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Main Idea





中文



A business school can't teach you how to be street-smart. You have to go out and get experience for yourself in the business world to start developing the ability to make the most of your business strengths.

Business is a competition, and any high-level, sophisticated competition is played more in the head than it is in the office. By keeping your eyes open to experiences happening all around you, and by thinking clearly about your own career and company, you can learn the effective techniques of salesmanship, negotiating skills, starting, building and running a business, managing people and getting things done.

The people making the most money in any business field are those who are at the cutting edge of their particular industry. Taking that edge requires innovative and creative thinking combined with intuitive business knowledge. The process is hard, but the payoff is worthwhile.



5分钟摘要





英文



美国第一所授予MBA学位的哈佛大学，无法提供商战的经验学分！

管理学院无法教你丰富的商场经验，你得走出象牙塔，亲自进入企业丛林历险，开始学习如何善用经营优势的能力。

商业的本质就是竞争，任何高深莫测的竞争多半是发生在脑袋瓜，而不在办公室里。睁大眼睛仔细观察周遭所有的事物，清楚思考自己的职业生涯与公司的经营规画，你就可以学会有效的销售艺术、谈判技巧，开创、打造并管理企业，管理组织人员，让公司能够运转。

在各行各业赚大钱的人，都是该行业的顶尖人士，而取得顶尖地位需要创新与创意思考，加上直觉判断。这个过程不容易，但绝对值得。



Preface　
中文



As an introduction to business, a Law degree or a MBA (master for business administration) are worthwhile endeavors. However, as an education, both degrees are at best a foundation and at worst a naive form of arrogance. The best lesson anyone can learn from a business school is an awareness of what it can't teach you-all the ins and outs of everyday business life.

This book is really about street smarts-the ability to make active, positive use of your insights, instincts and perceptions. Street smarts are simply applied people sense, the basis of any business association. Street smarts involves reading people and using that knowledge to get what you want.

Business demands innovation, of being on the leading edge of any field of business expertise. Intellect, intelligence or graduate degrees will never be substitutes for common sense, people sense and street smarts.



序言　
英文



对于经营管理的入门知识来说，法律学位或企管硕士MBA故然有其价值，然而以教育的观点来看，两种学位从好处看，是一种基础；从坏处看，却是一种天真傲慢。管理学院学生学到的最好教训，是意识到学校无法教你企业日常运作的每一个细节。

这本书谈的是商场经验智慧──即积极正面利用你的看法、直觉与认知。商场的经验智慧只是把人际观念，也就是任何事业的基础，应用发挥而已。商场的经验智慧涉及洞悉人心，并且运用这项知识达成你的心愿。

事业需要创新，成为任何专业领域的领先者。智力、聪明或学位，永远不能取代常识、人际概念，与经验智慧。



Part 1. People　
中文



Reading People

Main Idea

Success in business depends on an accurate knowledge of how people will react when faced with a decision whether or not to buy your product or do business with you. Therefore, the more you understand other people, the more accurately you can create a situation in which they will respond favorably to your business product, service or proposal. You can learn almost everything you want to know about people-and more than other people would like you to know-simply by watching and listening, keeping your eyes peeled, your ears open and your mouth closed.

Supporting Ideas

What people say and do in the most innocent situations reveals volumes about their personalities. In business, it is easy to adopt a corporate persona depending on the situation, but eventually the person's real personality is going to come out. Therefore, you should always be trying to hear what people are really trying to say by placing their deeds into the larger context of their character. The more you know about the person you are dealing with, the more effective you will be.

Reading people requires that you open up your senses to the tangible evidence you experience rather than relying on preconceptions or opinions. Many business situations provide you the opportunity to see the dynamics operating just below the surface. You need to avoid being so wrapped up in your own presentation that you miss the clues being offered.

Observation is an aggressive act. There are numerous clues (both conscious and subconscious) but they are only useful to the degree of your ability and awareness to pick them up. Aggressive observation means getting the big picture, avoiding jumping to conclusions and taking every bit of information into account.

People reveal their innermost selves in the most innocent of situations. How they deal with a waiter or an airline attendant can reveal a glimpse below the surface that they are not aware they are giving you. For this reason, breakfast, lunch and dinner meeting can reveal volumes about the people you are doing business with. Casual exchanges before or after meetings or even the farewells at the conclusion can reveal volumes if you are aware.

The fundamentals of reading people are:


	Listen aggressively. Listen to what is being said and how it is being said.

	Observe aggressively. You don't need a book to be aware of body language and the statement people make by their grooming, etc.

	Talk less and you will automatically learn more.

	Take a second look at your first impressions. Go with first impressions after carefully analyzing them.

	Take time to use what you've learned. Think about how to apply the information you've gained about that person's character.

	Be discreet. If you reveal what you've learned, you dull it's effectiveness in the future.

	Be detached. You automatically increase your own powers of observation when you step back from any situation and consider your options.



Creating Impressions

Main Idea

Just as you learn a lot about others through the little things they say and do, you can also make an enduring impression on others through little things you say and do. You can build the type of business impression you want to create.

Supporting Ideas

The most effective executives impress in unobtrusive ways rather than making a grand gesture. Often this is a simple act or gesture that, if never made, would probably never be missed. If you can take advantage of all the little opportunities to create an overall impression of competence, effectiveness, maturity and fair-minded toughness-the kind of person people want to do business with-they will overlook occasional blunders.

Doing the opposite of what someone expects is an incredibly effective technique. It primes the other party's imagination, and makes them keen to discover why their preconception was so far wide of the mark. If they expect toughness, it is amazing what a simple, self-effacing remark can do. If they expect a hard line, by making an immediate insignificant concession you throw then completely off-balance.

Correspondence forms a strong subliminal impression of any business. It is an opportunity to present yourself to the business community as a whole. This is closely linked to your official link to the outside world-your secretary. How she deals with your associates is a mirror image of how the outside world sees you.

Similarly, the way you dress forms an immediate, strong impression about who you are. In general, it makes more sense to be fressed conservatively, as that makes you harder to read. People dressed otherwise had better be prepared to overcome numerous generalities that people will form about their entire personalities, simply on the basis of their grooming. As a general rule, it's smart to have your grooming reveal little.

You can create an impression of efficiency by setting up a situation that calls for exact timing-tell them you will call at 10a.m. the next day, and call precisely at 10 a.m. Do this a few times and they will assume you conduct all your business affairs that way.

Similarly, you create a positive impression by following through on every business promise you make without exception. Never say you will do something just to get someone out of your office or off your back-this habit will come back to haunt you at unexpected moments.

If you want to make a business gesture that will be appreciated and remenbered by the other party, try:


	Doing something for one of their kids. It will mean far more to them than almost anything else.

	Letting people off the hook when they have made a commitment to you but circumstances have changed.

	Driving a soft bargain when the deal is particularly important to the other parth can create numerous longer-term opportunities.



Appreciating and acknowledging someone's genuine business skills from which you have benefited is a subtle and effective form of flattery. All things being equal (or even slightly unequal), people prefer to buy from their friends. Make friends.

Make business mentors and confidants-people you trust who you can seek advice from. Be totally discreet-anytime you talk about another person, the person listening will wonder what you tell others about them. Respect confidences.

The most important personal asset in business is common sense.

If you don't have it already, nothing you read can change that. The second most important asset is a sense of humor, an ability to laugh at yourself or the situation. Humor creates a most favorable long-term impression. Humor brings back a sense of perspective, which, next to profits, is the easy to lose in business.

Taking the Edge

Main Idea

Taking the edge means to combine everything you know about others and have allowed them to know about you and tilting a business situation so it is slightly to your advantage. It is winning through intuition. It means learning what people want and finding a profitable way to give it to them. It means taking the business initiative.

Supporting Ideas

First, you must examine the facts from a perspective that the one fact you don't know is the one that will make the difference. This requires that you take the time and effort to do the spadework to learn everything you can about the companies and people you do business with.

The whole point in reading people, determining ego, finding soft spots, etc. is to use this information to your advantage-by exposing someone to the right stimuli. Once you know the particulars and the players and have analyzed all the ramifications, you can start to size up a situation. Develop the habit of forcing yourself to step back from business events and put them into a larger perspective. Take the time to put some distance between a business occurrence and your reaction, instead of an immediate response. You act instead of react.

However, you also need to be opportunistic-to be able to think on your feet when an edge must be taken advantage of immediately or it will disappear forever. When an opportunity arises as the tiniest crack, the trick is to make your own good luck and turn that crack into a crevice. Getting lucky is mostly a matter of recognizing when you have been.

People always tend to deal with a crisis only in terms of the potential damage it can do. However, it can also be a window of opportunity, as people are more on edge and agitated than they otherwise would be. In times of crisis, it is doubly important to take the time to analyze the situation and act rather than react. Be shrewd and clear-headed about your actions, and look for ways to turn that crisis into an interesting edge of your own. Also keep in mind the simple passing of time can totally alter a situation. Part of being opportunistic involves waiting for the right circumstances to present themselves.

