircraft engines during World War I. For the first 80 years of its operation, BMW was both a brand and a firm. When the company's board decided to grow in the mid 1990s by acquiring MG/Rover, the BMW Group became an umbrella or "shadow endorser" for the three separate brands within the company's brand portfolio: BMW, Rolls-Royce and MINI. This has been a tremendous success because it has enabled each brand to grow in its own right without diluting the BMW brand itself.
Several things have happened with this brand portfolio approach used so well by the BMW Group:
 
	The BMW brand has been able to be localized in major geographic locations. In America, it has emphasized engineering and performance, whereas in Europe BMW has greater emotional appeal.
	Rolls-Royce has remained well entrenched as a premium brand, and this has not been diluted in any way. It embodies exclusivity and wealth.
	MINI has been positioned as a brand that appeals to the youth culture of today. The MINI is still a premium car with BMW technology beneath the skin, but it is deliberately warmer, more inclusive and more fun than the other BMW brands.

The historical approach has generally been to build a brand around a product. BMW has reversed that by looking at brands from the outside in. If other companies were to do something similar:
 
	Crest could be positioned as an authority on oral care rather than merely the best toothpaste brand.
	Cunard could have positioned itself as a transportation company in the early 1900s instead of limiting its business model to being a shipping company. With this expanded brand, Cunard could today be where FedEx, UPS and Lufthansa are.

There are other companies that have also succeeded by doing something similar to BMW. For example:
 
	When new CEO Richard Harrington took over Canadian media conglomerate Thomson, he sold its cornerstone newspaper business for several billion dollars. He then spent more than $8 billion to reinvent Thomson as an integrated information provider to the financial, legal, scientific, health and educational markets.
	Steve Jobs has succeeded in making everyone think of Apple as not just another computer company.
	In 1985, Intel moved out of making memory circuits and started focusing on microprocessors instead. This has been a far more successful business.

Maintaining an outside-in perspective can be a challenge over the long term. As you grow into new markets, reinvent your business model and harness emerging new growth platforms, staying connected and engaged with your customers is a real challenge for your brand. You have to do this, however, if you're to have any chance of creating customer advantage.
To pull this off, keep in mind five guidelines:
 
	Never be afraid to challenge your assumptions and long-held beliefs—because business and brand strategies alike need to evolve if they are to remain vibrant. Regularly inject demand-first or out-side-in feedback. Be happy if this makes you change your positioning, because this can lead to growth and evolution. Inevitably, your brand will be drawn towards emphasizing how it relates to the way your customers live, work and play. That's exactly what you want to happen. Remember, the customer experience creates your brand, so if the experience is evolving, your brand should be doing like-wise.
	Work towards making your brand part of popular culture—which essentially means you need to mobilize your entire organization around the strategy of your firm and its brands. Make certain all efforts and activities including your growth and innovation strategies all point in the same direction. To do this, you'll probably need to immerse your people in training programs that help this effort. BMW has established a permanent Brand Academy where employees go at least once a year for training on what the key messages of the BMW brand portfolio are. At this Academy, people are invited and encouraged to reflect on what the brand stands for. The same kind of training may also be delivered in temporary situations such as trade shows or other venues. The key point of all this is that practical ways need to be found to allow people to transfer their understanding of the brand into their normal day-to-day work activities.
	Find customers where they are—rather than trying to insist that they bend over backwards to work in with you. Ultimately, you want to have a brand that fits into the context of their daily life rather than stands out. Instead of trying to communicate your tag line, engage your customers. Strike up conversations with them. Understand their consumption and use cycle. Do everything you can to maximize the amount of time your customers spend interacting with or using your offerings. This is the only way you will remain relevant in the months and years ahead.
	Leverage the context and culture of your brands—and assure customers that you understand what matters to them. MasterCard is an excellent example of this. While American Express ("Membership has its privileges") and Visa ("It's everywhere you want to be") fight tooth and nail for market share, MasterCard positioned itself as "Priceless" by linking itself to emotional advertising that relates directly to everyday occurrences. MasterCard's message that it is "the best way to pay for everything that matters" has been a tremendous success in 105 countries and 48 languages. This is an excellent illustration of the fact that product differentiation matters far less than demonstrating you know what your customers genuinely want and need.
	Activate a driving idea around your growth platforms—and use this to reinvigorate your organization over and over. At Apple, the growth platform is not about the iPod hardware, but rather managing the consumer music cycle better. Apple helps people buy, store and listen to music. It engages consumers so that they become evangelists for the brand. Similarly, Marlboro has moved from being a cigarette manufacturer to a huge social network. Neither Apple nor Marlboro need a separate marketing department any longer, because the company's customers do all of that. Customers develop new products, suggest functional extensions and spread the word about what's available to other like-minded people. Do everything you can to help people assimilate your technologies, your products and your services into their everyday lives and behaviors.

