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派翠西亚·赛柏（Patricia Seybold）


派翠西亚·赛柏毕业于美国高得学院（Goddard College），创办顾问公司“派翠西亚赛柏集团”（The Patricia Seybold Group）并兼任执行长，该公司专精领域在预测未来的新顾客需求。赛柏与多家《财富》1,000大企业密切合作，担任这些企业的顾问，并且是乌干达创立“非洲农村女子大学”（African Rural University for Women）创校成员之一，著作有《e网打尽》（Customers.com）与《顾客革命》（The Customer Revolution）等。


精彩内容

知名零售商“无印良品”，每月会收到顾客提供超过8,000种新商品的点子！只因为他们打开了大门，便号召来这么惊人的创意大军，纷纷投效。除了商品设计直接受惠于这样的观念，增加顾客对品牌的黏着度，更是“局外创新”最大的附加效益。“局外创新”并不代表让顾客主导所有创新，作者反而企图说服多数企业广开创意来源，让“从顾客身上偷点子”的概念，不再只是少数成功企业的专利。当然，大量引进顾客的创新概念也有风险，关键就在如何准确筛选、有效运用，这些关键技术，都在文内有详细说明与提醒。


重要概念

　　顾客共同设计（Customer Co-design）

“行销之父”科特勒（Philip Kotler）曾说，理想的行销方式应该要先了解顾客需求，再订定通路、产品等策略，最后才投入生产。许多理论与研究也建议，与顾客合作，有助于创新和财务绩效。采行顾客共同设计有许多益处，例如：1．改进创新构想，因为顾客能够提供第一手的市场资讯、更新的想法或是节省资源的办法。2．补强研发能力，因为企业在设计、测试到商品化阶段，一定有能力不足之处，顾客参与设计，能够补强企业缺乏的能力与资源。与顾客共同设计商品，其实不只发生在制造业，知名生活作家韩良忆有次收到读者的e-mail，询问一种法式点心的做法：“……好像在罗亚尔河流域的布洛瓦附近，发现一种外表比一般蛋塔大一点，尝起来却是咸的，烘焙的蛋中有火腿和绿葱花，隐约还有起士的香浓……。”韩良忆当时正好在附近旅行，于是赶紧前往品尝这种“Quiche Lorraine”法式咸点的原产地口味。由于这种糕饼是适合午间享用的，让韩良忆联想到法国作曲家德布西（Claude Achille Debussy）的《牧神的午后前奏曲》，这是韩良忆很喜欢在午后时分聆听的曲子。就这样，一封读者的e-mail，促成了Quiche Lorraine结合德布西的创新：《法国乡郊的牧神午后——经典咸蛋塔延续美食历史》（附法式火腿葱花派食谱与音乐菜单）。

顾客情境（Customer Scenario）在2002年出版、普哈拉（C. K. Prahalad）等人合著的《顾客关系管理》（Harvard Business Review on Customer Relationship Management）一书中，本期原著作者赛柏提出了“顾客情境”的观念，认为企业只要想象顾客可能遇到的挑战，找出顾客在某个时间点的特定需求，就可以找到方法让顾客更便利、为顾客创造价值，进一步赢得顾客忠诚。所谓顾客情境是指，顾客在选择、实际购买，以及使用商品的广泛背景因素。例如，同样是上门选购新冰箱的顾客，看来没有差别，但是第一位顾客的需求是，旧冰箱在昨晚坏掉了，急需买台新的，目标是不让冰淇淋融化。第二位顾客的需求则是，要为新居找台新冰箱，目标是让新居装潢有整体感。面对同样要购买冰箱的顾客，问题不同，销售人员提出的购买建议（解决方案）就应该不同。对企业来说，具体做法包括：1．找出对顾客最有价值的服务，优先执行。2．了解顾客背景、发掘需求。3．赢得顾客的忠诚。4．以同理心体会顾客立场。5．观察并记录顾客行为。6．分析归纳。7．注重客诉。甫从汇丰投资管理公司卸任的“基金教母”宋文琪，在任职怡富时期就曾采取类似发展“顾客情境”的做法。例如，运用软件记录客户在官网上的点选行为，归纳、推论客户偏好，或是分析客户过去的交易行为，推论客户投资需求，再提出适当投资建议。除此之外，公司会每周整理出重要客诉，汇交各主管参考，甚至会提高层级，送交亚太区主管办公室处理。为了确保公司能够不漏失客户的意见，还会由业务、行销与客服等部门代表组成小组，针对客户意见深入研究。如果客户意见实在无法采纳，必须经全体小组成员同意，并由怡富台湾最高主管确认，才能列入“暂不执行”项目。上述种种措施的目的都在于，借由了解顾客情境，找出对客户最有价值的服务，并优先执行。

　　同好生产（Peer Production）

网际网络的高度发达，让今日组织可以透过某种机制，将原本应由自己完成的工作，“外包”给不特定的大众，然后将众人的意见与想法，作为行销决策与相关运作的重要参考。这种称为“同好生产”的流程，将原本得付钱雇人做的事，“外包”给使用者，让大规模的自愿工作者与分享者能参与生产。参与者或许只领微薄的报偿，却做得兴高采烈。知名台湾雅虎奇摩的知识系统，便是利用这种概念。网络使用者可以将自己的疑问，发布在雅虎奇摩所提供的开放性知识分享平台上发布，让每位使用者参与讨论，借由众人的经验与专长，在问答讨论之间找出自己满意的答覆。这些问题原本可能需要借由高价以换取专业咨询，现在却可以轻易以雅虎奇摩知识累积的点数来换得答案。为什么会有愈来愈多消费者愿意不计报酬，参与组织的同好生产？哥伦比亚大学教授Tim Wu曾以曝光文化（Exposure Culture），将参与同好生产者的动机，解释为追求曝光、引人注意。雅虎奇摩知识的系统或许就可视为一种提供曝光的机会，让提供解答的使用者，可以将自己获得的注目程度，转换成其他有价值的事物，例如工作、观众、知名度、受人尊敬等有利可图的事物。



5分钟摘要





英文



要创新，当今最有效的方式就是，把公司开放给最支持自己的顾客，让顾客成为公司整体创新流程中不可或缺的部分。


顾客：产品研发团队中的要角


采用“由外而内”的做法进行创新，会比想尽办法找来最聪明的产品研发人员还更有效。只要提供有效的工具，聪明机伶的顾客就能创造出更具吸引力的产品，即使用尽公司所有资源研发也比不上。能够规划出愈多种方式吸引顾客参与研发，就愈有机会让顾客帮助自己重新设计、更新与改善营运模式和各项措施。把顾客纳入产品研发的流程，最后将可以吸引一批对公司产品狂热的忠实顾客。

让顾客有更多机会参与研发，能够为公司激发出一股庞大的能量，这股能量足以催生新产品与服务、开发新市场、规划出更扎实的新营运模式，到最后甚至可能因此扭转整个产业。创新的领域正在发生深刻的改变，想要让事业在未来仍然屹立不摇，就必须邀请顾客参与产品研发的流程。


“所谓‘局外创新’就是，由顾客主导规划公司的营运流程、产品、服务与营运模式；就是让顾客卷起衣袖，跟公司一起设计符合顾客需求的产品，共同规划公司的营运模式；就是让顾客号召其他顾客，以公司的产品与服务为基础，打造出生气勃勃的顾客导向生态系统。好消息是，在各种创新流程之中，‘顾客主导创新’是最有可能成功的其中一种；坏消息是，有许多经理人与高阶主管仍然不相信这种创新流程。目前，这只是这些经理人的损失，最后却可能造成他们的衰败。”

　　——派翠西亚·赛柏





5种有助企业创新的顾客　
英文



主要观念

如果你打算采用顾客主导创新，应该努力号召下列5种类型的顾客：

[image: 004.01]


局外创新的秘诀在于，尽可能找齐各种方法，为组织吸引上述5种类型的顾客。进行局外创新目标应该是，请最具远见的顾客协助自己，由外而内重新规划公司的各个营运面向。

支持概念

顾客在创新过程扮演的角色

■传统创新

传统创新做法如下：
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■局外创新

然而，如果邀请顾客参与产品研发流程，创新流程就会出现明显的改变，如下图所示：

　　[image: 005.02]


找出顾客群以及顾客希望达成的结果

决定自己希望营造的品牌体验

研发产品与服务实现这种品牌体验

决定最合适的配销通路

5种不同特质，5种不同贡献

让顾客参与创新流程的好处是，产品和服务等解决方案会退居“配角”，不再是“主角”。这种状况是对企业有利的，企业往往会把自己的商品视为一切营运的核心，然而顾客真正在乎的却只是，这些商品能解决什么问题。只要能帮助顾客缩小现状与实际需求的差距，不论是任何产品或服务，顾客都愿意使用。

顾客可能以5种不同的角色，帮助公司规划创新专案，以下一一说明各种角色：


5种顾客类型　①　领导型顾客


这类顾客会主动研发新的解决方案，研发成果会比你目前提供的商品更符合他们的需求。只要观察这类顾客，注意他们研发出来的成果，或许就可以发想出值得商品化的混合产品。可见，尽可能鼓励这类顾客参与研发，是非常有道理的。可以采行的方法如下：


