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主题看板


大方法让小创意开花结果

经营上想突破，却怕看错方向吗？

企业中最常出现踌躇与挣扎的场景，就是当员工提出一个听起来很不错的创意时，大家都跃跃欲试；但是当检讨到投入的资源与预期效益时，绝大多数的人开始噤声不语，低头玩起衣角。

创新思维的另一个意义是没有太多经验值可以参考。对于决策者而言，面对不可知的未来，又没有太多的经验用以评估，未来真的是步步险境，难以快速地下达指令，带领公司往正确的方向前进。

也因此，企业创新突破的脚步可能受到延宕；公司内部甚至会出现主事者不愿创新的负面评价。在这种情况下，“小赌注理论”或许是可以协助企业与主事者解套的实用方法。

对主管而言，不必次次都要抱着“破釜沉舟”的意志，押上乌纱帽才能领导创新。只需要在创意萌芽的时候给予少少的支持，多方播种，终究会有机会获得突破性的成果，将公司推升到另一个经营境界。而对于想要有所表现，实现创意以争取绩效的员工而言，不再需要跟主管争得脸红脖子粗，用“小赌注理论”铺陈未来的工作规划，一步步渐进式地实现当初提出的愿景，用小创意博得大注目的可能性也会更高。

但“小赌注理论”并非盲目播种，小资源累积多了也是笔大花费。通过适当的方法，小种子才有机会长成大树。这六大方法包括了：


	动手实验：即知即行，从实务操作中找到机会点。

	玩乐态度：放松心情，幽默以对，让创意鲜活起来。沉浸其中，专注体察，让每一个相关细节都能帮助活化创意。

	沉浸其中：置身其中，专注体察，让每一个相关细节都能帮助活化创意。

	定义问题：有系统地将大问题切割为一个个小问题，让问题更具体、更容易解决。

	修正方向：工作过程中的小火花都可能让成果更好，随时修正才能找出正确方向。

	反复执行：创意不可能一开始就很完美，反复的操作才能察觉其中的细微变化，获得最佳成果。



创新源自于不断冒出的创意小苗，透过严谨的方法培育，就有机会持续茁壮成长为大树，当组织面对必须创新却无从着手时，运用“小赌注理论”作为内部沟通的基础，搭配六大方法实务操作，将有机会脱离困局，开创出崭新而更好的局面。



5分钟摘要



运用小赌注找到大可能　
英文
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要找出绝妙新点子，最好的方法就是投资很多“小赌注”在看来有希望的点子上。愈是到处大量播种、勇敢尝试，愈清楚什么可行，什么行不通。就算某个实验失败，也没什么大不了，因为你也没投入太多资源。

这个用来产生创新的“小赌注理论”告诉我们，实验失败也不是什么大不了的事，因为这是产生创意的必要过程。事实上，趁着付出还不多，愈早失败越好，好过最后花了更高的代价却陷入死胡同。透过这种不断重复、试错的实验，你会懂得随时自我修正，不断进步，最后得到突破性进展。

“小赌注理论”的根据是，我们能够用一些较小的投资和有创意的方法，来找到可能的出路，进而产生伟大的成果。这种实验方法的核心精神是，用较小风险和具体的行动，发现一些可行的想法，并加以测试发展。这些想法一开始只是充满创意的可能方案，然后不断重复执行与修正。如果我们想要创造新的事物或解决问题，却仿佛在茫茫大海中毫无头绪地摸索，这个方法特别有用。如果我们无法预期会发生什么事，执行小赌注实验，可以帮助我们找到可能的影响因素。



第1章　动手实验走向成功　
英文



实验就是为了要失败得够快，这样才能加快学习的脚步。制作成本不高的产品原型、执行许多小规模的实验，能找出什么行得通、什么不可行。这样的尝试和失败，能够让你不断进步。不过，重点在于要从每次的试验中得到教训和知识，而不只是乱枪打鸟，纯碰运气。
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实验的精髓，就是要避免执著于早期的想法。相反地，尝试新的事物、记录数据，并且利用实操经验判断出哪些是有效的方法。每个失败都能让你从中成长，慢慢修正前进的方向，并对每个细节了若指掌。