Once you have moved past the immediate challenges of creating and implementing an outside-in style strategic blueprint, the challenge then becomes ensuring that your company does not slip back into its old ways of doing business in the future. This can be hard, especially if you are successful. There will be a natural tendency to keep doing what worked in the past. To avoid this:
 
	Be aware that there is no "cut-and-paste" silver bullet that will work for everyone. You have to do the things that work for you, and they won't necessarily be what has worked for others. Keep going until you find an approach that works for you.
	Try to clearly identify your organization's key demand-relevant assets and make use of them. Different organizations have different strengths. Know what your strengths are and harness them to keep outside-in messages coming.
	Develop whatever capabilities will be required in order for you to strengthen and build all of your customer-facing processes. Never lose sight of the importance of demand-first thinking.
	Periodically choose a major initiative that will force the integration of all your demand-facing processes. Instead of letting them head off back to their individual silos, keep bringing them together.
	Build your corporate culture. Seek to embed the DIG model as the way things get done around here. If that requires hiring from the outside in, so be it. Make the concepts and tools and processes of outside-in thinking part and parcel of everyday work.




Key Thoughts
"A demand-first and outside-in perspective nearly always challenges the current business definition, the brand strategy, and what a company stands for. A demand perspective can serve a meaningful purpose for a business's innovation and growth agenda. And it should. But when it does, it does so from the perspective of the context or culture of consumer's everyday lives. From the outside in, the question becomes how to develop the opportunities in plain sight that are presented to a company or business."
"The fundamental premises of business over the last fifty years are changing. The notions of finding a need and filling it, or building it and they will come, are being replaced with new ones that are sensitive to the new behaviors, desires, and motivations of consumers. The consumer is in control. We cannot understand these new realities for businesses by looking from the inside out at the world of consumers. We must understand the behaviors of people and their daily experiences without our products and services or solutions tucked under our arms. We must immerse ourselves in their world in an unbiased way."
 —Erich Joachimsthaler 
"Only with untainted eyes can your company's managers spot or envision the innovations that will really engage consumers or customers, transform their experiences, and, in so doing, can reinvent your company and deliver new growth. Imagine the intoxication of working on what truly hits the spot with people—consumers and customers alike—and that creates lasting advantage for your company as well."
"The biggest failures occur when the DIG model is focused only on a piece of the major business processes of a firm, when it becomes part of a functional silo or specialty. It is not good enough to say the new products group or R&D is in charge of developing new products, and marketing is in charge of communications."
"Consumers cannot know what they have not experienced. If we want to see the hidden opportunities in plain sight, we must first cleanse the doors of perception and then some. We must expand our perspective in seeing what consumers want. We must explore the deep recesses of this ecosystem of consumer demand. We must challenge ourselves and reframe and expand the opportunity space to really see what cannot be seen in plain sight. And we must develop strategies and actions that capture a share of this evolving ecosystem of consumer demand. This will not require more radical innovations, more new products or services, but the activation of demand-first growth platforms by whatever means, and helping customers absorb or assimilate an innovation, or retool old ways of doing things, into their daily life or work experience. Ultimately, that is what the pursuit of customer advantage is about."
"Your company may be successful. It may be having a banner year. But your best practices, processes and structures, while fueling your success, may also be setting up that smoke screen that will foil you down the road. You need an ability to retain an unbiased perspective as you immerse yourself into people's consumption and use behavior, their lives, and understand how people live, what they do, when and why, with the 1,440 minutes they have each day."
 —Erich Joachimsthaler 



