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要点整理



品牌部落（Brand Tribe）

品牌部落的形成，是因为消费者在面对比以往更多的商品选择时，会去寻找自己认同的品牌，并吸引志同道合的成员，形成内聚力极强的社群，也就是部落。最常见的例子就是被特殊食材、装潢或料理方式吸引的特定族群，如美国卡卡圈坊（Krispy Kreme）的店面采用透明开放的设计，让顾客可以亲眼目睹一个个面团，在机器的操作下变成热腾腾的甜甜圈。卡卡圈坊的粉丝们甚至发展出，用刚出炉的经典糖霜口味甜甜圈配上黑咖啡的“享用仪式”。忠诚的顾客只要看见店面“热光”（Hot Light）的招牌灯光亮起，就会开始排队，等待热甜甜圈出炉。

外围（Fringes）

许多成功的商品与服务都是从“外围”萌芽，才逐步被大众市场接受。要形成外围市场，企业必须要能从社会上不同于常态的事物（异端，deviant）中找到新的概念、产品及服务。从外围转化成为主流，中间还必须经过几个阶段：从外围到边缘（edge），到前卫国度（realm of the cool），到下一个大热门（the next big thing），到最后成为社会成规（social convention）。当然，不是所有外围的概念都会成为主流价值，但是企业必须去了解异端，探寻潜藏在外围的全新点子。因为真正的商机不是在主流市场核心的东西，而是那些还不成熟、还未被规范的东西。

起源于20世纪60年代的美国职业摔角，就是一个从外围到主流的例子。职业摔角原本是让劳工阶级的观众群欣赏体能与蛮力的表演。在电视问世后，这个舞台转变成各种类型角色之间善恶势力的竞赛，吸引了许多年轻的观众。到了20世纪80年代，职业摔角已经转型为娱乐事业，并且发展出集合加盟、转播权利金、杂志以及周边商品的经济模式。2001年，媒体大亨特德•特纳（Ted Turner）成立的世界摔角娱乐公司（World Wrestling Federation Entertainment, Inc.），市值已经达到8.63亿美元，净值超过20亿美元。

病毒传播（Viral Spreading）

创新的产品除了必须具有独特性之外，更重要的是，要有强大的传播力，也就是《紫牛》作者赛斯•高汀（Seth Godin）所说的“点子病毒”（ideav-irus）。病毒式的传播，就像流行病通过一群人向外传染，让受到感染的人口呈现等比级数方式增加。休闲鞋品牌Hush Puppies原本被归类为老男人才会穿的鞋子，然而在纽约苏活区的青少年开始流行穿着这个品牌之后，引发了流行的风潮。1995年，Hush Puppies仅仅销售了43万双，到现在美国年轻男子几乎是人脚一双。即使社会观察家也认为：“没有人刻意要使这变成一种流行趋势，但是，事情就这样发生了。”











5分钟摘要



品牌绑架 
英



星巴克、eBay、Palm和红牛提神饮料等公司，都摒除传统的广告手法，却创造出数十亿美元的总市值。这些成就绝非偶然，他们证明了，“无形营销策略”才是21世纪建立企业和品牌的明智选择。

说得更明确一点，这些知名品牌创造出一种错觉，让人以为品牌的成功全凭侥幸，是使用者促成的，而不是公司政令完成的。这是好事，因为这代表使用者觉得是他们掌控了品牌。把传统营销当成侵扰、一接触就自动回绝的消费者，对于替自己喜爱的品牌塑造未来的价值，却有很好的响应。这便是无形营销的精髓。

如今，建立品牌的关键在于，让市场绑架你的品牌。市场参与度越高越好，即使会让你的品牌走向偏离预期，你也必须放手一试。最后你将得到更丰富、更好且更真实的品牌经验，因此也比你自己刻意发展的品牌还能持续更久。放心让市场决定品牌的发展吧。







大师观点



“欢迎加入绑架品牌的无形营销行列。别被这个哗众取宠的标题给误导了，无形的营销绝非完全不需要营销，这其实是最复杂、也是社会大众最感到陌生的一种营销手法。绑架品牌是要解决媒体饱和、消费者成长和形象营销销蚀等广告业危机。这种营销方式并不适合每家公司。你必须愿意放手让市场主导，必须具有足够的信心，才能摒除控制欲望、顺势而为。你必须胆子够大，才能接受品牌发展阶段中某种程度的不确定。”

——亚力士•威普弗斯











MAIN IDEA



Brand Hijack 
中



Companies like Starbucks, eBay, Palm and Red Bull have built multi-billion-dollar valuations without using any conventional advertising campaigns. Far from being lucky breaks, the success of these and other companies demonstrate the smart approach to building a business and a brand in the twenty-first-century is to do what can be termed "marketing without marketing."

More specifically, these brands create the illusion that success is happening serendipitously as driven by the users rather than as dictated by the corporation. This is good, because it means theuser base feels like they're in control of the brand. Consumers who instantly and automatically reject traditional marketing as being too intrusive respond well to the invitation to help shape what their favorite brand will mean in the future. This is the essence of marketing without marketing.

The key to building a brand nowadays is to let the market hijack your brand. The more marketplace involvement you have, the better — even if that takes your brand off in unanticipated directions. What you'll ultimately end up with is a brand experience that is richer, better, more genuine and therefore more sustainable than anything you would have consciously developed yourself. Have the confidence to let the market decide how your brand evolves.







Key Thoughts



"Welcome to marketing without marketing: the emergence of the hijacked brand. Don't let the all-too-clever subtitle fool you. Far from representing the absence of marketing, this approach is the most complex sort of marketing possible, as well as the least understood. Brand Hijack addresses such advertising industry crises as media saturation, consumer evolution, and the erosion of image marketing. This type of marketing is not for everyone. You must be willing to let the market take over. You must be confident enough to stop clamoring for control and learn to be spontaneous. You must be bold enough to accept a certain degree of uncertainty in the handling of your brands."

— Alex Wipperfurth











无形营销的10大基本原则 
英
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主要观念

让你的品牌成为市场导向，而不是营销导向。如果你能把你的品牌视为是市场所有，而不是你的私产，你才有可能做到这点。





支持概念

最好的品牌，自然会在市场中找到定位。品牌的成长与发展是为了响应使用者的需求，而不是由营销公司事先规划好的。事实上，大品牌的背后经常都有个推动者，愿意放手让用户群体随意将品牌对他们的意义加进品牌的价值，让品牌自然发展。“杀手级应用”就是用这种方式在市场崛起的。

Napster便是一个好例子。肖恩•范宁还是大一新鲜人时，就写了一套能帮他在因特网上搜索音乐的电脑软件，以自己的绰号Napster命名。接着他用电子邮件把软件发给几个朋友，并要求他们不要再转发给别人。范宁之后就让市场自然发展，他并没有花钱找品牌顾问或广告商来替他经营品牌，也没有介入Napster的发展，而是放手让用户群自行加入价值。结果一年半之内，Napster就累积了8000万名使用者，全部的营销费用不过20万美元。

为什么在短短两年之内，Napster就从一家新创公司变成一个全球大众品牌，然后又成为怀旧品牌？原因如下：

■Napster提供使用者一块空白的画布——让人可以尽情挥洒。

■Napster有一个与金钱无关的诱因——使用者觉得，把自己的音乐库提供给大家免费下载，不收取费用或任何这类的回报，是一种助人的行为。

■Napster让人觉得自己被需要——越多人使用Napster，这项软件的功能就变得越好。

■Napster创造了社群的归属感——因为Napster是应用在音乐上，而音乐对许多人而言，是很个人和情绪性的东西。用户同时认为，他们是在帮忙把音乐从唱片产业的魔掌中解放出来，这是一个非常崇高的目标。

■Napster具有完善的管理——因为肖恩•范宁并不是以营利为主要目的，他并不会试图影响Napster发展的方向。

成功让市场绑架品牌的例子，当然不只Napster一个，Dr.Marten鞋、蓝带啤酒、SMS通讯公司和位于加州的In-N-Out汉堡连锁店，都是从激烈竞争中脱颖而出的品牌。这些品牌成功的关键，都在于愿意让市场主导品牌的价值。







大师观点



“像Napster一样受到市场绑架，完全由市场掌控的例子极为罕见。这种情况发生时，基本上这个品牌已经成为公共财产，其价值和走向完全由用户社群来决定。有趣的是，这种完全绑架通常是个意外，很少是由营销部门倡议或推销的结果。”



——亚力士•威普弗斯
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主要观念



邀集各次文化团体成员，针对品牌的意识形态、运用方式和特质，提供意见。如果能够广泛采纳各方意见，你最后得到的结果，必然不会是一个利基型产品，而是多数人都会接受的产品，因为这个产品让人感到很真实，并不是人为操纵的产物。

支持概念

伟大的品牌会散发真实的感觉，不像是出自营销部门之手。好品牌会让人感觉真实，但在实践中要做到这一点，唯一的方法是让消费者主动参与塑造品牌的内涵。

以电影《厄夜丛林》的卖座为例。这部电影的制作成本只有区区3.5万美元，最后却有2.41亿美元的票房收入。就一项产品来说，这部恐怖片平庸无奇，没有大牌演员，没有令人吓破胆的惊悚画面，也没有发行商。不过，虽然电影普普通通，发行方式却极不寻常。他们采取了以下的手法：