	尝试提供顾客工具，有了这些工具，顾客可以扩充、改良公司的一般产品与服务，或是让商品客制化。把产品提供给领导型顾客，公开邀请他们加入创新流程，支持顾客的研究。

	接触领导型顾客，了解他们的想法、做法，以及他们特别希望达成的结果，这些都会是非常宝贵的资讯。




个案研究1——丹麦玩具制造商乐高集团


乐高集团是世界上最大的玩具制造商之一，主要生产积木游戏。过去有位麻省理工学院的研究生弗瑞德·马丁研发出一种“可程式控制积木”，使用这种积木可以让乐高的玩具（如机器人等）不必加装任何连接线，就能让玩家控制玩具的动作，乐高在当时密切注意这项发明。乐高在1997年推出称为“乐高脑力风暴”的机器人，是乐高创立以来最畅销的产品。不久之后，骇客以及其他乐高玩家运用“乐高脑力风暴”，开发出各种惊人的应用，譬如饮料贩卖机、21点的庄家，甚至是马桶清洁机器人。这项产品造成了整个玩家社群出现，而顾客也参与开发次世代的产品，就是“脑力风暴第二代”。


5种顾客类型　②　贡献型顾客


这种顾客会贡献自己的心血结晶，造福他人。举例来说，贡献型顾客可能运用你公司的产品研发出新设计，接着把自己的创作成果大方提供给他人。贡献型顾客乐于针对各种新产品或概念，解决瑕疵问题，或自愿测试新产品或概念，同时非常乐见他人使用自己的构想。贡献型顾客或许会获得一些报偿，但这不是他们最主要的动机，他们喜欢他人赞美自己的技能与天分。为了鼓励更多贡献型顾客加入创新，应该采取下列做法：


	建立社群，让有同好的顾客能够互相认识，互通有无。

	一定要让贡献型顾客提出的构想能够受到肯定，不论肯定是来自自己公司或是志趣相同的同好。愈能让贡献型顾客觉得自己受到赏识，未来就会贡献出愈多构想。




个案研究2——美商国家仪器


国家仪器借由销售虚拟仪控设备，也就是模拟实体科学仪器功能的程式，创造了超过5亿美元的年营业额。该公司在线上设立了名为“研发特区”的分享区，这个分享区非常热门，其中存放了各种笔记、样本与应用程式，供网友免费取用。科学家、工程师与研发人员都会在“研发特区”上贡献自己的构想，希望其他网友能够采用自己的构想，并且让构想更进一步发展。


5种顾客类型　③　顾问型顾客


顾问型顾客对于自己有兴趣的特定领域，具有深度的专业素养，因此能提供精辟的见解与指导。顾问型顾客的成就感来自于，看见现状因为自己的指引获得改善。要善用顾问型顾客的才能，可以采取下列做法：


	延揽顾问型顾客进入公司服务，请他们分析公司必须进行哪些取舍，并且在次世代产品上市前，为产品把关。

	鼓励顾问型顾客进入设计团队，与公司的产品研发人员紧密合作。




个案研究3——美国贺卡制造商贺轩


贺轩卡片公司在2001年设立了名为“贺轩构想交换所”的线上社群，搜集顾问型顾客的建议，从中发掘能够商品化的新构想。线上社群的成员会广泛回应贺轩提出的各种问题，例如订价、行销策略与产品需求等。目前这个社群一共有500多名成员，部分成员还加入了贺轩的委员会、设计团队与顾问团。


5种顾客类型　④　指导型顾客


指导型顾客喜欢为其他顾客提供建言，他们乐于解决问题、提供见解，并且帮助其他顾客掌握复杂的产品线。指导型顾客特别喜欢过滤、分类、组织与检视市面上各种商品选择，也很乐于开发新知，帮助其他顾客从混乱中理出头绪。要能充分运用指导型顾客的能力，可以采取下列做法：


	设立线上论坛，让指导型顾客可以发表他们的产品评论，也让网友可以了解他们的高见。

	请指导型顾客协助公司，规划出合理的产品分类系统，然后用最适切的分类方式建构公司的产品线。




个案研究4——美国办公用品商史泰博


2002年时，办公用品零售商史泰博了解到，公司没有确实掌握线上销售这块市场，因为顾客对该公司的产品分类感到十分混乱。史泰博于是举办了一场活动，邀请5,000名顾客为产品重新分类。结果，产品种类从24种减为17种。此外，由于产品分类是由顾客投票决定的，未来也会有更多顾客，按照类似的分类方式寻找自己需要的产品，结果史泰博官网上的销售量，出现了两位数的成长。史泰博也在网站上推出各种线上导览员，指引各种不同类型的顾客使用网站。史泰博运用了上述做法以及其他顾客导向的构想，使公司在2005年的线上交易营业额达到38亿美元，较前一年成长了27%。


5种顾客类型　⑤　推广型顾客


推广型顾客十分热爱你的产品、品牌与公司。这类顾客非常乐意帮你宣传，也很喜欢发想新构想，帮助你争取到更多顾客。简而言之，这类顾客就是你公司商品的死忠支持者。要鼓励推广型顾客加入创新，可以采取下列做法：


	提前向推广型顾客介绍即将上市的产品，让他们为产品带起讨论热潮。

	请推广型顾客提供构想与建议，帮助公司缩短顾客接受次世代商品的时间。




个案研究5——美国服饰商Karmaloop


Karmaloop设立于美国波士顿，是专门销售“城市街头风”服饰的零售商，主要客层的年龄在18到30岁之间。Karmaloop也设立了名为Karmaloop.com的网站，让同好能够在网站上买到该公司领导潮流的服饰。Karmaloop公司在全球拥有5,000多名热情的“趋势观察家”，为Karmaloop推广并且促销公司的服饰。这些趋势观察家通常都非常时髦，也很关心时尚。在口碑行销的推波助澜之下，Karmaloop在7年之内大幅成长，员工只有20名，却拥有遍及40个国家、超过75万名的顾客。该公司是私有企业，并没有公开营业额，不过很容易看清，这是一家正在成长的成功企业。


关键思维

“有两个原因，使得顾客愈来愈想要获得客制化产品，第一是客制化产品更能切合顾客的需求，第二是客制化产品给予顾客发挥创意的权力。”

　　派翠西亚·赛柏

“你会发现，顾客与使用者在你公司的内部与外部，分别扮演了多种角色。他们扮演这些角色并不是为了取悦你，而是一种自动自发的行为。他们重视的，不是能够为你的组织带来什么助益，而是这么做能够为他们自己带来什么助益。你应该要尽力协助思考最周到的顾客，让他们尽量多扮演各种适合他们的角色。这样一来，热情的顾客就可以接触到你公司里许多不同部门的人员。要评量自己是不是充分善用顾客的创新能力，可以计算顾客分别扮演了几种角色，帮助公司规划各个营运面向。只要观察有多少员工、有多少部门，跟扮演不同角色的顾客互动，就可以判断企业文化进步的程度。”

派翠西亚·赛柏

“不要只是在公司的官网上架设论坛，应该要延揽、鼓励一群适当的顾客，请他们出任组织的顾问，让他们与其他顾客和自己的组织持续进行讨论。必须订出规则让参与讨论的顾客有所依循，也要明白交代自己希望参与的顾客发挥什么功能。要观察大众针对自己的产业或产品在讨论些什么，就要时时让大家知道你在管理这个论坛，并且要尽力让讨论顺利进行。要在论坛上澄清各种言论，但是也要抗拒捍卫自己商品的冲动。如果听到负面意见，就要从中学到经验，并且修正相关问题。”

　　派翠西亚·赛柏

“要求自己去思考各种不同的营运模式，找出可以运用在不同营运层面的模式。顾客能够帮助你构思营运模式，可以提供你指引，也会分享他们个人的经验。”

　　派翠西亚·赛柏





顾客主导创新的5大步骤　
英文



主要观念

了解顾客与生俱来的创新能力之后，接下来就必须设法掌握这项资源，推动企业成长。要善用顾客主导创新，可以依循下列5大步骤：
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支持概念


顾客主导创新的5大步骤　①　找出领先顾客，观察顾客的行为


要进行创新，最快速、有效的方法就是，善用明智顾客提出的创意和构想，这些顾客非常喜爱你所属的产业，而且对这个产业也有深入的了解。只要观察这些顾客在日常生活中，是怎么使用公司的产品或服务，并且探询他们真正希望达到的目标，就可以得到非常宝贵的见解。

幸运的话或许会发现，忠实顾客的创意可以推动公司向前迈进。要确实善用顾客的创意，最有效的方法大约有下列几种：


	研究顾客实际使用商品的状况——也就是说，顾客为了达成他们自己的目标，到底是怎么使用公司产品的。观察顾客在实际状况下使用商品的方法，不要问顾客：“你希望我们的商品发挥什么功用？”反而要全心找出顾客怎么回答“你目前希望达成什么目标？”这个问题。

	鼓励组织上下用心深入了解顾客——最可行的做法是，让组织成员能够透过网络，取得各种顾客资讯。部分企业会把顾客本人的照片，张贴在办公室的墙上，有些企业则会设计“标准顾客”，也就是典型顾客的描述，把“标准顾客”的资料广发给公司所有员工。

	用心发掘顾客最热烈关切的事——不能只想了解公司商品有哪些部分，是他们喜欢或不喜欢的。了解顾客希望达成什么目标，以及怎么打动顾客的心。

	找出适切做法，简化重要的顾客情境——设法进一步协助顾客达成目标。显然，如果能够了解顾客真正希望达成的目标，就能发挥创意，设法让顾客运用公司的产品和服务，更容易地达成目标。这可能必须彻底重新规划营运流程，甚至是整个营运模式。只要有必要，就一定要这么做。

	让顾客共同规划理想的情境与解决方案——并且请顾客一起设计自己喜爱的产品。

	根据自己提供的顾客体验打造品牌——因为在顾客看来，顾客体验就等于是公司品牌。最好让品牌承诺、顾客体验与顾客情境一致。能够做到这一点，公司就会因为有能力让顾客高度满意，缔造更上一层楼的表现。




