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咖啡心，企业情　
英文




星巴克大纪事


1971年　第一家店在美国西雅图帕克市场商区开幕。创办人为杰若·鲍德温和高登·波克。

1982年　萧兹加入，担任零售业务与行销总监。此时，星巴克开始为高级餐厅与义式浓缩咖啡店供应咖啡豆。

1983年　萧兹赴义大利米兰出差，当地义式咖啡吧令其印象深刻。返国后，认为西雅图极有潜力发展类似的咖啡吧文化。

1985年　萧兹自立门户，成立「今日咖啡」，店中全使用星巴克出品的咖啡豆。

1987年　「今日咖啡」与星巴克合并，新公司沿用星巴克为企业名称。星巴克在芝加哥、温哥华分店开幕，此时有17家分店。

1991年　成为全美第一家提供包括兼职员工股票选择权的私人企业。分店数116。

1992年　在那斯达克挂牌上市，分店数165。

1996年　Starbucks Coffee International与日本SAZABY Inc. 合资，海外分店在日本开幕。全球分店数为1,015。

1997年～2003年　海外分店陆续开幕，包括星加坡、菲律宾、台湾、泰国、纽西兰、马来～西亚、英国、中国、科威特、韩国、黎巴嫩、瑞士、以色列、奥地利、印度尼西亚、德国、西班牙、波多黎哥、墨西哥、希腊、杜拜、香港、卡达、沙乌地阿拉伯、澳洲等地等国。全球分店数达6,294家。


「当我往前看，我看到一个远超过星巴克25年历史的未来，我们展望的企业是一个伟大、永续、仍旧热诚推广好咖啡给全世界每个人的公司；在每一杯咖啡中，公司店面就会提供一次美妙的体验，丰富社区民众的生活。但我希望我们的勇敢和对传统观念的反抗，也能把公司带往新方向，强化品牌的力量，发明令人惊喜的新产品，透过许多渠道销售，或许跨出咖啡，投入其他与民众日常生活相关的产品，未来充满许多令人兴奋的机会。——萧兹他与民众日常生活相关的产品，未来充满许多令人兴奋的机会。」


——萧兹







MAIN IDEA





中文




Starbucks Timeline and history


1971 Starbucks opened its first location in Seattle's Pike Place Market. The founder are Gerald Baldwin and Gordon Bowker.

1982 Howard Schultz joins Starbucks as director of retail operations and marketing. Starbucks begins providing coffee to fine restaurants and espresso bars.

1983 Schultz travels to Italy, where he's impressed with the popularity if espresso bars in Milan. He sees the potential in Seattle to develop a similar coffee bar culture.

1985 Schultz founds Il Giornale, offering brewed coffee and espresso beverages made Starbucks coffee beans,

1987 Il Giornale acquires Starbucks assets and changes its name to Starbucks Corporation. Opens in Chicago and Vancouver, B. C. Starbucks location total=17

1991 Becomes the first U. S. privately owned company to offer a stock option program that includes part-time employees. Starbucks location total=116

1992 Completes initial public offering with Common Stock being trade on the Nasdaq. Starbucks location total=165

1996 Starbucks Coffee International (that forms joint venture with SAZABY Inc. ) opens locations in Japan. Starbucks location total=1,015

1997～2003 Starbucks Coffee International opens locations in Singapore, Philippines, Taiwan, Thailand, New Zealand, Malayisa, United Kingdom, China, Kuwait, Korea, Lebanon, Switzerland, Israel, Austria, Indonesia, Germany, Spain, Puerto Rico, Mexico, Greece, Dubai, Hongkong, Qatar, Saudi Arabia and Australia etc.


"Today, when I look ahead, I see a future extending far longer than the twenty-five years Starbucks has lived so far. The company we envision is a great, enduring one, still zealous about its mission of bringing great coffee to everyone everywhere. Its stores will provide a rewarding experience and enrich people's lives in communities around the world, one cup at a time. But we want our boldness and defiance of conventional wisdom to take it in new directions too, leveraging the strength of the brand, inventing new products that surprise and delight, selling through many channels of distribution, possibly moving beyond coffee to other items that touch people's daily lives. The opportunities are exciting."


—Howard Schultz







早期的星巴克　
英文



邂逅星巴克

大多数人都很自然地把星巴克与前执行长霍华·萧兹连想在一起，以为萧兹就是星巴克的创办人。其实这就和建立麦当劳王国的雷·克拉克一样，早在萧兹加入前，星巴克就已经是一家稳固的公司。也一如克拉克引导麦当劳走向新页一般，萧兹对今日星巴克的成就功不可没。

1953年，萧兹出生于纽约布鲁克林区，双亲都出身于劳工阶级家庭。萧兹在打工生涯中成长，是送报生、简餐店店员和毛皮厂工人。高中时期，萧兹在美式足球表现突出，因而获得北密西根大学的足球奖学金。虽然未获选进入该校美式足球队，萧兹仍在1975年顺利获得传播学位。

在全录公司担任4年影印机业务员后，萧兹找寻新的挑战，接受一家瑞典公司Perstop的业务工作，该公司正在积极开拓瑞典厨具和家庭用品在美国的市场。不久，萧兹升任Perstop的业务部经理，负责管理旗下20位独立作业的业务员。

1981年某天，萧兹注意到西雅图一家零售商订购滴漏式电热咖啡壶的数量，竟然超过知名的梅西百货，于是决定亲自前往当地一探究竟，这也是萧兹第一次造访位于西雅图帕克市场商圈的星巴克门市。萧兹日后描述这段经验，有如发现了「某个像是咖啡崇拜的庙宇」，这家小店销售世界各地的咖啡豆和若干咖啡冲泡机。

“一如克拉克引导麦当劳走向新页一般，萧兹对今日星巴克的成就功不可没。”

戏剧化会面


「在我们谈话的同时，柜台服务员舀出一些苏门达腊咖啡豆，磨好、放入漏斗的滤纸中，再倒入热水。服务员递给我装在陶杯中的现煮咖啡，热腾腾的香气立刻笼罩了整张脸。没人问我是否要加糖或奶精，我试探性地小尝一口，哇！我把头往后仰，眼睛瞪得大大的，虽然只是一小口，这却是我所喝过味道最浓醇的咖啡。看到我的反应，星巴克的员工笑着说：『你觉得太浓了吗？』我笑着摇摇头。再尝一口，这次在咖啡滑过舌际时，我尝到更完整的风味。喝到第三口，我就上瘾了。我觉得自己像是发现了新大陆，相较之下，我过去喝的咖啡简直就是馊水。我渴望更了解这一切，开始询问他们关于公司、不同地区的咖啡和烘焙方式等问题。」


——萧兹





着迷于自己品尝到的风味，萧兹和星巴克的老板杰若·鲍德温和高登·波克见了面。此时星巴克已经成立10年，在西雅图地区拥有五家分店。鲍德温和波克热情投身教导消费者享受新鲜烘焙的全豆咖啡，也很满意零售事业的进展。

完全臣服于星巴克咖啡的萧兹，开始计画如何进入这家公司。萧兹直接了当询问鲍德温：「你觉得我有可能加入星巴克吗？」直到一年多以后，鲍德温才对萧兹的提议感兴趣，最后他决定萧兹或许在业务、行销和零售方面可以帮得上忙。尽管这意味着萧兹得减薪并举家从纽约迁居西雅图，他还是迫不及待地接受星巴克的工作。

“喝到第三口，我就上瘾了。我觉得自己像是发现了新大陆，相较之下，我过去喝的咖啡简直就是馊水。”

萧兹满怀热诚投入这项事业，学习包括烘焙咖啡豆在内的每件事。旺季时，他也和公司所有经理人一样，在门市柜台帮忙。1983年春天，萧兹前往义大利米兰参加国际家庭用品展，在那里，萧兹注意到当地的浓缩咖啡吧。米兰，一个和费城差不多大的城市，竟然有1,500家咖啡吧，每一家似乎都有自己的特色和死忠顾客。萧兹脑中灵光乍现，了解这才是星巴克应该做的事。

米兰之旅


「事实如此明显，星巴克出售绝佳咖啡豆，却不卖单杯咖啡。我们把咖啡视为农产品，应该和杂货一样放在袋子里带走，我们竟然忽视几世纪以来真正的咖啡精髓。提供义大利式浓缩咖啡饮料，将成为星巴克与对手区隔的特色。若能将义大利的咖啡吧文化移植到美国，或许能让美国民众和我一样感同身受，星巴克将成为一种绝佳体验，而不只是一家了不起的零售店。」


——萧兹





在米兰期间，热忱的萧兹还发现了「拿铁」，这种结合浓缩咖啡和牛奶泡的独特饮料。他确信在美国没有人听过「拿铁」，一旦人们尝过这种饮料，一定会喜欢的。

不过，萧兹回到西雅图后，公司老板只把他当成是个过于躁进的行销人员。他们认为星巴克是一家零售店，不是餐厅或咖啡吧。况且，公司已经赚钱，何必做些于成功无益的事？最后还有一个负面因素，当时星巴克有机会收购毕兹咖啡茶品公司，这是一家在旧金山湾区拥有5家零售店的集团。星巴克的老板认为，这是比开设浓缩咖啡吧更有前景的业务扩张选择。星巴克选择了另一个方向，举债收购毕兹咖啡茶品公司，萧兹移植义大利经验的热情被浇了一头冷水。

“我们竟然忽视几世纪以来真正的咖啡精髓。提供义大利式浓缩咖啡饮料，将成为星巴克与对手区隔的特色。”


「在那段艰困时期，我学到一个重要教训：借钱不是挹注公司资金的最佳方式。许多创业家宁愿向银行贷款，因为这样可以保住经营权，他们担心卖股筹资会失去个人对公司的掌控。我相信，即使拥有不到50%的股份，创业者要保住控制权的最好方法就是表现良好、取悦股东，这种风险远小于因大量负债而限制未来成长和革新的危险。」