■该片发行之前的两年时间，电影制作人通过媒体制造了一个新的神秘传说，说有3名学生在拍摄女巫纪录片时在森林失踪了。为此还特地推出网站，讨论这个神秘事件，并放映看来是学生失踪前所拍摄的影片。

■让神秘事件在一小撮人之间延烧——包括网络迷、恐怖故事迷和电影迷，都对这个传说大感兴趣。网站大受欢迎之后，相关讨论开始蔓延到有线电视、广播、周刊，最后到了无线电视台和各大报纸。

■不同于典型好莱坞式大肆张扬的发行方式，这部电影先在40所大学校园放映，让学生先睹为快，而不让影评人先看。

■《厄夜丛林》引发的兴趣日益高升，终于引起大家的注意。一家发行商买下该片的发行权，并在少数几家戏院放映，维持“独家的感觉”以及保持神秘，一如这部电影一直以来所打造的氛围。最后，《厄夜丛林》成为1999年暑期档的大热门。

《厄夜丛林》的成功，主要是建立在最死忠影迷的实际参与，他们主动合力创造了《厄夜丛林》品牌的精神、面貌和感觉，制造各种话题，最后把《厄夜丛林》从外围市场推向了主流市场。这些影迷得到的唯一报酬是，他们觉得自己享有某种信息的特权，能比一般大众早一步得到相关信息。这种特权让他们觉得自己是这部片子的一分子，不只是一般的消费者。

另一家与顾客共创品牌价值而大获成功的公司，是提神饮料厂商“红牛”。该公司采取整体的上市策略，是依赖在早期市场撒下种子（美国的流行酒吧和出租车司机，以及英国的卡车司机），然后让这群人将饮料推荐给同侪。红牛公司倾全力把自己融入顾客的生活，结果这群消费者愿意付高价——比可口可乐贵八倍左右的价格，购买一罐营养学家仍在争论对人体不知是好是坏的饮料。红牛最后的成功，有一大部分是因为顾客参与品牌的塑造。
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主要观念



别再透过“焦点团体”企图搞清楚什么才是酷、什么不酷。把那些宣称能追逐酷点子的人都解雇，雇用顾客来取代这些人，并且真正重视他们的需求。





支持概念

精心安排的品牌绑架计划永远要善用真诚、有内涵的文化机会，而不是肤浅的表象。换句话说，真正又酷又炫的品牌之所以成功，绝不是因为做了些表面功夫，而是这些品牌满足了某种需求。营销人员的工作便是找出这样的机会。

酷炫品牌的重要特质如下：

■不完美——这类品牌不是百分百政治正确，反而有各式各样的怪癖和特性。人们喜欢这些特征，因为这些特征让品牌看起来更真实、更容易认同。

■富有远见——这类品牌挑战社会的准则，促使人们用不同的角度看事情。

■自我判断——这类品牌试图做出能感动自己的事，不会不择手段只为了赚钱，并且绝对不会出卖自己。

■不需证明自己存在的价值——因此会挺身捍卫自己的信念，而不会改变自己以迎合大众市场。这类品牌随时在创造自己认同的经验。

■满足文化需求——这类品牌的作为符合社会的需求，即使这些需求通常是看不到的。

值得注意的是，对一个品牌来说，酷，不见得就等于大卖。就定义而言，酷品牌吸引到的只是少数消费族群，不是大众市场。什么是酷、什么不酷，大家的看法会经常改变，所以这个月的大热门可能很快就过了时。大多数的人无法用言语明确说出酷有哪些要素，因此酷或不酷完全取决于个人主观判断。到头来，“酷”是无法衡量或量化的。每个品牌都会有一些主观的证据显示大家认为这个品牌酷，但这方面的进展是难以具体衡量的。

大家较劲比酷的竞赛规则也经常改变。有些营销人员会寻求不同团体帮忙（“猎酷人”），这些团体理应能够说出什么是酷、什么不是酷，但结果往往流于肤浅、表面。说到酷这个问题，没有简单的答案或技巧可以应用。







大师观点



“有效管理的品牌绑架计划，背后的驱动力是，这些品牌会善用重要的文化契机，也就是那些品牌可以满足的文化需求。要了解这个契机是什么，得取决于文化营销人员，而不是‘猎酷人’。”



——亚力士•威普弗斯



“‘酷’无法定义，也无法追求，主要掌握在消费者手中，靠的是口耳相传，而且难以维系，需要不断更新。要变得‘酷’很困难，但还是做得到的。”

——马叟•诺比尔（超级品牌集团顾问）





[image: no142-4C]




主要观念

让最热情、最具影响力的顾客，轻而易举就能把你的品牌介绍给亲朋好友。在品牌和顾客之间，创造持续的对话，并尽量促进协助延续这个对话。建立品牌的过程中，让市场密切参与。





支持概念

多数营销人员都胸怀大志，但其实他们应该专注在激发互动的工作上。他们的工作其实是促进者的角色，确保顾客和品牌之间持续对话。被绑架的品牌会提供顾客更大的生活意义。共创型品牌如哈雷重型摩托车便是典型的例子，他们提供给顾客一种生活方式，而不只是产品本身。

经营共创型品牌最理想的方式，是设法创造与品牌有关的传说故事，并且不断充实故事的内容。这绝对是一件复杂的工作，远超过销售一项产品或服务，而是要为商品寻求一个比较深层的目的。让顾客能够用自己的方式阐释你的品牌。杰出的共创型品牌对不同的人有不同的意义。





事实上，绑架品牌有两种不同的形态，一种是意外产生，另一种则是刻意共创的结果。两者的差异如下：
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主要观念

要让市场绑架品牌时，无法预测这究竟会花多久时间。有时会立竿见影，有时却得花上数年的时间才看得到成果。唯一能做的，便是耐心等候。





支持概念

大多数的品牌绑架，都得先在目标族群中进行“播种计划”，你必须做好长期投入工作的准备。如果你太早进入主流市场，想借此缩短时程，反而有可能会毁了之前小心打下的基础。

基本上，好的品牌绑架比较像是一种社会运动，因此品牌定位和其他所有常见的营销手段不会有什么作用。品牌绑架计划通常需要多年的培育才能正式推行，也才能运用大众营销手段引起市场注意。毕竟，推销一种新的生活方式，永远要比影响一个人去买一项产品或服务，会花上更多时间。

大多数的品牌绑架都是偶发的，而不是精心规划或设计下的产物。你必须愿意放手，让情况依照市场脚步开展，而不是强加自定义的时程表。以往最成功的品牌绑架案例，有些是意外产生，不是经过设计，因此你必须准备好离开驾驶座，放手让品牌自行发展。绑架品牌的本质，包括在主流市场真正投入之前，先在早期市场播种，这意味过程的演变会是由市场发生的不同事件来决定，不是直接受制于营销人员的操控。

你必须给种子市场足够的时间充分消化你的点子。如果你限制这段发展时间，企图用人为干预的方式强迫市场加快步调，最后只能得到与原先预期相差很多的效果。要使品牌绑架生效，耐心是关键。
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主要观念

小心预先规划每一个步骤，但也要完全敞开心胸，随时欢迎其他人加入，其他人若有更好的点子，也随时可以取代你原先的想法。能够做好这一点，最后你将会得思虑到更周全、影响更深远的想法，超过你所能想到的。





支持概念

为什么任何种类的品牌绑架都难以预估？主要原因在于，主导权并不在营销人员手上，而是在消费大众手中。更确切地说，品牌不是被个人绑架，而是被一群有共同兴趣的消费者给绑架，这些消费者实际上就形成所谓的“品牌部落”。

被绑架的品牌会让消费者感觉自己是某个大热潮的一分子，仿佛自己有机会做些令人刮目相看的事情。eBay、星巴克、宜家家居、雷克萨斯、ESPN、卡卡圈坊、哈雷摩托、耐克、红牛饮料、iPod和苹果电脑等公司，已经形成有规模的品牌部落；这只是我们举出的少数几个例子。这些部落不断处于形成、解散、重组等变动状态，懂得如何培育、鼓励这些品牌部落好好发展的公司，必能获得珍贵资源。实际上，如果学会向品牌部落的成员营销，也就知道怎么吸引更大的大众市场了。

品牌部落就像狂热的教派一样，让成员在这里找到更大的人生目标和归属感。品牌部落会发展出自己的入会仪式和成长仪式，以及不同的阶级。把一个从不挑选品牌的消费者变成一个品牌狂热分子，通常必须历经以下4个阶段：

1.入门——穿越区隔一般人与真正信徒之间的防火墙。举例来说，在Linux社群发展初期，必须是电脑黑客才能知道电子公告栏在哪里，所有Linux软件开发者都是在公告栏聚集。品牌部落成员有一些自己独享的机密讯息，他们会小心翼翼地守护。部落成员之间的沟通是一对一的方式，而不是大规模传播。

2.接受社群的观念或是通过入会仪式——要做一些能让社群觉得你“值得”加入的事。举例来说，宜家家居有个庞大的品牌部落，要成为其中一员，你必须愿意写下复杂的代码，在巨大的仓库中找寻你要的东西，忍受长长的结账队伍，将又大又重的物品塞进车子载回家，然后依照通常很难懂的说明书自行组装。生气勃勃的宜家家居部落成员都将这种种不便视为荣誉的徽章，而不是到别处购物的理由。