Getting Ahead

Main Idea

Why do some people advance rapidly in an organization while others languish indefinitely in no-mans land? The answer lies in understanding the difference between capabilities and effectiveness. People working up to their capabilities don't become stars. Those who are stars combine their capabilities with know-how, people-sense and an understanding of how the game is played. They are usually achievers and show results.

Supporting Ideas

Climbing the corporate ladder is not only a game-it is several games at different levels all going on at the same time. You are judged in any company over the long haul-your successes are balanced by failures and an overall picture emerges. Try and be unpredictable at times-so that people are alwany just slightly off-balance when trying to evaluate your performance.

Learn to use three hard-to-say phrases:


	I don't know-A self-effacing approach is invariably more effective than a know-it-all approach. It's not a crime to not know something-as long as you follow through and find someone who does know.

	I need help-It is short-sighted to insist on trying to do everything yourself. The corporation exists for getting help. Hit the right balance. Don't overdo it.

	I was wrong-It's not making a mistake that counts. How you handle mistakes which you have readily admitted makes a far greater impression.



Being trusted as an employee requires you to avoid fitting the facts to suit your circumstances. it comes down to where your ultimate loyalties lie-to your company or elsewhere. To be effective in any company situation, you need to understand the political lay of the land and work within the system. Find out who is important, and form alliances. The people who complain about internal office politics invariably beome victims. Hitch your wagon to your company's brightest stars.



第一部　人　
英文



洞悉人心

主要观念

一个人是否事业有成，端赖他能够准确掌握人们在面临购买或交易决策时，会如何反应。因此，你愈了解其他人，你就愈能够正确地为产品、服务或提案创造有利的局势，引起对方的兴趣。只要多看多听、少说话，你几乎可以知道想从人们身上了解的每一件事，甚至超过人们想透露的程度。

支持概念

人们在不设防的情况下，言行举止会透露他的许多人格特质。在公务上，人们很容易视情况扮演职务上应有的角色，但最终仍不免显露个人真正的特质。因此，你永远得把人们的行为放在其人格背景下观察，试着了解他们真正想说什么。你愈了解交涉的对象，效能就愈高。

洞悉人心得心智大开，接收所有你感知到的具体证据，不要依赖先前的印象或意见。许多业务场合上的接触能够帮助你，看清人们隐藏在表象下的实际感受，这时你必须避免过度急于达成任务，以致错过人们释出的线索。

观察是一项积极的行动。不管是不是潜意识的表现，每个人的言行举止都有无数线索可循，这些线索能不能发挥用途，端视你接收运用的能力。积极观察意味全面性地了解，不要骤下断语，并且不轻易放过任何讯息。

人们会在没有心防的情况下展露自己最真实的一面。人们与侍者或空服员应对的方式，可以让你一瞥他们无意间显露的深层自我。基于此，早餐、午餐或晚餐会议是最能揭露生意伙伴人格特质的时机。如果你注意的话，在会前或会后，甚至结束互道再见时非正式的意见交换，都能给你许多和人有关的讯息。

洞悉人心的基本原则是：


	主动倾听。注意别人说话的内容以及说话的方式。

	积极观察。不需要书本来教，我们自然懂得如何观察别人的肢体语言，以及衣着打扮所透露的讯息。

	少说话，你自然会学得更多。

	再次检验你的第一印象。仔细分析之后，才能接受第一印象。

	花时间运用所学。思考如何应用你对一个人人格特质的了解。

	别张扬。如果你把学到的东西四处张扬，未来它的有效性会打折扣。

	保持距离。一旦你能够凡事退一步看，然后思考你的选择时，自然就会提升你的观察力。



创造印象

主要观念

正如你从别人的言行细节了解他人的性格一样，你也会透过自己的言行细节，留给别人难以抹灭的印象。你可以打造你想创造的商场形象。

支持概念

最有效率的主管会用细腻的手法让人留下深刻印象，通常是一些就算不做，别人也不会察觉的小动作；他们不靠搞大动作引起别人注意。如果能利用一般的机会，让别人对你的能力、效能、成熟度、择善固执，留下整体的印象，使你成为他们想做生意的对象，他们就不会计较你偶尔犯错。

不按牌理出牌，也是一种非常有效的技巧，可以激发人们的想象力，不断思考自己的认知为何失去了准头。如果人们预期你会很强悍，你会惊讶一句简单谦卑的话，能造成多大的震撼；如果他们预期的是铁腕作风，只要在小地方让步，马上就会颠覆人们的认知。

书信往来也可能让人在潜意识中，留下强烈印象，这是个向业界展现自我的好机会。这与秘书有密切关系，因为秘书是你与外界的正式连系，她与你的事业伙伴应对进退的方式，会影响外界对你的看法。

同样地，衣着也会让别人在判读「你是谁」时留下立即的强烈印象。一般而言，保守的穿著比较合宜，也让你比较难被解读。人们只凭穿着打扮，就可以把你归类，因此你若不想走保守的路线，最好准备好因应上述刻板的印象。一般而言，不要让穿着打扮透露太多的讯息，是明智之举。

你可以借着设定有精准时间要求的情况，塑造有效率的印象。告诉他们，你会在十点整打电话来，然后第二天，你真的准时来电。这么做几次，人们就会认定你也是以这种方式做生意。

同样地，只要是工作上的承诺，说到做到，也可以创造正面印象。千万别只是为了打发某人就信口开河，这种习惯会在出奇不意的时候，回过头来伤害你。

想要让对方欣赏你的商业作风并留下深刻印象，不妨尝试以下作法：


	为对方的孩子做些事，这对他们来说几乎比任何事都更有意义。

	一旦对方因为情况生变而毁约时，要得饶人处且饶人。

	如果这次交易对对方特别重要，那么价格上就别那么强硬，这会为长远的未来开创无数的机会。



欣赏赞许他人商场的真本领，是细腻又有效的奉承方式。若其他条件相当或甚至有些微差距时，人们还是比较偏好和朋友做生意。与人为善，交些朋友吧!

在商场上要有导师与知己──你信得过且可以咨询的人。请慎重其事，任何时候只要你谈到另一个人，听者就会联想你会在别人面前怎么说他。不张扬别人托付的秘密与隐私。

在商场上，最重要的个人资产就是常识。

若是没有常识，读什么书都无济于事。第二项重要资产是幽默感，有自我解嘲与化解僵局的能力。幽默感能创造最讨喜的长期印象，促使人们以新的观点看待事情。商场上我们最容易失去两样东西：第一是获利，第二是幽默感。

掌握先机

主要观念

掌握先机意味，将你对其他人的认知，以及别人对你的了解结合起来，然后把交易情况调整到对你稍稍有利的状态。这是透过直觉致胜，意思是找出人们想要的东西，然后找到可以获利的方式提供消费者产品；这就是掌握先机。

支持概念

首先，你必须以得知、求真的态度各项事实，这是改变现况的关键点。要做到这点，必须花时间与努力预做准备，深入了解你想要交易对象的公司及其成员。

洞悉人心、判定他人有哪些自尊不得冒犯、发掘人性的软弱，分析这些信息是为了知己知彼，让对方暴露在适切的刺激之下。一旦了解细节与相关人士，并分析所有影响后，你便可以开始评估情势。强迫自己养成习惯，面对任何商业事件都能退一步看，把格局视野放大。一旦事业有状况发生，不要急着立即反应；此时你该采取行动，不是反应。

然而，你也得善用机会，能够立即反应，因势利导，否则机会稍纵即逝。当机会的曙光乍现时，诀窍是抓住机会趋吉避凶。是否能否吉泰来，端看你能不能掌握时机。

人们面临危机时，多半只注意到潜在的伤害，然而危机往往就是转机，因为此时人们被逼上绝境、身陷动荡，自然会想尽办法绝处重生。面对危机时，能够花时间分析情势再实行动，而不迫于情势被动反应，更加重要。行动时剽悍冷静，设法把危机变成有利的转机。谨记：时间可以改变一切。「善用机会」部分的意思是指，等待情势逆转。

成功

主要观念

为什么有些人在组织里平步青云，有些人却永远窝在鸟不生蛋的职位上？答案在于你是否能了解「能力」与「效能」的差别。只知发挥能力的人，成不了职场明星。职场上的明星必须能将自己的能力与专业知识、人际概念以及职场游戏规则相结合。他们通常成就动机很强，又着重绩效。

支持概念

在企业组织层级往上爬，不单只是一场竞赛，而必须在不同层级上同时进行多场竞逐。企业会以你的长期表现来评断你，成败功过相抵销后，整体工作绩效就浮现了。有时你可以试着不按牌理出牌，好让人们在试着评估你的表现时，会有些难以拿捏。

学习运用以下三个「难以启齿」的句子：


	我不知道──「谦虚」永远比假装「万事通」更为有效。有些事不懂算不上罪过，只要你锲而不舍学习，并向他人请教。

	我需要帮助──事必躬亲是很短视的行为。公司之所以存在，就是为了透过组织，大家能够寻求协助。在亲自上阵与找救兵之间取得平衡，别做过头了。

	我错了──犯错不要紧，快速认错并改善，会给人更好的印象。



要成为被信任的员工，就必须避免扭曲事实迁就环境，当然，这要看你最终想要效忠的是公司，还是另有其人。为了在任何情况下都有效能，你必须了解组织的政治势力是如何运作的，并且不逾越制度行事。找出组织里的关键人物，与他们打交道，建立同盟关系。老是抱怨办公室政治的人，永远只是受害者。追随公司里最闪亮的明星。



Part 2. Sales & Negotiation　
中文



The Problem Of Selling

Main Idea

The art of selling is the conscious practice of a lot of things we already know unconsciously, and have often done while growing up. However, in business, we are suddenly being judged on how well we do at it.