——萧兹





经过将近一年的努力，星巴克的老板终于认同萧兹的构想，在1984年4月在西雅图新开的第6家分店内，增设小型浓缩咖啡吧。萧兹原本要求小型咖啡吧要占1,500平方尺店面的一半，却只拿到300平方尺的空间。开张两个月后，这家小店每天服务的人数高达800位，等候外带浓缩咖啡的队伍从柜台排到店门外。对萧兹而言，消费者的需求证实了在全市设立小型浓缩咖啡吧的构想，但鲍德温和波克仍不相信。他们认为，浓缩咖啡饮料偏离了零售重烘焙咖啡豆的核心事业，更重要的是，鲍德温和波克不要顾客认为星巴克是购买快餐咖啡的地方。

化想法于实际行动

对这样的僵局，萧兹挫折感日增，他热切相信贩卖义大利式浓缩咖啡的咖啡吧在美国是可以成功的，不过他也渐渐了解，要进一步实现这个构想，就必须离开星巴克。一次偶然的机会，萧兹遇见公司律师史考特·葛林伯格，葛林伯格表示投资人可能有兴趣支持这个构想。萧兹决定，这正是化想法为行动的时机，便向鲍德温和波克表达离开星巴克自行创业的想法。两人了解萧兹对这个构想的热情，大表支持，甚至提议以星巴克的名义投资15万美元。鲍德温和波克也同意担任新公司的董事并兼任顾问。

“在那段艰困时期，我学到一个重要教训：借钱不是挹注公司资金的最佳方式。”

与葛林伯格展开合作后，萧兹写了一份商业计画书，说明公司需要募集40万美元的种子资金来开设第一家浓缩咖啡店，接下来还需要125万美元在西雅图市区内外增设8家咖啡店。新公司取名为「Il Gionale」，即义大利文的「今日」，灵感来自，和每天看报或吃点心一样，你每天也需要来一杯好咖啡。〔编注：种子资本（Seed Capital）意指某些工程师、发明家、创业者的「灵机一动」，无法在原有投资管道下变为样品，并进一步形成产品，于是得寻找新的投资管道。这时期的风险投资称作种子资本，其主要来源有：个人积蓄、家庭财产、朋友借款、申请补助基金。若仍不足，就要寻找专业创投业者和机构协助。〕

创业方知万事苦


「到了1月，我已经用每股92美分的价格，筹足40万美元的种子资金。这笔种子资金让我能够在日后成为西雅图最高大楼的哥伦比亚中心，承租一间办公室筹备第一家『今日咖啡店』。我把所有精力和时间投入下一阶段工作，募集125万美元，那是我生命中最艰困的时间。每敲一扇陌生的门，感觉都像是被海扁一顿。当时我32岁，来到西雅图才3年，有业务和行销经验，但从未自己经营公司，在西雅图的富有菁英圈也没有任何人脉。努力筹资的那一年，我总共接触了242人，其中217人对我说『不要』。试想想，听了那么多为何自己的构想不值得投资，多么令人沮丧，有些人听了我长篇大论的说明后再也没回电，但我会主动联络，可是他们不愿接我的电话，就算接通了，他们也会说没有兴趣投资。那真是一段非常卑微的时期。」


——萧兹





另一方面，第一家「今日咖啡」开张后，业绩表现超出预期。虽是好消息，不幸的是，筹资所花费的时间比预期还长，有好几周公司差点付不出薪水或租金。潜在投资人迟疑的原因是，「今日咖啡」不具任何专卖创意、没有独家供应协议、独特的技术或专利等智慧财产权。事实上，只要愿意，任何人都可能和「今日咖啡」一较高下，这使得公司争取投资加倍困难。


「据我所知，唯一能与『今日咖啡』相比拟的公司就是耐吉。过去，运动鞋只是一种便宜、式样单调的商品，实用但品质大多不怎么样。耐吉的策略是先设计出世界级的运动鞋，然后结合顶尖运动明星，让消费者产生浪漫联想。这种精神获得广大回响，激发无数非运动员穿上耐吉的鞋子。在1970年代，一双好球鞋只要20美元，谁想得到现在消费者愿意花140美元买一双篮球鞋？」


——萧兹





最后，萧兹向大约30位投资人募集到165万美元，其中最大金额的投资人贡献了75万美元。这些早期投资人现在全都赚到百倍获利，也就是说，当初投资10万美元，现在的价值高达千万。



The Early Days　
中文



First meet

Most people naturally identify the name of former-CEO Howard Schultz with Starbucks and assume he was the founder of the company. This, however, was not the case. As with the story of Ray Kroc who built the McDonalds corporation, Starbucks was already in business when Schultz joined the company. And, in just the same way as Ray Kroc took McDonalds into new directions, Howard Schultz has been closely involved in making Starbucks what it is today.

Howard Schultz was born in 1953 in Brooklyn, New York. His parents were both from working-class families so Howard grew up working part-time on a paper route, behind the counter at the local luncheonette or at a furrier. He excelled at high school football and managed to get offered a football scholarship at Northern Michigan University, which he accepted. Even though he got cut from the football team, Howard Schultz did manage to graduate in 1975 majoring in communications.

After a four-year stint with Xerox as a copier salesman, Schultz was looking for a new challenge and he accepted a sales job with a Swedish company, Perstop, who were just in the process of setting up a new business to sell Swedish designed kitchen equipment and house wares in the United States. He was later appointed as general manager of their sales operation with twenty independent sales reps working for him.

One day in 1981, Schultz noticed a small Seattle retailer was ordering an unusually large number of drip coffee makers. He decided to travel to Seattle to see how this tiny company was selling more coffee makers than Macy's. So it was that he arrived at his first Starbucks store in the Pike Place Market District of Seattle. He found what Schultz later described as "something that looked like a temple for the worship of coffee." This was a small retail store that had coffee beans from all over the world along with some coffee brewing machines.

The third sip, then hooked


"As we spoke, the counterman scooped out some Sumatra coffee beans, ground them, put the grounds in a filter in the cone, and poured hot water over them. When he handed me a porcelain mug filled with the freshly brewed coffee, the steam and the aroma seemed to envelop my entire face. There was no question of adding milk or sugar. I took a small, tentative sip. Whoa. I threw my head back, and my eyes shot wide open. Even from a single sip, I could tell it was stronger than any coffee I had ever tasted. Seeing my reaction, the Starbuck's people laughed. 'Is it too much for you? 'I grinned and shook my head. Then I took another sip. This time I could taste more of the full flavors as they slipped over my tongue. By the third sip, I was hooked. I felt as though I had discovered a whole new continent. By comparison, I realized, the coffee I had been drinking was swill. I was hungry to learn. I started asking questions about the company, about coffees from different regions of the world, about different ways of roasting coffee."


—Howard Schultz





Captivated by what he had tasted, Schultz met with the owners of Starbucks, Gerald Baldwin and Gordon Bowker. Starbucks at this stage was 10-years old and consisted of five retail stores around Seattle. Baldwin and Bowker were passionately devoted to educating consumers about the joys of fresh-roasted full-bean coffee, and were comfortable with the progress of their retail business.

Being totally smitten with the taste of the coffee offered by Starbucks, Schultz started plotting on how to get a job with the company. He tried the direct approach first, asking Jerry Baldwin: "Do you think there's any way I could fit into Starbucks?" It took more than a year for Baldwin to warm to the idea, but eventually he came to the conclusion Schultz may be able to help with sales and marketing and merchandising. Despite the fact it would mean a cut in pay and relocating his wife from New York to Seattle, Howard Schultz jumped at the opportunity to go work for Starbucks.

Schultz plunged enthusiastically into the business, learning everything including how to roast coffee beans. He also helped out behind the counter at the stores during the busy seasons, as did all of the company's management. In the spring of 1983, Schultz went to Milan, Italy to attend an international housewares show. It was there Howard Schultz noticed the local espresso bars. Milan, a city roughly the same size as Philadelphia, had 1,500 coffee bars, each of which seemed to have its own character, clientele and customer camaraderie. Almost as if a light went on in his head, Schultz realized this was something Starbucks should be doing.

The discovering trip


"It seemed so obvious. Starbucks sold great coffee beans, but we didn't serve coffee by the cup. We treated coffee as produce, something to be bagged and sent away with the groceries. We stayed one big step away from the heart and soul of what coffee has meant throughout the centuries. Serving espresso drinks the Italian way could be the differentiating factor for Starbucks. If we could re-create in America the authentic Italian coffee bar culture, it might resonate with other Americans the way it did with me. Starbucks could be a great experience, and not just a great retail store."


—Howard Schultz





To add to his enthusiasm, Howard Schultz also discovered caffe latte while in Milan. This drink combines espresso coffee with steamed milk for a unique drink. He was convinced nobody else in America had heard of lattes, and thought this would also go well once local coffee drinkers were introduced to it.

When he arrived back in Seattle, however, his bosses thought he was an overenthusiastic marketing man. They pointed out Starbucks was a retailer, not a restaurant or a bar. Besides, the company was already making a profit, so why tinker with success? And, as a final disincentive, Starbucks was given the opportunity to acquire Peet's Coffee and Tea, another group of five retail stores in the San Francisco Bay area. Starbuck's owners decided this was a much more promising way to expand their business than to start opening espresso bars. Despite Schultz's enthusiasm for emulating what he had experienced in Italy, Starbucks went in another direction and took on debt to make the acquisition.


"An important thing I learned during that difficult time was that taking on debt is not the best way to fund a company. Many entrepreneurs prefer borrowing money from banks because doing so allows them to keep control in their own hands. They fear that raising equity by selling shares will mean a loss of personal control over the operation. I believe that the best way for an entrepreneur to retain control is by performing well and pleasing shareholders, even if his or her stake is below 50-percent. That risk is far preferable to the danger of heavy debt, which can limit the possibilities for future growth and innovation. possibilities for future growth and innovation."