3.开始和这个社会族群用相同的方式生活——这个族群有与一般生活完全不同的仪式、关系和体验。例如，eBay（创立于1997年）有忠诚等级，常客可以获得更大权力，享受圈内人的地位。为了在部落的组织阶梯中往上爬，eBay的一般用户每天花超过3.5个小时检查自己的竞标状态、对交易对象进行评分、阅读公告栏，而且常会做功课整理部落的各项资料。eBay部落的成员经常会做一些有新闻价值的事，像是拍卖不常见的稀有珍品。

4.从一般兴趣变成近乎执迷——也就是完全接受品牌的那一套说法。人只要完全接受一个品牌部落的意识形态之后，便会开始协助部落进一步发展。《广告克星》便是一个很好的例子。《广告克星》是一本加拿大双月刊杂志，曾经赞助某些知名的反消费活动，如“拒绝购物日”和“关闭电视周”。对主张反消费的人而言，《广告克星》已经成为联系中心，有自己的专门术语、词汇和独特的思考方式。《广告克星》有个强硬的全球商业观点，认为所有广告都是邪恶的。这个社群也有自己的宣言和价值体系。

品牌部落的形成，不是通过多数人的压力，而是大家受到相同理念的吸引自然形成。被绑架的品牌，拆解了阻隔在品牌和使用者之间的旧障碍，同时又加上新的障碍。品牌部落的成员各自拥有特权和相对责任，营销人员可以充分利用这一点。







大师观点



“在现今社会中，消费者的决定通常会受到组织松散的社会群体所影响，这种群体形成的方式类似古老的部落组织。不过古老社群是靠地理位置和生存考虑维系组织，现代的品牌部落则是借由共同的兴趣爱好和价值体系来维系。消费者深受复杂的人际交流网络所影响。”



——亚力士•威普弗斯
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主要观念

敞开心胸，才能抓住即将浮现的新点子。不要过度受限于你的品牌定位宣言或其他营销花招，导致原先没有预想到的商机出现时，无法掌握。





支持概念

大多数营销人员直觉地认为，大家必须遵循一套永远不变的营销铁律。这种态度是品牌绑架的绊脚石。理想的状况是，消费群热爱你的品牌，愿意自己绑架你的品牌。要达到这个目标，基本上有以下3种方法可供依循：
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1.有时我们会对于无意间接触到的品牌爱不释手，迫不及待要介绍给朋友。让你的品牌被绑架的一个方式是，想出创新的东西，然后让顾客自己作结论。要做到这一点，你必须少说多做。取悦顾客，然后靠边站，让这些事情自行发展。

2.赢得消费者忠诚的第二个方法是，让品牌成为某些群体的宣言。让消费者在使用你的产品或服务时，就是在发表自己的政治或社会宣言。Dr.Martens便是善用这个方法的例子。Dr.Martens被年轻消费者绑架，成为叛逆和不墨守成规的象征。

3.不过，最有效的方式是培养出品牌宗教或小众追随者。要做到这一点，你的品牌必须有强烈且鲜明的特质或信仰。苹果电脑是这个方法的最好例子。苹果电脑的死忠顾客热切相信他们在执行一项任务：替世界消除毫无个性的电脑，用比较创新的机种取代。

品牌真正的挑战在于真实性，也就是说，品牌在执行自己认为重要的信念，而不是只做可以吸引最大市场利基的事。被绑架的品牌具有自己的个性，这个性绝非只由功能性利益或产品特性所决定。被绑架的品牌不是营销部门创造出来的产物，而是真正值得拥有的好东西。

要创造绑架品牌的环境，必须尽量放手，不要试图掌控更多。绑架过程都会依循自己的路径和轨迹进行，如果你为了符合自己的期待而企图干预限制，你将错失所有实际存在的好处和可能性。秘诀在于放手，让绑架按照自己的步调和条件来进行，不是按照你的。











大师观点



我想在宇宙间留下痕迹。

——史蒂夫•乔布斯，美国苹果公司联合创始人
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主要观念

克制想要使事事一致的冲动，反而要真实一点。要拥抱惊人之举和有趣的事所带来的价值，即使不尽完美。新的想法可能一开始会令人却步，但请停下脚步，仔细想想背后是否潜藏着某些值得注意的事。





支持概念

在品牌绑架的案例中，关键不在于产品的质量，而是品牌体验的质量。产品研发人员必须先将自己技术本位摆一边，仔细思考自己的产品如何使社会实际受恵。从这个角度来看，产品要经过审慎细部调整，才会成为设计优良的产品，符合顾客需求。

大公司经常会在尝试品牌绑架的过程中受阻，原因如下：

■不了解品牌绑架在真实世界中实际运作的情形，以为成功的品牌绑架奇迹只是得力于运气好，而不是妥善的计划。

■对摒弃主流营销手段、改采播种早期市场的做法，感到很不习惯。

■只信任“通过验证”的经理人——这些人的名声都是来自经营稳定的品牌，对于革命性和突破性的事情并不在行。而品牌绑架需要有一套全新的技巧。

■以错误的标准来评量——也就是评量品牌知名度、销售量和市场占有率。这些标准在品牌绑架的初期阶段是毫无意义的，大部分品牌绑架计划就是因此而早早就被公司经理人判定为失败。











大师观点



“让市场共同管理你的品牌，这种经营品牌方式可能违反常理，尤其对传统品牌经理人来说更是如此。但事实上，这种做法却能建立更有力的品牌。传统做法是对市场传达（或是命令）品牌的意义，品牌绑架策略则是与市场沟通（或是引导）达成共识。这是一个新的品牌年代，需要有新的心态。”

——亚力士•威普弗斯



“‘品牌’的概念，已经从功能性产品和个人体验，演化成部落工具和文化象征。一个简单的事实是，品牌在部落环境中具有更深层的意义。”

——亚力士•威普弗斯
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主要观念

尊重消费者的判断，对多数营销人员来说，是相当程度地改变原先的思想模式。不要试图影响消费者，而是要注意消费者回传的稀少信号。摒弃侵入式营销，改与消费者共同研究下一个大热门商品，消费者会因为你开放的胸襟而爱上你。





支持概念

大体而言，消费者对传统营销手法的免疫力大增。原因如下：

■大多数消费者直觉上就不信任营销人员——认为营销人员只是拿人薪水才说产品好话，并不会说出心中真正的想法。他们认为，营销人员是在背后动手脚好达成自己的目的，并不是尊重顾客真正需求。

■消费者每天暴露在无数的营销信息下，已经变得麻木——因此他们把注意力转向别的地方。也就是因为这样，大多数营销才会被大家视为是侵扰的行为，对消费者一点帮助也没有。

■典型的广告手法越来越不真实——因此消费者不再照单全收大众媒体所给的信息，而是寻求更深层的意义。消费者希望能和各类信息对话，而不是老是被迫接受信息。

■消费者明白，他们生活在一个同相产品的世界——在这个世界里，多数消费产品的质量其实都相当好。因此消费者知道，他们可以决定哪些产品在市场上热卖、哪些惨遭淘汰。

总括来说，消费者希望主动参与塑造品牌的内涵，而不只是作为一具不断被营销的躯壳。他们希望协助创造品牌，并对建立品牌意义提供自己的力量。











大师观点



“非传统营销工具、目标更崇高的品牌、想要协助创造品牌的消费者，种种迹象一再显示，我们正处在一个全新营销时代的开端，我们营销人员必须在行为和做法上有些根本的改变。”

——亚力士•威普弗斯
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主要观念

随时掌握品牌发展的方向，同时要放手让市场绑架你的品牌。对于大多数的产品和服务，这是唯一可以赢得消费者真正忠诚的方式。





支持概念

宝洁公司决定推出全新美白牙齿的佳洁士洁白牙贴时，决定试试品牌绑架的方法。这是个明智的决定，因为做过牙齿美白的人口不到5%，如果以传统方法推出佳洁士牙贴，很可能会在市场上一败涂地。

因此，宝洁采取了以下不寻常的做法：

■征求愿意在自己诊所代售美白牙具组的牙医师。

■宝洁在健康和美容杂志上推出公关活动，强调洁白牙齿的好处。

■宝洁在零售市场推出佳洁士牙贴之前，先在网上贩卖了整整8个月，不断制造口碑和话题。公司砸下200多万美元吸引大家进入佳洁士牙贴网站，许多早期的顾客对这项产品显得兴致勃勃。

■宝洁初期的营销目标还锁定男同、新娘、少女和年轻的拉丁裔人士——这些人是在网上购买这项产品的最热衷族群。

■宝洁不只依赖一种营销手段，还进行了许多小型促销活动。消费者每介绍一名顾客，便可获得3块美元的折价；奥斯卡金像奖提名人便能获赠礼盒，这使得他们的品牌在颁奖典礼上有了几次曝光的机会；在网站上举办比赛，证明消费者使用该产品一段时间之后，笑容变美了。所有这些小方案加在一起，累积了不少动能。











大师观点



“到了2001年5月在零售市场推出时，宝洁已经为佳洁士牙贴创造了35%的品牌认知度。第一年的销售额就高达2亿美元，两年内，佳洁士牙贴更将牙齿美白产品从原先的5000万美元的市场，扩增到6亿美元。宝洁也因而将原本昂贵又不方便的个人保健方法普及化，为牙齿保健产业创造了一个全新的产品类别。”

——亚力士•威普弗斯



“真正的顾客忠诚，不仅是维系旧有顾客，也不仅是基于财务理由而追求‘终身顾客价值’的概念。真正的顾客忠诚是真实的感受，是一股热诚，会促使忠诚的拥护者扮演品牌大使和激进分子，站出来强力捍卫品牌，最终会产生无可计量的品牌价值。建立真正的顾客忠诚，不是耍弄花招，而是与顾客发展出紧密的联结。”

——亚力士•威普弗斯











The 10 Key Principles of Marketing without Marketing 
中
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Main Idea

Let your brand be market-driven rather than marketing-driven. The only way you can do this is if you visualize your brand as belonging to the marketplace rather than to you.