个案研究6——美国软件供应商KOKO Fitness


KOKO Fitness软件公司是一家新创企业，2006年春天才推出第一项产品。该公司针对运动设施研发整合软件，顾客会拿到一把钥匙，只要上健身房，就能用这把钥匙开启各种健身设施。Koko软件能够追踪使用者的健身情形，自动设计个人化的训练课程，帮助使用者达到健身目标。软件会追踪使用者的实际进度，并且根据进度调整训练课程。


个案研究7——英国P2P金融服务商Zopa


Zopa是在英国成立的网络企业，有时会被形容成银行业的eBay，是借款人与放款人之间的桥梁。大多数借款人都是自营业者，不符合传统金融机构的放款标准。放款人则希望帮助别人达成目标，同时还能赚取合理的报酬。截至2006年4月为止，Zopa仲介了63,000笔贷款，吸引许多媒体正面报导他们的成果，并且向创投业者募资1,500万美元，准备在美国成立分公司。


顾客主导创新的5大步骤　②　提供顾客可用的工具


如果能够让顾客轻松利用公司的产品与服务，规划出符合各自需求的解决方案，就可以了解顾客真正希望达成的目标。要实际做到这一点，最有效的方法通常是，提供顾客可用的工具，让顾客自行规划，不必自己插手协助。

提供顾客可用的工具组，让顾客自行规划，能够带来下列几项重要的益处：


	把产品研发计划中往往最困难的步骤，交给顾客自己负责，这项步骤就是确切找到顾客目标或需求。

	让顾客能够善用你的技术与他们对产业的深度了解，创造出高度个人化与客制化的解决方案。

	许多顾客喜欢采用自助式的做法。

	公司员工也可以运用同样的工具，为顾客创造出客制化的解决方案。

	最后得到的解决方案是顾客可以自行调配的，也是客制化的，这两项特质都能为公司创造价值。



上述的共同设计工具依不同营业范围，会有各种不同的形式。常见的设计工具包括下列几种：


	产品挑选器——这是一种互动式电脑软件，顾客只要使用一连串的选单，就可以选出最适合的解决方案。

	DIY工具组——让顾客能够自己选取组件，组合出自己喜欢的产品组合。

	DIY研讨会——透过研讨会教导顾客怎么创造出自己的产品。

	共同设计工具——让顾客参与活动，发表他们对“完美解决方案”的看法。

	知识平台——让顾客可以不必了解一大堆背景资料，就可以想出可用的产品。



上述各种工具能够促进顾客进行创新，也非常适合用来观察次世代产品构想。如果发现顾客发挥天马行空的想象力，想出跟之前完全不同而且功能更强的产品，或许就可以把这个构想当作指标，告诉自己未来应该朝哪个方向研发产品。

绝佳的顾客工具是开放性的，而且具有高度的弹性。最好要能观察顾客的行为，了解顾客怎么使用、客制化、调整并改良你提供的工具组。如果能够掌握这些改善的做法，就能获得未来事业获利的关键。


个案研究8——美国奇异塑胶公司


奇异塑胶是一家市值70亿美元的全球企业，生产数千种涂料树脂、塑胶片与高分子聚合物。奇异塑胶在1999年推出称为ColorXpressSelect的网络自助服务，让顾客能够创造出自己需要的颜色与特殊效果，把这些颜色或效果使用在塑胶产品上。运用这套系统，可以在一天之内生产出色票、树脂粒样品以及产品原型的零件。奇异塑胶的年营业额自此出现惊人成长，该公司在2004年的营业额达到83亿美元，获利达7.2亿美元，有许多人把这样的成果归功于这项创新。


个案研究9——美国理财顾问公司SEI财富网


SEI财富网是金融服务公司，主要服务拥有300万美元到1亿美元资产的金字塔顶端顾客。为了要了解客户的财务目标、风险承受度、慈善捐献的意愿，以及现金流量的需要，SEI并不会对客户进行冗长的访谈，反而让客户玩一种类似大富翁的桌上游戏。这种游戏内包含一组工具，等到客户游戏结束之后，SEI的理财顾问就可以完全掌握客户的需求、财务目标的优先顺序，以及希望达成的结果，然后就能针对个别客户需求，规划出可行的理财计划，并且按照计划执行。


顾客主导创新的5大步骤　③　设立并经营顾客社群


只要努力加入顾客参与的社群，就能获得许多新鲜构想，可以设计出顾客愿意购买的创新。事实上，使用者社群是非常值得参考的构想，即使专门为了延揽顾客担任顾问而设立社群，请顾客协助规划公司的发展，都是十分合理的做法。

■灵活运用顾客社群

大多数顾客社群要能发挥最大的功效，就必须结合线上讨论与面对面聚会两种活动。线上社群让企业能够与顾客定期联系，而特定主题的面对面聚会，则是企业的绝佳机会，能够构思新产品并且确认顾客喜好。

顾客社群的应用方式很广，包括：

脑力激荡，发想新的解决方案。

共同设计次世代产品与服务。

解决新商品的瑕疵并进行测试，直到新商品可以上市为止。

规划营运策略。

帮助自己理出营运上的优先事项。

追踪顾客满意度。

发挥早期预警功能，提醒自己注意各种潜在问题。

找出最具成长潜力的新兴市场利基。

自己有机会彰显顾客努力的成果。

■开放原始码

要验证顾客社群对共同设计产品的影响，最明显的例子或许就是研发开放原始码软件的现象。以下几项产品，即使不完全是靠使用者社群研发出来的，也是靠使用者社群大力催生才得以问世，包括：

电脑作业系统软件Linux

网络浏览器Mozilla Firefox

大型企业专用的电话交换机系统软件Asterisk

生命科学的开放式协力研发组织BiOS Initiative

线上百科全书计划维基百科

在上述各个案例当中，顾客在改善做法与创新的研发工作上，扮演了非常积极的角色。大多数贡献都是顾客自愿奉献的成果，目的是为了赢得同好的赞赏，而不是金钱等诱因。你的使用者社群会与上述社群有所不同，但还是可以应用以下几项共通原则，这些原则都是从开放原始码运动归纳出来的经验。

■建立顾客社群的步骤

先努力邀请“领导型顾客”加入——或许可以让领导型顾客，成为整个社群之中的特殊小团体，让这些顾客享有特权，例如可以直接接触到高阶主管与重要的设计人员。领导型顾客应该是最有能力做出贡献的一群，而不是财力最雄厚，或是声音最大的一群。

让领导型顾客实际协助自己规划公司营运——并且小心谨慎地监督合作的成效。追踪下列几件事：

自己带给领导型顾客多少帮助？

跟顾客社群合作，为自己节省了多少时间？

在营运上获得哪些突破？

自己简化了哪些流程？

自己进入了那几块新市场？

借由合作产生的新解决方案，带来了多少价值？

欢迎顾客提供意见与构想，但还是要保留最终的决策权力——要订出清楚的政策，让顾客了解自己握有最后的决策权。要记住的是，自己经营的毕竟是营利事业，所以一定要让贡献构想的顾客，得到表彰等实质益处，至于在使用者社群论坛中提出的构想，只有自己的组织能够保有把构想商品化的权利。只要一开始说清楚游戏规则，大家就不会有任何异议。


个案研究10——美国卡夫食品公司


2003年初，卡夫食品公司设立了一个线上社群，成员是250名女性。卡夫请社群成员提供有关健康与养生的构想，在讨论过后，该公司了解到，女性比较重视控制食物的份量，比较不在乎产品是不是属于减肥食品。有了这层认识之后，卡夫为旗下主打品牌设计了热量100卡的包装，这种包装在2004年7月上市，结果不到一年，业绩就上冲到1亿美元。在竞争对手仍然把重心放在推销减肥食品的情况下，卡夫大获全胜，因为该公司把产品定位为热量只有100卡的小零嘴。卡夫发现，消费者的意见实在非常有用，于是把顾客社群由1个扩充成5个，在决定量产任何一项产品之前，该公司通常会先在这些社群之中，提出600个构想。卡夫公司的员工都把这些使用者社群称为“消费者频道”。


顾客主导创新的5大步骤　④　让顾客有机会展现实力


对贡献型顾客来说，有一种最有效的激励方式，就是设立论坛，让顾客能够向同好展现自己的聪明才智。大多数人都喜欢别人称赞自己的才智与创意，如果能够善加利用这种人性倾向，就能大大提升顾客主导创新成功的机会。

要让顾客更能好好展现自己的实力，可以采取下列方法：


	让顾客有机会创造并贡献成果——或许可以设立线上图书馆，让使用者创造的杰出产品，有个可以展示的空间。

	提供顾客有效而方便的分享工具——这一点通常不难，只要架设网站，让顾客能够发表自己的贡献就可以了。这么做会发起一种活动，这种活动会让顾客上瘾，因为顾客能够借此获得自己渴求的肯定。千万不要低估人类自尊心的力量。

	从使用者社群里延揽专才，让他们为公司产品注入专业知识——还要请他们在荒谬的构想具体落实之前，揪出这些构想。让这些专家在替公司找出有趣新趋势的同时，也把明显行不通的构想过滤掉。如果同时也指派组织成员与这些专家合作，公司的“成果展示论坛”就一定会是实在而有价值的，不会是无足轻重的活动，纯粹浪费时间而已。积极鼓励顾客用他们自己认为合理的方式，组织、过滤各种资讯，并且把资讯分类，这么做能够洞悉顾客的思考方式。这是个对自己有帮助、也很有价值的做法。