—Howard Schultz





After about a year of his best efforts, Starbuck's owners agreed to Schultz's idea to include a small espresso bar when Starbucks opened its sixth store in downtown Seattle in April 1984. Schultz asked for half of the 1,500-square-foot store but got only 300 square-feet of space. Within two months of opening, this store was serving 800 customers a day, with lines snaking out of the door as people waited for their espresso coffees to go. To Schultz, this validated consumer demand for his idea of small espresso bars all over town, but Baldwin and Bowker were unconvinced. To them, espresso drinks were a distraction from their core business of selling dark-roasted coffee beans at retail. More than anything, they didn't want customers to think of Starbucks as a place to get a quick cup of coffee.

It was time to put ideas into action

Howard Schultz became more and more frustrated at this impasse. He believed passionately that Italian-style barista bars selling espresso coffee would succeed in the United States. He gradually realized he would have to leave Starbucks to progress the idea any further. By chance, Schultz even met a corporate lawyer, Scott Greenburg, who said he thought investors might be interested in backing the idea. Schultz decided it was time to seize the moment and put his ideas into action. He met with Baldwin and Bowker to advise them of his intention to leave Starbucks and start his own company. Knowing his passion for the idea, they fully supported him and even offered to invest $150,000 of Starbucks money into the new enterprise. Gerald Baldwin and Gordon Bowker also agreed to serve on the board of directors of the new company and as a part-time consultant respectively.

Working with Greenburg, Howard Schultz wrote a business plan which showed he would need to raise $400,000 in seed capital to open the first espresso bar and then a further $1.25 million to launch eight more espresso bars both in and outside Seattle. The new company was called "Il Giornale"—Italian for daily. The idea was that in just the same way as you have a daily newspaper and a daily pastry, you also need a daily cup of great coffee.

The roughest time


"By January, I had raised the entire amount of the seed money, $400,000 at 92-cents a share. The seed capital enabled me to secure a lease and start building the first Il Giornale store, in a new office building that became the highest skyscraper in Seattle, Columbia Center. The bulk of my energy and time went towards raising the next $1.25 million. It was the roughest period of my life. I felt as if I were being kicked and beaten every time I scratched on another door. At that time, I was thirty-two years old and had been in Seattle only three years. I had experience in sales and marketing, but had never run my own company. I hadn't any exposure to the moneyed elite of Seattle. In the course of the year I spent trying to raise money, I spoke to 242 people, and 217 of them said 'no'. Try to imagine how disheartening it can be to hear that many times why your idea is not worth investing in. Some would listen to my hour-long presentation and not call me back. I'd phone them but they wouldn't take my call. When I finally got through, they would tell me they weren't interested. It was a very humbling time."


—Howard Schultz





On the one hand, when the first Il Giornale store opened, sales exceeded expectations. That was good. Unfortunately, the capital raising took much longer than anticipated, and there were a number of weeks where the new company struggled to meet payroll or pay the rent. Potential investors were put off by the fact Il Giornale would have no proprietary idea, exclusive supply arrangements, unique technology or intellectual property rights like patents. Literally anyone could compete against Il Giornale if they were of a mind to do so. That made selling an investment in the company doubly hard to do.


"Nike is the only other company I know of that did something comparable. Sneakers were certainly a commodity—cheap and standard and practical and generally not very good. Nike's strategy was first to design world-class running shoes and then to create an atmosphere of top-flight athletic performance and witty irreverence around them. That spirit caught on so widely that it inspired myriads of nonathletes to lace up Nike shoes as well. Back in the 1970s, good sneakers cost $20 a pair. Who would have thought anyone would pay $140 for a pair of basketball shoes?"


—Howard Schultz





In the end, Schultz managed to raise $1.65 million from about 30 investors. The largest investor contributed $750,000. All of these early stage investors ended up earning a return on their investment of one-hundred-to-one—meaning for each $100,000 invested, they now own shares worth around $10 million.



万丈高楼平地起　
英文



靠得住的伙伴

有了足够资金维持营运，萧兹可以专注开设「今日咖啡」连锁店的细节。在这个阶段，萧兹非常幸运遇到在西雅图大学校区经营小型浓缩咖啡店的戴夫·欧森。这实在是超级好运，因为聘请了欧森负责咖啡店的经营细节，萧兹才能专心在更大的愿景上。


「如果你正在筹建组织，很快就会发现自己不能事必躬亲。能找到一个完全信赖、能为公司带进不同优点又有相同价值观的同事，等于如虎添翼。戴夫喜好登山，我的精力来源则是篮球赛；戴夫可以为了苏拉维西咖啡的香味而疯狂，而我藉由对公司未来的真心承诺，激励所有员工。如果每家企业都有自己值得记忆的人或事，那么戴夫就是星巴克的记忆中心，结合公司的核心目标和价值。如果没有欧森在『今日咖啡』时期就加入团队，星巴克不会有今天的成就。戴夫帮助塑造公司价值、带进对咖啡强烈、浪漫的爱意，有着难以动摇的正直、诚实，对这项事业每个面向都坚持信赖。他和我对公司有相同的愿景，能让每位员工摒除自我、通力合作，让我无后顾之忧，专心筹建公司，一直以来，我从不须担心咖啡的品质。戴夫就像盘石般可靠，是公司基础的一部分。」


——萧兹





萧兹和欧森原本计画，在未来5年开设75家店，然后又缩减成50家，因为没有人相信他们能达成75家店的目标。第一家今日咖啡」店在1986年4月1日上午6点30分正式开张，到打烊时间，上门顾客超过300人。

“如果你正在筹建组织，很快就会发现自己不能事必躬亲。能找到一个完全信赖的同事，等于如虎添翼。”

错中学习，聆听顾客心


「我们犯了很多错。在第一家店，我们决心重建真正的义大利式咖啡吧，首要任务就是一切仿真，我们不想因为在西雅图，而减损任何浓缩咖啡和义大利咖啡吧的体验。所以店里只播放义大利歌剧、冲调咖啡手要穿白衬衫和蝴蝶领结，所有人都要站着，没有座位。我们把国内和国际报纸挂在墙上的报架上，菜单都是义大利文，就连装潢都是义大利风格。渐渐地，我们发现许多细节都不适合西雅图。顾客抱怨连续不断的歌剧，蝴蝶领结也不实际，不赶时间的顾客希望能有座位，某些义大利饮料和食物菜单需要翻译成英文。慢慢地，我们接受必须为满足顾客需要，调整店面的事实。」


——萧兹





虽然必须作出许多妥协，第一家店的成功证明这个概念的可行性。在半年内，「今日咖啡」这家只有700平方尺的小店，每天平均服务超过千位顾客。在6个月后，西雅图的第二家店开幕，接着是温哥华的第三家店，显示这个概念在西雅图之外也能成功。三家店的业绩都非常好，到1987年年中，平均每家店年业绩高达50万美元。

就在初期几家「今日咖啡」店站稳脚步的同时，鲍德温和波克却决定卖掉星巴克，以便专注于其他事业。两人找上萧兹，看他是否有兴趣。萧兹当然视其有如「一生难得的机会」。


「当时，星巴克比我们大多了，有六家店。『今日咖啡』只有三家，正式营运还不满一年，所以星巴克的年营业额是我们的好几倍。这就像是小鲑鱼要吞掉大鲸鱼，或是像戴夫说的『儿子升格当老子』。但对我而言，这却是理所当然的，不只『今日咖啡』很快就会需要自己的烘焙厂，星巴克的全豆生意和『今日咖啡』的饮料生意可说是完美的互补。更重要的是，我了解星巴克所坚持的价值观。」


——萧兹





尽管有过为「今日咖啡」筹资的痛苦万分经验，萧兹对寻找收购星巴克所需的400万美元，依旧热情不减。也就是凭藉这样的信心，当萧兹回头找原先的投资人，他们都热心支持这项计画，就在几周内，筹得380万美元。1987年8月，「今日咖啡」正式完成收购星巴克的程序。

“星巴克的全豆生意和『今日咖啡』的饮料生意，可说是完美的互补。更重要的是，我了解星巴克所坚持的价值观。”



A Humble Start　
中文



A colleague who you can trust

Armed with enough money to stay in business, Howard Schultz focused on the details of launching his Il Giornale chain of espresso bars. He was fortunate at this stage to be approached by Dave Olsen who ran a small funky espresso bar in Seattle's university district. This was highly fortuitous because Schultz was able to hire Olsen to take care of the nuts and bolts of operating a retail cafe, freeing Schultz to concentrate on bigger picture issues.


"If you're building an organization, you soon realize you can't do it alone. You'll build a much stronger company if you can find a colleague you trust absolutely, someone who brings different strengths to the mix but who still shares your values. Dave gets exhilarated at the top of Mt. Kilimanjaro. I get energized by the excitement at a basketball game. He can rhapsodize over a flavorful coffee from Sulawesi; I can fire up a roomful of people because of my heartfelt commitment to the future of the company. If every business had a memory, then Dave Olsen is right at the heart of the memory of Starbucks, where the core purpose and the values come together. Starbucks would not be what it is today if Dave Olsen hadn't been part of my team back at Il Giornale. He helped shape its values, bringing a strong, romantic love for coffee, unshakable integrity, disarming honesty and an insistence on authenticity in every aspect of the business. He shared a vision with me of an organization where people left their egos at the door and worked together as an inspired team. He freed me to build the business, for I knew I never had to worry about the quality of the coffee. Dave is a rock, part of the foundation of the company."


—Howard Schultz





Schultz and Olsen set a goal to launch 75 stores over the next five years, and then scaled their goal back to 50 because they figured nobody else would believe 75 was achievable. The very first Il Giornale store opened on April 8, 1986 at 6:30 am. By closing time, more than 300 customers had been served.