Supporting Ideas

The best brands find their own place in the market. They grow and develop in response to the needs of users rather than as part of a preordained program dictated by a marketing company. In fact, the very big brands often have an instigator who is willing to get out of the way and let the user community add their own meaning and do their own thing. This is the way "killer apps" emerge in the marketplace.

A great example of this principle was Napster. Shawn Fanning was a college freshman when he wrote a computer software program that would help him search for music on the Internet. He named it "Napster" because that was his nickname. He then e-mailed it out to a few friends, asking them not to share it with anyone else. Fanning then let the marketplace do its own thing. He didn't engage a brand consultant or an ad agency to manage the brand. Nor did he try and influence how Napster evolved. Instead, everything was left to the user base to add meaning. Within 18 months, Napster had eighty million users, all for a marketing expenditure of $200000.

Why did Napster go from a start-up to a global mass brand and then to a nostalgia brand within the space of just two years?

■It provided users with a blank canvas — something people could take and use any way they wanted to.

■Napster had a non-financial incentive — users felt like they were helping others by making their music libraries available rather than being paid a finders fee or anything like that.

■It made people feel wanted—the more people that used Napster, the better it became.

■Napster created a sense of community — because it applied to music, a very personal and emotional topic for many people. People who used Napster also believed they were helping to liberate music from the clutches of the recording industry, a very noble cause.

■Napster was well managed — in that Shawn Fanning wasn't worried about making money or in trying to influence the direction Napster went.

Of course Napster isn't the only brand that has succeeded by allowing itself to be hijacked by the marketplace. Dr.Marten's boots, Pabst Blue Ribbon beer, SMS text messaging and In-N-Out Burger (a Californian burger chain) have all prospered as brands even in the face of white-hot competition. The key to the success of these brands have been their willingness to let the market dictate what the brand should mean.











Key Thoughts



"It is extremely unusual for a brand to get hijacked to the point of total control by the market, as Napster was. When this happens, the brand essentially becomes public property; it's defined and led by its user community. Ironically, this sort of full-throttle hijack is often an accident. Rarely is it the result of initiatives or campaigns coming out of a marketing department."

— Alex Wipperfurth
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Main Idea

Invite the people who make up various subcultures to have a say in the brand's ideology, use and persona. If you can do this well, instead of ending up with a niche product, you lay the foundation for a product that the mainstream will accept because it feels authentic rather than manipulative.





Supporting Ideas

Great brands ooze authenticity. They don't feel like they've been developed by the suits in the marketing department. Instead, a good brand will ring true, and the only way you can achieve this in practice is if you let customers actively participate in shaping the brand's meaning.

Consider, for example, the success of the movie: The Blair Witch Project. This film was made for $35000 and ended up grossing $241 million at the box office. As a product, the film was mediocre—a horror movie with no big name stars, no real scary parts and no distributor. Despite the fact the film itself was ordinary, however, the way the film was released was exceptional:

■For two years before the film was released, the film makers created a new urban myth about three students who go missing in the forest while making a documentary about a witch. A website was launched which discussed this myth and which featured excerpts from footage apparently shot by the students before they disappeared.

■Interest was generated in the fringe crowd — internet junkies, horror freaks and film buffs. Once the website caught on, discussions about the project spread to cable TV, then to radio and the weeklies and finally to broadcast TV and major newspapers.

■Instead of being released with fanfare in typical Hollywood style, the movie was pre-screened at forty college campuses for students to watch, not the film critics.

■This growing interest in The Blair Witch Project didn't go unnoticed. A distributor acquired the rights to the film and released it commercially in a limited number of theaters, maintaining the sense of exclusivity and being in on the secret that had been fostered throughout the film's history. Eventually, The Blair Witch Project would become the next big thing of the summer 1999 movie season.

The real success of The Blair Witch Project was built on the participation of its most loyal fans. They actively co-created the spirit, look and feel of the Blair Witch brand. They generated the buzz that eventually took Blair Witch from the fringes to the mainstream. The only reward these fans gained was they felt like they had privileged information before the general public caught on — and that made them feel like insiders and not just faceless consumers.

Another company that has been extremely successful in collaborating with its customers is Red Bull, the energy drink maker. Its entire go-to-market strategy was based around seeding early markets (hip bars and taxi drivers in the United States and truck drivers in Britain) and then getting those people to recommend the drink to their peers. Red Bull works hard to weave itself into the lives of its customers. As a result, these same customers are prepared to pay a huge premium — about eight times higher than Coca-Cola — for a drink that nutritionists are still debating whether it's good for you or bad for you. The brand's ultimate success has been in large part due to the fact customers have participated in shaping the brand.
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Main Idea

Forget using focus groups to try and figure out what's cool and what's not. Fire all the people who claim they can chase what's cool. Hire your audience instead and genuinely take notice of what they want.





Supporting Ideas

Orchestrated brand hijacks always take advantage of genuine and substantial cultural opportunities rather than something superficial. Or put another way, genuinely cool brands get to be that way because there is a need they meet, not because they do something superficial. It's up to you as a marketer to figure out what this opportunity will be.

The key characteristics of a cool brand are:

■Cool brands are imperfect — they aren't entirely politically correct but have all sorts of quirks and character traits. People like these traits because they make the brand seem more genuine and easier to relate to.

■Cool brands are visionary — they challenge the norms of society and push people into seeing things differently.

■Cool brands are self judging — they try and do things that impress themselves rather than being prepared to do whatever is required to make a buck. They can never be accused of selling out.

■Cool brands feel like they have nothing to prove — and therefore they stand up for what they believe rather than changing to try and suit the mass markets. Cool brands are trying to create an experience they feel good about.

■Cool brands fill a cultural need — they do the things society needs, even if those requirements are normally kept well hidden.

Note that being cool isn't necessarily equivalent to being a great commercial success for a brand. By definition, a cool brand will appeal only to a minority of consumers, not the mass market. Attitudes about what's cool and what's not change regularly, so this month's big thing can quickly become old news. Since most people won't be able to put into words what it takes to be cool, deciding what's cool and what's not will be very much dictated by each individual. And finally, cool is impossible to measure or quantify. Brands will have anecdotal evidence that will suggest they are perceived as being cool but it will be difficult to measure progress in this area at all.

The rules of the cool game itself also change regularly. Some marketers enlist the aid of different groups ("cool hunters") who supposedly can state what's cool and what's not, but these results tend to be quite shallow and superficial. When it comes to being cool, there are no simple answers or techniques to use.











Key Thoughts



"The real insight as to what drives successfully orchestrated hijacks is this: These brands take advantage of a significant cultural opportunity, a need that they realize they can fulfill. It's up to the cultural marketer, and not the cool hunter, to figure out just what that opportunity is."

— Alex Wipperfurth



"Cool is indefinable and unable to be chased. It is primarily in the hands of the consumers, is reliant on word-of-mouth, is difficult to maintain and requires constant renewal. It is extremely tough to achieve, but it is achievable."

— Marcel Knobil , SuperBrands consultant
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Main Idea

Make it easy for your most passionate and influential customers to tell their friends and associates about you. Create an ongoing conversation that you facilitate and help. Get the market involved intimately in building your brand.





Supporting Ideas

Most marketers have an aspirational mind-set when in reality they should focus on becoming more inspirational. Their job is really to be a facilitator, to ensure an ongoing conversation occurs between engaged consumers and a distinctive brand. Hijacked brands offer consumers greater meaning in their lives. This is typified by co-created brands like Harley-Davidson that offer customers a way of life rather than just a product perse.

The ideal approach with a co-created brand is to look for ways to build and enrich the folklore that surrounds your brand. This will have a level of complexity that goes far beyond selling a product or service. Instead, look for a deeper purpose. Empower customers to interpret your brand their way. Good co-created brands mean different things to different people.





Note there are actually two different types of brand hijacks that can occur, one being completely serendipitous and the other being a conscious act of co-creation. The differences between these two hijack scenarios are as follows:
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Main Idea

When dealing with brand hijacks, it's impossible to predict how long it will take. Sometimes it will take no time at all; at other times, years and years will pass before anything noteworthy occurs. You just have to be patient.