	努力从顾客提供的成果中看出新趋势——因为这个趋势很有可能就是公司未来必须发展的方向。老实说，你永远不会知道下一个绝佳的事业构想，会从哪里浮现出来，但是一般说来，要抓住乍现的灵光，有个不错的办法就是，密切注意有哪些新趋势正在改变经营环境。听取顾客提出来的意见，会是个理想的方法，能够让自己时时了解最新状况。把听取顾客意见，当作是在设立资讯网络，透过网络搜集各种个人观点。

	如果情况许可，要让顾客有机会销售自己的贡献——可能是直接由顾客在公司的赞助下进行销售，或是把顾客的成果纳入产品线，支付权利金。



要记住的是，这项步骤的重点不只是请顾客针对公司的产品与服务发表意见，更要营造出一个场所，让顾客能展现自己的创意、见解与观点。能够有效做到这一点，原本付费的顾客会创造出其他贡献，这些贡献可以为公司和为他们自己，创造额外的收入来源。

顾客都希望能够立言，希望受到肯定，也希望他人能够接触到自己的见解，不希望自己被归类为泛泛之辈。顾客也希望证明，自己愿意针对彼此的产品，提出意见与评论。有些企业在这方面做得非常成功，这些企业让顾客针对其他人的贡献进行投票，有效凸显最杰出的贡献。或许你也可以在“成果展示空间”里，加进这种机制。


个案研究11——思科系统公司


思科公司从1993年起，开始把技术支援部门接到的询问电话内容，全部张贴在顾客支援网站上。思科这么做原本是希望，有类似疑难杂症的顾客可以先上网，了解这些问题过去是怎么解决的。然而，实际演变却是思科想都没想到的，只要网站上一张贴新的问题，还没等到思科的技术人员回答，通常就会有顾客代为回答其他顾客。到1997年，这个后来被称为“思科线上联络站”的网站，平均每星期可以解答4,500项技术问题。这个网站对思科、思科的顾客以及通路伙伴来说，很快就变成吸取技术资讯的重要来源。今天，这个网站已经变成“网络系统人员交流站”，每星期有约18,000名网友阅览，网友不必寻求思科的协助，就可以找到自己要的答案。


个案研究12——网络相册Flickr


网络相册Flickr成立于2004年2月，摄影家可以在这个网站储存、编排并且展示自己的作品。该公司一开始不过是小本经营，却在一年内吸引了23万名名热情的用户，每位用户支付60美元的年费，在网站上张贴并储存自己的数位相片。到了2006初，Flickr的注册用户已经超过250万名，储存了1亿张相片。雅虎在2005年初购并了该公司，价格据说是在2,500美元到3,000万美元之间。这个网站特别受到半职业摄影师的欢迎，因为这个网站让用户享有很大的弹性，可以自由编排、分享、加入图说，还可以出售相片的版权。


顾客主导创新的5大步骤　⑤　让顾客参与同好生产


现在的顾客不喜欢被当作销售数字，他们反而希望卷起袖子，了解你公司的营运流程，在产品的生产过程中“参一脚”。不要抗拒，要善用这个趋势，构思出卓越的新产品构想。只要能拥抱顾客创新，把产品交给顾客调整，就会收到很好的成效。

最典型的例子就是乐高。该公司在1997年推出脑力风暴这项产品时，设定的主要顾客是儿童。结果，从1998年到2005年之间，一共售出超过100万组可程式控制积木，其中将近有70%都是成年人买来自己玩的。各种讨论群很快就如雨后春笋般出现，顾客开始交换构想，讨论要怎么破解或修改内建在积木里的程式密码。乐高并没有禁止这股风潮，反而决定最好顺着顾客的兴趣走。一般都认为，乐高能够在经历好几年的亏损之后，在2005年转亏为盈，关键就在这个决定。

目前，乐高已把脑力风暴产品未来的研发走向，完全交给线上的使用者社群。乐高开放软件的原始码，让使用者更方便改良与修改。公司会询问顾客对各种次世代产品计划的意见，顾客的建言也都相当有影响力。另外，顾客还会热切、深入地为乐高检验测试版产品。

要积极促成同好生产，可以采取下列做法：


	事先规划——让公司产品具有弹性，能够交由顾客进行客制化或修改。

	订定规则，让顾客有机会创作衍生产品——即使必须稍微变通，也要做到。要设想到，顾客会希望亲自创造自己专用的产品，所以各个顾客的产品一定会有些许差异。要在一开始就体认到，产品研发可能会演变成自己从没梦想过的状况，要能欣然接受这些状况。

	建立架构，让社群可以顺利研发产品——其实就是说要订定清楚的准则，而且要让社群保持开放、透明。这同时也表示，要愿意向社群成员说明，为什么有些行为是允许的，有些行为不是。必须建立起妥善的治理制度，让自己能够保有最后决定权，决定产品研发的走向，同时又不会在无意间，扼杀了自己希望得到的创意。要能达成上述目标，最可行的做法是订定奖励办法，让顾客了解，在构思他们自己的构想时，大可按照自己的意思规划新的发展方向。




个案研究13——美国创意设计T恤专卖店Threadless


Threadless是一家T恤专卖店，顾客可以自己动手设计T恤。顾客除了定购Threadless的T恤外，也可以向公司提供新T恤的设计构想。Threadless每星期都会挑选几款T恤进行生产，供其他顾客选购。每位获选的设计师，可以获得1,500美元现金、500美元礼券，以及价值200美元的“本月T恤”俱乐部入会资格。Threadless创立于2000年，到了2006年，Threadless销售T恤的营业额已经达到每年200万美元。该公司总共只有4名员工，目前准备每星期推出4到6款新T恤。Threaless并没有专属设计师，而是使用顾客提供的设计和构想来生产新T恤。


个案研究14——日本零售商无印良品


无印良品是日本知名的零售商，以自有的“阳春”品牌，销售4,000余种产品。该公司最为人称道的，就是邀请顾客共同设计产品。事实上，无印良品每个月会收到超过8,000种新产品构想，有些是透过e-mail、有些是写在产品型录中附的明信片上，还有一些是来自员工随身携带，用来记录建议的笔记簿。从1999年开始，网友可以到无印良品的官网提出产品构想，列入候选构想名单，然后由顾客投票选出最杰出的构想；顾客也可以在产品正式推出之前，就指定要购买。因为这种开放的做法与良好的互动，无印良品的营业额在过去几年内成长约15%，让这家公司成为日本零售产业中，耀眼的成功典范。



核心能力与陷阱　
英文



主要观念

总而言之，顾客主导创新的5大步骤分别是：

支持概念


5项核心能力


要让这5个步骤发挥效用，你的组织必须培养并且熟练运用下列5项能力：


	说故事的能力——必须懂得说故事，故事内容包括顾客的背景、顾客碰到的问题，以及顾客设法自己研发解决方案的过程。每次开会，都要请业务人员谈谈，顾客目前利用公司的产品，进行哪些古怪、新奇的创新，把说故事变成公司的传统。在网站上祝贺顾客的创新，顾客会热切回应你对创新的支持。

	打造出活跃的顾客社群——分配资源进行这项重要活动。效法eBay，eBay有些员工非常了解特定顾客区隔，有些员工则负责管理各个讨论区。这些员工就像是顾客和公司的桥梁，让所有人都能齐心合作。

	推动顾客共同设计的计划——必须培养出专业能力，让自己能够与一群领导型顾客坐下来，设想要在次世代产品或服务中，整合进哪些需求。这种专业能力其实不同于销售能力，也不同于解决问题的能力。推动共同计划的负责人，头脑要很清楚，还要懂得倾听以及敏捷思考。他们必须能够跳脱过去的框架思考，同时还要能让计划顺利推行，并且保持在适切的发展方向。组织里如果有成员具备这种能力，要尊重这位成员，并且赋予重任。

	开放产品研发流程——如果你希望公司的领导型顾客，能够提出有意义的意见，就必须揭开公司研发计划的神秘面纱。这听来好像很吓人，但其实只要这么做，就可以为自己省下许多工作时间。不要让研发团队死守在自己的圈子里，反而要让他们接触到各种顾客资讯与意见。要让领导型顾客有权力否定他们不喜欢的新产品构想，这么做长期下来可能为公司省下许多支出。

	熟练运用同好生产与推销——简单来说就是，要更懂得规划与推动顾客参与研发的计划。你会很惊讶地发现，大家竟然都那么乐于为公司解决复杂又具挑战性的问题。与其压制这种行为，不如热切拥抱。让顾客构思解决方案，然后给他们足够的空间，并且向自己的同好推销这项解决方案。提供顾客必要的工具，让顾客能够有效进行同好生产与推销。




5大陷阱


除了必须熟悉上述5项核心能力之外，还必须避开下列5种陷阱：


	品牌权益遭到侵蚀——不要让顾客任意糟蹋自己的品牌，或是做一些无助于品牌发展的事。如果有顾客想要采取不适合自己品牌的做法，要用幽默的方式婉拒，但是要坚持品牌该走的方向。如果有竞争对手伪装成顾客，那么在这种情况下，更是要维护品牌。让顾客采取适切做法，强化自己品牌的理念，而且要谨慎维持品牌精神，妥善管理品牌形象。

	顾客行为引发意外结果——几乎任何顾客提出的创新，都会造成意料之外的结果，问题发生时，唯一能够化解这种情况的方法，就是靠幽默与道歉。职业电玩选手会很快从失败中记取教训，然后重新出发。或许你也应该效法他们。如果状况变得棘手或是失去控制，就要先抽身、调整做法，再试一次。当然要注意顾客创新造成的结果，但是就算过程中出现小问题，也不要因噎废食。