Learned from mistakes


"We made a lot of mistakes. In that first store, we were determined to recreate a true Italian-style coffee bar. Our primary mission was to be authentic. We didn't want to do anything to dilute the integrity of the espresso and the Italian coffee bar experience in Seattle. For music, we played only Italian opera. The baristas wore white shirts and bow ties. All service was stand-up, with no seating. We hung national and international newspapers on rods on the wall. The menu was covered with Italian words. Even the decor was Italian. Bit by bit, we realized many of those details weren't appropriate for Seattle. People started complaining about the incessant opera. The bow ties seemed impractical. Customers who weren't in a hurry wanted chairs. Some of the Italian drinks and foods needed to be translated. We gradually accepted the fact that we had to adapt the store to our customer's needs."


—Howard Schultz





Although many compromises had to be made, the success of the first store validated the business concept. Within six months, Il Giornale was serving more than 1,000 customers a day from a tiny 700-square-foot store. A second store in Seattle was opened six months after the first, followed by a third in Vancouver, British Columbia to show the concept would work outside Seattle. All three stores were doing well, and by mid-1987 were achieving annual sales of around $500,000 ea.

While these first Il Giornale stores were finding their feet, Jerry Baldwin and Gordon Bowker decided they wanted to sell their Starbucks business to concentrate on other projects. They approached Howard Schultz to see if he was interested. Naturally, Schultz viewed this as the "opportunity of a lifetime."


"At the time, Starbucks was much bigger than we were, with 6 stores to Il Giornale's 3. My company hadn't yet completed a full year of operations, so Starbucks had annual sales many times the size of ours. It would be like a case of salmon swallowing the whale—or as Dave put it, 'the child is the father to the man'. But to me, the fit seemed natural and logical; Not only would Il Giornale soon need its own roasting plant, but Starbucks'whole-bean business and Il Giornale's beverage business complemented each other perfectly. More important, I understood and valued what Starbucks stood for."


—Howard Schultz





Despite all the challenges of raising enough capital to launch Il Giornale, Schultz was enthusiastic about being able to find another $4 million to buy the Starbucks'assets. This confidence proved to be well placed because when he went back to his original investors, they backed the plan enthusiastically. Within weeks, he had managed to raise $3.8 million. By August 1987, the acquisition of Starbucks by Il Giornale had been completed.



快速成长　
英文



并购星巴克，挑战更大梦想

开始朝梦想前进之际，接连迅速发生了几项重要事件：


	更多精明干练的人加入，强化管理团队。例如，劳伦斯·莫兹担任执行副总，负责公司营运、财务和人事。让萧兹更专心于扩张、店面房地产、产品设计、行销和经营投资人关系。

	公司决定放弃原有的「今日咖啡」，改以星巴克为店名，巩固合并后的事业。所有「今日咖啡」都改成新公司名称，结合星巴克与「今日咖啡」的原始商标，设计出新的识别标志。

	星巴克在重烘焙咖啡饮料并不特别风行的地区，展开开店计画，这些新一代咖啡店的创始作之一就在芝加哥。这是个相当合理的挑战，因为芝加哥距离西雅图有2,000哩之遥。大多数专家都预测这家店会惨败，尤其是该店开幕日（1987年10月）正好碰上股市大崩盘。不顾这项小小的缺点，星巴克还是在接下来的半年内，在芝加哥又开了3家店，并损失数万美元。一直到1990年，更有经验的经理人加入，也培养出当地民众对星巴克咖啡的喜好后，这些店才开始赚钱。

	在各地零售店开幕前，星巴克先推出邮购服务，培养顾客对星巴克咖啡的喜好。之后，星巴克再根据邮购顾客的聚集地区，决定开设新店的地点。



“更多精明干练的人加入，强化管理团队。让萧兹更专心于扩张、店面房地产、产品设计、行销和经营投资人关系。”


	公司学会使用香味保存袋（一种产品真空封装方式），运送咖啡豆到遥远的地点，这表示星巴克不必在每个开店城市都投资设置烘焙厂。

	把邻近地区的咖啡馆当成聚会场所，开始在美国文化扎根。愈来愈多人把当地星巴克视为与朋友约会社交的安全、舒适场所。虽然星巴克不是开启这股趋势的先锋，却竭尽所能提供顾客舒适的气氛，并强化这个概念。



“随着星巴克知名度日益高涨，我愈来愈害怕唤醒沉睡巨人，就是那些大型包装饮料公司。”


「随着时间过去，我们达成了每项目标，也增强了自信心，加速开店脚步，每年都要超越自我。以11家店为基础，我们在1988会计年度开了15家新店，下一年，就决定增开20家。当我们发现达成目标不像表面那么难，就自我挑战更难的目标。我们每年的开店数都远超过最初计画，1990会计年度30家、1991年32家、1992年53家，这些全都是直营店。每次我们实现一个大梦想，就开始计画更大的梦。然而这种自信总是被恐惧感中和掉，随着星巴克知名度日益高涨，我愈来愈害怕唤醒沉睡巨人，就是那些大型包装饮料公司。如果他们早开始销售特调咖啡，我们有可能被消灭。但时日益久，我们也成功打进每个市场，我开始相信，大型包装饮料公司愈来愈难取代我们。依靠降价促销的生意，又没有零售店经验，是无法和我们一样，与顾客建立如此亲密的关系。


——萧兹





「员工」才是成功关键

萧兹还作了另一件有助于公司的事。他了解星巴克的命运其实掌握在员工手上，顾客若有好的消费经验，通常会再度光顾。相反地，若消费经验是负面的，或许这一辈子他们都不会再上门。因此，萧兹提出一项异常优厚的福利方案，特别将时薪兼职员工纳入公司健保计画。这在当时的餐饮服务业，实属异数，因为这些员工通常只有最低薪资和最糟的福利。


「我第一次提出这项计画，星巴克的董事都持保留态度。我在星巴克努力求生之际，却提出增加开支，在我们甚至无法获利时，要如何负担扩大的健保给付？我热切地说服他们这是正确的事，表面上，我承认，这是增加成本。但我也指出，若能减少人员流动率，将可减少征人和训练成本。星巴克为每家店的员工提供至少24小时的训练，所以雇用每一位员工都是不小的投资。在当时，提供一位员工完整的福利，一年要花1,500美元，训练一位新员工则需3,000美元。许多零售业者有意或无意地鼓励人员流动，相信这样能降低薪资和福利。但高流动率也会影响顾客忠诚，某些顾客和我们熟悉到，他们一踏进店里，某位浓缩咖啡调制人员就能记起他们最爱的饮料，如果那位调制人员离职，就会失去这种强烈联系。我们有三分之二的员工属兼差性质，开店时间非常早，有时是清晨5点半或6点，通常都到晚上9点以后才打烊，我们必须依赖愿意规律轮班的人。兼职人员经常是学生或身兼数职，他们和正职员工一样需要健保，我强烈主张应该尊敬他们对公司的贡献。董事会通过后，我们在1988年底开始提供兼职员工健保，成为唯一一家私人公司，稍后也成为唯一一家上市公司，实行这项政策。最后这更成为创立以来最棒的决策。」


——萧兹





“能减少人员流动率，将可减少征人和训练成本。”

这项政策的效益很快就显现，大部分零售业和快餐店的流动率，每年约为150%到400%，相较之下，星巴克店员流动率60%，店经理25%。更重要的是，这项政策告诉员工，他们是团队中有价值的部分，不只是损益表上的一个项目。星巴克的健保政策也为公司打造了广大且正面的公关效应，被《财星》杂志选为全美100家最值得效命的公司。

大约在同一时期，星巴克管理团队也开始研拟公司宗旨。他们花了3个月左右的时间，用严谨的策略计画态度，推敲琢磨其中文字，之后还成立一个「使命审核」团队，收集员工意见，监督星巴克是否奉行公司宗旨。

“员工是团队中有价值的部分，不只是损益表上的一个项目。”

经过长时间琢磨出的公司宗旨如下：


星巴克的企业宗旨


建立星巴克成为全世界最佳咖啡的首要供应商，成长的同时，要坚守我们绝不妥协的原则。以下6项指导原则能帮助我们衡量所有决策的适切性：


	提供绝佳工作环境，用尊重的态度对待每个人。

	我们经营的基本要素是信奉多样化。

	实行最高标准，采购、烘焙和运送新鲜咖啡。

	让顾客时时刻刻都满意。

	为我们的社区和环境作出正面贡献。

	获利能力是我们未来的成功基础。




划时代的「豆股票计画」


1990年10月，星巴克首度转亏为盈。为纪念这个时刻，董事会推出员工「股票选择权计画」，称为「豆股票」。这项计画的目的是让每位星巴克员工成为公司伙伴，连结股东利益和员工的长期奖励。星巴克700位员工全都得到价值相当于年薪12%的股票选择权，分5年发给。之后留在星巴克的员工，每年还可多得年薪14%的选择权，以现行会计年度开始的股价计算。


「即使我们不能保证到最后『选择权』是否有价值，但『豆股票』立刻就影响了员工的态度和表现，他们开始提出帮公司省钱的方法，如出差时改搭周末的夜班飞机，票价较低。员工开始提出各种降低成本、增加业绩和创造价值的新构想。作为公司的伙伴，他们发自内心地服务顾客，藉由教育员工为公司创造价值和利润的重要性，我们把他们和股东价值连接了起来。」


——萧兹





“「豆股票」是让每位星巴克员工成为公司伙伴，连结股东利益和员工的长期奖励。”



Rapid Growth　
中文



The bigger challenge after merged with Starbucks

To start working towards this dream, several events happened in rapid succession:


	The management team were beefed up by the addition of more people with management skils and experience. For example, Lawrence Maltz joined the company as executive vice president with responsibility for operations, finance and human resources. That left Schultz to concentrate on expansion, real estate, design, marketing and investor relations.