Supporting Ideas

Since most hijacks will involve a seeding campaign within target groups, you have to be prepared to demonstrate your commitment over an extended time period first. If you attempt to short-circuit the process by going mainstream too early, you risk ruining all the careful groundwork you've put in place.

In essence, a good brand hijack will be more of a social movement than anything else. Positioning and all the other usual marketing tools won't have much impact. Brand hijacks are orchestrated for a number of years before they can ever be launched formally or have attention drawn to them with mass-marketing tools. Selling a new way of life always takes more time than influencing someone to buy a product or service.

Most brand hijacks happen by accident rather than as a result of great planning or good design. There must be a willingness to let go and let events unfold at their own pace rather than attempting to impose an artificial timetable. Some of the most successful brand hijacks in history have happened by accident rather than by design, so you have to be prepared to give up the driver's seat. The very nature of a brand hijack, involving the seeding of early markets before the mainstream markets really come on line, means that progress will be determined by events beyond the direct control of the marketers.

You do have to allow enough time for your seed markets to fully run with an idea first. If you limit this development time and try to force the pace unnaturally, what you'll end up with is something that is only a shadow of what it could have been. Patience is a key to an effective brand hijack.
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Main Idea

Carefully plan each step of the process in advance, but be totally open to having someone come along and replace your ideas with much better ideas at any time. If you can master this, what you'll end up with is an idea that is more robust and far-reaching than anything you could have conceived yourself.





Supporting Ideas

The main reason why brand hijacks of any kind are so unpredictable is it's the consumer that's in charge, not the marketer. Or to be more specific, brands are not hijacked by individuals. Instead, they are hijacked by groups of consumers with shared interests who effectively form what can be described as a "brand tribe."

Hijacked brands allow individuals to feel like they are part of something big, like they have an opportunity to do something noteworthy. Sizable brand tribes have grown up around eBay, Starbucks, IKEA, Lexus, ESPN, Krispy Kreme donuts, Harley-Davidson motorbikes, Nike, Red Bull, iPod and Apple Computers to name just a few. These tribes are in a constant state of flux forming, dissipating, re-forming and so on. When companies learn how to foster and encourage these brand tribes to flourish, they find themselves with a valuable resource. In effect, by learning how to market to the members of the brand tribe, companies learn what will appeal to the broader mass consumer market as well.

Brand tribes, just like cults, offer members a greater sense of purpose and belonging. Brand tribes develop their own initiation rituals, rites of passage and different levels of status. To go from a casual consumer to a brand fanatic, there are usually four steps you have to take:

1. Get your foot in the door — by passing some firewall that separates the true believers from everyone else. For example, when the Linux community was in its early days, you had to be a computer hacker to know where to find the bulletin boards where all the Linux software developers hung out. Members of brand tribes have privileged and confidential information they guard jealously. Communication within this group is one-on-one rather than broadcast far and wide.

2. Become indoctrinated or initiated into the community—by doing something which establishes you're "worthy" to belong. For example, IKEA has a large brand tribe. To belong, you have to be willing to write down complex codes, search a giant warehouse to find your items, endure long checkout lines, load large and heavy items into your car and then take your purchases home and assemble them yourself following usually very cryptic instructions. Members of the vibrant IKEA brand tribe all consider these badges of honor rather than rationale for shopping elsewhere.

3. Start living in a parallel social universe—which has rituals, relationships and experiences that are far removed from day-to-day life. For example, eBay (founded in 1997) has loyalty tiers where frequent users are rewarded with greater power and insider status. To move up the tribe's own organizational ladder, the average eBay user spends more than 3.5 hours a day checking the status of their bids, rating other parties in transactions, reading the bulletin boards and generally doing tribe homework. Members of the eBay tribe do newsworthy things like auctioning off unusual one-off items all the time.

4. Move from a casual interest to near obsession — or in effect drink the tribe's own unique blend of kool aid. When people fully buy into the brand tribe's ideology, they then start working towards helping it evolve further. A great example of this is Adbusters, the Canadian magazine that has sponsored some high profile anti-consumption campaigns like Buy Nothing Day and Turn Off TV Week. Adbusters has become the focal point for anti-consumption crusaders. It has its own jargon, vocabulary and distinctive way of thinking. Adbusters has a strong view of the world of commerce, namely that all advertising is evil. The community also has a manifesto and value system.

Brand tribes form as a result of seduction rather than through mass coercion. Hijacked brands deconstruct old barriers that prevented people from using them while at the same time putting in place new and different barriers. Membership in the brand tribe has its privileges and corresponding responsibilities. Use this to your advantage.











Key Thoughts



"In today's world, consumers' decisions are driven more often than not by their memberships in loose social groups that form in a manner similar to the way ancient tribes used to form. However, whereas geography and survival were the common threads that bonded together ancient communities, modern tribes are bound together by common hobbies and value systems. Consumers are influenced by a complex web of interpersonal interconnections."

— Alex Wipperfurth
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Main Idea

Free yourself to be able to seize the new ideas that will come bubbling to the surface. Don't be so constrained by your positioning statement or other marketing trappings that you can't head off in an unanticipated direction as soon as it opens up as a possibility.





Supporting Ideas

Most marketers instinctively believe there are a set of immutable laws of marketing that must be obeyed. This causes all sorts of problems for a brand hijack. Ideally, you want consumer groups to feel so passionate about your brand they will hijack it themselves. There are basically three ways you can achieve this:
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1. Sometimes people fall in love with the brands they stumble across at random and can't wait to tell their friends about them. One way to get your brand hijacked is to come out with something innovative and then let customers reach their own conclusions. To pull this off, you'll need to under-promise and over-deliver. Delight your customers and then step back and let events take on a life of their own.

2. The second way to earn customer devotion is to allow your brand to become a statement for some group or another. Make it possible for customers to make their own political or social statement when they use your product or service. A great example of this approach is Dr.Martens, which was hijacked by youth consumers to make a social statement about defiance and nonconformity.

3. The strongest approach, however, is to develop a brand religion or a cult following. This requires your brand to have strong and distinctive characteristics or beliefs. Apple is the best example of this approach. Apple afficionados passionately believe they are on a mission to rid the world of faceless computers and replace them with more innovative machines.

The real challenge for a brand is authenticity — that the brand is doing what it believes is important rather than what it believes will appeal to the greatest market niche. Hijacked brands take on a personality of their own which is not dictated by purely functional benefits or product features. Hijacked brands are the genuine real deal, and not just some creation of the suits in the marketing department.

To create the conditions for a brand hijack, let go of more rather than attempting to control more. Hijacks always follow their own path and trajectory. If you try and restrict them to what you anticipate will happen, you'll miss out on all the benefits and possibilities that actually exist. The trick is to lose control and let the hijack happen at its own pace and under its own conditions, not yours.











Key Thoughts



"I want to put a ding into the universe."

— Steve Jobs CEO , Apple Computer
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Main Idea

Resist the corporate urge to make everything consistent. Instead, be more authentic. Embrace the value of doing things that are surprising and interesting, even if done imperfectly. Although the new idea may make you feel squeamish at first, pause and consider whether something noteworthy is lurking in the background.





Supporting Ideas

In a brand hijack, it's not the quality of the product that's critical. Instead, it's the quality of the brand experience that counts. A brand hijack requires that product developers put to one side their engineering qualifications and think instead about how their product can actually benefit the community. From this perspective, the best designed products are carefully fine-tuned to deliver just what the customer wants.

Big companies are often hindered in their attempts to pull off brand hijacks because:

■They fail to understand how brand hijacks actually come about in the real world — and assume the magic behind some of the most successful brand hijacks was all a matter of luck rather than good planning.

■They feel uncomfortable seeding early markets rather than using mainstream marketing vehicles.

■They rely on "proven" managers — who have earned their reputations managing static brands rather than doing something revolutionary and noteworthy. Brand hijacks require a whole new skill set.

■They look at the wrong metrics — meaning they try and measure brand awareness, sales volume and market share. These metrics are irrelevant during the early stages of a brand hijack and therefore most hijacks are judged as failures prematurely by corporate managers.











Key Thoughts



"Letting the market collaborate in the management of your brand may be counterintuitive, especially to conventional brand managers. But the fact is, it builds stronger brands.Instead of communicating — or rather dictating — brand meaning to the market, brand hijacking communes with — or rather guides — the market to a common understanding. It's a new brand era. It requires a new mind-set."

— Alex Wipperfurth



"The concept of 'brand' has evolved from functional product and personal experience to tribal tool and cultural symbol. The simple fact is brands represent something more meaningful within a tribe setting."

— Alex Wipperfurth
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Main Idea

Respect the consumer's judgement. This will be quite a paradigm shift for most marketers. Instead of attempting to influence the consumer, pick up on the little signals you receive back. Replace intrusive marketing with collaboration on the next big thing. Customers will love you for your open-mindedness.





Supporting Ideas

Consumers, by and large, are dramatically demonstrating an increasing immunity to conventional marketing approaches. Why is that?

■Most consumers instinctively distrust marketers — assuming they will say whatever they are paid to say, not what they genuinely believe. They assume marketers are ready to manipulate things in the background to suit their own purposes rather than respect what customers genuinely want.

■Consumers are exposed to so many marketing messages each day they become jaded — their attention is else-where. For this reason, most marketing is considered intrusive rather than beneficial.