	靠智慧财产权保护的营运模式——时至今日，把机械拆解然后仿制的逆向工程，使得企业愈来愈难靠“独家秘方”获得成功。如果想要把顾客提出的构想商品化，那更是如此。尽可能寻求各种法律保障，但还是要把心力放在创造价值上，这才是顾客最在乎的。我们都了解，顾客关心的是你能够为他们带来什么效益，不会在意你拥有哪些智慧财产权。何况，快速创新要比申请版权或专利有趣得多。

	不要想靠锁住顾客来经营企业——长期下来，这是绝对行不通的。顾客终究还是会设法打开你的限制，转而购买其他公司的产品。防止顾客转向其他公司采购，是没办法留住顾客的。要维系顾客，就要提供他们新鲜而创新的品牌体验。把原本用来打造围墙的时间和资源，用来强化品牌。

	避免让商品定价流于大宗商品的水准——开放顾客加入产品研发流程，并不表示就必须降价求售或是免费奉送。事实上，反向思考才是正确的。有愈多顾客投入客制化与改善产品的过程，公司为顾客带来的价值就愈高。许多企业在让顾客加入研发之后发现，参与研发的顾客会转而采购利润更高的产品，因为顾客更能体会公司为顾客提供的价值。尝试采行特别适合顾客的新定价模式，尤其是针对那些愿意卷起袖子，参与共同设计的顾客。这些顾客希望帮助你，而不是要帮倒忙让你在未来无法生存。




关键思维

“你有没有认真想过要邀请顾客设计任何一种产品？难道你不认为，顾客可能会比你更了解其他顾客的需求？如果你举办设计比赛，一定要请顾客投票决定比赛结果。想想看，在许多产业里，只要顾客能够获得肯定与奖励，而且不必放弃自己的智慧财产权，他们会非常乐意分享自己的设计。你可以运用顾客的设计，让他们保有版权或专利，同时还能靠生产与经销这些产品获利。”

派翠西亚·赛柏

“创造客制化的解决方案，通常能够有效吸引顾客共同参与设计。因为顾客是自行设计自己的解决方案，你能够从中找出共同的模式，用这些模式来包装建议的解决方案，而且顾客还可以客制、扩充或修改这些方案。最好要让顾客可以很方便地扩充或修改自己建议的解决方案，这种做法很容易促使顾客进行创新，也让自己很容易从顾客与合作伙伴的社群，获取新的产品构想。有些顾客参与了客制化与共同设计产品的活动，只要支持这些顾客组成的社群，并且让顾客能够很方便地彼此分享构想，就有机会善用更大顾客社群的即兴创意。”

派翠西亚·赛柏

“所有的创新都应该是顾客主导创新？当然不是。能够推动公司发展的创新，有很多还是来自研发，或是因为自己努力解决棘手问题获得灵感，这些问题包括治疗疾病、降低能源消耗，以及延长产品销售期等。其他会让顾客会心一笑的创新，很可能只是误打误撞的结果。生命中所有美好的事物，不是每件都有特定目的。有些事物，像是美食或是令人愉快的娱乐、新游戏或是服饰，都是从惊喜、错误或是突发奇想中诞生的。我的目的不是要劝你停止其他形式的创新，而是希望你思考各种可行的方法，善用顾客与生俱来的研发能力，带动公司成长。”

派翠西亚·赛柏





MAIN IDEA





中文



The best way to innovate today is to open up your business to your most passionate customers and let them become an integral part of your overall innovation process.


Customers: An integral part of your product development team


This "outside in" approach to innovation is even better than attempting to assemble the smartest product development people you can find. Astute and savvy customers, when provided with robust tools, will create products that are more appealing than you can ever develop using your own internal resources alone. The more ways you can develop to engage your customers, the more they will help redesign, upgrade and enhance your business models and practices. The end result of bringing customers into your product development loop is that you end up with loyal customers who are fanatical about what you provide.

Provide more opportunities to engage your customers and you'll generate tremendous energy that can then be used to spawn new products and services, open new markets, and develop new and more powerful business models. You might even end up eventually trans-forming your industry. The innovation game is changing profoundly, and if you plan on being in business in the future, you have to bring customers into your own product development loop.


"What is outside innovation? It's when customers lead the design of your business processes, products, services, and business models. It's when customers roll up their sleeves to co-design their products and your business. It's when customers attract other customers to build a vital customer-centric ecosystem around your products and services. The good news is that customer-led innovation is one of the most predictably successful innovation processes. The bad news is that many managers and executives don't yet believe in it. Today, that's their loss. Ultimately, it may be their downfall."

　　—Patricia Seybold





The Five Types of Customers Who Can Help Your Firm Innovate　
中文



MAIN IDEA

There are five distinct groups of people you should be attempting to recruit when you set out to harness customer-led innovation:

　[image: 010.01]


The secret of outside innovation is to find ways for your organization to engage as many of these five groups of people as possible and feasible. Your goal should be to redesign your entire business from the outside in with the help of your most visionary customers.

Supporting Ideas

The Role of Customers in the Innovation Process

■ Traditional innovation

The traditional approach to innovation is something like this:

　[image: 011.02]


■ Outside innovation

When you involve customers in your development process, however, the innovation process changes quite noticeably. It then becomes more along these lines:

　　[image: 011.03]


Identify a customer audience and their ideal outcome

________________________________________________________________

Decide on the brand experience you want to create

________________________________________________________________

Develop products and services that deliver that experience

________________________________________________________________

Determine the most appropriate channels of distribution


5 Types of Customers, 5 Types of Contributions


The good point about having customers involved in the innovation process is that your products, services and other solutions play a supporting role rather than becoming the focus of attention. This is good. Companies tend to make their offerings the focal point of everything they do, but customers really only care about what gets done. Customers are willing to utilize any products or services that help them close the gap between what they have and what they actually need.

There are five different roles customers can play in helping shape your company's innovation projects:


5 Customer Groups　①　Lead Customers


These are the people who take the initiative to invent some new solutions that are better suited to their needs than what you currently offer. If you watch these people and take note of what they develop, you may come up with some hybrid products that are well worth commercializing. It makes very good sense to do everything possible to encourage these people, so you should:


	Try to provide them with a toolkit that will enable them to extend, modify or personalize your normal products and services. Sponsor their research by providing lead customers with your product and an open invitation to innovate together.

	Get alongside them and see what they're thinking, what they're doing and what outcomes they especially want to achieve. All of this will be invaluable information.




Case Study #1-LEGO Group


The Lego Group is one of the world's largest toy manufacturers, which primarily produces toy building blocks. It took careful notice when Fred Martin, a graduate student at the Massachusetts Institute of Technology developed a "programmable brick" that could be used to make Lego toys (like robots) that can move without any wires being attached. In 1997, the company brought to market a new product called Lego Mindstorms. It turned out to be the best-selling product in the company's entire history. Soon adult hackers and other hobbyists were using Lego Mindstorms in an incredible array of applications including soda machines, blackjack dealers and even toilet scrubbers. An entire community has sprung up around the product, and customers are involved in developing the next generation product, Mindstorms NXT.


5 Customer Groups　②　Contributors


These are people who donate their work for the benefit of others. For example, contributors may use your product to develop a new design and then offer their creation freely to others. Contributors are happy to act as debuggers or testers of new products or concepts. They enjoy seeing their ideas being used by others. Contributors may get some reciprocal benefits, but that's not their main motivation. They enjoy being recognized for their skills and talents. To encourage more contributors to come forward:


	Develop communities where people with like interests can find each other and communicate with each other.

	Make it possible for the ideas put forward by contributors to be acknowledged, either by your company or by their like-minded peers. The more appreciated a contributor feels, the more motivated her or she will become to generate even more ideas in the future.




Case Study #2-National Instruments


National Instruments generates more than $500 million in annual revenues by selling virtual instruments-programs that mirror the appearance and functionality of a physical scientific instrument. The company has a vibrant Developer Zone, which is an online depository of notes, samples and applications that can be freely shared. Scientists, engineers and researchers contribute their ideas to the Developer Zone in the hope that others will pick up on their ideas and take them further.


5 Customer Groups　③　Consultants


Consultants have deep expertise in their areas of interest. They can therefore offer others insights and guidance. They enjoy the feeling of accomplishment that comes from seeing the status-quo being improved upon. To take advantage of consultants:


	Invite them to become part of your company. Let them analyze any trade-offs you need to make and run a critical eye over your next generation products before they hit the market.

	Encourage consultants to serve on your design teams and to work closely with your product development people.




Case Study #3-Hallmark


Hallmark created what it calls the Hallmark Idea Exchange in 2001 as an online consumer community to engage the feedback of consultants and to capture new ideas worth commercializing. Members of this community commonly respond to Hallmark's questions about pricing, marketing strategies and product needs. There are now more than 500 members of this community, some of whom actually serve on Hallmark committees, design teams and advisory boards.


5 Customer Groups　④　Guides


Guides like to act as advisors to other customers. They enjoy solving problems, offering insights and helping other customers navigate complex product lines. Guides especially enjoy filtering, classifying, organizing and reviewing all available alternatives. Guides enjoy creating new knowledge that helps others make sense out of confusion. To take full advantage of the capabilities of your guides:


	Make an online forum available where guides can contribute product reviews and otherwise have their opinions heard.

	Invite guides to help develop a product classification system that makes sense and to then organize your product line into the most appropriate categories.