	The decision was made to consolidate the combined operation under the Starbucks brand name rather than the II Giornale name which had been originaly used. All of the Il Giornale stores were transformed to align with the new corporate identity. A new logo was also developed which had elements from both the original Starbucks logo and that used by Il Giornale.

	Starbucks started opening new stores in areas where dark roasted coffee drinking was not a strongly accepted IocaI custom. One of the first of these new generation stores was in Chicago—which presented quite a logistical challenge since it was 2,000 miles away from Seattle. Most experts predicted the store would be a dismal failure, especially when its opening day (in October 1987) coincided with a stock market crash. Despite that minor hiccup, Starbucks opened another three stores in Chicago over the next six months, and promptly managed to lose tens of thousands of dollars. It wasn't until 1990 that more experienced managers were hired and the local people developed a taste for Starbucks'coffee that these stores would start to make money.

	Starbucks Iaunched a maiI order business so people could develop a taste for Starbucks coffee before retaiI stores were available. The company would later look for clusters of mail-order customers to decide where to open new stores.

	The company Iearned how to use FIavorLock bags (a type of vacuum sealed packaging) to send roasted coffee beans to retaiI stores in distant Iocations. This meant Starbucks did not have to invest in a new roasting plant in every city it entered.

	The idea of a neighborhood coffee shop as the place to gather started taking root in American culture. More and more people started looking at their local Starbucks as a safe and comfortable place to meet their friends and just socialize. While Starbucks did not start this trend, the company did do all it could to strengthen this perception by attempting to provide an atmosphere that people would find comfortable.




"As time went on and we reached each goal, our self-confidence grew. We accelerated the pace of store openings, aiming to outdo ourselves each year. On a base of 11 stores, we opened 15 new stores in fiscal 1988. For the following year, we figured we could open 20 more. When we realized our targets weren't as hard to hit as they looked, we challenged ourselves to harder ones. We started opening more stores annually than in the original plan: 30 in fiscal 1990, 32 in 1991, 53 in 1992—all company-owned. Each time we achieved a big dream, we were already planning for a bigger one. Yet this self-assurance was always counterbalanced by a measure of fear. With our greater visibility, I became increasingly afraid of waking up the sleeping giants, the big packaged food companies. If they had begun to sell specialty coffee early on, they could have wiped us out. But with every passing month, quarter and year, with every new market we entered, I gained confidence that it was going to get harder and harder for them to displace us. With a businessbased on the next price discount and no retail store experience, they weren't equipped to establish the same sort of close relationship with the customer that we had."


—Howard Schultz





The employee is the key to success

Howard Schultz also did one other thing which helped build the business. He realized that the fate of Starbucks was actually in the hands of his employees. If the customer had a good experience, they were likely to come again whereas if the customer experience was negative, it would be easy to lose that customer for life. Therefore, Schultz set out deliberately to become the employer of choice by offering a generous benefits package specifically including health-care benefits for part-time workers. This was quite unique within the hospitality industry where employees typically have the lowest pay and worst benefits.


"When I first presented this plan, Starbucks' directors were skeptical. I was proposing to raise expenses at a time when Starbucks was struggling to stay afloat. How could we afford to expand health-care coverage when we couldn't even make a profit? But I argued passionately that it was the right thing to do. On the surface, I acknowledged, it will seem more expensive. But if it reduces turnover, I pointed out, it will cut our costs of recruiting and training. Starbucks provides at least twenty-four hours of training for every retail employee, so each person we hire represents a significant investment. At that time, it cost $1,500 a year to provide an employee with full benefits, compared with $3,000 to train a new hire. Many retailers encourage turnover, either consciously or unconsciously, in the belief that it keeps down wages and benefits. But high turnover also affects customer loyalty. Some of our customers are such regulars that the minute they walk into the store, a barista recalls their favorite drink. If that barista leaves, that strong connection is broken. Part-timers represented two-thirds of our workforce. Our stores have to open early—sometimes at 5:30 or 6 am—and often don't close until 9 pm or later. We depend on people willing to work short shifts on a steady basis. In many cases, part-timers are students or individuals who are juggling other obligations. They want health-care benefits as much as the full-time employee does, and I argued strongly that we should honor and value their contribution to the company. The board approved and we began offering full health benefits to all part-timers in late 1988. To my knowledge, we became the only private company—and later the only public company—to do so. It turned out to be one of the best business decisions we have ever made."


—Howard Schultz





The benefits of this policy decision soon became obvious. Most retailers and fast-food chains have an annual turnover rate of 150-to 400-percent per year whereas Starbucks'turnover rate averages 60-percent for baristas and 25-percent for managers. More importantly, however, the policy showed employees they were a valued part of the team, and not just a line item on the profit-and-loss sheet. Starbucks' health care policy has also generated an enormous amount of positive publicity for the company, including being named in Fortune Magazine's list of the 100 best companies in America to work for.

Around this same time, the Starbucks management team also started working to define a mission statement for the company. This took around three months to draft and refine as part of an intensive strategic planning exercise. A "Mission Review" team was also established to monitor whether Starbucks lived up to its mission statement which gathered feedback from employees.

The mission statement which was agreed upon at the end of this long development period is:


Starbucks Mission Statement


Establish Starbucks as the premier purveyor of the finest coffee in the world while maintaining our uncompromising principles as we grow. The following six guiding principles will help us measure the appropriateness of our decisions:


	Provide a great work environment and treat each other with respect and dignity.

	Embrace diversity as an essential component in the way we do business.

	Apply the highest standards of excellence to the purchasing, roasting, and fresh delivery of our coffee.

	Develop enthusiastically satisfied customers all of the time.

	Contribute positively to our communities and our environment.

	Recognize that profitability is essential to our future success.




The "Bean Stock"


By October 1990, Starbucks had recorded its first profitable year. To mark that occasion, the board of directors introduced an employee stock option plan called "Bean Stock." The object of this plan was to turn every Starbucks employee into a partner by linking shareholder value with long-term rewards for employees. Every one of Starbucks 700 employees were granted stock options worth 12-percent of their annual base salary. These options vested over a period of five years. And for each subsequent year an employee stayed with Starbucks, they were granted more options for 14-percent of their base salary at the stock price prevailing at the start of the new fiscal year.


"Even with no guarantee that the options would ever be worth anything, Bean Stock began to affect people's attitudes and performance immediately. I started hearing comments like'I'm Bean-Stocking it'when someone figured out a way to save the company money—say, by traveling with a Saturday night stay-over to reduce airfare. People started coming up with innovative ideas about how to cut costs, to increase sales, to create value. They could speak to our customers from the heart, as partners in the business. By educating our people on the importance of creating value and profits for our company, we linked them to shareholder value."


—Howard Schultz







经营理念的争辩　
英文



获利是睿智投资的挑战

虽然星巴克自1990年开始获利，但在1987年到1989年间却严重亏损。这是公司必须不断超越预设成长曲线的原因之一，也就是说，星巴克在那段期间的大部分投资，都是为了符合公司扩张所需的基础投资。因为在初期就打下良好基础，该公司才能在后续阶段迅速成长。为资助这样的成长，萧兹和管理团队分别在1988年额外招募380万美元（每股3美元），1990年1350万美元（每股1. 75美元）和1991年的1500万美元。显然地，为了募集足够的资金，维持高成长率，星巴克需要在未来某个时刻上市。所幸，该公司财务数字十分良好，星巴克的店面数量每年几乎增加1倍，平均年营收成长也超过80%。

在星巴克成长阶段，萧兹另一个正确作法，是有意识地延揽经验比自己更好的经理人，而非指定忠心的部属担任高阶经理。藉此，逐渐组成一个世界级的经理团队，他们不怕与萧兹争辩决策。雇用这些意志坚强、自恃又自信的经理人，并且让他们自由发挥，星巴克避开了许多新公司的陷阱，也就是创办人试图一把抓所有事情。

“在星巴克成长阶段，萧兹有意识地延揽经验比自己更好的经理人，而非指定忠心的部属担任高阶经理。”

「公司信念」与「顾客需要」，何者重要？

大约同时，公司内部也针对经营理念进行了一场辩论。星巴克有两条似乎彼此矛盾的信念：


	我们相信每项事业都必须有某种信念，其中心必须是一种真正的产品，一种比大多数顾客所需还要更好的产品。

	我们也相信我们应该对任何和所有的顾客要求有正面回应，好的零售业者会竭尽所能讨好顾客。



在星巴克初期，萧兹热切相信，星巴克有义务教育顾客享受真正的咖啡体验。例如星巴克拒绝销售添加人工香料的咖啡豆，即使这些产品非常受欢迎。星巴克也拒绝释出经销权，因为他们不愿意让其他人使用星巴克的品牌，也不愿意在超市销售咖啡豆，因为豆子可能会不新鲜。

顾客开始要求低脂和脱脂牛奶是争辩的起火点，这项争辩引发内部大规模讨论，关于星巴克是否该满足顾客需要，或坚持「真正的」咖啡体验，完全使用全脂牛奶。最后，星巴克选出大约6家店，试卖低脂牛奶泡的拿铁和卡布奇诺，结果非常受欢迎。现在，星巴克卖出的咖啡有将近一半使用低脂牛奶。


「事后来看，这根本就是个无庸置疑决策，但当时，我们不确定这对品牌和认同度会产生什么影响。一杯用低脂牛奶泡成的拿铁，还会是真正的义大利饮料吗？大多数义大利人都不认同，但义大利人还是可以到星巴克点一杯真正的卡布奇诺，就像其他顾客也可以要一杯低脂的香草摩卡。我们要如何面对自己的良心？我们必须承认顾客是对的，让客人有选择是我们的责任，何时该作出让步以讨好顾客，是任何事业所面临最微妙的问题。」