Supporting Ideas

In the old days, sales was considered the fast track to the top of the company. These days, a sales career is not viewed as a necessity. The reality is that nobody ever reaches the top echelon without exceptional powers of persuasion-salesmanship. It's true that the high-pressure foot-in-the-door sales techniques have been superseded with effective selling tied to awareness of the situation. However, selling is still vitally important.

Some people are scared of the directly measurable nature of results in sales, or a fear of rejection. The trick lies in turning these factors into positive motivators, and using them to your advantage. That takes skill.

Timing

Main Idea

More ideas fail because of poor execution or timing than because they were no good. If you believe in a concept and it gets turned down, watch for the circumstances to change and go back again.

Supporting Ideas

To get your timing right, start by applying your business sense. Does the proposal make sense, and hold specific advantages? If so, then take your timing clues from the buyer. Is now the best time to be presenting this proposal to this client? When these factors are all in order, then move to your sales situation, and follow the natural life of the deal. Avoid any urge to press when a softer approach is more fruitful. Stay alert to the signals which point out where in the life of the process you are, and where the buyer is. Bring the deal to it's natural conclusion. The most important aspect of timeing is patience.

The best time to renew any contract is when the other party is the happiest, not when it is about to expire. You can also sell a contract renewal when the buyer is most upset with your competition. And, if the proposal involves a physical location, the best time to view anything is at sunset or at sunrise. There is something uniquely different about these times of the day.

The best time to sell is to someone who has just areived at a new company or is just leaving. They are either anxious to get themselves established or eager to leave a legacy.

One of the best ways to impress a buyer is to take thirty minutes of his time when he was expecting an hour. One of the worst is to take an hour and a half.

Silence

Main Idea

Silence, properly used, keeps the seller from saying more than he needs to and makes the buyer say more than he meant to. It also forces the buyer to make a decision.

Supporting Ideas

Silence either lets the other person talk or forces the other person to talk. It also gives you a chance to find out exactly where you are in the sales process.

If you pretend not to know all the details you can get the other guy talking more openly filling you in. Silence is a social void that most people can't resist filling in. When you have reached the point where you are asking for a commitment, don't speak again until the other person replies. The first person to speak loses. And then end the meeting on a positive, upbeat note. Don't try and summarize everything again-you can do that later in writing. anything you say after the sale can backfire on you, so try not to say anything.

Marketability

Main Idea

Marketability is the connection between your product and the people who buy that product. It is the subtle, underlying difference between the function of your product or service, and the perceived benefits your customer receives by using it. Selling is feature oriented, but marketing is consumer perceptions oriented.

Supporting Ideas

If you don't know your product, people will resent your efforts to sell it. If you don't believe in it, personality and technique can't hide that fact. If you can't sell with enthusiasm, the lack of it will be contagious. You have to understand the idea behind your product, how it is perceived by those who already use it, and what problems it will solve for the potential buyers.

A proportion of any sales presentation is spent overcoming objections. Instead of convincing the buyer his objections are invalid, work to alter his frame of reference. Anticipate what his likely objections will be, and structure your presentation to lay the groundwork for discussing those points.

Utilize the 8020 rule-that 80% of your business is done with only 20% of your customers. Structure the format of your approach to the operational style of your target client-conservative or aggressive, fast-paced or orderly.

You also need to make sure you talk to the person who ultimately has the final say on any decision. If you haven't dealt with the company before, find out all you can about the internal power structure so you can target the right person. This has nothing to do with titles or organizational charts most of the time.

Positioning is a matter of determining what someone is really buying when they consider buying your product or service, and then conveying those impressions and motivations to the buyer. In other words, converting human emotions into product characteristics. With preparation, you pre-sell your product.

Consider these points in relation to positioning:

1. Are you selling a Ford or a Mercedes?

The spectrum runs from afford ability to quality. You need to figure out where you fit on the spectrum, and where your product will be perceived as being at.

2. Relative weights of the strengths.

You can create a number of different impressions about any product by emphasizing some features and leaving others aside. Which factors are critical to the sales process at hand?

3. Doing it with mirrors.

4. Imaging.

Your positioning can transcend the facts. That is, you associate the product with positive, desirable values which have little to do with the product itself.

The essence of positioning is to establish the value of your product or service. When you have a realistic idea of value, you can name your price with confidence. If you are unsure of long-term value, try to protect yourself by a contract specifying a proportion of future profits. It may seem small now, but could pay off over the long term.

Stratagems

Main Idea

The sales process can be varied by any number of different strategies. The key is to find the one that hits the right notes with your prospect, and enables you to close the sale.

Supporting Ideas

Never underestimate the importance of the setting when you make a sales proposal-it can make all the difference in the world and should form an integral part of the overall sales process.

Try to establish two pre-conditions before making any sales approach. First, find out what they want to buy, or what their problems are. And second, find out who does the buying.

Allow the buyer to feel smarter than you by including a few ring-ins in the options-obvious mismatches they will have no trouble eliminating. They will feel in control while all the time, you fully expected those options to be dropped.

If a company expresses interest in your product or service, give them some exposure. Let them get into the spirit of using your product, and the possibilities that it would open up for them. Stoke the fires of their imaginations with carefully chosen questions that get them thinking along the right lines. You can even commit them on the finer details before they have agreed to the larger deal sometimes. This involves making the buyer feel like it was his idea all along.

In some companies, you can make a sale by suggesting the same idea to two different executives. If they agree separately, when they get together they are more likely to approve the proposal. They can then share the benefits (and risks). You can also use each other's enthusiasm for your own purposes.

Avoid sales presentations made to large groups-anything larger than one is a large group. Find the key guy and sell one-on-one. In any group, there are too many underlying political undertones that you are not even aware exist.

Offering an alternate of choice can sometimes backfire on you. The buyer might like something about each solution, or even focus on what he doesn't like about each proposal. Use alternates carefully or they may backfire.

Never hesitate to remind clients of your glorious triumphs of the past. People like to deal with winners, and the buyer will be hoping that you can perform a similar miracle for his company in the present negotiations.

Whenever you come up against a "Not Invented Here" defense, make the other party see it is in their own best interests to support your proposal. Find a way to structure an arrangement that it enhances their stature within their own company, and they can then support the proposal. Look for win-win situations.

Negotiating

Main Idea

Negotiation is the last step in the sales process. It is harder to make someone want to buy than it is to define the terms under which they are buying.

Supporting Ideas

Negotiating involves five questions:


	What is it, precisely, that you are selling?

	How long will the buyer enjoy the benefits of ownership?

	Where will your product or service be used (and where can it not be used?)

	How exclusive will your product be from the buyer's perspective.

	How much money or time will be involved?



In other words, the money involved is only one aspect in the larger picture. Most of the time, you should try and let the other party name their opening price, to give you some idea of their current thinking. You may even find they come in with an offer higher than you were expecting.

You can precondition the buyer subtly by mentioning other negotiations in similar situations, and the money involved at that time. You can also avoid dealing in round numbers. For example, instead of one hundred thousand dollars, say $95,500 or $104,500. They sound harder, more firm and less negotiable.

Negotiating is not an endurance contest where you try to outlast your opponent. The point is to reach a mutual agreement-a win-win situation for both parties. If reduced to a contest of egos, it will always work against your position. This means it is wise to avoid raising controversial issues which have little direct bearing on the matter under consideration.

Ideally, you should try to negotiate backwards. Calculate the dollar value of your product or service in the eyes of the buyer, and develop a strategy to get him to commit to paying that much to become involved. Don't try and press for a deal heavily weighted in your favor, as it will only come back to haunt you at a later stage.

In negotiations, take the time to acknowledge their feelings. Let them know you understand their reasons for taking a position, and express your interest in working alongside them to put everything together in a way that will benefit both parties.

If you don't like what you're hearing, ask them "Why do you say that?" It gives you time to think, while also providing more information about the thought processes they are going through.