Case Study #4-Staples


In 2002, office products retailer Staples, Inc. realized it was missing out on online sales because customers felt the way products were categorized was too confusing. The company invited 5,000 customers to participate in an exercise to reclassify products into more appropriate categories. As a result, categories were reduced from 24 to 17. In addition, since customers voted on where specific products should be found, more people are likely to look in similar places in the future. The result has been double-digit increases in online sales volumes for the company's website. Staples also introduced a range of online "personas" that in effect guide and channel the way different types of customers interact with the site. Using this and other customer-centered ideas, Staples reported e-commerce sales in 2005 of $3.8 billion, a 27 percent increase over the previous year.


5 Customer Groups　⑤　Promoters


Promoters are enthusiasts about your products, your brand and your company. They are happy to spread the word. They love coming up with new ideas that win you additional customers. In short, these people are raving fans for what you do and offer. To encourage promoters:


	Give them advance information about what's coming up so they can generate some buzz.

	Let them provide ideas and input into how you can best shorten time to adoption of next generation products.




Case Study #5-Karmaloop


Karmaloop is a Boston-based business that is a specialty retailer selling "urban streetwear" for 18-to 30-year-olds. It also has a website, Karmaloop.com that allows like-minded people to buy its trendsetting clothing. The company has more than 5,000 avid trend spotters world-wide who act as promoters and salespeople. These people are typically hip and very style conscious. Based on the strength of this word-of-mouth marketing, Karmaloop has in seven years grown to be a 20-employee business with 750,000 customers in forty countries. The company is privately held and does not disclose revenues, but it is clear this is a successful and growing business.


Key Thoughts

"Customers increasingly want customized products for two reasons. They provide a better fit for the customer's situation, and they empower customers to be creative."

　　Patricia Seybold

"You'll find that customers and users play many roles in and around your business. They don't play these roles to please you. They do it because it comes naturally to them. They're not focused on what they can do for your organization. They're focused on what they can do for themselves. Your goal should be to empower your most thoughtful customers to play as many of these roles as you can and as are appropriate for them. That way, passionate customers will intersect with people in many different parts of your business. You can measure how well you're doing in harnessing customer innovation by counting the number of roles customers are playing in helping to co-design your business. You can gauge your progress in cultural transformation by noticing how many of your employees and how many departments are engaging with customers in these various roles."

Patricia Seybold

"Don't just post a discussion forum on your website. Recruit and incent the right group of people to act as consultants in ongoing discussions with each other and with your organization. You need to provide guidelines for participation and be explicit in your expectations of participation. When observing public discussion about your industry or products, be forthcoming in acknowledging your presence and let the discussion flow unimpeded. Provide clarification, but resist the impulse to defend your stuff. If you hear negatives, learn from them and fix the problems."

　　Patricia Seybold

"Challenge yourself to think about different business models that you could leverage for part or all of your business. Customers can create your content. Customers can offer guidance. Customers can and will share their experiences."

　　Patricia Seybold





The Five Steps of Customer-led Innovation　
中文



MAIN IDEA

Once you realize how inventive your customers naturally are, you then need to find ways to harness that resource to power your corporate growth. There are five steps involved in taking advantage of customer-led innovation:
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　　 Supporting Ideas


5 Steps of Customer-led Innovation　①　Identify and watch your lead customers


The fastest and best way to innovate is by harnessing the creativity and ideas generated by your smartest customers-the ones who are passionate and knowledgeable about your field. If you watch these customers using your product or service in their normal contexts and talk to them about what they're actually trying to achieve, some very valuable insights can result.

With a little luck, you may find you can let your best customers' inventiveness drive your business forward. Probably the best way to actually do this will be along these lines:


	Study how customers are acting "in situ"-that is, how they actually use your product to try and achieve their aims. Watch what people are doing in real life situations. Instead of asking "What do you want from us?," focus instead on the answers to: "What are you actually trying to achieve here?"

	Immerse your entire organization in deep knowledge of the customer-most likely by making everything you know available through a website. Some companies put pictures of actual customers on the walls of their offices. Others develop "personas" - profiles of typical customers-and circulate these to everyone.

	Work to discover what people care about most passionately-rather than simply what they like or dislike about your offerings. Understand what they want to do and where their emotional connections lie.

	Look at what you can do to streamline those customer-critical scenarios-how you can better help them achieve their goals. Obviously, if you know what your customers are actually trying to do, you can then think creatively about how you can simplify the way they achieve that using your products and services. This may involve fundamentally redesigning your business processes or even your entire business model. If that's what's needed, make it so.

	Let customers co-design their ideal scenarios and solutions-and get them involved in designing products they will love.

	Build your brand around the customer experience you provide-because from a customer perspective, the customer experience is your brand. Ideally, you want your brand promise, the customer experience and the customer scenarios to align and match up. When that happens, you create a business that can go from strength to strength on the basis of creating highly satisfied customers.




Case Study #6-Koko Fitness


Koko Fitness is a start-up that introduced its first product in spring 2006. The company develops integrated software for exercise equipment. Customers are provided with a key that they then plug into the fitness equipment when they go to the gym. The Koko software tracks the person's fitness program and automatically configures a personalized training program that will help them meet their fitness goals. Progress is then tracked and the person's training program is modified based on progress to date.


Case Study #7-Zopa


Sometimes described as the eBay of banking, Zopa is an online business (based in the United Kingdom) that allows would-be borrowers and would-be lenders to find each other. Most of the borrowers are self-employed businesspeople that don't meet the traditional requirements of financial institutions. The lenders are people who want to lend money to help others meet their goals while at the same time still getting a reasonable return. As of April 2006, Zopa has arranged more than 63,000 loans, garnered loads of positive press attention and secured $15 million in venture capital to launch in the United States.


5 Steps of Customer-Led Innovation　②　Provide your customers with tools to use


If you can make it easy for customers to design their own customized solutions based around your products and services, then you can learn what they really want to achieve. Usually the best way to achieve this in practice is to provide customers with design tools they can use for themselves without needing any input from you.

Providing a toolkit customers can use for themselves has some tremendous advantages:


	You transfer to your customers what is often the hardest step in any product development program-specifying exactly what people want or need.

	You allow customers to create highly tailored and customized solutions that leverage your know-how and their in-depth subject knowledge.

	Many customers appreciate a self-service option.

	Your own employees can use these same tools to create customized solutions for others.

	You end up with something that is customer configurable and made to order-both qualities that add value.



These co-design tools can take many different forms, depending on your line of business. Some common options include:


	Configurators-interactive software programs that enable customers to use successive sets of menus to decide on the optimal solution for them.

	Do-it-yourself construction kits-where people can take parts or components and assemble them in whatever combination they prefer.

	Do-it-yourself workshops-where you teach customers how to make their own things.

	Co-design tools-where people participate in activities that where they articulate their vision of a perfect solution.

	Knowledge-based platforms-which allow customers to come up with workable products without needing to know a lot of background information.



All of these tools are innovation enablers for your customers and are well worth watching for next generation product ideas. If you find that customers are pushing the envelope a little and coming up with something distinctly different and better, that may be a pretty good indicator of the direction you should also be heading in the future yourself.

Great customer tools are open-ended and exceptionally adaptive. Ideally, you want to be able to watch how customers are using, customizing, modifying and improving the toolkits you provide. If you can capture these enhancements, you'll get important insights into where it will be profitable to take your business in the future.


Case Study #8-GE Plastics


GE Plastics is a $7 billion global business that manufacturers thousands of different types of paint resins, sheets and polymer blends. In 1999, the company made available a Web-based self-service tool it called ColorXpress Select, which empowered customers to create their own custom colors and special effects for plastics. Color chips, pellet samples and prototype parts can be produced using this system in a single day. This innovation is widely credited with generating impressive revenue growth for GE Plastics, which by 2004 had revenues of $8.3 billion and profits of $720 million.


Case Study #9-SEI Wealth Network


SEI Wealth Network is a financial services company that caters to wealthy clients with $3 to $100 million in assets. Instead of conducting extensive interviews with clients to find out their financial goals, risk tolerance, charitable interests and cash flow needs, SEI gives its clients a board game to play. This board game has a toolkit embedded within it so that by the end of the game, the SEI advisor knows exactly what the client's needs, financial priorities and desired outcomes are. A client-specific life plan can then be developed and implemented.


5 Steps of Customer-Led Innovation　③　Build and nurture customer communities


If you work at becoming a contributing member of the communities your customers are already part of, you'll get loads of fresh ideas on new innovations customers will pay for. In fact, user communities are such a great idea that it even makes sense for you to build your own communities specifically for the purpose of hiring your own customers to act as consultants in helping you shape and mold your company.

■ Utilize customer communities

Most customer communities work best by mixing online and in-person gatherings. The online community provides regular ongoing contact while the special face-to-face in-person gatherings are a great opportunity to brainstorm new offerings and validate interest.

Customer communities can be used in a wide variety of ways:

To brainstorm new solutions

To co-design next-generation products and services

To debug and test new offerings until they are market ready

To shape your business strategy

To help you shape your priorities

To track your levels of customer satisfaction

To serve as an early warning system for potential problems

To identify emerging new market niches that have the greatest growth potential

To allow you to spotlight the efforts of your customers

■ Open up source code

Probably the most obvious example of the power of customer communities to co-design products is the open source software development phenomena. Products that have been developed wholly or in large measure by their user community have included:

Linux, computer operating system software

Mozilla Firefox, an Internet Web browser

Asterisk, software for large corporate PBX phone systems

The BiOS Initiative, for open collaboration in life sciences

Wikipedia, an online encyclopedia project

In all of these cases, customers take a very active role in developing enhancements and new innovations. Most of these contributions are made voluntarily for recognition from peers rather than for monetary rewards or incentives. Your user community will be different from this, but there are some general principles that can be acquired from the experience of the open source movement.