——萧兹





好品质是星巴克绝对坚持的理想

许多人以为星巴克采取加盟方式经营，其实该公司从未出售经销权。相反地，星巴克严密掌控从原豆到温杯等每项步骤，为什么这是如此重要？


「答案就在你所喝的最后一杯难喝的咖啡。不像鞋子、书本或清凉饮料，咖啡从制造到卖出，只要有任何一个点出问题，就毁于一旦。首先，咖啡豆的品质可能不好、烘焙过程可能出错。如果豆子不够新鲜、磨的方法不对、煮的水过多或过少、水质本身就不好，这杯咖啡的味道就不对了。最糟的是，煮咖啡最容易犯的错，就是把咖啡壶留在炉上太久，造成难喝的焦味。咖啡是如此易败坏的产品，拿它作生意充满了危险。我们把咖啡递给某人的那刻起，就极可能因为品质不佳受到伤害。」


——萧兹





“何时该作出让步以讨好顾客，是任何事业所面临最微妙的问题。”

虽然星巴克从未出售经销权，在某些情况下倒愿意其他单位出售星巴克咖啡。例如，机场是销售咖啡的好地方，但大部分机场商店都是经销商经营。1991年，星巴克与万豪国际连锁饭店达成使用协议，该公司可在全美机场提供星巴克咖啡。适当解决无可避免的初期困难后，这项合作结果非常成功。现在星巴克有10%的分店由特许商经营，其他都是公司直营店。



The Philosophical Debate　
中文



How to invest intellectually

Although Starbucks was profitable by 1990, it made significant losses in the years 1987—1989. This was a case where the company had to invest ahead of its anticipated growth curve. That is, much of Starbuck's investment during that period was in an infrastructure that would meet the needs of a much larger company. By building a good foundation early on, the company was able to achieve rapid growth at later stages. To fund that growth, Schultz and his management team raised an additional $3.8 million in 1988 (at $3 a share), $13.5 million in 1990 (at $3.75 a share) and $15 million in 1991. It was becoming clear that in order to raise sufficient funds to continue that rate of growth, Starbucks would need to go public at some stage in the future. Fortunately, the company's financial numbers were also quite impressive. Starbucks was almost doubling the number of stores it operated each year, and year-to-year revenues were growing at more than 80-percent a year.

One thing Schultz did well at the stage of Starbucks'growth was he consciously attempted to hire executives with greater experience than he had rather than appointing loyal aides as high-level managers. By doing that, he gradually put together a world-class management team who were not afraid to debate decisions with him. By hiring strong-willed, self-reliant and confident executives and letting them get on with their jobs, Starbucks avoided many of the traps some start-ups fall into when the founder attempts to do everything himself.

Two contradict faiths

Around this time, there was also an evolving philosophical debate which took place within the company. Starbucks had two articles of faith which seemed to contradict each other:


	We believe that every business must stand for something. At its core must be an authentic product, one that's better than most customers realize they want.

	We also believe we should say "just say yes" to any and all customer requests. Good retailers go out of their way to please their customers.



In the early days of Starbucks, Schultz passionately believed Starbucks had an obligation to educate its customers to enjoy an authentic coffee experience. For example, Starbucks refused to sell artificially flavored coffee beans, even though these products were becoming hugely popular. Starbucks also refused to offer franchises because it didn't want to trust its brand name to anyone else. The company also didn't attempt to sell coffee beans in supermarkets because of the potential for the beans to get stale.

The debate really came to a head when customers began requesting nonfat or skim milk. That set off a huge internal discussion about whether Starbucks should do what the customer wants or insist on an "authentic" coffee experience which always involved whole milk. Eventually, about half a dozen stores were chosen to test offering lattes and cappuccinos made with nonfat milk. These turned out to be popular with customers. Today, about half of Starbuck's sales involve the use of nonfat milk.


"In hindsight, that decision looks like a no-brainer. But at the time, we weren't sure what impact it would have on our brand and our identity. When a caffe latte is made with nonfat milk, is it still an authentic Italian drink? Most Italians wouldn't recognize it. But an Italian can still come to a Starbucks store and order a cappuccino that is truly authentic, just as another customer can request a nonfat vanilla mocha. How did we deal with our consciences? We had to recognize that the customer was right. It was our responsibility to give people a choice. Deciding when to make compromises to please its customers is one of the trickiest questions any business faces."


—Howard Schultz





The quality is everything

Most people naturally assume Starbucks is a franchise operation, but the company has never sold a franchise. Instead, Starbucks keeps hands-on control of every step of the process from the raw green beans to the steaming cup. Why is this so important?


"The answer can be found in the last cup of lousy coffee you drank. Unlike shoes, or books, or soft drinks, coffee can be ruined at any point from its production to its consumption. To begin with, the beans themselves can be poor. They can be roasted wrong. If the beans aren't fresh, if they're ground wrong, if they're brewed with too much or too little water, if the water tastes bad to begin with, the coffee can taste wrong. The worst, most common sin in coffee preparation is leaving the pot on the burner for too long, which results in a foul, burned taste. Coffee is a product so perishable that building a business on it is fraught with peril. The minute we hand our coffee over to someone else, we're extremely vulnerable to its quality being compromised."


—Howard Schultz





While Starbucks never sells franchises, it does license its coffee in some circumstances. For example, airports are an attractive location for selling great coffee, but most airport stores are run by concessionaires. In 1991, Starbucks entered into a licensing agreement with Host Marriott to sell Starbucks coffee at airports across the United States. This turned out to be a great success once the inevitable teething problems were adequately addressed. Around 10-percent of Starbucks stores are now operated by licensees with the balance being company-owned and operated stores.



股票上市　
英文



公司扩张的必要手段

1991会计年度结束时，星巴克已经有116家店（多数集中在美国西北部和芝加哥），业绩5,700万美元。星巴克现在有了好看的财务数字，像是针对每家店的业绩、投资获利等。为了准备未来在全美扩张，公司决定到那斯达克股票市场上市。1992年6月26日，星巴克股票首度对外发行，每股底价17美元，为公司筹得2,900万美元。交易首日，星巴克开盘价是21美元，整家公司市值因而提升至2. 73亿美元。3个月后，星巴克股价就上涨到33美元。

但股票上市的真正益处是：


	可取得更多资金，挹注公司成长。自1991年上市后，星巴克藉由发行新股和出售债券取得接近5亿美元的资金。

	星巴克的股票流动性较佳——员工可兑现股票选择权，享受辛劳付出的果实。

	作为上市公司，让星巴克吸引并留住更多优秀人才。

	公司知名度提高，更容易达成未来扩张。




「经营一家上市公司是种剧烈起伏的感觉。一开始，你觉得自己好像真的有资格得到所有赞赏，然后，当股价下跌，会认为自己失败了；当股价反弹，又让你头晕目眩。某些时候，你必须与股价脱离，专心致志经营事业，不论股价飙涨或重挫，你都需要保持冷静。这种沉着对我来说非常难，因为我的反应通常都很情绪化，但我已了解，在好与坏的时刻，发挥一致坚强、坚定的领导，对提振身边人们的士气是攸关紧要。最重要的是，我试著作出对公司正确的决策，而非对股价有利的决策，这是我在星巴克最感到骄傲的成就。」


——萧兹





面临快速成长的更大挑战

受到初次公开发行股票（IPO）成功的激励，星巴克大胆跃进扩张计画。1992年开设49家新店，加上1993年的106家，使得全美店面总数高达272家。星巴克分别在1993年和1995年增开153家和251家新店，到1995年底，总店数成长至676家。这段期间，星巴克扩张至全美市场、开发新饮料（如法布奇诺）、吸引大量媒体报导（如登上《财星》封面故事），加入数个合资事业（如百事可乐和联合航空的合作案），面临快速成长所带来的重大挑战。

不只产品需要变化，萧兹也了解必须自我创新。很少有大公司的创办人在业绩突破10亿美元后，还能与公司同步成长，微软的比尔·盖兹和耐吉的菲尔·奈特做到了，但大多数的创业家都只会经营新创公司，拙于管理成熟事业。萧兹原是个梦想家、进化成创业家、专业经理人，最后成为事业领袖和远见家。达成这些转变，是藉由延揽有能力的人才，并执行适当的计画和管理制度。

“我试著作出对公司正确的决策，而非对股价有利的决策，这是我在星巴克最感到骄傲的成就。”

适才适任

1994年中，萧兹分出个人职权，指定欧林·史密斯担任总裁兼营运长，自己则续任星巴克董事长兼执行长。


「欧林接下总裁职务后，我进入一个新角色，我称之为领导者。董事长是探路者，努力看清未来道路，并试着预测竞争，想象公司可能需要的策略改变。矛盾的是，我已经自我重塑为专业经理人和企业领袖，但在灵魂深处，还是个梦想家和创业家。在培养新技能的同时，我必须保持那种眼光。星巴克也是，我们必须发展制度和程序，但不可因此压抑有创意的人，如果我们用愚蠢的官僚制度扼杀创新构想，就会犯下无数美国企业曾犯的错误。一家公司要保持活力，必须为下列这些类型的人提供刺激、有挑战的环境，这些人包括梦想家、创业家、专业经理人和领导者。如果做不到，就可能成为另一家二流公司，我绝不让星巴克发生这种事。」


——舒兹





以下为星巴克依然充满创业精神的范例：


	两位在圣塔芭芭拉的员工想出一种混合重烘焙咖啡、牛奶和冰的饮料，原创版本非常难喝，经过几次实验后，终于调出好喝的饮料，并获得公司许可。虽然萧兹刚开始不喜欢这个构想，但顾客反应出奇好，所以同意在加州地区试卖。顾客的支持让这种饮料登上全美市场，这就是法布奇诺。在全国推出的第一年，法布奇诺创下5,200万美元业绩，是星巴克当年总营收的7%。如同萧兹所说：「这个故事最值得注意的地方，或许是我们并未先对法布奇诺作任何重大财务分析，甚至没有作一般大公司所谓的完全测试，没有任何企业官僚制度阻挡法布奇诺，这是个完全创新的计画，还能在已经不算小公司的星巴克开花结果。」