名人博客
当艺术遇见商业
——Rob Ryan（Paper cut Artist）
http://rob-ryan.blogspot.com/
在大红过年之外
说到剪纸，许多人脑海里立刻涌现的大概是过年饰品，主调为大红色，图样来自中国民间故事人物、动物，或者双喜、招财进宝等字样。正因对剪纸如此熟悉，所以当看到西方将艺术作品商业化的路线时，不免惊讶运用范围可以这么多元，本来以为婆婆妈妈的民俗手工艺，现在摇身一变成为文化创意产业一分子了。
做这些手工细活儿的，既非姑娘也非大婶，而是个戴黑框眼镜、看起来有点怪叔叔模样的西方大胡子罗伯·莱恩（Rob Ryan，父母皆为爱尔兰人，1962年出生于赛普勒斯，现居伦敦）。他从伦敦皇家艺术学院毕业后，本业从事版画、绢印，却因机缘巧合踏入剪纸，没想愈做愈上手且以此闻名。对他而言，剪刀一如画笔，是表达平常不能、不敢外显情感的工具，透过一双巧手，搭配心底话般的独白文字，处处流露细腻情感，无论就艺术面或商业面来说，都是好作品。
惊人的多面运用
既然本次介绍内容属视觉艺术——文化创意产业范畴，也就顺势跳脱以往文字为主的叙述方式，改采图片为主，方便读者更清楚感受剪纸商业化的多种面向。
无心插柳的活动示范
作品让人感受到性格内向、害羞、细腻的莱恩，在博客话很少，几乎以图为主，文字仅简单交代这是什么东西、为谁做的，然而在2008年3月3日，他却主动办了个活动，维持一贯小心客气的语气说：“我知道现在已经3月了，不过如果有人喜欢08年桌历的话，请来信附回邮信封，我会将它寄给你。”结果，这一小篇公告，立刻引来各地爱好者留言索取，令他稍后不得不回复：“请住在英国的朋友附上回邮就好，至于英国以外地区的，就别管复杂的邮资了，我们照寄。”两个礼拜后桌历全部索取一空，莱恩连告示也用剪纸做，从头到尾皆充满“艺术家性格”。
虽然这只是小事件，精神却值得企业办行销活动时学习，想想看，假使要“清库存”，可不可以同时做到免费（或低门槛）、谦虚、有趣、效果好？莱恩无心插柳做了一次最好的示范。
蓝海，来自“千面一人”
关于创作，日本动画大师宫崎骏曾在著作《出发点：1979～1996》（台湾东贩出版）提过“千面一人”概念，意即创作者要能将核心理念及技法，在各个地方用各种样貌展现。以宫崎骏为例，喜爱其电影的朋友不难发现，“飞行”是其主轴，无论《风之谷》的滑翔翼、《天空之城》的飞行石、《龙猫》的猫巴士、《魔女宅急便》的扫帚、《红猪》的战斗机、《神隐少女》里会变身白龙的神秘少年、《霍尔的移动城堡》里会变身鸟人的魔法师霍尔，乃至早年《小天使》主角小莲跑动时飞扬的衣角，这些都是他实践飞行理念的游乐场。
莱恩也用了自己的方式进行千面一人：出版社、时尚杂志、精品、百货公司、手机、公家机关、女装……，这些产业看似与剪纸无关，背后却都需要透过精致的视觉设计来与消费者沟通，这时剪纸就变成了“情理中，意料外”的最佳素材之一，于是乎，我们看到了手机、婚纱、手表广告、精品马克杯，甚至百货公司橱窗设计。企业获得了崭新形象，创作者有了发挥空间，双赢。
自《蓝海策略》于2005年出版迄今，“蓝海在哪里”一直被企业主视为重要课题，看了莱恩的剪纸与宫崎骏电影，下回在思考解方时，“千面一人”或许是个可从自身做起而不必刻意外求的出发点。