Another effective negotiating technique is to sweeten the proposal with things that aren't important to you but may be to him. This could involve including something you can purchase at a large discount that he will value highly. It can get the buyer to look at your proposal in an entirely different light.

Deadlines are sensitive pieces of information in any negotiation. A buyers deadline known to the seller can be valuable as anxiety and a desire to get the deal done can be cultivated with the buyer. If you, as a seller have a deadline, keep it to yourself.

In non-formal negotiating situations, emotion will play a larger part than you might expect. Use this fact to your advantage. When the buyer has an emotional outburst, take the time to consider your response rather than retaliating with anb emotional statement of your own. There might be times you need to act in anger, but you should never react in anger or you risk undoing everything.

Candor can be effectively utilized sometimes. If a particular point threatens to bog everything down, a simple statement that the deal is important to you, and that you'd like to see it go through can disarm the buyer and get them thinking again.

The key is to create a situation where both parties benefit. In this situation, it is not a matter of whether a deal will be struck, but how it will be structured.

And finally, keep in mind whether your position would be best served by a formal, legal agreement or a letter agreement setting out the agreed-upon terms. Both approaches have their benefits and drawbacks, and it depends more on the nature of the negotiation than any other factor. Speed of execution of any agreement is often critical. Bogging a draft agreement down in the legal department of their company while their enthusiasm dwindles can be a recipe for disaster.



第二部　销售与谈判　
英文



销售

主要观念

销售的艺术是，有意识地运用许多潜意识已知的事，这些能力在我们的成长过程中已经运用地相当频繁了。然而在商场上，外界会不时针对我们的销售能力打分数。

支持观念

以往，销售被视为晋升高阶职位的快捷方式；现今，业务经历已不再是重要职务的必经之路。虽然如此，缺乏卓越说服能力及技巧（即销售艺术）的人，仍然无法爬到企业金字塔顶端。高压强迫式的销售技巧，固然已被察言观色的有效技巧取代，然而，销售仍然是非常重要的一环。

有些人对销售这项业务感到害怕，是因为其直接从业绩表现衡量绩效的本质，或者因为销售过程中难免被拒绝的窘境。秘诀是把这些因素转变为正面的动力，鼓舞你的士气。这需要技巧。

时机

主要观念

很多点子之所以失败，通常不是因为这些想法一无是处，而是提出的时机不对。如果你相信某个概念，却被拒绝，便要留意情势的变化，一旦遇到时机，就重新出击。

支持概念

为了能抓准时机，先用一般的商业概念检验。这个提案有道理、能创造什么优势吗？如果是，接着从买方的反应，来搜集恰当时机的线索，现在是把提案向客户报告最好的时机吗？一旦这些要素都到位以后，接着进入销售的状况，顺其自然成交。如果软性作法可以有较大的收获时，避免急着向客户施压。随时留意各项线索，以便确保掌握销售进展、抓稳客户的动向，然后便能水到渠成，顺利成交。要迟准时机最重要的一件事，就是要有耐心。

更新合约最好的时机，是对方心情最好的时候，而非合约到期时；客户对竞争对手最不满时，也是更新合约的好时机。此外，如果提案涉及实地参观，最好的时间不是日初就是日落时，一天之中这两种时间有其独特之处。

最好的推销对象，是新进人员或准备离职者，这两种人不是急着赶快奠定自己的地位，便是急着留下功业。

使客户印象深刻的最好作法之一，是当对方预期你要占用一个小时，结果你只花了30分钟就把事情搞定；最糟的作法之一，是打扰客户一个半小时。

沉默是金

主要观念

若使用得当，沉默使销售人员避免多话，而让顾客说得太多，这也会促使对方下决定。

支持概念

沉默会迫使对方不得不说话，沉默也让你有机会了解销售流程进展的状况。

如果你假装不了解所有细节，就会促使对方直接提供更多信息给你。沉默是一种「社交的虚空状态」，多数人都会想办法填满。一旦进入购买决策阶段，在对方回答之间，别再说任何一句话。第一个开口的人是输家。最后不论结果如何，以肯定乐观的语气结束会议。不要试着摘要复述每件事，你可以稍后用书面表达。成交后你说的任何一件事都可能造成反效果，试着保持沉默。

市场性

主要观念

市场性指的是「产品」与「购买该项产品的顾客」，两者之间的关联性。市场性是产品或服务的功能，与顾客使用产品后自认为得到的效益之间，模糊而微妙的差异。销售是「功能」导向的，但营销则是「消费者认知导向」。

支持概念

如果你不了解自己的产品，还拚命想把产品推销出去，会引起消费者的反感。如果你自己对产品都没信心，不论你运用个人的人格特质或销售技巧，也不能隐藏此一事实。如果你在销售产品时不能传达你对产品的热情，那么顾客也会受到感染，对产品反应冷淡。你必须了解产品背后的理念，消费者使用产品后的感觉，以及产品能为潜在顾客解决什么问题。

销售简报中，有部分时间是花在克服反对意见上。努力改变对方的参考依据，而非说服对方他的意见站不住脚。预期对方可能出现的负面观点，接着以讨论这些观点为基调，组织你的简报。

运用80/20原则──80％的营业额是来自20％的顾客。依目标顾客的营运风格，保守或积极、步调或井然有序，来设定你的销售步骤。

你也得确定你商谈的对象，是拥有最后决策权的那个人。如果从未与该公司接洽过，尽可能找出内部的权力结构，好让你瞄准正确的对象。权力结构通常与组织人事架构图或职称头衔没什么关系。

定位是指，当顾客考虑购买你的产品或服务时，判断他们究竟真正购买的是产品的哪些功能或特色，接着把这些印象或动机加诸于销售讯息中，传达给顾客。换句话说，这是把人类的情感转化为产品特质。有准备，你就可以预售产品了。

想想以下和定位有关的问题：

1．你卖的是福特还是奔驰？

产品特质的范围从「消费者负担得起的定价」到「产品质量」都有。你必须了解产品的定位，以及顾客对产品的认知。

2．产品优势的相对份量。

强调产品的部分特色，你可以为产品创造许多不同的印象。哪些因素对现行销售过程是关键的？

3．产品特色要能反映产品想要给人的印象。

以你想要赋予产品的印象，来凸显产品实际的特质。先从你想要消费者能对产品产生何种认知开始，然后回过头思考，如何使产品的特色能够反映这项认知。

4．形象。

定位能超越事实。意思是，你将产品与正面、吸引人的价值作联结，但这些价值与产品本身不见得有什么关联。

定位的本质是为产品或服务建立价值。当你对价值有实际的概念时，就能对定价有信心。如果不确定产品或服务有什么长期价值，试着在合约上争取一部分未来的获利，以保护自己。也许现在这层保护看起来没什么大不了，长期来说却可能很有价值。

策略

主要观念

销售流程会因为不同的策略，而有变化。关键是找到一个适合潜在顾客的策略，使你销售成功。

支持概念

在做销售提案时，千万别低估现场环境与重要性，因为这有可能影响全局，因此是销售流程中不可或缺的一环。

在进行任何销售步骤前，试着建立两个先决条件：第一，找出顾客想买什么，或他们有什么问题；第二，找出谁是实际购买者。

在提案选项中，加入一些夸张荒谬的条件，客户当然会断然拒绝，同时让他觉得比你聪明，自以为已掌握全局。事实上，布局者是你，你也早已预见结果。

如果某公司对你的产品或服务表示有兴趣，让他们实际接触产品。让他们有兴趣试用产品，告诉他们用了产品后会有种种好处。慎选问题引导顾客，点亮他们想象的火花，让他们朝购买的方向思考。你甚至可以在顾客同意签约前，先敲定细节事宜。这个过程等于是让顾客觉得，从头到尾都是他一个人在作主。

在某些公司，你可以透过向两位不同的主管提议，而促成这笔交易。如果两人分别都表示同意，那么当他们聚在一起时，更可能核准这项提案。他们也能分享效益与风险。你也可以运用两人的热情，来达到你的目的。

避免向一大群人做销售简报──只要听众多于一人，就算是天群人。若是不可避免，便要找到关键人物，然后针对他推销。在任何团体中，都有你甚至感觉不到的「权力暗流」。

提供选择方案有时候可能会造成反效果。顾客可能！喜欢每个解决方案的某一点，甚或只挑剔每个提案讨厌的部分。因此，小心使用选择方案，不然就有可能适得其反。

提醒客户你过去的丰功伟业，千万别客气。人们喜欢和赢家打交道，顾客也希望你在目前的交涉中，能为他公司创造类似的奇迹。

每当客户以「我们都不是这么做的！」来否定你时，要让对方了解，支持你的提案，对他们最有利。在制作提案时，设法加强对方在他们公司的份量，接下来他们就会支持你的提案。寻找双赢的机会。