“一家公司要保持活力，必须为下列这些类型的人提供刺激、有挑战的环境，这些人包括梦想家、创业家、专业经理人和领导者。”


	一位店经理建议，星巴克应该自己录制CD唱片销售。第一张发行的CD，以蓝调爵士为主的《Blue Note Blend》，卖了7万5千张。此后，星巴克陆续堆出9张CD选集。




「跨行卖唱片对星巴克来说合理吗？一方面，这提升了业绩，尤其是1995年4月，《Blue Note Blend》推出的那个月。更重要的是，顾客知道我们会不断用他们意想不到的独特产品，带来惊喜。」


——萧兹





“星巴克早就建立一套与供应商交易的行为准则，同时完成「星巴克承诺尽己之力」纲领，详细列出公司如何帮助改善咖啡产国的人民生活。”


	星巴克成立内部研发单位。这个单位制造出全烘焙咖啡豆的萃取精华，一个不可能的成就。星巴克也建造采用尖端科技的工厂，生产这种萃取液。

	星巴克与百事可乐结盟，生产一种冰的即饮咖啡饮料，后来双方各出资50%，合组北美咖啡伙伴（North America Coffee Partnership）。尽管初期发生产品失败等困难，最后终于研发出瓶装的法布奇诺，立刻受到消费者欢迎，两家公司必须再投资数百万美元增设三条装瓶线才能满足需求。

	星巴克和醉尔斯冰淇淋公司组成类似的合资关系，开发并销售咖啡口味的冰淇淋。星巴克冰淇淋在1996年4月推出，共有五种带有纯正星巴克重烘焙咖啡的口味，这种冰淇淋同样立刻造成轰动，业绩大幅超越预期。

	1996年元月，联合航空开始在全球航班上供应星巴克咖啡。这对星巴克是一大风险，因为机上的工作条件不佳，还必须解决某些初期问题，但旅客逐渐开始享受机上咖啡，进而为星巴克带来一大帮助，因为联航每年的旅客高达8,000万人，大约25%到40%的旅客会点咖啡，这代表每年有将近2,000万人在联航的班机上品尝星巴克咖啡。



虽然星巴克仍有87%的营收来自本身的零售店，但加入这些合资事业并尝试新构想，让品牌得以不断地注入新活力，展现新貌。

“公司坐大后，就失去与顾客间的信任关系。”



The Public Company　
中文



To position the company for national expasion in the future

Starbucks ended fiscal 1991 with 116 stores (mostly in the Northwest and Chicago) and $57 million in sales. Starbucks was now profitable with good financial figures—in terms of sales per store, return-on-investment, etc. In order to position the company for national expansion in the future, a decision was made to take the company public by listing the company's shares on the NASDAQ. Starbuck's shares were first listed on June 26, 1992. The shares had been priced at $17 a share, raising $29 million for the company. In their first day of trading, Starbucks'shares opened at $21, valuing the entire company at $273 million. Within three months, Starbucks shares had risen to $33 a share.

The real benefits of a stock market listing, however were:


	The company could raise more money to fueI growth. Since Iisting in 1991, Starbucks has raised close to $500 milion by issuing new stock or seling bonds.

	Starbucks shares have greater Iiquidity—alowing the employees to cash in their share options and enjoy the fruits of their Iabors.

	Being a public company alows Starbucks to attract and retain talented people.

	The company has higher visibility, making future expansion easier to achieve.




"Running a public company is an emotional roller coaster. In the beginning, you accept the congratulations as if you really deserve them. Then, when the stock price falls, you feel you have failed. When it bounces back, it leaves you dizzy. At some point, you have to divorce yourself from the stock price and just focus on running the business. You need to maintain a controlled calm throughout both the heady highs and the sickening lows. That sort of composure comes hard for me, because normally I respond very emotionally. But I've discovered how critical it is to exert strong, consistent leadership through both good and bad times, to be able to temper the morale swings of those around you. Most importantly, I've tried to make decisions based on what's right for the company, not what's right for the stock price. That's one of the achievements I'm proudest of at Starbucks."


—Howard Schultz





Facing the problem of rapid growth

Fueled by the success of the IPO, Starbucks leaped forward with its expansion plans. The company opened 49 new stores in 1992, and another 106 new stores in 1993 taking the total to 272 stores. Starbucks then opened 153 new stores in 1993 and 251 new stores in 1995, making 676 stores in total by the end of that year. Along the way, Starbucks expanded across the United States, invented new drinks (like Frappuccino), attracted huge amounts of publicity (such as featuring on the cover of Fortune magazine), entered into numerous joint-ventures (with companies like PepsiCo and United Airlines) and faced the huge challenges generated by rapid growth.

As part of that transition, Howard Schultz realized he would also have to reinvent himself. Very few founders of large business enterprises have managed to grow in sync with their companies as they reach and surpass $1 billion in sales. People like Bill Gates of Microsoft and Phil Knight of Nike have managed to do this, but most entrepreneurs are better at running a start-up than they are at managing a mature business. Schultz had started out as a dreamer, evolved into an entrepreneur, become a professional manager and then become a business leader and visionary. These transitions were made possible by bringing into the company people with the right skills and putting in place the appropriate planning and management systems.

Having right people do the right thing

In mid-1994, Howard Schultz split his responsibilities. He appointed Orin Smith as president and chief operating officer while he remained chairman and CEO of Starbucks.


"When Orin became president, I moved into a new role, which I call leader. As chairman I play the role of pathfinder, trying to look far into the future to see what's coming at us. I try to anticipate competition and envision the strategic changes our company may need to make to face it. Here's the irony: I've remade myself into a professional manager and a corporate leader. But in my soul, I'm still a dreamer and an entrepreneur. I have to retain that outlook even as I develop new skills. So does Starbucks. We've got to develop systems and processes, but not at the cost of stifling our creative people. If we bog down innovative ideas in bureaucratic nonsense, we will have made the same mistake hundreds of American corporations have made before us. To stay vigorous, a company needs to provide a stimulating and challenging environment for all these types: the dreamer, the entrepreneur, the professional manager, and the leader. If it doesn't, it risks becoming yet another mediocre corporation. I'm determined that won't happen at Starbucks."


—Howard Schultz





As examples of the entrepreneurial spirit being alive and well at Starbucks:


	Two employees in a Santa Monica, California store came up with a drink that blended dark-roasted coffee with milk and ice. Their initial versions tasted terrible, but after some experimentation they finally came up with a great drink and presented the idea for approval. Although Schultz himself didn't like the idea at first, customer feedback was so good he agreed to a test in the Californian markets. Consumers voted with their wallets and the drink was launched nationwide as Frappuccino. In its first full year on the national market,



Frappuccino generated $52 million in sales-7-percent of Starbucks'total revenue for that year. As Howard Schultz noted: "Perhaps the most remarkable thing about this story is that we didn't do any heavy-duty financial analysis on Frappuccino beforehand. We did even conduct what major companies would consider a thorough test. No corporate bureaucracy stood in the way of Frappuccino. It was a totally entrepreneurial project, and it flourished with a Starbucks that was no longer a small company."


	A store manager suggested that Starbucks should compile its own CD of music and seII it. The first CD released, Blue Note Blend, sold 75,000 copies. Since then, another nine additional CD compilations have been sold by Starbucks.




"Did this foray into the music business make sense for a company like Starbucks? On the one hand, it gave a boost to sales, especially in April 1995, the month of the Blue Note introduction. But more important, it sent a message to our customers that we would continue to surprise and delight with unique products they never expected to find in a coffee store."


—Howard Schultz






	Starbucks set up its own in-house research and development facility. This project produced an extract that captured the taste of full-roasted coffee beans—something nobody thought possible. Starbucks also built a state-of-the-art pilot production plant to manufacture this extract.

	Starbucks entered into a partnership with PepsiCo. to produce a cold, ready-to-drink, coffee-based beverage. This led to the formation of the North American Coffee Partnership, a fifty-fifty joint venture between the two companies. Despite some early teething problems including one product which was a failure, eventually a shelf-stable bottled version of Frappuccino was developed. This turned out to be an immediate hit with consumers, and the two companies had to invest millions to build three bottling facilities to meet the demand.

	In similar fashion, Starbucks also entered into a joint venture with Dreyer's Grand Ice Cream to develop and seII a coffee flavored ice cream. Starbucks Ice Cream was launched on July 4, 1996 in five gourmet flavors each of which had the distinct taste of Starbucks dark-roasted coffee. The ice cream was also an immediate hit with consumers and sales exceeded expectations by a very wide margin.

	In January 1996, United Airlines started serving Starbucks coffee on aII its flights worldwide. This was a huge risk for Starbucks because of the difficult working conditions, and there were some teething problems to address, but eventually travelers started enjoying an in-flight cup of coffee they liked. This was a huge boost for Starbucks because United Airlines carries about 80 million passengers annually, and around 25-to 40-percent of travelers ask for coffee. That means around 20 million people a year are tasting Starbucks coffee on United flights every year.



Although Starbucks still generates 87-percent of its sales revenue through its own retail stores, by entering into these joint ventures and trying new ideas, the brand is constantly being reinvented and refreshed.