■ The steps of building customer communities

Make a concerted effort to get your lead customers involved first-perhaps by making them a special "in crowd" subset of the larger community. Give them privileges such as access to your organization's senior executives and key designers. These lead customers should be those who have the most to contribute rather than those who spend the most money or even make the most noise.

Let your lead customers actually help you shape your business- and monitor the results of this collaboration thoughtfully and carefully. Keep track of everything:

How well you're doing in helping these customers

How much time you save by working with the community

The new business breakthroughs that have come

Which processes you've streamlined and simplified

What new markets you have penetrated

The value of the new solutions developed by collaboration

Welcome feedback, and ideas but maintain final control-by having very clearly stated policies about who will make the final decisions. Remember that in the final analysis you're operating a for-profit business, so make certain the customers who contribute their ideas will get recognition and other tangible benefits, but the commercial rights to any ideas discussed in the user community forums must be vested in your organization. People won't have any problems with this as long as this is clear right at the outset.


Case Study #10-Kraft Foods


In early 2003, Kraft Foods set up an online community of 250 women. They were asked for their ideas on health and wellness. As a result of those discussions, Kraft learned that women care more about portion control than they do about whether a product is classified "diet" or not. Armed with that knowledge, Kraft developed 100-calorie packs of its signature brands. These packs were introduced in July 2004 and hit $100 million in sales in less than a year. While its competitors were still focused on trying to push diet foods, Kraft succeeded because it positioned its products as pick-me-up treats that contain only about 100 calories. Kraft found this consumer input to be so useful that it has now expanded its user communities to five, and the company typically runs more than 600 new ideas past these groups before production decisions are made. The user groups are described internally as "The Consumer Channel."


5 Steps of Customer-led Innovation　④　Empower customers to show off their stuff


One of the most powerful motivators for customer contributors will be for you to create a forum where they can show how smart they are to their peers. Most people like to be recognized for their smarts and creativity. If you can use that human nature tendency to best effect, you can supercharge your customer-led innovation success.

To let customers strut their stuff more effectively:


	Give them a role in creating and contributing content-perhaps by creating an online library where exceptional examples of user-created products can be showcased.

	Provide your customers with effective and easy-to-use sharing tools-which is usually as simple as developing a website where their contributions can be posted and distributed. When you do this, what you end up creating is an activity that becomes addictive for your customers because they can find the recognition they are craving. Never underestimate the power of the human ego.

	Recruit subject matter experts from your user community and let them build expertise into your products-and let them catch any oddball ideas before they get too far advanced. Let these experts filter out the clearly unworkable ideas at the same time as they are picking up on interesting new trends and more. If you also assign people from within your organization to work with these experts, you can ensure the display forums are robust and worthwhile rather than trivial and a complete waste of time. As you actively encourage customers to organize, filter and categorize information in ways that make sense to them, you'll gain insights into how your customers think. This is good and very worthwhile.

	Pay attention to any new trends you see in customer-provided content-because more than likely this is the direction your business will need to head in the future. Admittedly, you never really know where your next great business idea will come from, but usually a good way to get those flashes of inspiration is to take note of new trends that are changing the business landscape. Having customer-created feedback is an ideal way to keep your ear to the ground. Look at it as like developing a network of personalized viewpoints.

	If at all feasible, make it possible for customers to sell what they contribute-either directly themselves in a sponsored marketplace or by adding their content to your product line and paying them a royalty.



Remember, the key here is not simply to solicit your customers' reviews of your products and services. Rather, you want to create a place where they can showcase their creativity, insights and points of view. If you can do this in an effective way, your paying customers will end up creating other materials that will produce additional revenue for you and for them.

People love being "published." They like to be acknowledged and to feel like their voices are heard rather than being lumped into the same category as everyone else. They have also been shown to be willing to contribute reviews and comments on each other's productions. Some companies have succeeded in this area by allowing customers to vote on each other's contributions as the best way to highlight the best. This may also be a mechanism you can build into your showcase.


Case Study #11-Cisco Systems


In 1993, Cisco Systems started posting all of its help desk calls received as entries on a customer support website. The intention was that customers with similar problems could go there first to see how comparable situations had been addressed in the past. What actually happened, however, which Cisco had never really anticipated, was that whenever new problems were posted, Cisco's customers would often post the answer to the customer's question before Cisco's technical support staff could do that themselves. By 1997, an average of 4,500 technical questions were being answered each week on what came to be called Cisco Connections Online. This rapidly became a vital technical information resource for the company, its customers and its channel partners. Today, this has evolved into the Networking Professional's Connection, where around 18,000 visitors each week find the answers they need without ever having to ask Cisco itself.


Case Study #12-Flickr


Launched in February 2004, Flickr is a website where photographers can store, organize and display their work. The company launched on a shoestring and within a year had 230,000 avid users each of whom were paying $60-a-year to post and store their digital photos. By early 2006, Flickr had more than 2.5 million registered users and 100 million photos. Yahoo! acquired the company in early 2005 for a rumored $25 to $30 million. The site is very popular with semi-professional photographers in particular because it allows them great flexibility in organizing, sharing, adding comments and licensing their images.


5 Steps of Customer-Led Innovation　⑤　Let customers engage in peer production


Today's customers don't like being treated like a number. Instead, they want to roll up their sleeves, peer into your business processes and otherwise "mess" with your products. Don't fight it, but rather harness this trend to come up with some great new product ideas. If you can embrace customer innovations and allow your products to be open to customer tweaking, some great things can happen.

The ideal example of this is LEGO. When the company launched its Mindstorms product in 1997, it assumed its key customers would be kids. Instead, nearly 70 percent of the more than one million programmable bricks purchased from 1998 until 2005 were brought by adults who wanted them for themselves. Very quickly discussion groups sprung up where customers could start swapping ideas on how to "hack" or modify the microcode that was programmed into each brick. Instead of trying to prohibit this, LEGO concluded it would be better working with this consumer interest. That decision alone is widely acknowledged as being the key to LEGO getting back into profitability in 2005 after several years of losing money.

LEGO has now ceded control over the direction the Mindstorms product evolves in the future completely to its online community of users. The company is open sourcing its software to make it easier for people to make enhancements and modifications. Customers are consulted on all plans for next-generation products and have a direct say in what happens. They also act as passionate and very astute beta testers.

To encourage peer production to happen:


	Plan ahead-by making your products open to being customized or otherwise modified.

	Establish rules that allow derivative works to be created-even if that means bending the rules a little. Assume your customers will want to get their hands dirty creating their own versions of your products, so look forward to a little bit of diversity. Acknowledge right from the outset that these developments will go into areas you've never even dreamed of, and be comfortable with that.

	Set up some structures for productive community development- which in effect means setting clear guidelines and being open and transparent. It also means being willing to explain your reasons why some things are allowed and others are not. You need a good governance structure that allows you to maintain the final say over how your products evolve without inadvertently stifling the creativity you want to see. Most likely, you will be able to achieve this by setting up recognition programs that send the signal its all right to chart new territory as you build on your own ideas.




Case Study #13-Threadless


Threadless is a design-your-own-T-shirt business. In addition to ordering their own T-shirts, Threadless customers can submit their ideas for new T-shirts to the company. Each week, several shirts are selected and produced for others to buy. Each winning designer receives $1,500 in cash, a $500 Threadless gift certificate and a $200 membership in Threadless's T-shirt of the month club. Founded in 2000, by 2006 Threadless was generating $2 million a year selling T-shirts. The company has a total of four employees and is now ramping up to release around four to six new T-shirts every week. The company has no designers whatsoever, but rather uses customer submitted designs and ideas for new T-shirts.


Case Study #14-Muji-Ryohin


Muji-Ryohin is a well-known Japanese retailer selling more than 4,000 products under its own "no frills" brand. The company is well known for involving customers in the co-design of its products. In fact, Muji-Ryohin receives more than 8,000 new product ideas every month by e-mail, on postcards attached to its catalogues or from suggestion pads carried by its employees. Since 1999, Muji-Ryohin has let visitors to its website submit product ideas for consideration, vote on which ideas they like best and commit to purchasing even before the products are available. As a result of that openness and interaction, Muji-Ryohin's sales have grown around 15 percent over the past few years, making the company one of the bright success stories of the Japanese retail industry.



The Core Competencies and Pitfalls of Customer-led Innovation　
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MAIN IDEA

In total, the five steps of customer-led innovation are:

Supporting Ideas


The 5 Core Competencies


To make these steps work, there are five competencies your organization needs to develop and ultimately master:


	Story-telling-You need to become good at telling stories about customers, their problems and the inventive ways they managed to develop solutions on their own. Make it a tradition at every meeting for sales reps to talk about the weird and wonderful things customers are doing with your products. Celebrate these innovations on your website. Customers will respond to your invitation to innovate enthusiastically.

	Building vibrant customer communities-Allocate resources to this key activity. Follow the example of eBay that has employees who are specialists in a specific customer segment as well as other employees who are in charge of each discussion board. These employees act as go-betweens who keep everyone in the loop.

	Facilitating customer co-design projects-You need to develop expertise at sitting down with a group of lead customers and work through what needs to be integrated into your next-generation products or services. This really is a specialist skill separate from sales or even problem solving. Co-design facilitators needs to have their wits about them, and be good listeners and quick thinkers. They need to be able to think outside the box while at the same time keeping things on track and relevant. Respect the people in your organization who develop this competency and make them highly influential.

	Opening up your development processes-If you want your lead customers to have meaningful input, you have to lift the veil of secrecy from your internal development initiatives. This may sound scary, but it can literally save you many person-hours if you do it. Don't keep your R&D team isolated, but instead immerse them in customer information and feedback. Give your lead customers the right to veto any new product ideas they don't like. It may end up saving you big money over the long haul.