■Classic advertising has become less authentic — and therefore consumers are looking for greater meaning than is typically served up in the mass media. Consumers want to engage in a conversation rather than having messages force-fed to them all the time.

■Consumers know they live in a world of parity products — with most consumer goods actually being pretty good quality. Therefore, consumers know they have leverage and can decide which products do well in the marketplace and which will fall by the wayside.

In all, consumers want to be active participants in shaping brand meaning rather than a faceless entity to be marketed to. They want to help create the brand and have some input into what it stands for.











Key Thoughts



"Non-traditional marketing tools, brands with a higher purpose, consumers who want to help create the brand: We are indeed at the dawn of a new marketing era, one that will require us marketers to make some fundamental changes to our behavior and approach."

— Alex Wipperfurth
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Main Idea

Hold on tight for the ride, but be willing to let the market hijack your brand. For most products and services, this is the only way you can earn genuine consumer devotion.





Supporting Ideas

When Procter &Gamble decided to launch its new range of teeth-whitening toothpaste called Crest Whitestrips, it decided to try a brand hijack approach. This was smart because less than 5 percent of the population had ever undergone a teeth whitening treatment. If Whitestrips had been launched the conventional way, it most likely would have fallen flat in the marketplace.

Therefore, P&G did some unusual things:

■Dentists were recruited to sell teeth whitening kits from their offices.

■P&G launched a PR campaign in health and beauty magazines stressing the benefits of white teeth.

■P&G started selling Whitestrips on the Internet a full eight months before its retail launch allowing word-of-mouth recommendations and buzz to grow. The company spent more than $2 million to get people to visit the Whitestrips Web site. Many of these early customers became very enthusiastic about the product.

■P&G's other early marketing initiatives targeted gay men, brides, teenage girls and young Hispanics — demographic groups who had become the product's most ardent online purchasers.

■P&G didn't just rely on one marketing vehicle but had numerous small initiatives underway. Consumers were offered a three-dollar discount for each friend they referred. Gift boxes were given to the Academy Award nominees, resulting in several mentions on the show itself. A contest was run on the website that let people show how their smile had improved over time using the product. All of these small programs built momentum.











Key Thoughts



"By the time of the retail launch in May 2001, P&G had already created a 35-percent awareness level of Whitestrips. Sales of the product reached $200 million in its first year. Within two years, Crest had turned the teeth-whitening category from a $50 million business to a $600 million business. P&G was also able to democratize a previously costly and inconvenient personal care regime and in so doing, create a whole new category in the dental care industry."

— Alex Wipperfurth



"True loyalty is about something bigger than retention or even the financially driven ‘lifetime customer value' concept. It is about authenticity. It is about passion. It leads to ambassadorship and activism on behalf of the brand. And—ultimately—it leads to off the charts brand values scores. Building genuine loyalty is not about conniving gimmicks, but about developing an up close and personal bond."

— Alex Wipperfurth















无形营销的实际操作程序 
英



主要观念

要成功让顾客绑架品牌，你必须做好以下4点：

1.找到一个好点子——这个点子必须有潜力可以随着时间发展成新文化典范，能够创造超越一般常规的具体利益。

2.培植早期市场——鼓励某些消费族群将这个新点子纳入自己的思维。挑选一个具有影响力的早期市场，让点子以此为基地开始成长。

3.征召早期市场顾客，帮你共同制造话题，以招徕大众市场的注目——如果基础打得好，早期顾客必然会很自动、热心地替你宣传。

4.一旦你的品牌被认为是市场的“下一个大热门”，下一步便要协助大众市场接受你的品牌——运用传统营销手法来累积动能与扩大知名度。
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这些活动，有些在台面上公开进行，清楚可见；有些则是台面下的动作，思考、计划和执行的过程都必须有些隐秘才能成功。





支持概念

起步　构思绑架

万事皆源自一个点子，因此你必须找到一个有潜力发展成新文化典范的点子。举例来说，eBay成立的宗旨，是要让一般人可以无需支付过高的中介费，买卖双方就能进行交易。伟大的点子会改变人们目前的生活习惯，也会被社会普遍存在的潜藏真理所带动。这个点子会是新鲜的，几乎是前瞻的。

哪里才可以找到这样一个伟大的点子？你可以试试以下的方法：

■利用直觉想象一下，如果现存的限制不存在，事情会是什么样子？

■把社会趋势和社会中即将浮现的价值视为一体。

■观察消费者在部落团体中的实际生活和行为。尤其要分析人们在实际使用产品时，如何改变产品原本的功能。

■要亲自到市场去体验各种事物，而不是雇用“猎酷人”向你回报新趋势。











大师观点



“当年，如果我问人们心里要什么，他们一定会说‘一匹跑得更快的马’。”

——亨利•福特



“你不能只是问消费者要什么，然后设法做给他们。等到你做好的时候，他们会想要更新的东西。”

——史蒂夫•乔布斯



“经理人必须学会预测新的文化矛盾，挑选出最能配合品牌权威的矛盾。如果这样还不够，他们就必须与合适的次文化互相结合，深入了解其精神特质，如此才能建构具有说服力并能引发共鸣的种子构想。要创造强有力的种子构想，经理人必须贴近文化，也就是说，要超越现今我们对消费者的认知。”

——道格•霍特，哈佛文化营销专家









阶段1　部落营销

一旦点子确立，下一步便是培植早期市场。早期市场通常是思想前卫或意见领袖所组成的次文化团体，这些人的行为动机，来自于想要追求某种真实的产品，或来自于想要展现他们的社会知识。征召这些人来协助你从事下列工作，是明智的做法：

•产品研发和定制

•创造一些新的传说

•为你背书，保证你会言出必行

理想的早期市场顾客，显然要能够跟你的产品产生共鸣，并且与产品有具体的关联。他们必须要有时间、合适的手段和技巧，才能欣赏你所提供的产品。因此，早期市场必须符合以下4项标准：

1.必须受到大众市场的信任——必须是大众市场以前寻求创新想法的地方。

2.必须深受你的新点子所吸引——必须能够和你的点子产生共鸣，才能接受你的点子。

3.必须愿意参与新点子——而且必须与主要市场有社会联系，才能传递讯息。

4.必须有影响力——如此一来，品牌才能凭着在早期市场的成功，吸引到主要市场关键数量的顾客。

简单地说，打入早期市场的关键在于，建立情感上的联结，让早期市场的顾客对你提供的品牌体验有越来越深的体会。你必须在引导人们作出正确结论的过程中，轻轻一推，而不是强迫他们就范。如何才能做到这一点，以下有几项原则：

■提出全新的世界观——建立一套信仰系统，在这套系统下顾客会高度重视你的产品。

■软性促销、欲擒故纵——做法是将姿态放高一些。如果有人希望你进军能力范围以外的市场，请婉拒。刻意引诱，然后把重心放在内行人身上，没有必要照顾到每一个人。

■创造一些新仪式、词汇和传说——这样可以让你成为活跃、热情顾客群的重要话题。

■奖励会员——让后期的顾客很难加入这个专属俱乐部。

整体而言，所谓的部落营销，并不是大型铺张的产品发表会，而是靠许多小活动串联起来的。





阶段2　共同创造

一旦早期市场的顾客上钩之后，就会开始制造产品的各种话题。这是个好现象，因为话题可以带来以下的好处：

•在更大的市场创造品牌知名度。

•鼓励顾客对产品深入了解。

•可以提供可信度和真实性。

•提高产品讨人喜欢的程度。

要注意，话题永远比营销宣传来得持久。话题是真实的意见，会从一个消费者传播到另一个消费者。话题的基础建立在一个伟大、引人注目的点子之上，和宣传不一样，宣传必须从媒体造势下手。话题的基础在于产品的魅力，而宣传则必须靠刻意制造的宣传和刻意安排的活动。话题可以在最好的条件下，将产品从外围市场推向主流市场。

实务上，话题可以说是同侪间互相说故事，传播媒介可以是语言（口碑）、视觉（符号和标志），或病毒（透过数字扩大）。





阶段3　大众营销

在早期阶段，你必须低调行事，但是一旦绑架策略成功为你打入大众市场，你便要改变 做法，以传统争取曝光率的营销策略来累积动能，并提高品牌知名度。大众市场本质上较为保守，是以渐进演变的方式而非革命性的方式发展。一般而言，大众市场会跟随品牌创造者的脚步，不会率先尝试新品牌。

经营大众市场，是一个寻求平衡的过程。成功的品牌会从早期接受者手中拿回信息主导权，但同时也给予他们优惠的待遇，常常让他们独享大众市场看不到的独家版本。伟大的品牌也乐于让市场参与品牌的建立，让市场可以加入品牌对自己的意义和体验，借此过程大大扩张品牌意义的范围。

让市场参与塑造品牌，是绑架品牌策略一个极大的特色。传统上，营销人员多将重点放在品牌的功能效益或情感效益。如今，让大众市场参与开发品牌，则使得品牌的意义（即文化效益）大增。对个人用户而言，一个品牌加上了文化成分，就变得更有价值；对社会整体而言，一个品牌加上了文化成分，就变成了社会整体结构的一部分，因为顾客改变习惯来适应这项产品。到了这个阶段，大热门商品就会摇身一变成为新的社会典范。