未来之路　
英文



展望未来，星巴克面临若干真正的事业挑战，包括：

1．坐大，但不能丧失小公司的亲切感。

某些公司坐大后，就失去与顾客间的信任关系。星巴克决心保持和小公司时期一样的价值观和指导原则，即使现在每周有超过500万人次的顾客，最重要的还是浓缩咖啡调制人员的态度，因为他们就是公司的门面。星巴克现在每月招募500位以上新人，并付出相当大的时间和精力教导他们公司价值观。

2．避免「同化」邻里。

随着零售店的数量增加，批评者担心星巴克这类全国连锁店将取代赋予不同城镇独特风格的地方商店。因此，星巴克经营的方式必须考虑到广大社区的感受，对社区的精神作出实质贡献。星巴克也需要强化店面和社区整体的情感联系。

3．企业的社会责任。

某些人指控星巴克付给第三世界国家劳工非常低的薪资，尽量压低咖啡原豆的成本。这项指责完全忽略了星巴克采购的咖啡，还不到全球咖啡总销售量1%其中的二十分之一，而且咖啡价格是根据国际期货市场变动的。星巴克早就建立一套与供应商交易的行为准则，同时完成「星巴克承诺尽己之力」纲领，详细列出公司如何帮助改善咖啡产国的人民生活，这些方案未来都需要善加管理。

4．避免成为形象呆板的一般连锁店。

换句话说，星巴克不该复制同样的店面，应该根据不同社区的其他要素，设计每一家店面。这点是知易行难，因为唯有标准化的设计和采购才能达到经济规模，此外，还要顾及某些必要的营运要素。为了弥补这个差距，星巴克创造一种整体的设计风格，在此风格下，发展出4种不同的店面形式，每个形式又分别有4种独特色调，这就形成好几种不同的选择，供各个店面混合搭配出与邻近社区一致的感觉。这种方法也让星巴克根据空间大小，规划出不同的店面。由于星巴克店面的大小互异，自然必须根据空间的限制注入不同程度的多样性。星巴克也正在积极规划未来店面的概念，才能占得先机，开发出符合未来需求的咖啡店。

“要成为永续、伟大的公司，就必须建立一套未来任何一位领导人都能适用的，预防和解决问题的机制。”

远见与短视兼具的执行长特性

萧兹也敏锐地注意到良好领导对星巴克的重要性。


「我日益明了基本的领导面向之一，就是当自己本身感到不安全时，能为其他人注入信心的能力。因为公司规模与复杂度日增，我再也没办法一个人解决重要问题。以前的星巴克就像快艇，可以灵活轻松地穿越障碍。到1995年，星巴克已经变成航空母舰，一旦设定方向后就无法轻易转向。身为大企业，我们愈来愈依赖计画和纪录，而非直觉和最后一刻的调整。要成为永续、伟大的公司，就必须建立一套未来任何一位领导人都能适用的，预防和解决问题的机制。」


——萧兹





一位优秀执行长必须同时有远见却又短视；有远见在于专注追求一个长期的愿景，短视的地方在于能够专业地处理短期挑战。


「当每周有500万人到星巴克门市排队购买浓缩咖啡饮料，当顾客每周回来光顾好几次，他们为的不只是咖啡，而是为了置身店内的感受。那种感受和我们拒绝与其他人同流合污有直接的关系，我们不会放弃采取更好的方式。」


——萧兹







Starbucks In The Future　
中文



Looking forward into the future, Starbucks faces some genuine business challenges. Specifically:

1. Starbucks needs to grow big without acting Iike a faceless "big" company.

For some companies, getting bigger means losing the relationship of trust that forms between a company and its customers. Starbucks is determined to retain the same values and guiding principles it had as a small business, even though more than five million customers a week now visit its stores. Ultimately, it all comes down to how the baristas act because they are the face of the company for most people. Starbucks now hires more than 500 new people every month and expends a great deal of time and effort in teaching them the values of the company.

2. Starbucks needs to avoid "homogenizing" neighborhoods.

As the number of retail stores increase, critics worry that national chains like Starbucks will displace the neighborhood stores which give a town its distinctive character. Therefore, Starbucks has to be sensitive to the broader community in which it operates, and make a genuine contribution to community spirit. Starbucks also attempts to strengthen the emotional link between its stores and the community as a whole.

3. Starbucks needs to be acutely aware of its broader social responsibilities.

At various times, it has been suggested Starbucks pays workers in third world countries very low wages in order to keep its price of coffee beans as low as possible. This totally ignores the fact Starbucks purchases less than 1/20th of 1-percent of all the coffee sold in the world, and that coffee prices are actually set on international commodity exchanges. However, Starbucks has established a formal code of conduct which sets out how the company deals with its suppliers. Starbucks has also completed a "Commitment to Do Our Part" detailing how the company is attempting to improve the quality of life in coffee growing countries. Both of these initiatives will need to be well managed in the future.

4. Starbucks needs to avoid becoming a "cookie-cutter chain."

In other words, instead of producing a chain of clones, Starbucks needs to vary the design of each of its stores to be consistent with other elements of the neighborhood. This is easy to describe but extraordinarily difficult to achieve because of the economies of scale which can be achieved with standardized designs and purchasing. In addition, there are certain operational elements which are necessities. To try and bridge this gap, Starbucks has created an overall design personality. Consistent with that personality, four different store formats were developed, along with four different palettes for each. That allows a number of options to be used in developing a Starbucks store which will blend in well with the community within which it is sited. This approach also allows Starbucks to vary its stores to the size of the space which is available. Since Starbucks stores come in all kinds of shapes and sizes, there is a natural degree of diversity injected simply by the physical space constraints. Starbucks is also actively working on its ideal of the store of the future, so it can be positioned advantageously in the future to develop stores that are appropriate.

Good CEOs need to be both far-sighted and near-sighted

Howard Schultz is also keenly aware of the importance of good leadership to Starbucks.


"One of the fundamental aspects of leadership I realize more and more is the ability to instill confidence in others when you yourself are feeling insecure. Because of the size and complexity of the company, I am no longer able to make the singular difference in solving crucial problems. In the old days, Starbucks was like a speedboat, nimble and easy to steer around obstacles in its path. By 1995, Starbucks had become more like an aircraft carrier. Once it was set in a given direction, its course couldn't easily be altered. As a large company, we need to rely more and more on planning and discipline, rather than on our instincts and last-minute fine-tuning. To be an enduring, great company, you have to build a mechanism for preventing and solving problems that will outlast any one individual leader."


—Howard Schultz





More than anything else, good CEOs need to be both far-sighted and near-sighted. Far-sighted in that they focus on pursuing a long-term vision of what the company can become in the future, and near-sighted in that they handle the near-term challenges competently and professionally.


"When five million people a week seek out a Starbucks store and wait in line for an espresso drink, when customers return several times each week, they're not just coming for the coffee. They're coming for the feeling they get when they're there. And that feeling is directly related to the fact we refuse to do things the way others do. We won't give up hope there's a better way."


—Howard Schultz






回应与讨论

创意追求广度及深度


许哲齐



台湾电通第二A. P. G. 计画室副企画总监


今现今很多人不管做什么事情，都不断地强调要有「创意」，好像凡事有了「创意」挂帅，一切问题就能迎刃而解；而且错把「创意」当成毫无框框规范的天马行空作为或想法，这些都是值得商榷的。

「创意」到底是什么？若狭隘地以广告人的角度来说，创意或许只是广告表现、只是对客户提案的想法。但实际上「创意」是无所不在的，创意可以是一种对生活的态度，一个解决事情的点子，是人类各项文明进步的原动力。所以并不是非得是广告公司创意人员想的事情，才称得上是创意，对所有人来说，解决问题就是展现创意，生活周遭的一切都可以是创意挥洒的舞台！

对于「发展创意该不该有方法或工具？」这个问题，可能从各方得到截然不同的答案。有人会认为创意应该无视规矩的存在，发展创意就不该用制式的方法来规范或导引；有人则认为太阳底下没有新鲜事，创意只是重新排列各种解决方案的组合而已，依循着某方法可以更容易发展出创意来。但不管如何，「创意」是教不来的！能教的、能训练的只是创意发展前端的思考方式而已。

笔者以为，《大师轻松读》33期〈敲开创意脑袋〉文中所提七种工具、九种方法，对于有心提升自己对事情的思考技巧，是很好的自我训练方式与观念，如果长时间贯彻去做，确实能增加创意思考的能力。以「180°逆向思考法」而言，就是一般人训练创意思考的好方法。面对问题时试着用一种完全相反的立场与角度去剖析，尽量朝他人不会设想的面向去发想，甚至就是与人唱反调，用背道而驰的方式去进行思考，反而可能会激荡出意料之外、规矩之外的火花。

不过话说回来，创意的激发虽然可以经过适当训练而获得某种程度的提升，其创意思考的广度或许可以藉由训练而获得开展，但是创意本身的深度与内涵却端视个人的修为，凭藉的是自身真正的实力！很多人都认为能够天马行空、创意无限的人，大概都是具有一些与众不同的特质，他们的创意跟点子，好像都是浑然天成的。其实，创意的成形来自生活的历练，来自经验的累积，来自大量的阅读，来自不同知识的串联。好的创意，好的点子都是经过长时间积存与焠炼，然后在那电光火石的一刻迸发出来，但绝不会是平白无故就从天上掉下来。

所以笔者认为，运用一些工具与方法让自己发展创意的过程更快速、更顺遂是值得鼓励的，但要注意的是，万不能以为这样就一定能增加创意的深度，以为如此就可获得真正解决问题的钥匙。另外还有一点是「对症下药」的观念！虽说我们要「敲开创意的脑袋」，让所面对的问题能有独到或创新的解决方案，但不要忘了，要能对症下药的创意，才称得上是创意，否则，即使想出了千百个很有新意却与命题毫无关联的点子，是没有任何价值可言的！

总之，创意思考该强调的是用一个敞开的心胸，抛掉原有成见以各种角度面对问题。用「新鲜」的眼光探索所有事物，用积极的态度看待事情，让自己处身在不断思考的状况下，那么脑袋中的想法就会接二连三源源不绝。一旦想法愈来愈多，且习惯这样的状态下，再加上本身的学识、经验与历练，自然会愈来愈有创意，想要进而获得商机及利益就不是难事了！
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