这种实验方法的核心精神在于，失败得够快，你才能学得够快。快快制造出产品原型，送到潜在顾客手上，看看顾客的反应。不要等到自己觉得一切够完美了才出手。这么做有四大好处：


	好处1把粗糙的产品原型送到顾客手上，他们会很愿意指出该增加哪些特色或是舍弃哪些部分。这么一来，就等于是直接把顾客拉进自己的产品开发小组。

	好处2早期的产品原型对实验有极大的帮助。价值20美元的产品原型要修改是件小事，但是如果要在已经投资20万美元的产品原型上做大幅修正，可就困难多了。

	好处3定期检视评估自己正在做的事，能够有效监控产品原型后续版本的进展，好开发出最终能够符合你品质标准的产品。

	好处4做出产品原型，能让更多不同类型的人给你回馈。愈多人提供建议和想法，对产品成功愈有帮助。不管这些意见差异多大，都非常宝贵。



皮克斯就是一家将产品原型概念发挥到极致的公司。制作一部动画是个大案子。对皮克斯来说，制作了上千个分镜表最后却没出现在成品中，也是稀松平常的事。所谓分镜表就是电影故事的简单手绘脚本，看起来像连环漫画一样。皮克斯每部电影都有数量惊人的分镜表：


	《虫虫危机》：27565个分镜表

	《海底总动员》：43536个分镜表

	《料理鼠王》：69562个分镜表

	《瓦力》：98173个分镜表



以下是皮克斯制作动画电影的过程：


	首先，电影的导演、编剧小组和分镜表绘制师聚在一起，由分镜表绘制师将分镜表依照故事情节顺序排在一起，来说明电影故事大纲。整个团队就提出回馈和建议，让故事变得更加丰富有趣。分镜表绘制师就再根据众人的意见，回去修改故事。

	编剧小组会定期开会，直到想出满意的剧情发展。然后选出一些分镜表并加上音轨，做成粗糙的原型带，这种早期的原型成品叫做“故事带”。

	这些带子会播放给皮克斯内部员工观看，并请大家提供意见。如果内部意见认为有需要，就会进行重大改变。

	接下来是昂贵的数位动画制作阶段。这些尚未定稿的分镜表，会利用皮克斯的电脑动画技术制成电影，这样就完成了电影的最初剪辑。

	电影的最初版本会播放给一群从未看过这部片子的观众试看，并测试观众的反应，找出其中的问题。通常这时候电影会进行主要剪辑，以厘清故事情节发展，并把台词改得更有趣。在这个阶段，编剧小组会忙到翻，至少得花上半年工夫才能完成。

	电影一完成修饰，就会制作在戏院播放的版本，公关宣传部门也开始为电影造势。这时也可以确定电影上映日期，并安排其他例行的活动。



我们不难看出，皮克斯的产品能够如此成功，是因为及早拿出产品雏形、邀众人集思广益，而不是关起门来暗地发展。这让皮克斯能够在产品公诸于世之前，就能及早发现问题，重复试验并改善缺点。这是非常聪明的做法，也是皮克斯能够如此成功的一项原因。

将早期产品原型呈现给顾客并取得客户回馈，对大型企业来说，并不容易看到其中的好处。以为宝洁公司为例，旗下有价值230亿美元的品牌包括：汰渍、帮宝适和吉列。长久以来，新的创意都在自家彻底检验后，才呈现在客户眼前，这种情形到了2001年新总裁雷夫利上任，才有所改观。雷夫利鼓励每位员工提出产品原型并呈现给潜在的客户。他自己以身作则，将好几项产品原型放在办公桌上。这项作法成效惊人。在他担任总裁和执行长的短短几年，宝洁的市值就增加了1000亿美元以上，公司的内生性年成长率也高达5％到7％。


大师观点

“我的策略向来都是：要错就要错得够快。这意思就是，不用羞于承认我们会搞砸，也不用怕犯错。我们要快快错完，好知道答案是什么。你不可能不经过青少年就直接变成大人。就算我第一次不会成功，我也会很快将错误结束，快到不行。”