要让消费者接受新习惯，品牌所有者可以采取以下做法：

■让新品牌与旧品牌互相连结——如此一来，新习惯会被视为只是旧习惯的替代品，而不是全新的行为。eBay在运营之初，曾经在跳蚤市场巡回说明，告诉大家eBay只是现存消费习惯的电子版本。这个做法非常聪明。

■降低大家试用新产品或服务的困难度——提供试用折扣，让消费者可以容易体验新品牌。eBay在这方面又是一个好例子，他们让买家不需支付任何服务费用，而卖家也只需在交易成功之后才付费。

■培养使用者社群——这些人会主动互相支持，彼此协助。

■奖励和取悦顾客——借此鼓励他们将单次的试用，转变为持续性的消费行为。eBay在这一点又做了极佳的榜样，他们替买卖双方举办拍卖，让他们享受观看竞标者争相以更高价钱抢目标愉快经验。











大师观点



“主导者不再是营销经理人，而是消费者。全世界共有数百万有见地、有热情、有创意的人，正在协助改善具有突破性的产品和服务，并且为这些商品背书，有时甚且不需公司开口邀请，便主动提供协助。传统‘大爆炸’的营销模式对不少的产品和服务来说依然适用，比如帮现有的产品升级。但如果品牌想要永续经营，要对我们的文化产生真正的影响，最好的办法还是与使用者通力合作。”

——亚力士•威普弗斯



“绑架品牌是让消费者（以及其他利害关系人）参与塑造品牌的意义，并将品牌推荐给其他人。这是一种建立真正的顾客忠诚，而不仅仅是维系旧顾客的方法。绑架品牌并不是创造营销宣传，而是进入市场的新模式，是许许多多缜密思考活动的繁复组合。最重要的是，要愿意与一群你以前不习惯合作的对象通力合作：消费者。”

——亚力士•威普弗斯



“品牌绑架策略有赖一个激进的概念——放手。”

——亚力士•威普弗斯



“一切都从说故事开始，但你必须依照心目中理想听众的喜好来修改故事内容，并选择正确的时间地点说故事，如此一来，听众才会记得你的故事。听众想听什么，就要告诉他们什么，只是他们在听过故事之后，才会恍然大悟，原来这就是他们想听的故事。让那些听过你故事的人，愿意将故事再转述给其他人听，并在不改变标题和故事大纲的前提下，允许他们修改或增添故事内容。这并不是一件简单的工作，但终极报酬是：顾客会持续热爱你的品牌。”

——亚力士•威普弗斯











How to Do Marketing Without Marketing 
中



Main Idea

To pull off a successful brand hijack, you'll need to do four different things well:

1. Find a great idea — one that has the potential to grow over time into a new cultural norm that will deliver practical and tangible benefits over accepted practice.

2. Nurture your early market — by encouraging some consumer tribes to incorporate the new idea into their thinking. Select an early market that will be influential and then let the idea start to grow from that base.

3. Enlist your early market to help you co-create the buzz that will gain the attention of the mass market — which your early market will be willing to do voluntarily and enthusiastically if you've laid a good foundation.

4. Once you're acknowledged as "the next big thing", then work to help the mass market adopt you — using conventional marketing methods that will build momentum and broaden awareness.

[image: no142-13E]




Some of these activities are above the radar and openly visible, but others will be below the radar and require some stealth thinking, planning and execution to succeed.





Supporting Ideas

Kick-off Hijack ideation

Since everything starts with an idea, you need to find one that has the potential to grow into a new cultural norm. For example, eBay was built to allow ordinary people to trade with each other without a middleman trying to take an exorbitant cut. A great idea will change people's current habits and be driven by a great underlying social truth. It will be a fresh, almost visionary way of looking at things.

Where do you find just such a great idea?

■By using your intuition to visualize how things could be if existing limitations were not present.

■By looking at social trends and emerging values within society as a whole.

■By observing how consumers actually live and act within their tribal groups. In particular, analyze how people are using products in the real world as opposed to their intended uses.

■By experiencing things firsthand rather than by hiring cool chasers to come back and tell you what''s new.











Key Thoughts



"If I had asked the public what they wanted, they would have said a faster horse."

— Henry Ford



"You can't just ask customers what they want and then try to give it to them. By the time you get it built, they'll want something new."

— Steve Jobs



"Managers must learn to anticipate new cultural contradictions and to select the one that best aligns with the brand's authority. And if that weren't enough, they must then choose to align with the appropriate subculture and understand their ethos deeply enough to construct a credible and evocative seed idea. To create powerful seed ideas, managers must get close to culture — and that means looking far beyond consumers as they are known today."

— Doug Holt , Harvard cultural marketing authority









Phase 1 Tribal marketing

Once you've nailed your idea, it's time to nurture your early market. This is often a subculture of free thinkers or opinion leaders who are motivated by a quest for authentic products or by a desire to display their social knowledge. It's smart to enlist these people to assist with:

•Product development and customization

•The creation of some new folklores

•Authenticating that you do what you say you'll do

Obviously your ideal early market will be people who resonate with your product and who relate to it in a tangible way. You need an early market with the time, the tools and the skills required to appreciate what you have to offer. There are four basic criteria your early market must meet:

1. Your early market must have credibility with the mass market — it must be a place where the mass market has looked for innovative ideas in the past.

2. Your early market must have genuine affinity for the new idea — it must resonate and make sense for them to take up the new idea.

3. Your early market must be willing to participate in the new idea — and they must have social links to the main market that can be used to pass on information.

4. Your early market must have influence — so the brand can gain critical mass in the main markets on the strength of success in the early markets.

Quite simply, the key to breaking into an early market is to develop an emotional hook that will pull the early market people deeper and deeper into the brand experience you offer. This will require alight touch on your part as you guide people toward the right conclusion rather than force them into submission. How can you do this?

■Declare a new world view — by fostering a belief system that values your product highly.

■Soft sell and play hard-to-get — by being a little aloof. If people ask you to go after markets outside your heritage, decline the offer. Be deliberately seductive and focus on those who are in-the-know rather than anyone and everyone.

■Create some new rituals, vocabulary and folklore — which will place you at the center of a vibrant and passionate community of customers.

■Reward the insiders — and make it difficult for newcomers to become part of an exclusive club.

Overall, tribal marketing is a lot of little initiatives rather than one huge splashy product launch.





Phase 2 Co-creation

When your early market gets hooked, they start generating buzz about your product. This is good because:

•Buzz create awareness in the broader markets.

•Buzz encourages people to learn more.

•Buzz provides credibility and authenticity.

•Buzz enhances likeability.

Note that buzz always outlasts marketing hype. Buzz is authentic opinion that will spread from one consumer to another.Buzz is built on a big and noteworthy social idea as opposed to hype that requires a media blitz to get started. Buzz is built on a foundation of seduction whereas hype requires fabricated bluster and staged events. Buzz can move a product from the fringes to the mainstream in the best context possible.

In practice, buzz can be described as peer-to-peer storytelling. It can be spread verbally (by word-of-mouth recommendations) , visually (by symbols and emblems) or virally (using digital amplification) .





Phase 3 Mass marketing

Whereas in the earlier phases an under-the-radar approach is required, once hijack marketing gets to the mass market, conventional high profile marketing is required to build momentum and broaden awareness. Mass markets are inherently conservative and evolutionary rather than revolutionary. By-and-large, the mass market follows the tastemakers rather than attempting to be the first to try a new brand.

Serving the mass market is a balancing act. Successful brands take control of the message back from their early adopters but simultaneously give them preferential treatment, often allowing them to have exclusive versions that have unique features not available in the mass produced model. Great brands are also happy to let the market participate in building the brand. Doing this allows the market to add its own meaning and experiences, in the process significantly expanding the brand's scope.

This idea of market participation in a brand is quite distinctive to brand hijacks. Traditionally, marketers have focused on what a brand is (its functional benefits) or what the brand does (its emotional benefits). By involving the mass market in developing the hijacked brand, what the brand means (its cultural benefits) take on greater significance. To an individual user, a brand with a cultural component becomes more valuable. For society as a whole, a brand with a cultural component becomes part of the overall social fabric as customers changes their habits to accommodate the product. It's at this point the next big thing has morphed into the new societal norm.

To get consumers to adopt new habits, brand owners can:

■Link the new brand to an old one — so the new habit will be viewed more as a replacement and less as entirely new behavior. When eBay was first starting, it ran a road show at flea markets suggesting that eBay was an electronic version of an existing consumer habit. That was very smart.

■Lower the barriers for people to try the new product or service — by offering introductory discounts so people can ease into the experience. Again, eBay was a good example here in that buyers do not have to pay to use the service and sellers pay only when they make a sale.

■Foster a community of users — who can then actively support each other and help each other.

■Reward and delight customers — thereby encouraging them to turn a single trial into consistent behavior. Once again, eBay is an excellent example of this in that it helps people run auctions and have the thrill of watching others bid higher and higher prices for whatever is being sold.











Key Thoughts



"Marketing managers aren't in charge anymore. Consumers are. Across the globe, millions of insightful, passionate, and creative people are helping optimize and endorse breakthrough products and services — sometimes without the company buying in. The traditional 'big bang' marketing model still works for some — even many-products and services, such as an upgrade to an existing offering. But in order for a brand to stick, for it to have real impact on our culture, it better collaborate with its users."