	Mastering peer production and peer promotion-This simply means becoming better at organizing and running development projects that involve customers. You'll be surprised how much everyone will enjoy working on your most complex and challenging problems. Instead of discouraging this, embrace it warmly. Let customers come up with solutions and then stand back and let them market and promote those solutions to their peers. Give them the tools they need to be able to do this effectively.




The 5 Pitfalls


As well as mastering those five core competencies, there are also five pitfalls worth avoiding:


	Brand equity erosion-Don't let customers run roughshod over your brand or do things with it that are not helpful. If someone wants to do something inappropriate with your brand, counter it with a little humor but firmly keep your brand on track. This is particularly true if you encounter a situation where one of your competitors poses as a customer. Let customers do the things that amplify what you stand for and keep your brand carefully embodied and well managed.

	Unanticipated consequences of customer behavior-While any customer innovation just about guarantees there will be some unanticipated consequences, all you can do if problems arise is defuse the situation with humor and apologies. Professional gamers learn by failing fast and then moving on. Perhaps you should do the same. If things get sticky or out of hand, back up, change the rules and try again. Be aware of the consequences, but don't become gun-shy if there is the occasional glitch along the way.

	Business models that rely on intellectual property protection-Today, reverse engineering makes it extraordinarily difficult to rely on a "secret sauce" for commercial success. This is even more true when you try to commercialize ideas put forward by your customers. Take all the legal precautions you can, but focus on providing value customers care about first and foremost. Not surprisingly, people care far more about what you can do for them than they do about your intellectual property rights. Besides, rapid innovation is more fun than filing for patents or copyrights.

	Don't build your business around consumer lock-in-That never works long term. Eventually, people will find a way to open up your platform and migrate from it. You don't keep customers by preventing them from migrating elsewhere. Instead, you retain customers by providing a fresh and innovative brand experience. Spend the time and resources you would have spent building walls on enhancing your brand instead.

	Avoid commodity pricing-Just because you open up your development processes to customer input doesn't mean you have to lower your prices or give things away for free. In fact, just the opposite is true. The more customers get involved in customizing and improving your products, the more value you're providing. Most of the companies that have already done this find that engaged customers end up moving themselves up to higher margin products because they more fully appreciate what they can do for them. Experiment with some new pricing models that will work well for your customers, especially those customers who are willing to roll up their sleeves and get involved in helping. These people want to help, not to sabotage your future viability.




Key Thoughts

"Have you thought seriously about inviting customers to design any of your products? Don't you think that your customers may know more than you about what other customers would like? If you run a design contest, make sure your customers are the ones who get to vote on the submissions. Think about the fact that in many fields, customers are happy to share their designs as long as they are acknowledged and rewarded, and they don't have to cede control over their intellectual property. You can use their designs, let them hold the copyright or the patent, and still make money producing and distributing the products."

　　Patricia Seybold

"Creating a customizable solution is often a good way to spawn customer co-design. As customers configure their own solutions, you can detect the common patterns and use those to package up recommended solutions that can also be customized, extended, or hacked by customers. Ideally, make it easy for customers to extend or hack your solution. That's an easy way to enable customer innovation and spawn new product ideas from your customer and partner community. If you support a community of customers who are engaged in customization and co-design activity, and make it easy for them to share their results with each other, then you'll gain the opportunity to leverage the improvisations of a larger customer community."

Patricia Seybold

"Should all innovation be customer-driven innovation? Of course not! Much of the innovation that will fuel your business will come from pure R&amp;D, from slogging away at solving hard problems-curing diseases, lowering energy consumption, lengthening shelf life, and so on. Other innovations that will delight your customers may be serendipitous. Not all good things in life are designed to serve a purpose. Some things-like delicious foods or delightful forms of entertainment or new games or clothing-are the result of delightful surprises, mistakes or improvisations. My purpose isn't to dissuade you from engaging in other forms of innovation, but rather to think about all the ways in which you can harness your customers' natural inventiveness to power your growth."

　　Patricia Seybold





在地方法

　　开发新客、巩固熟客的方法


永远把顾客放在心上



宽庭官邸旗舰店副店长



侯芯巧


站在销售的第一线，我必须说，客人真是千百款，什么样的人都有。但经验告诉我，要经营客人，就千万不能把自己当成业务员，只顾着把货卖出去，而必须把自己定位为顾客的消费顾问。

我们这家旗舰店，卖的是精致寝具与欧洲进口家具家饰，由于店址不在热门购站物区，又是独栋4层楼，布置得像美丽的家，不少人以为是高级会馆。顾客多是靠口碑介绍或媒体报导，只有少数偶尔路经的过路客。

卖精致寝具与精品有很大的不同，台湾人对精品超级热爱，很舍得买，却未必肯投资相同的钱，买一套每天肌肤相亲8小时的好寝具；而真正懂得居家时尚的人，对家具寝具是极尽挑剔又有品味。在我们这行，要能发掘新客、巩固老客，得比一般精品销售员培养更多耐力与专业，不卑不亢、逐步取得了解与信赖；称职的居家布置顾问，必须做到欧洲现正流行的“Decorator”。


永远要有愉悦的第一次


官邸旗舰店“目的型采购”的顾客居多，虽然不必事前预约，但平常店是上锁的，必须按电铃才开门。没预约就来按电铃的人，基本上已有一定的兴趣和勇气，有很高机率成为我们的客人。此外，舍得投资在居家布置上的顾客多数低调，极少穿金戴银，如果以貌取人、态度倨傲，可能1分钟之内就错失实力雄厚的好客人。

要获得新客人的信赖，必须能了解他们的顾虑与困难，例如价格，就常让新客“卡住”的问题。曾经有位太太，看中了店里一盏4万多元的水晶吊灯，但看到价格吓一跳，说自己从没买过这么贵的灯。我们为她解释水晶材质、灯框、设计、手工都是高价的原因。她问得很细，我也找许多资料，3个多小时过去，她决定“下次再来看看”。

虽然4万并不是很高的客单价，但我从她的坚持，看到可以发掘的契机。我不放弃，问她可不可以用e-mail寄给我她家的平面图和比例图，我依空间和那天的观察，为她选了3盏灯，mail图档给她看；她回电问能不能看实品，我马上替她调货到店里。她来看了，还是下不了决心，怕被念浪费、又怕水晶灯不好保养、地震来了掉下来怎办等等。我耐心解说，却不催促，因为了解她是第一次花大钱买灯。

直到第4次，她终于点头了，从4万块开始，成为我们的熟客。第1次到第4次是困难曲折的，磨出信赖之后，第5次开始到未来，一切都变得很容易。关键就在于“一定等到你”的耐力，以及用专业、能力和小心翼翼，取得客人的信任，创造你们“愉悦的第一次”。


永远有做不完的功课


我们产品的背后，是一群欧洲新古典家具顶级设计师，因此公司的客层分布，顶级客层占了相当比例。这些熟客通常有相当的经济能力，其中不乏走过全球、品味卓绝的企业主，要固守这群熟客，我们必须花更多力气“做功课”。功课有许多面向，其中之一是就要了解他们“怕失品味”的心理，必须经常“温故知新”。

比如，帝宝可能同时有几户是我们的客户，每家都有5、6个房间，A户的每个房间用了哪些寝具和家饰品都要建档；B 户要我们布置时，就不能选用相同的家具。跟女星怕撞衫一样，这类客人也希望别人来串门子时，看到的是独特又有品味的居家，一旦“强碰”，他们就会认为我们不仔细、不认真、商品没新意。

有时豪宅主人的设计师，还会请不同的家具家饰店带着商品，到案主家去“比案”。这种情形称为“专案进场”，大家各分配空间现场布置，获选与否当场揭晓，十分刺激。所以进修对我们非常重要，我们除了向优秀的设计师学习，也必须大量翻阅国外的型录、杂志，随时充电。

有实力的熟客，未必都对美学有鉴赏能力。我们也遇过固执的客人，但我通常不会立刻否决她的选择，但会对她说，“要不要给我30分钟，我找不一样的颜色搭给您看？”有勇气向客人说“不”，是专业销售顾问的道德勇气，不能因为不想得罪客人，就放手随他去，这是不负责任的。遇到无法说服的客人，不能让他大转弯时，就想法子让她先小转弯。如果她坚持要桃红色，别一口否定，桃红也有各种深浅，今天选浅浅的桃，再配一点点灰，气质就从艳丽变高雅，“更配得上您呢！”


永远先说对不起


我想，没有任何品牌能拍胸脯说，我的客人从来没有任何不满意。不论新客人或老客人，不管商品再好，也会发生客诉。很多人害怕客诉，但不管谁对谁错，我的方法是先道歉。道了歉，客人的不开心就少一半，剩下的那50%，就看我的努力。

先退一步，就能争取更多沟通空间。何况有时候，客人的不满意确实是因为我们疏失。我刚来店里时，卖了第1张大柜子，兴奋之余忘了量妥各种相关尺寸，结果柜子送到客人家，硬是进不了电梯。客人很生气，责怪我不仔细，当下我立刻请工人先留下，马上想办法尽快租到吊车，问题总算解决，我吓出一身汗，从此再也不犯同样错误。把客诉视为敦促自己进步的动力、朝双赢的方向沟通，不论新客、熟客，对你的信任才不会永不打折。

　　（翟敬宜采访整理）


侯芯巧简介

年轻的侯芯巧原本在幼稚园教小朋友学英文，后来因为喜欢行销工作与居家美学，进入宽庭从基层销售员开始做起。由于沟通与表达能力好，学习态度也积极，2年半就升到宽庭位于士林的官邸旗舰店副店长。
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