——安德鲁·史丹顿，《海底总动员》及《瓦力》导演





第2章　放手玩乐迎接新点子　
英文



在嬉戏、幽默、随兴的气氛下，最容易想出有趣的新点子。这样的环境会让人放得开、忘记自我压抑，敞开心胸欢迎新的想法。想要有创意的新点子，就要带着玩乐的心情工作。
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观察儿童玩耍，你会发现孩子根本不担心自己在做什么，或自己看起来如何。他们的想法很单纯，就是要好好地玩。他们不在乎自己看起来很愚蠢或很严肃，只是随兴之所至，让自己玩得开心。这种放松自在，可以从他们想什么就说什么看得出来。玩耍可以创造极高的正面能量，因为每个人都能放松，而放松容易带来创意。如果你要想出新点子，这就是你需要的气氛。

这该怎么做到呢？每家公司的情况不同，大体上要创造充满活力和正面气氛的工作环境必须有下列三个欢乐点：


	习惯为新点子“加分”，而非批评。也就是说，只要有人向你提出新的看法，不要马上否定。要说你喜欢他们的想法，并且提供你的建议，好改善这个点子，让它“加分”。你可以说：“你提出的这个想法很棒，如果我们把采用大红色，是不是每个人都会眼睛为之一亮？”如果你要求大家在倾听时，都暂时压抑心中的批评，改为提出让新点子更加完美的建议，这样人人都会乐于发挥创意。

	你也可以鼓励大家提出回馈，只要一般性的即可，不需太过仔细。因为提出新点子的人，总会希望是自己把点子改得更妙。不管任何人提出什么想法，都要鼓励，把功劳归在他们名下，并给他们实现想法的机会。

	在职场树立典范，善用幽默，员工就能上行下效。每个人都会仿效老板或主管的作为。如果你希望员工在充满欢乐的地方工作，就让他们经常看到你放声大笑、乐不可支。他们自然而然也会乐于仿效。



皮克斯就是一个力行这些点子的好榜样。在观看电影故事发展的初期草稿时，他们都会使用加分的技巧，提出改善的建议。他们会用非常正面欢乐的态度提供回馈，而不会贬低或打击他人。皮克斯的管理高层团队经常公开坦承，有很多事情他们也不知道答案。约翰·拉赛特在公司里最为人津津乐道的，就是每到了为新电影发想创意的阶段，他就像在糖果店里的小孩一样兴奋。他向来如此利用嬉闹的幽默，为皮克斯创造轻松的气氛。

这一点非常重要。如果构想正处于酝酿萌芽的阶段，充满欢乐幽默气氛的环境特别有帮助，因为此时新点子最容易因批评扼杀而胎死腹中。所有想象出来的可能，都是小赌注的基础，就如同喜剧演员的随兴演出能发展出新的表演素材。这种加分的技巧能够让点子得以成形，并且渐渐达到完美的境界。不过约翰·拉赛特也表达了他的完美主义，他说：“我们从来没有真正完成这些电影，我们只是发行这些电影。”

把小赌注当成向前进步的一种方法，不只对于电影等需要创意的领域有帮助，对于其他各种情境也适用。以拉里·佩奇和谢尔盖·布林为例，他们原本并没有计划要建立一家史上成长最快的新创公司，也没有野心要革新网络搜索资讯的方法。他们一开始只是史丹佛数位图书馆计划的参与者，要找出网络图书馆搜寻结果排序的方法。

两人发现要将结果排序最好的一个方法，就是根据引用这项文献的论文数目。在学术界，一篇研究论文的价值，有一部分就来自引用它的论文有多少。两人采用这个概念，并将之发展成Page Rank演算法。

与此同时，两人开始想办法创造获利。他们在2002年之前提供的网页广告横幅，价格是依个案商讨而定。两人从网站GoTo.com（后来更名为Overture）得到灵感，因而创造了可以自动竞价的Google AdWords广告计划，让广告主可以根据搜寻结果来竞价取得刊登广告的权利。Google AdWords大受广告主欢迎，因为他们可以针对目标客户刊登广告，而且刊登广告的价钱是用公开竞价的方式进行的。

Google总裁施密特原本不太愿意采用AdWords，但是后来他亲眼见到短短3个星期之内的获利是先前采用固定广告价格的2倍，立刻对AdWords大为改观。AdWords很快就变成旗舰商品，为公司带来惊人的营收成长。