谈判

主要观念

谈判是销售流程的最后一个步骤。要勾起顾客的购买欲望，总是比针对顾客要买的东西设定购买条件要难。

支持概念

谈判涉及五个问题：


	确切来说，你卖的究竟是什么？

	顾客享受产品效益的时间有多长？

	你的产品或服务会在哪里被使用，哪里不能使用？

	从顾客的观点来看，你的产品有多么独特？

	涉及多少的金钱或时间？



换句话说，金钱花费只是其中一项原因而已。多数情况下，你该试着让对方先开价，好让你对他们目前的想法有些概念。你甚至可能发现，他们提供的价格比你预期的还要高。

你可以藉由不经意地提到其他类似的谈判情况，以及当时的价格，让顾客有些心理准备。另外，你得避免提出经过四舍五入后的整数，譬如，与其说10万元，不如说95,000或104,500元，这些数字听起来较硬、较坚定、比较没有议价的弹性。

谈判不是耐力赛，你的目的不是要撑得比对方久，重点是要达成协议，对两边都有利的双赢局面。如果谈判被简化为「自尊」之战，就永远对你不利。这意味着，避免提及讨论与交易无关的争议话题。

理想上，你应该试着反向操作，计算产品或服务在顾客眼中的价值，发展一套策略使他承诺接受这个价格。别试图强迫对方接受对你好处多多的交易条件，因为在稍后的阶段，这些条件只会徒增你的困扰。

在谈判时，花时间体会对方的感受，让他们知道你了解他们采取某种立场的原因，也有兴趣与他们并肩努力，以双方都能受惠的方式达成协议。

如果你不同意对方的说法，可以问他们：「为什么你这么说？」这个问题可以给你思考的时间，也提供更多信息，让你了解顾客的思考流程。

另一项有效的谈判技巧，是在提案中，加入一些对你没太大影响，但对顾客却很有价值的甜头，像是你能以低价购得顾客十分重视的产品。这会使顾客以完全不同的观点来看你的提案。

「期限」在任何谈判中，都是敏感的信息。顾客的期限若被卖方知道了，是相当有价值的信息，因为渴望成交的一方，会是顾客。相反地，若是你有最后期限，别张扬出去。

在非正式的谈判中，情绪会扮演比你想象还更重要的角色，要善用这项事实。花时间想想，一旦顾客情绪失控你该如何反应，而非以其人之道还治其人之身。有时你可能得佯装愤怒，但绝不该随着对方的情绪起舞，否则你可能会毁了一切。

坦白有时也可被有效运用。如果谈判过程中遇到了瓶颈，简单地表达这笔生意对你的重要性，以及你希望谈判能顺利进行，就能解除顾客的武装，让他们重新思考。

关键在于创造双边都能获益的情况。在此种情况下，成交没有问题，问题是如何敲定生意。

最后，记得想想谈判结果由正式的法律合约保障较好，还是双方签订协议即可。两种作法都有其优缺点，端视谈判的本质而定。协议的执行速度通常都很重要。谈判协议若被卡在客户公司的法律部门，致使对方兴趣降低，都可能导致失败。



Part 3. Running A Business　
中文



Building a Business

Main Idea

Most of the process of building a business involves listening to your own common sense, and taking the necessary steps to turn the theories into practice.

Supporting Ideas

Start any new business of on the right foot by making an early commitment to quality in everything you set out to do. Start with the best, and work hard to keep that edge.

Be prepared to grow your business slowly, and take the time to learn and improve before you get bigger. Analyze the reasons for your success, and allow a depth of management to develop. Maintain both a healthy growth rate and healthy profitability.

Once you've become established, you can then diversify horizontally-apply your expertise into related fields of business. You can then hire the employees you need to fill in any gaps in product knowledge. Once you have diversified horizontally, you can expand internationally.

Most companies fail to place a premium on the real dollar worth of their expertise, or what it would cost an outsider to learn what they already know. Look for other ways to profit from the specialized experience within your company.

Staying In Business

Main Idea

The challenges of starting a business and running a business are totally different. The overall problem is that everything becomes harder, due to the fact there is now momentum to be considered, and there are a number of additional factors that require taking into account.

Supporting Ideas

The biggest single problem are the business systems in place within the company. Unless you are on guard, you can find that systems which develop in the formative years of a company can later have the effect of choking the life and vitality out of the same company. In the early years, things tend to get done in the middle of barely organized chaos, which often adds to the excitement. Then a structural framework is usually added to try and provide a systematic approach to expansion.

There is always a feeling of anxiety in a small, new company-wondering if you will be around in a years time. There also develops a close team spirit amongst the early workers, a feeling of importance. The structure of any growing company should ideally try and foster these same feelings though out the entire company.

The main idea is that business structures are not an end in themselves, just a tool for the company to continue to expand systematically. You need to be able to jump out of these structures as required by the demands of your unique business. If you allow structures to run your operation, you may miss a number of possibilities.

Flexibility in a company should never be underestimated. You need to actively encourage innovative ideas, and let the people who come up with the ideas have the chance to become involved in their success. This will invariably require crossing arbitrary boundaries, and forming special teamswth some members drawn from different organizations within the company. You have to be able to practice corporate flexibility, not just preach about it.

You have to be able to regularly question your maturing company's conventions and conventional wisdom. This will be difficult, as companies are by nature conservative and precedent following. You need to actively seek opportunities to do something completely and refreshingly different to maintain vitality and interest.

The one factor separating good managers from bad is their ability to delegate. Delegation is the process of building up people and then letting go of a responsibility. There is always an ego question involved, and it takes a confident person to delegate-self-confidence on the part of the delegate combined with confidence in the ability of the people it is delegated to, and enough commitment to stand aside and let them get on with it. You also have to understand the structure and nature of delegating-it takes you more time initiallty but the long term payoff is freeing up your own time for more important tasks and responsibilities.

The real trick in building a business is to hire people who are smarter than you are in their particular area of expertise. You then reach a stage where you are no longer selling yourself, you are selling the company's services. Instead of being the company's expert, you become the expert manager.

The only management philosophy that works is to stay flexible and strive for consistency. As well as rethinking your business, flexibility extends to management from re-evaluating policies to listening to employees. You should also have an element of stability and consistency. If flexibility is the means of growing a company, then consistency of performance and growth is the end. Staff won't necessarily like what you're saying, but at least they know where you are coming from.

There are four general policies to follow with employees:


	Pay them what they are worth. When people begin with your company, they are rarely worth what they are paid-you are investing in their future productivity. You should pay people low at the start while they prove themselves, with built-in higher payments once they are established and productive. And be open about the monetary value of the additional perks they get. These things have a way of getting lost.

	Make them feel important. Build employees positively and openly when praise is deserved. Temper this with negative motivation-pointing out where minor shortcomings are diluting the success that could be enjoyed. Consistency of management means filling in the occasional valley of disappointment and lopping off the odd peak of exhilaration. Avoid complacency by keeping employees slightly off-balance.

	Make employees think for themselves. Sometimes by being nonspecific, you create the environment where employees adapt other ideas and learn how to apply them in the new situation.

	Separate office life from social life. It is impossible to let your hair down with someone one night, and come down hard on them the next day. It is equally hard for the employee.



If you have to fire employees, take a creative approach. Try to find a job for them somewhere else, and let the other company steal them away. However, if extreme action is called for, act decisively while respecting the feelings of the employee.

Never expect from your 3employees anything that you are not willing to do yourself. It's more than a cliche-it is sound business practice.

Being in business should never become so complicated that you lose sight of the overall objective-to make money. As a company grows, it has to constantly resist the urge to go off on a tangent. Test the outside edge of what people are really willing to pay for your product or service-you may be surprised at how much profitability you are giving away without even realizing it.

Never get into a business situation where you are trying to run a business as a popularity contest. This usually means sacrificing long-term gains for the sake of short-term benefits. It is illusion versus reality-looking good as opposed to being good.

Business is an ongoing and active process of dominating the competition by maintaining a competitive edge. When you become complacent, you become a sitting target. You can't sit on a lead to maintain it-you have to be constantly moving ahead.

Getting Things Done

Main Idea

Most businessmen would say not having enough time was their greatest frustration. The trick is to control your business day, rather than having it control you.

Supporting Ideas

Some time management tips are:

1. Wherever possible, do the things that everyone else has to do at the times when everyone else isn't doing them. Plan ahead and use common sense.

2. Use whatever system suits your operation to keep track of the details. Keep it as simple and workable as possible. The trick is not which system you use, but that you use some system that fits your requirements.

3. Try carrying blank cards in your pocket for notes and ideas as they crop up. Head the cards with topics, and carry them with you to jot down reminder notes.

4. Wrute everything down. Use whatever paper is handy, even a restaurant paper napkin if that's all there is. This simple rule generates momentum for action.

5. Always organize your next business day at the end of the previous day. Do it on paper, defining what you want to accomplish. Once this habit is ingrained, expand your plans to weekly, monthly and yearly plans as well.