5月逛书市
让幸运天天跟着你
书　名：幸运的配方（The Luck Factor）
作　者：李察·韦斯曼博士（Dr. Richard Wiseman）
我们都有梦想和抱负。有的人想在事业上飞黄腾达、中乐透头彩或是环游世界。有的人则在心底偷偷地渴望成为知名的作家、艺术家或电影明星。大多数人都想拥有甜蜜的恋情，更多人想找到自己喜欢的工作，每个人则都希望自己身体健康。我的研究显示幸运的人所抱有的梦想和抱负往往能够成真，而不幸的人则很少能心想事成。
克蕾儿从小便厄运不断：我的爸爸工作很忙，妈妈则经常生病住院。奶奶负责照顾我们，我上学前也要帮忙做家事。所有的小朋友都在外面玩的时候，我还得做事不能出去玩，所以我没什么朋友，也没有小朋友跟我玩。我觉得自己没有童年，奶奶对我也很严。我猜我那时觉得这样很不公平。
克蕾儿在生活很多方面都运气不佳，包括她的工作和感情生活。她渴望找到喜欢的工作，也尝试过广告和杂志业务。然而她在工作上并没有特别的表现，也不觉得自己特别喜欢工作的内容。克蕾儿一直想拥有甜蜜而长久的感情生活。她20岁时嫁给第一任丈夫肯，并且生了2个孩子。过了没几年，婚姻生活开始亮起红灯，因为肯开始对她暴力相向，还在外头偷腥。1988年，肯死于一场跳伞的意外。多年来克蕾儿一直很难再找到对象，后来好不容易才认识了迪克。不幸的是迪克没有工作，所以克蕾儿必须上班维持他和小孩的生活。3年前，迪克为了第三者抛弃了她。又度过一段寂寞的日子后，克蕾儿认识了唐诺。两人的感情一开始很幸福，但是唐诺占有欲越来越强，也越来越难相处。克蕾儿和唐诺后来成了朋友，双方不再论及感情。于是克蕾儿又成了孤家寡人。
相反地，51岁的艾利克则非常幸运。艾利克和克蕾儿一样做过很多不同的工作。他当过办公室小弟、煤矿工、计程车司机和赌场的发牌庄家。但是和克蕾儿不同的是，他每项工作都很喜欢：我做过的每一样工作我都很喜欢。我这辈子最喜欢的事情包括开车，我开计程车的时候，开别人的好车还能领薪水。我还喜欢玩扑克牌。我在赌场当发牌庄家的时候，还可以用别人的钱来赌博，一点风险都没有，真是太完美了。我想不出来有哪一样工作是我不喜欢的。
最深刻的一句话——
“你可以创造更多幸运，并让自己更常占尽天时地利。”
和克蕾儿一样，艾利克也想拥有美满的感情生活，组成幸福的家庭。但是他和克蕾儿不同，他实现了自己的梦想。艾利克40年前认识了妻子，而且立刻感觉彼此是天生一对。他们至今仍拥有美满的婚姻，生了3个小孩，有7个孙子。艾利克对自己的家庭相当满意：我们的孙子带给我们无比的快乐，我们的生活很充实，我常对人说：“我肯定是你认识最幸福的人。”天上绝对有个守护天使，不论是好是坏，总是照顾着我。
克蕾儿和艾利克在我的研究当中，都是很典型的人物。虽然拥有相同的需求与欲望，运气差的人梦想总是遥不可及，而幸运的人总是能够轻易得到想要的一切。我的研究显示幸运的人实现梦想和抱负并非全然出于偶然。不幸的人也不是因为命运捉弄才事事不顺心。相反地，运气好与运气差的人是否能达成目标，往往和他们对自己以及对自己的人生，看法上有根本上的差异。
就像参与我研究的许多人一样，克蕾儿和艾利克有相同的梦想和抱负，都想拥有幸福的感情生活，找到喜欢的工作。然而，克蕾儿的梦想终究只是遥不可及的幻象，而艾利克却近乎神奇地实现了许多毕生的抱负。
克蕾儿和艾利克也填写了对未来期望值的问卷。克蕾儿相信自己很可能会经历所有的负面事件，而艾利克则确定自己会经历所有正面的事件。两者之间的差异让人咋舌。克蕾儿说自己有60％的机会晚年会变得肥胖不堪，艾利克则认为自己根本不可能过胖。艾利克说自己毫不怀疑下一次假期会玩得很愉快，但克蕾儿认为这种事发生的机率只有10％。两人有如天壤之别的期望值，也浮现在我对两个人进行的访谈当中。
就像大部分运气很差的人一样，克蕾儿确信自己天生歹命，而且未来注定只有毁灭与不幸：我曾经去找过占星算命。占星师说我的生辰刚好在天秤座错误的一边。她告诉我天秤座是唯一同时具有正面和负面的星座，还说我属于负面的那一边。我觉得自己做什么事都不对。每次我想买乐透，我会想：“唉，反正我也不会中奖。”80年代中期，我写了两本书，现在我还有一本书已经写了一半。我是在一年半前写的，而且已经搁着一年没有动笔了。我希望这些书能出版，但是能不能找到出版商我却不抱什么期望。