大师观点

“如果我试了1000个办法都行不通，我并没有失败。我也不会感到挫折，因为每一个错误的尝试，都会让我更前进一步。”

——汤玛斯·爱迪生

“我以前就读史丹佛商学院时，常听到大家都会说的一件事，就是想要做一番大事业，要走出一条前所未见的路或是开一家新公司。但要这样，得先要有个伟大的计划才行。我之前当过创投投资人，在这份工作中，我发现大多数成功的企业家并不是一开始就有灵光乍现的好点子。所有的好点子，都是他们是一步一脚印，慢慢找到的。”

——彼得·席姆斯

“我相信不管尝试了多少次，错误了多少次，只要不放弃，成功最后一定会来临。因为你已经试过了每一种可能错误的方法，最后剩下的，就是成功的方法。而且，对企业家来说，能够成功的方法，总是最后才出现。什么时候成功会来敲门，你自己会非常清楚。”

——维诺·柯斯拉，升阳电脑公司共同创办人

“顾客对新产品的反应千奇百怪，不管怎么预测规划，都不可能完全料想得到的。”

——杰夫·贝佐斯，网络书店Amzaon.com创办人暨执行长

“在这个变动的年代，能有实验精神不断创新、勇往直前、适应环境的人，就会有绝对的优势。”

——彼得·席姆斯





第3章　沉浸其中从根本了解　
英文



创意不可能无中生有。要激发更多创意，得花一些时间到外面的世界去，搜集新鲜的想法。如果你能从根本了解事物运作的方法，也就更能知道人们的渴望，了解如何满足顾客的需求。
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如果你开始亲自动手体验一切，就会知道，理论完全无用武之地。动手做会让你发现新的问题、想法、需求和渴望，这是站在门外观望不可能得到的。借由观察、探索以及亲自体验，你会有崭新的脑袋。这个动手做的过程，包括以下三个不同的方面：
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■深入体验：要做出有创意的产品，你必须实际体验顾客的生活，对顾客遇到的问题才能感同身受，找出解决之道。穆罕默德·尤努斯正是这么做。尤努斯是经济学教授，在孟加拉吉大港大学教授经济学理论。由于担心1974年一场严重的饥荒带来的影响，他离开教职，想要从印度最贫穷人民的角度，来了解贫穷。他和农民一起在田地里，也和工作的妇女相处，了解她们一天如何花10个小时来分离稻谷和稻草，以求得一家温饱。尤努斯很惊讶地发现，其实只要极少数的金钱，就能大大改善穷人的生活。从这些与穷人生活的体验之中，他决定创造一个照顾穷人的银行，最后建立了乡村银行。印度的金融界一直认为穷人没有偿债能力，但接下来的几年，乡村银行借贷给印度穷人的金额已超过65亿美元，而且贷款偿还率一直在98％以上。尤努斯被称为微型贷款之父，最后因为他的贡献得到诺贝尔和平奖。


大师观点

“我想做的是解决一个迫在眉睫的问题。当你把世界握在手中，从居高临下的角度来看事物，很容易变得自大。如果你站得太远，你并不知道其实这样的距离会让真相看来很模糊。我做了许多的尝试，有些成功，有些失败。”

——穆罕默德·尤努斯

“在这栋大楼里，没有什么叫做事实，只有意见。”

——史蒂夫·布兰克，商用软件公司E. piphany共同创办人及柏克莱商学院讲师



■广泛探索：皮克斯电影里的点子通常来自真实世界中的观察与经验。《汽车总动员》的编剧小组沿着66公路旅行，参观赛车场和底特律车展。创作“拖线”（Tow-Mater）的灵感来自在老旧废弃拖车场里的一辆生锈拖吊车。《海底总动员》的编剧小组则参加潜水课程，研究珊瑚礁，并且聘请鱼类专家给他们上课。他们对任何跟鱼有关的事物都好奇得不得了，而这种追根究底的精神正是他们创造故事的重要动力。


大师观点

“所谓创意就是串连事物的能力。如果你去问有创意的人，他们究竟如何得到这些灵感，他们会觉得有点罪恶感，因为他们并没有真的去想这件事，只是过一阵子，点子自然就出现了。那是因为他们能消化整合旧有经验，产出新的想法。能够这么做，是因为他们的生活经验比一般人更丰富，或者是他们对于事物的体验比常人更为深刻。只是很不巧，很少人能够做到这样。在我们这一行，大多数的人并没有多元丰富的经验，所以并没有足够的点可以串连，最后只有经过线性思考想出答案，无法用宏观的角度来看待问题。”