6. Stick to your schedule. If you've taken the time and effort to set it up, why not go out and use it?

7. Factor into your schedule the style and personalities of the people you deal with. Avoiding this reality can cause planning headaches. People operate in many different ways-work with it, not against.

8. Especially concentrate on phone calls. Try to anticipate what you want to accomplish with each call. If possible, try to be the one initiating the call rather than accepting it-you'll be in the driver's seat. And once the material has been covered, end the phone call appropriately. It's not impolite to have a short telephone conversation, just efficient.

9. Internal meetings can be a real time hog. Attendance at long established meetings can come to be considered part of the company's merit system, rather than their real business function-to act.

Try to set a starting and ending time for each meeting. Distribute an agenda, and structure the meeting as an information gathering exercise for the ultimate decision maker who will accept responsibility. Decision making by committee is ineffective, prone to office politics and nonspecific in terms of who becomes responsible and follows through.

10. Organize your day according to your own work habits, and stick to your plan. If you are an early go, getter, schedule key efforts for those time periods. A momentum gainer who operates at their peak later in the day should schedule a business day around those requirements. Getting the most out of your own business abilities is directly proportional to getting the most out of your time. You either take control of your time or surrender to the demands time place on you.

11. The best time saver of all-the word "no". You don't need to be impolite when saying no, just final. Surprisingly, more people will appreciate a prompt idea of where you stand in relation to some concept than will be offended by your answer. There is nothing worse than being strung along by someone's "Let me think about it," when they are actually not interested.

12. The most admired people in business are instant decision makers, who don't study a proposal to death hoping the decision will make itself. In the long run, decision making is more intuitive than analytical. Being able to make instant decisions requires you to look beyond the obvious facts to the background story. Decision making is a constant process of staying current, of perceiving how new information can alter old perceptions and anticipating the future. As a rule of thumb, try to go with your first impression unless overwhelming information comes to hand.

13. A manager's personal style, particularly how good he is at exchanging information, contributes more to a department's efficiency than the results of anything else. The entire organization tends to manner it's communication mode on that of the head executive. If he is good at exchanging information, generally everyone else will be. If he is ponderous or restates the obvious, so will everyone else.

14. Office memos. Keep it simple, keep it specific and keep them to a minimum. The most effective are one line long, the next two lines, etc.. Use memos to yourself to record details you want for later reference, but write all other memos to be thrown away after reading.

15. The way your office looks can have a profound influence on how quickly things get done, and the quality of your work. Keeping everything organized, clean and tidy are essential and practical ideas.

For Entrepreneurs Only

Main Idea

Part of the reason for starting a business needs to be an inner gnawing that you'll regret it if you don't try. There needs to be an emotional commitment that will keep you at it when the going seems rough.

Supporting Ideas

"Ninety-nine percent of the people in the world should be working for someone else.-John Mack Carter, publisher

If everyone who talked about starting their own business went out and did it, the entire nation would be self employed. However, most people just dream about it rather than having a go.

If you dream of your own business, start by examining your motives. Freedom?-You're talking about a business you'll be tied to. Making lots of money?-you'll need more than that to keep at it during the lean years.

There are other hard questions that you need to answer before you get caught up in your own swirl of business plans, prospectuses, etc., namely:

1. What are the connections?

How will you connect with the people who will pay for your product or service? What edge do you have over your competition?

2. Why won't it work?

How will you survive the immediate problems, and the insurmountable ones?

3. What makes me think I'm the one to make it work?

Your new business will succeed more readily if it is an extension of what you are already doing.

4. What is the do ability quotient?

When it boils down to it, is the concept practical, achievable and logical?

Most new business people are more preoccupied with all the money they are going to make rather than the exact details of how they are going to go about making it. ou increase your chances of success if you start out small, and keep it simple at first. If you study the success stories of all time, the vast majority started small and worked up gradually.

Another common thread of most successful start-ups is a degree of flexibility-you may find new opportunities and products start as spin-offs from your original idea and end up becoming your main source of business.

Pay the people working for you as little as possible at first, but sell them on the future of the company and their possible role. Then, most importantly, keep your end of the bargain. If they do something that brings in good profits, give them a financial bonus, raise or additional perks. Help them feel like they are an integral part of the unfolding adventure.

When planning your budget, most people fail to take into account all the hidden costs in starting a business. As a rule of thumb, double your projected overheads and look at the concept from that perspective. Don't get carried away, however, and plan on TajMahal sized overheads. Simply expect them to actually work out to be about twice what you were originally expecting.

Being self employed is the purest form of capitalism and the best way available to get paid what you are truly worth. Most successful entrepreneurs spend twenty-four hours a day working on or thinking about their business. Hours are only relevant in terms of what you do with them, not how many you put in.

Think very carefully before you ever take on partners in any venture. The financial security of someone else's input can be more than offset by the hassles of having to work with someone else. The odds are greater that a partnership will cause more problems in the long run than the strengths and weaknesses of each partner will have a synergy that is greater than either could accomplish alone.

Minority equity in a privately held company is worthless. If you are offered any in return for services, negotiate a fees in addition to equity agreement or a guaranteed buy-back agreement. The minority shareholders are at the mercy of the majority shareholder.

In starting a business, you are motivated by either a desire for success or a fear of failure. You need to learn effective ways of using both to your advantage. Constantly remind yourself not to take everything too seriously-if you were to fail, the world vould still turn, your friends would still be your friends and your enemies would still be your enemies. Get out there and have some fun doing your own thing.



第三部　经营事业　
英文



打造事业

主要观念

打造新事业的流程与常识判断有关，然后采取必要步骤，把理论付诸实行。

支持概念

提早承诺每件事的完成质量，以最好的成绩出击，之后便努力保持最好的质量，就是展开新事业的好方法。

准备以缓慢的速度发展事业，在事业成长之前，花时间学习并且改善。分析成功的原因，提升管理的深度。保持稳健的成长率与获利率。

一旦规模稳定了之后，你接着可以水平多角化，把专业能力运用在相关的事业上。接着你可以雇用所需的员工，填补产品知识的差距。一旦水平多角化成功后，你就可以进军国际。

多数公司未能针对他们的专业技能，收取高额费用，或者收取相当于别人学习成本的价格。另寻途径从公司的专业经验中获利。

事业的存续

主要观念

创业与守成的挑战大不相同。整体而言，作业一经确定，要改变就必须大费周章，凡事也必须考虑变革的契机与许多额外的因素，自然会令情况变得较为复杂。

支持概念

公司内部的制度，会是最大的问题。除非你留意，否则公司在发展期所形成的制度，尔后反而会扼杀组织的生命与活力。在公司成立初期，事情多半在无组织的混乱情况下完成，这样的作业情形确实会令人感到兴奋。但之后组织架构总会形成，为扩张提供有系统的步骤。

小规模的新公司总会不断焦虑，想着公司能有几年的光景？开国元老间，会发展出密切的团队默契。成长中的公司理想上应该在整个公司里，都培养同样的合作精神。

重点是，事业的架构本身不应是公司的「目标」，只是公司持续有系统扩张的工具而已。如果事业有特殊需要，你必须有能力摆脱这些架构。如果你让组织的架构替你管理事业，你可能会错过许多机会。

公司的弹性永远都不该被低估。你应该主动鼓励创新的构想，让提出点子的人有机会参与计划，分享成功。这一定会需要打破部门界线，从不同部门挑选人才，组成特别团队。你必须能落实组织的弹性，不是空口说白话。

在企业的成熟期，你必须经常质疑公司的传统与萧规曹随的作法。这会是困难的，因为公司本质上都是保守地循前例。你必须主动寻找机会，做些完全不同的新鲜事物，以维持活力与兴趣。

区分称职经理与不称职者的一项因素，就是交派任务的能力。「授权」是培植人才，然后赋予他们责任。授权的过程，涉及到个人自尊，有自信的人才能够授权：授权者必须有自信，对任务执行者的能力有信心，并且对自己的决定有足够的坚持，才能放手让其他人去做。你也得了解授权的本质与结构，虽然指派工作刚开始会多花一些时间，但长期的报酬却是将你的时间释放出来，使你能做更多重要的工作，肩负更多职责。

建立事业真正的诀窍，是雇用在专业领域上比你更优秀的人。此时，你就已经到达了推销公司服务，而非推销自己的阶段。你变成管理专家的经理人，而非组织的专家。

唯一奏效的管理哲学，是在努力追求一致的同时，仍保持弹性。弹性除用在重新思考你的事业之外，也延伸到像是再次评估政策与倾听员工的层面上。你也应该拥有稳定与一致的特质。弹性若是发展企业的手段，那么绩效与成长的一致性，则是其目的。部属不一定会喜欢你说的话，但至少他们了解你的用意。

关于员工管理，有四项原则可以遵循：


	支付员工应得的薪水。公司刚刚起步时，员工的价值很少能超过薪水，但你是在投资员工未来的生产力。对还在努力证明自己的新进人员，付少一点薪水，等到他们工作能力受到肯定且较有生产力时，再为他们加薪，并且公开员工额外福利的现金价值。这些福利的价值很可能会因为员工认为是理所当然的，而被遗忘了。