相反地，艾利克对于未来充满了乐观：我每次做事都相信会有好结果。我相信每件事到头来都会很棒。我当然也有挫折，但即使如此，终究会否极泰来，结果我每次都能称心如意。有的人不明白自己的运气在哪里。他们望向窗外说：“天啊，今天下雨了。”但是我看见下雨会想：“太棒了，我的花明天就会开了。”
幸运和不幸的人对未来的期望有惊人的差异。这些期望解释了为什么其中一组人总是能轻松地达成自己的愿望，而另一组人却很少心想事成。在我解释为什么期望会对人生造成如此巨大的差异之前，我们必须先了解为什么幸运和不幸的人，对自己的未来有如此不同的想法。
假设你在几星期前应征了一项梦寐以求的工作，最近接到通知要你去面试。接到信件之后你会花点时间，想想自己录取的可能性。你也许会评估自己是否准备好面试的问题，是否具备胜任这份工作的能力，还有面试时是否能有好的表现。你也许会觉得回答面试的问题并不难，也知道自己面试前准备是否充分，以及自己是否具备胜任这份工作的技能，和优秀的表达能力。
但是还有很多影响你录取与否的因素，是你很难预料的。也许你会因为不可抗拒的因素而迟到。也许你会在途中遇上突如其来的一场大雨，并且因为全身淋得湿透而表现不佳。也许你走进面试场所时，意外绊到地毯卷起来的一角而摔跤，因此给了主考官不好的第一印象。这些事情你都没办法预料，这些事情可能发生，也可能不会。
现在，再假设如果你运气特别好、或者运气特别差的话，情况会如何演变？如果你是幸运儿，显然一切事情都会对你有利。你会准时抵达，天空阳光普照而且地毯也不会有任何皱褶。如果你运气很差，每件事都会和你作对。你也许会迟到，暴风雨会突然降临，地毯也会出现许多皱褶让你举步维艰。然而这些看起来无法预料的事件，所产生的负面结果其实却是人生中的必然。
把握幸运的4大基本要素，运用在日常生活中，让自己时来运转、无往不利。
这也是为什么幸运和不幸运的人，对未来有如此不同期望的部分原因。运气好的人相信这些不可预料而且不可控制的事件一定会对他们有利。而不幸的人恰好相反：无论他们有没有能力控制的事一定会和他们作对。幸运的人相信阳光永远普照，而不幸的人则相信自己无论在公私两面，前途必定是乌云罩顶。
幸运与不幸的人对未来期望如此不同还有另一项因素。大多数人对未来的期望都来自过去的经验。如果你过去一直很健康，你也许就会认为自己将来也会很健康。如果你过去每次面试都很顺利，你也许会认为自己未来参加面试也会表现良好。那么，假设不幸的人有好运降临，而幸运的人遇上厄运缠身，结果又会如何？这会不会让他们对未来的期望不再那么极端呢？
事实却不然。相反地，怪事发生了。幸运者把生活中遭遇的厄运当成暂时的现象。他们不会放在心上，也不会因此改变对未来的期望。不幸的人则相信任何降临自己身上的好运只是昙花一现，厄运很快又会接踵而至。之前我们谈到运气欠佳的克蕾儿。她的感情一直不顺利，也一直找不到自己喜欢的工作。我问她一些生活中的好运，会不会影响她对未来的期望：我确实认为如果有好事发生，坏事马上会跟着来。如果我生活中发生好事，我会很惊吓，因为我向来厄运不断。我想如果我中乐透赢了很多钱，可能马上就会被别人拿走，或是我到头来会发现自己其实没中奖之类的。如果你一直运气很背，就会有这种感觉。就是觉得自己不可能走运。
运气差的人确信发生在自己身上的好运很快就会消失，未来仍然是一片黯淡。幸运的人则认为生活中倒霉的事情只是暂时的、过渡的。这么想的同时，他们便依然期望有着幸福与光明的未来。
这种对人生极端的期望会产生什么冲击？我们的期望对我们的思想、感情和行为有非常强烈的影响力。这些期望会影响我们的健康、我们如何对待别人以及别人如何对待我们。我的研究显示，幸运与不幸的人所抱持的特殊期望，对他们的人生有重大的冲击。幸运的人对未来的独到看法，让他们比其他人更容易达成梦想与志愿。同样地，不幸的人所抱持的负面期望，也让他们无力得到想要的一切。
这一切都是因为他们对未来的期望，有可能成为“自行实现的预言”。
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编辑推荐学习重点——
运气对每个人有多重要？为何好像有人天生比较好运？书中大量访谈案例提供了真正的答案。
利用书中问卷掌握你的“运气侧写”，了解自己利用运气的方式，进而提升遇到好运的机率。
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