——史蒂夫·乔布斯



■专注聚焦：切特·皮普金是知名贝尔金资讯公司的创始人，该公司年营业额有10亿美元，从未依靠外来资金。在创立这家公司之前，皮普金花了好几个月的时间待在几家电脑专卖店，观察客户并且和销售人员建立交情，努力找出自己能帮忙解决的问题。最后，他发现这些店家并没有提供连接印表机和其他装置的电线。顾客必须再跑一趟别家店买电线，才能让新买的机器运作。皮普金捆了十条电线，就开始这样做起生意来了。贝尔金公司就靠如此敏锐的洞察力，找出还没有人发现到的商机，大发利市。紧贴客户身边、亲自体验顾客遇到的问题和需求，并专注解决顾客的问题，正是贝尔金公司成功的重要原因。

创立戴尔电脑公司的构想，来自其创办人暨执行长迈克尔·戴尔，他想知道为何一台电脑的价格是其零件价格的5倍。“我会把电脑拆解开，找出为何价值600美元的零件组合在一起能卖到3000美元。”思考这个问题的同时，创立一家个人电脑公司的想法就浮现了。在研究成功创新者的报告里，经常会提到“追根究底”的影响力。

如果观察网络书店Amzaon.com的创办人杰夫·贝佐斯，会发现他除了说“为什么要这样？”，也一样常问“为什么不行？”，而这正是他最佳的竞争优势。如果眼前有个机会，你有技术，也有些优势，而且这领域商机无限，就一定会有人问你“为什么？为什么要做？”但是问“为什么不做？”也一样是个好问题。当然，不去做或许有些好的理由，例如资金问题，或是现在手上的工作面临重要关头，需要专心解决。在这种情况下，如果有人问“为什么不做呢？”你会说，“因为……”问题是都没有人这么问。所以我有一位在国际知名设计公司IDEO的好友莱恩·贾克比才会说，问题就是新的答案。



第4章　定义问题从解决小问题开始　
英文



一旦你沉浸在顾客的世界中，就有足够的洞见描绘出顾客面对的真实问题。你愈能清楚定义这些问题，就愈容易找出真正有效的解决办法。新的解决之道通常会随着问题而来，所以一定要亲自深入体验。
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每个人多少都受到一些不同的限制。要想出有创意的好点子，就要找出是哪些事让你束手束脚。采取行动，想办法把这些限制转换成优势。换句话说，要利用这些限制，强迫自己因为这些限制而发挥出更多创意。

我们拿软件研发来作例子。假设你受命研发一款新的商业软体，你会怎么着手进行？传统上设计软件，采用的是“瀑布模型法”。
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若依照瀑布模型法来开发软件，要先找出问题，再依照由上而下的顺序设计和开发软件。需求分析完成后，下一阶段便是软件设计，其后依序是执行、测试和安装。需求文件通常长达上百页，此外，软件编写和执行都要依甘特图上详细记载的各阶段专案任务和时程来进行。

瀑布模型法有下列缺点：

专案经理很难在一开始就预料到所有使用者想要的功能，并将之纳入开发需求中。依照瀑布模式开发的许多功能，在最终版的软件中，可能都因无用被删除。

在开发软件所需的一至两年中，相关的趋势或技术可能已产生极大变化，因此软件可能都还没发行，就已经过期了。如果专案在规划前期就有问题，整个计划可能会完全停滞不前。


大师观点

“限制能让问题变得集中而且具体，让你清楚知道要克服的挑战是什么。”

——玛莉莎·梅儿，Google副总裁



除了传统循序渐进的瀑布模型法，还有“敏捷软件开发模型”。依循这个模式，整个软件开发专案会先分成数个较小的问题，每个问题会依重要性加以排序，然后依使用者实际需求提出解决方案。有数个团队共同合作，但不是一次解决巨大的问题，而是一次解决一个小问题。
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敏捷软件开发模式非常有效率，因为它让业务和营销人员根据客户的意见，提供对软件开发的看法。开发小组可以知道软件是否有效呼应顾客的需求，并能加以调整。由于加入更多的功能，软件可以经常更新。要产生创意也更有机会，因为程序开发人员要解决的是较小且具体的问题，而不是大规模的抽象问题。