— Alex Wipperfurth



"Brand hijacking is about allowing consumers (and other stakeholders) to shape brand meaning and endorse the brand to others. It's a way to establish true loyalty, as opposed to mere retention. We're not just talking about creating hype here. We're talking about a new template for going to market. We're talking about a complex orchestration of many carefully thought out activities. And above all else, we're talking about being willing to collaborate with a group of people you're not used to collaborating with: consumers."

—Alex Wipperfurth



"Brand hijacking relies on a radical concept—letting go."

— Alex Wipperfurth



"It all starts with you telling a story, but tailoring that story to exactly the audience you have in mind, and introducing the story to them at a time and place where they will be able to remember your story. It's all about telling your audience exactly what they want to hear, but don't know until they've heard it. It's about making those who hear the story become your storytellers, and allowing them to make up and add parts to the story as long as they get the title right and the critical elements within the same ballpark. It's a damn hard job with the ultimate payoff: lasting consumer devotion to your brand."

— Alex Wipperfurth











在地观点




产品先上车，品牌后补票

唐智超（台湾电视豆股份有限公司总经理）





让市场，也就是消费者的选择，来主导品牌的走向，不要试图人为扭曲品牌的浮现，这是本期《品牌绑架：无形营销法》的作者要告诉企业经理人的重点。从2002年成立以来，“电视豆/TVbean”的发展规划，就是走在这样的一条路上。

在我猜想，除了创投公司等的“金主们”，多数消费者很少记得“电视豆股份有限公司”。

电视观众、小朋友，是我们第一波锁定的消费者。若是任何人问问这群人，“《魔豆传奇》回放了，你知道吗？”“迪迪、托比和辣芙，能不能和屁屁熊比美？”相信得到的回答，不只是非常个性化的答案，还夹杂着大笑与惊叹。

面对市场上有这样的反应，我觉得很欣慰。从创业之初，团队就已经建立共识，与其使尽吃奶力量打响公司的名号，倒不如让产品好再求好，做到无以挑剔的地步。如此构思的原因，是为了直接切入目标顾客，让消费者来决定是否接受产品、让消费者打从内心认同产品，包括产品的名字、内容、影像，及其肖像应用的民生消费用品和流行时尚品。





利用动物打破文化隔阂

我们所处的动画产业，是让产品走在前面、由市场来决定产品的成功契机，多年之后再回头塑造公司企业的品牌地位，国际间已经有皮克斯动画工作室（Pixar）的前例。

皮克斯是谁？除非业内，一般消费者不会熟悉。然而，自1985年在美国成立以来，这家结合3D计算机动画、创意团队及制作能力的动画工作室，与迪士尼公司推出过6部动画电影，包括《玩具总动员》、《虫虫危机》、《玩具总动员2》、《怪兽电力公司》、《海底总动员》与《超人特攻队》，部部都在电影市场造成轰动，也产生丰厚的收益。目前，国际媒体的焦点已清楚聚焦在皮克斯的一举一动，并深入分析团队的核心竞争力、人力分配，凸显皮克斯的商业营运模式，肯定企业体的品牌价值。

其实，我们团队并不是一开始就设定志向，以皮克斯为学习对象。应该说，一方面是社会上的价值观问题，多年前并不认同打品牌的重要性；另一方面则是我们自己的问题，如果初始就主打品牌，背后能拿什么样的产品来支持？品牌的塑造，是需要搭配好质量的产品、优秀的经营团队，两者相辅相成，方可成事。

以电视豆成立之前的创作经验为例。2002年初，我们团队先前定名为“精灵制作”，原创出《屁屁熊》（PipiPanda）动画产品，《屁屁熊》是以Flash技术制作的系列动画卡通，1分钟的播放时间，有生日篇、爱情篇、朋友篇等，各有各的情境小故事。设计原意是在网上发表，完全没有经过传统媒体的宣传，也没有经过市场调查，由团队成员以电子邮件发送，6个月内累积了400多万的下载。

《屁屁熊》的主角，是一群会放屁的熊猫，我们称他为“屁屁熊”。屁屁熊跟一般熊猫最大不同的特征，就是紧张时会放屁。屁屁熊经常搞怪，行为也不按牌理出牌，这些无厘头行为，是要带给大家温馨与欢乐。以熊猫作为主角，一方面是动物在动画影片中比较讨好，甚至可以说是有无国界、跨文化的效果。至于选择熊猫，2008北京奥运会、2010年世界博览会是关键。同样是华人的动画公司，先期从华人市场立足，会比傻傻地跑到美国好莱坞与米老鼠、跑到日本与Hello Kitty厮杀，有更大的成功机会。

网友（消费者）对屁屁熊的喜爱至今犹新，技术团队也把观赏的方法，从网站浏览、下载到个人计算机、到影像手机，连台北地区公交车上的“蜂电视”（TVBee）也看得到。这个经验，改变了我们往后的经营思维，团队把“动人的故事，经由吸引人的动画传递”作为好产品的定位。《屁屁熊》延伸产品的《魔豆传奇》，也就在此一时期开始酝酿。





屁屁熊小兵立大功

一如多数的网络公司，满脑子的点子，口袋却总是空空。“精灵制作”是寄生在一家信息科技公司，在不到10平方米、中间还隔着走道的空间打拼天下。我们同样任命董事长、总监、经理、动画设计师、企划，是一个完整的创业团队。每个月包水、包电3万元的房租，还算负担得起。

然而，动画制作的成本并不低，手边的钱总是会烧尽。为企业找到可以活存的资源，成为继续制作好产品的必要。2000年间，台湾地区通过了加强数字内容产业推动方案，并成立了专责办公室，这是动画产业的发展的机会。《屁屁熊》以小本立大功，让我们团队有信心集中火力，准备参加创业界俗称的“大TIC”赛事，该赛事由已经创业的团队或中小企业竞赛，胜选的队伍不仅有政府颁发的奖金，也会被创投资金人士看到。

那一次的参赛，我们提出的“数字内容产业的创意引擎”（Creative Engine of Digital Content Business）商业模式，获得审评们的青睐。非常幸运地，有学者出身的杨士进先生指导我们重新撰写商业计划书，并透过人脉关系邀请创投业者，来了解我们的商业构想。企业体所有的改变，就从那时候开始，在创投业顺利注入第一笔资金1200万元下，一家旨在动画原创的电视豆公司成立了。

由于经营的构想，是有一位董事长统筹资金募集，一位总经理则负责公司稳定营运，以及最重要的产品创作，这是我的角色、我的工作。董事会和经营团队都有共识，拼命做好产品，是公司成功的主要支撑点。





《魔豆传奇》的传奇

《魔豆传奇》的故事，要从开天辟地的圣经讲起。话说当上帝嘱咐诺亚建造方舟以躲避洪水浩劫时，正巧被一只屁屁熊听到了。这只屁屁熊是《屁屁熊》故事里的同族，消费者对牠的个性、行径并不陌生，对它的接受度很高。

在洪水浩劫中为了自救，熊猫一族赶忙建造自己的小方舟，风狂雨骤却把小方舟甩到了外层空间，熊猫们拼命挣扎，希望能钩住大船，没想到就此钩出一段湮灭而不为世人所知的历史。原来上帝曾给诺亚一枝令牌，只要在洪水退去后插进土壤，就可以大地回春、万物滋长。令牌并没有被屁屁熊们顺利拿到，反而是阴错阳差地又被抛到了外层空间，大家也随之进入一个像甜甜圈般造型奇异的星球，里面有6座奇异的城堡，包括电视豆岛、智能村、奥林匹克城，以及黑暗魔域等。

故事的原创构想，来自于自己居住的汐止，淹水淹怕了，很自然地把洪水带入故事中。然而，在产品孕育过程，整个团队的集体创作，为《魔豆传奇》带来了希望。一周两次的“头脑风暴”时间，团队6、7个人挤在一起玩“说故事接龙”，有人质疑，为什么小熊猫最后不能回到地球？有人担心面对圣经上的历史，要如何自圆其说？熊猫一族应该有几只？彼此间的关系又该是怎样的？对不好的点子，大家彼此吐槽；超优的想象，就由美术设计师随即在白板上勾勒出场景和人物动作的草图。最后成形的故事产品，让我们在2003年4月首度参加东京动画影展时，立即吸引了日本人的目光，在影展结束后直接表示要买下电视豆公司。

对于日本的要求，我们团队只应允对方相对出资。尔后，双方共同出资1亿2000万台币，制作发行26集《魔豆传奇》动画，成为台湾地区第一家以原创内容进军国际市场的动画产品，并延揽知名动画《名侦探柯南》导演大庭秀昭、《神奇宝贝》编剧园田英树加入制作。

至于电视豆公司，我们还不急着打品牌，或许待及《金牌熊猫》产品成功后，皮克斯的经验也会在我们身上出现，或是有机会更早喔。
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Best the top down in one area, and as first one group
marketing using gradually spreads and then another
ideas | broadcast media outwards start to get
and mass driven by what the brand can

marketing.

brand folklore.

mean to them.
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