	让员工觉得自己很重要。以公开、正面鼓励的方式建立员工的能力与信心，但偶尔仍应提出一些负面批评，指出哪些缺失破坏了应得的成功。管理的一致性意味，偶尔让员工失望，使他们别过度自负。适当地运用褒眨，能避免员工过度自满。

	让员工自己动脑思考。有时候，由于你的含糊笼统，反而创造了让员工自我调适、学习面对新情况思考的环境。

	把公务和社交生活分开。我们一般很难做到，前一天才无拘无束地与某人相处，第二天马上就要板起脸孔教训人，与员工相处也是如此。



如果你必须开除员工，要用有创意的方法，你可以试着在别的地方帮他们找工作，让其他公司把他们接收走。然而，如有必需采取极端的作法，要展现出行动的决心，同时尊重员工的感受。

对待员工要己所不欲，勿施于人。这不只是一句陈腔滥调，而是明智的事业作法。

经营事业永远不该变得太复杂，让你看不见整体的目标──赚钱。企业在成长过程中，必须抗拒偏离发展方向的诱惑。测试外界愿意付多少钱购买你的产品或服务，你可能会很惊讶，由于自己的无知，竟然流失了这么多的获利。

千万别把经营事业变成一种「人气比赛」。这通常导致你牺牲长期获利，换取短期利益。这是幻觉与现实的对抗──「表面上好」与「实际上好」之间的差异。

事业是透过维持竞争优势，持续不断主导市场竞争的过程。一旦你变得自满，你就成为对手静止的标靶。要维持领先，你不能静止不动，必须不断向前迈进。

贯彻执行

主要观念

多数生意人会说，最令他们沮丧是没有足够的时间。秘诀在于掌握你每天的公务时间，别让时间掌控了你。

支持概念

以下是时间管理的诀窍：

1．针对每个人都得做的事，利用其他人不做的时间去完成；事先计划，然后运用常识。

2．使用适合你作业方式的系统，追踪细节；保持系统的简便与实用性。重点不在于用哪一种系统，而是这个系统是否符合你的要求。

3．试着在口袋里放些空白的卡片，一想到什么点子，就可以记在卡片上。在卡片上标明分类，并且快速写下提示的说明。

4．记录每件事，随便用什么纸都无所谓，如果只有餐巾纸，也照用不误。简单的规则可以激发行动的力量。

5．永远在前一天结束前，规画好第二天的公务，在纸上写明你想完成哪些事项。一旦习惯养成之后，把规画范围扩展到每周、每月和每年。

6．按行事历作业。如果你已经花时间与精力计划安排，为什么又把计划摆着不用？

7．在计划公务时，把参与作业的同事或相关人员的风格和人格特质考虑进去。如忽略这项现实，会给计划带来麻烦。大家都以许多不同的方式作业，共同作业必须彼此配合而非抗拒他们。

8．特别注意打电话。试着预期你想从每通电话达成什么目的。如果可能的话，试着让自己成为主动打电话的一方，如此一来你就处于掌控的位置。一旦重要事情已经谈完，礼貌地结束电话，长话短说并非不礼貌，反而有效率。

9．内部会议可能是真正消耗时间的原凶。参与冗长的会议可能被视为是公司优良制度的一部分，而不是为了要有真正的行动力。

试着为每一场会议设定开始与结束的时间。发放议程表，让会议成为帮助负责的最后决策者搜集信息的活动。以委员会的方式作决策是没有效能的，很容易陷入办公室政治的角力，而且在责任与执行的画分上也不够明确。

10．依自己的工作习惯安排每一天，并且按计划行事。如果你是早上特别有干劲，就把重要事情安排在上午；如果你是愈晚愈有活动的人，就应该依这些习惯把工作重心安排在每天稍晚的时间。要发挥作业的能力，必须懂得善用时间，时间安排愈恰当，效能愈高。你若不能掌控时间，只好举白旗投降，受制于时间。

11．「不」是节省时间最好的一个字。说不的时候，不需要觉得不礼貌，这只是让对方死心，就此打住的作法。令人讶异的是，大家比较欣赏快速直接的答案，让他们立刻明白你的立场，反而不会被否定的回答所冒犯。没有比对方应付了事地告知：「让我想想看！」但实际上他一点兴趣也没有，还要更糟的事了！

12．企业中最受崇敬的都是能迅速决策的人，他们不会死命研究提案，巴望这些问题自己会有答案。长期而言，决策依靠直觉的成份比分析能力多。你要能看穿眼前的事实，了解事件的背景，才能迅速作成决策。决策是不断吸收新信息的过程，体认新讯息会如何改变旧的认知与观念，并且预告未来。一般来说，除非信息一面倒，否则尝试相信你的第一印象。

13．管理者的个人风格，特别是他是否擅长沟通讯息，对部门效率的贡献比任何事都要来得大。整个组织的沟通模式，多半是以主事者的沟通方式为模范。如果主管擅于交换讯息，一般来说每个成员也都会如此；如果主管沈闷而了无新意，那么每个人也会有这样的表现。

14．办公室的便笺形式要保持简单，内容明确，并尽量少用。内容最有效的便笺只有一行，次有效者为两行，依此类推。利用便笺记录要参考的细节，读完以后就丢掉。

15．办公室的环境对作业的速度与质量，有很深的影响。保持每样东西整齐清洁，是重要实用的观念。

给企业家的话

主要观念

创业的部分理由，是在心理上有个声音不断折磨你：「如果不去尝试，就会后悔」。一旦事业不顺遂时，你的使命感便能协助你坚持下去。

支持概念

「全世界99％的人都应该为别人工作。」──约翰麦克卡特，出版商

如果每个说要创业的人说到做到，那么所有人都会是老板了。然而，大多数人只是梦想，没有实际试试看。

如果你梦想拥有自己的事业，先从检视你的动机开始。你是为了想要自由？可是你会整天被事业绑住；赚很多钱？在惨淡经营的时期，你得需要更多资金，才能帮助你撑过去。

在一头栽进事业计划书之前，还有其他困难的问题得先问问你自己：

1．你如何接触到顾客？

如何接触会花钱购买你产品或服务的人？相较于竞争者，你有何优势？

2．计划为什么失败？

你如何处理眼前的问题，与难以克服的问题？

3．我凭什么认为自己能使计划行得通？

新事业如果是既有事业的延伸，会比较容易成功。

4．计划可行性有多高？

计划最终还是要看其可行性，这个创业概念实用、可以达成并且合乎逻辑吗？

多数新实业家比较关心自己能赚多少钱，而非如何赚钱的确切细节。如果你先从小规模、简单作业的形式开始，便能增加成功的机会。若是你研读过所有的成功故事，就会发现绝大多数的成功案例，都是从小规模做起，然后循序渐进地扩张。

成功新创企业的另一项共同点是弹性。你可能会从原始概念中，发现延伸新的点子，最后成为事业主要的获利来源。

尽可能支付新进员工愈低的薪水愈好，但说服他们公司会有美好的远景，以及他们未来可能扮演的角色。接着，更重要的是，奖励员工的表现。如果他们给公司带来高获利，奖励他们绩效奖金、加薪或额外的福利。帮助他们觉得自己是参与公司未来冒险旅程的一份子。

在规画预算时，多数人未能把创业的隐藏成本考虑进去。一般而言，你得把预期花费的固定成本增加一倍，然后以这种成本观点来看待事业计划。但你也不必过度膨胀成本，只要预期实际成本会比刚开始估算的大一倍就行了。

自行创业是资本主义最单纯的型式，也是获得你真正价值的最好方法。多数成功的创业家一天二十四小时，都在为事业动脑筋或打拚。然而，真正产生成效的不是工时本身，而是如何运用时间。

不管投入哪一行，在与人合伙之前都要审慎地思考，别人投入资金所带来的安全感，很可能会被合作上的困扰所抵销。长期合伙所造成的问题麻烦，很可能超过结合每个事业伙伴能力截长补短的效益。

在非公开上市的公司拥有小比率的股权，是毫无用处的。如果你为私人公司提供服务，但对方提议要以股权支付你薪酬，除了股权协议或保证购回的协议外，要求对方再付你一笔费用。否则小股东只有听任大股东摆布的份。

创业时，你的动力不是来自对成功的渴望，就是对失败的恐惧。你得学习有效方法，以有利于你的方式，同时运用上述两种动力。不断提醒自己，别把每件事看得太严重，就算不幸失败，世界还是会运转，朋友还会是朋友，敌人也不会消失。试着闯一闯，充分享受创业的乐趣。



Epilogue　
中文



Business is a high-level, sophisticated competition. The Paradox of Business is that the better you think you're doing, the more you should be concerned. It's when you are dwelling on past glories that you're most likely to slip up in the present.

What makes a champion in the sporting field?


	They are profoundly dissatisfied with their own performance, and use any success as a stepping stone along the way to even greater performance levels. There is never any complacency or basking in past glories.

	The very best perform at their highest level for major events. They have the ability to peak at the right time, rather than constantly trying to maintain a performance level.

	A champion never feels like he is ahead during the competition. He is on-edge and fighting from behind, no matter what the scoreboard states. This translates into a performance with a slight edge to it.



The same principles they use can be translated into the world of business. It's up to you.



后记　
英文



事业是一项高深莫测的脑力竞争。矛盾的是，一旦你认为自己做得愈好，你就愈该感到担心。当你沈醉于过去的荣光时，就很有可能当场摔一跤。

运动场上，是什么原因造就了冠军？


	冠军是极端不满自己表现的人，他们以成功作为达成更高绩效的垫脚石。他们从不自满，或耽溺于过去的辉煌纪录。

	最优秀的运动员能在主要的竞赛场合，有极致的表现。他们有能力在适当时机登峰造极，不会不断试着维持现有的水平。

	冠军在比赛时，绝不会有已经占上风的感觉。他战战兢兢，不管记分板上写什么，依然全力以赴，赶上对手。此种态度能使他们有更杰出的表现。



同样的原则也可以应用在事业上，决定权在你。


哈佛学不到的智财管理

在地观点

今年正好是美国《哈佛没教的商场智慧》出版届满20周年。这段期间，全世界经历的大小事件，不比70年代石油危机、或是更早的第二次世界大战来得少。80年的《日本第一》吓醒了美国人，激发出90年代末期的知识新经济，却也造成波及全球的千禧年网络泡沫，带来连续三年的景气低迷，及至今（2004）年才见着复苏的迹象。面对时代的快速变动，苦苦在后追赶的业界人士，纷纷回流学校，到课堂上找答案，偏偏昨日所学的知识依旧来不及应付今天的现实，「哈佛没教的商场智慧」不再只是一句玩笑话，经典名句的主流地位俨然树立。

作者麦考梅克在书中，从洞悉人心、销售与谈判、经营事业三个面向，探讨如何成功经营管理一项事业。麦考梅克有感于商学院的学习环境，无法提供学子实务上的真正技能，学习本身就是一种「知识→信息→经验移转」的单纯活动，反而是外部环境、学习者身分，以及默认的目标，造成学习的差异化。不管在学校，还是在商场上，我们每天都在参与这样的活动。如果是发生在商学院，我们称它为MBA、EMBA、在职专班课程，或是与教授讨论的Office Hour；若是出现在业界，包括正式的教育训练，非正式的业师指导（Tutoring/Coaching） ，或与不同部门、专长差异的同事彼此讨论，都是属于学习的一部分。

一般来说，设立明确的学习目标，比较容易达到学习的最佳效果。若从企业活动的角度来看，企业的「知识→信息→经验移转」，可分为生产、销售、人资、研发、财务等领域，商管学院普遍上已经尽量将企管内容融入教学与教材中。以我个人在求学过程接触，以及在企管顾问界的工作经验，仍然感觉学校有太多没教的课题，尤其我于近年深耕的知识管理与智能资产，对商管学院多是新观念、新议题，引发我尝试以本文和大家分享「哈佛学不到的智财管理」。

将内隐的知识显性化

在知识管理的领域，大多从外显性与内隐性来探讨知识的特性。在智慧资产的观念之下，智慧资本（Intellectual Capital）与智慧财产（Intellectual Property），让我们重新了解「知识→信息→经验移转」的特性。智慧资本从顾客、人力、创新（包括智能财产）与流程等，了解企业「知识→信息→知识移转」的特性。若从智能财产的角度来看，知识内容可以区分为专利、商标、著作权、集成电路（IC）设计与营业秘密，属于技术知识层级。

由于技术知识大多为非显性的知识，学者西蒙尼（Simonin）分析，造成知识移转模糊性（knowledge ambiguity）的主要因素，包括内隐性（tacitness）、复杂性（complexity）、过去经验（prior experience）、文化及组织距离（Cultural/Organizational distance），透过知识分享（Knowledge Sharing）与学习能力（Learning Capacity）、让知识移转产生「知识管理」的综效，将内隐的知识显性化（knowledge codification）。

善用「知识→信息→经验移转」的系统措施，进而建立知识管理数据库，是知识显性化的正确作法，这其中还涉及资源分配的理想拿捏，一则能够减低内隐性，还能消除复杂性、过去经验、文化及组织距离对知识模糊性的影响。对于企业组织，由于缺乏智财相关的经验，以及技术知识的复杂度，唯有投入更多资源以加速学习曲线，才有助于改善知识模糊性的缺点。商管学院的课程顶多提供基础知识的学习，企业需要以面对面的教育训练，克服知识模糊的复杂程度，以及文化和组织距离造成的影响。

事实上，商管学院确实看到基础知识和市场实务的落差，近年来在课堂上讲课之外，还安排来自企业界的业师，以演讲或团队带领的方式，弥补在学校子的认知差距。对于没有产业经验的在校生，业师传递的知识类似作者所提的商场经验智慧，例如指导团队竞赛的业师，极可能会告诉学子，应该在简报时多加注意评审委员的感觉，「如果看到有评审开始打哈欠，可能就是你该结束简报的时候」。这不就是作者提示的「洞悉人心」？课本上是不会提到这些，只是，这也没有列为企管课本正式内容的价值。

经验融合以克服认知落差

我于2001年踏入企管顾问这一行，陆续执行与知识资产政策相关的研究项目，包括技术商业化整合性支持服务计划（经济部技术处，2002-2004）、数字内容资产鉴价与融资担保机制研究与推广计划（工业局，2003）、美国与日本知识型技术服务业发展与趋势研究计划（工业局，2001）等。近两年来，在执行技术处计划的过程中，开始将欧洲KPMG智慧财产商业化Know-how（关键技术）引进到国内KPMG。无形之中，我已经在进行知识服务业中所谓的「技术移转」（technology transfer）工作，促成典型的跨国知识移转现象。

此一经验，让我观察到国外顾问服务的发展，通常会历经四个阶段：发展理论模型与架构、个案研究或先导计划、开发顾问服务与开发软件产品。尤其后两者，开发顾问与软件产品，不是一个线性的因果关系，而是会演化成为彼此互为因果的驱动因子（driver），终能援引为前瞻的商业实务（business practices）。

以研发管理为例，「阶段──关卡」流程的推动者加拿大麦克马斯特大学（McMaster University）库柏（Robert G Cooper）教授，在正规教学体系之外成立产品开发研究所（Product Development Institute），长期观察超过500家企业的变迁，或维持合作关系，才发表出「阶段──关卡」一系列的论文与报告，并在自家网站推荐经过他们授权「阶段──关卡」流程的软件公司产品。一般的商管学院课程，一则因为有修课的年限，学生的背景及兴趣亦各有不同，不可能发展出相仿的学程或研究。

有趣的是，国外顾问服务业的商业实务或方法论，总是会被国内的企管公司引介进。管道上有为了外商在台分公司或国际客户等项目而引进，有些是为了满足政策的研究计划，而这些业者大多是产业的领先者，希望能够以先进的管理实务或是软件，跟上国际管理实务的脚步。

虽然如此，企管顾问把方法论带到客户面前时，其实才开始踏上“learning by doing”（从做中学）之路。这是所谓的本土修正，全视个别客户的需求而发展开来，惟在完成项目的有限时间压力下，企管顾问必须有能力直接解决企业端的问题。所幸，企管公司派出的顾问师多数是工作小组（workshop）或团队（team），顾问师群当中的中介者（facilitator/tutor）熟知商管学院的课本教材，宛如看着拳谱练过五十年的太极拳，套招、运气都在转身之间，菜鸟MBA虽只会打花拳，但是知识新颖、观念前瞻。顾问群彼此的支持，包括专业背景、经验分享、信息共有，内部先行过招、磨合，过去没有看到的部分因而浮现了，具备完整克服客户各式要求的必要条件。

以我工作之一的撰写智财鉴价报告为例，年轻MBA一定认为，以漂亮公式导引的获利模式，才是专业顾问师的专业报告；但是，这些鉴价报告有可能是要给律师看的、给法务人员评的，这些法律专才对财报等会计数据没有耐心，因此就需要有资深的顾问师提出简化的公式，尤其是公式导出来的数据更要小心分析，明确地把优、缺点列出来，提供业者作决策。我相信，MBA课堂上绝不会提到如此细腻的问题。

前述许多情境俨然否决MBA教学的现代意义，然而作者有强调，「任何管理学院学生学到的最好教训，是意识到学校无法教你企业日常运作的每一个细节。」即使学校可以克服上述这些学习上的挑战，毕业研究有研究的逻辑，做事有做事的逻辑，如何充分运用这两种逻辑，就看个人运用之巧妙。
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