采用敏捷开发模式有极佳成效的一家公司，就是电玩发行商美国艺电。该公司创办人暨前任创意长本·戈登，就曾提出把长期专案中的大任务，划分成能在1至2周解决的小问题，这样开发人员会变得更有创意。艺电把这种方式叫作“蚕食法”，是该公司一项主要的竞争优势。

敏捷开发模式将大问题切分成数个小块，而后“蚕食”之，这么做的一项重要优点是，如果有错误也可以很快结束。小规模的开发小组不花费太多的力气，就能够很快知道客户喜欢什么、不喜欢什么。随着客户对软件提供愈来愈多回馈、接受度提高，开发小组能够确定客户希望软件未来朝什么方向发展。


大师观点

“要能够有效地善用限制，必须有所作为。有些限制显然是外在束缚，例如软件架构。而有些时候机会看似无限，反而无从下手。在这种情况下，自己给自己加上一些限制是非常有效的做法。先把较大的目标或计划切分成几个较小的问题，限制每个问题的范畴，一次只解决一个重要问题，接着再解决另一个重要问题，各个击破。”

“练习把大问题切分成较小的问题，再各个击破，能让我们克服面对不确定的恐惧，大胆地发挥创意。此外，尽管有些外在所加诸的限制非常讨厌，却可能是极为有用的出发点。这正是限制的一体两面。如果我们能够将眼前的任务清楚界定为具体的问题，我们就更容易找到独特的解决方法。”

——彼得·席姆斯





第5章　修正方向善用成长型思维　
英文



想要激发创意，思考就要有弹性。其中一个方法，就是从众多的小成就中累积经验，激荡出创意的火花。能不断从一个又一个的小成果中，吸取前进的动能，成功指日可待。
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多元与差异绝对有助于产生创意。只要将不同背景、观点和信念的人集合在一起，一定会发生有趣的事。因此一流的创新者，特别重视串连不同背景的人，如此一来，可以强迫大家挑战旧有的想法，创造新的视野。

多元与差异虽好，但是如果要真正让小赌注理论真正产生作用，你一定要把僵化型的思维转换为成长型的思维。两者之间的差异如下：
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如果你找来一群有成长型思维的人，一定能够做一番大事业。我们再拿皮克斯做例子。史蒂夫·乔布斯在1985年以500万美元从乔治·卢卡斯手中买下皮克斯时，它是家失败的电脑硬件公司。后来皮克斯变成软件和电视广告公司，董事长爱德·卡姆尔要求专注在电脑动画电影上。迪士尼动画家约翰·拉赛特加入皮克斯，并且制作了一系列的短片，每一部短片都愈来愈精彩。正是因为这样，皮克斯渐渐学会如何制作电影动画。

如果要找出一个皮克斯独有的特点，那应该就是对于学习新事物和要求员工不断超越自我，这家公司永远有无比的热诚。


大师观点

“众人经常和我意见相左，而我也常常是错的那一方。如果员工和我或是和约翰·拉赛特或是其他董事持相反意见，并不会因此受到任何责罚。我们都是就事论事。不因批评工作而受到处罚，大家更愿意说出心里的真话。”

——爱德·卡姆尔



要说哪家公司能不断学习，皮克斯就是个完美的典范。这家公司向来不断寻找并善加利用新的学习资源。一个有力的证据就是延揽了华纳兄弟的导演布莱德·博德。他在华纳兄弟刚完成《铁巨人》，票房极糟。爱德·卡姆尔、约翰·拉赛特和史蒂夫·乔布斯告诉他：“我们最害怕的事就是，觉得自己什么都会了。希望你来给我们一个震撼教育。如果你觉得我们做得不好，我们会详细解释原因，但如果你能够说服我们，我们也可以听你的，用不一样的方式来做事。”

有了这些鼓励，加上公司推崇成长型的思维，布莱德·博德提出一个大胆的电影计划，也就是后来的《超人特攻队》。根据皮克斯技术小组最初的估计，这部电影的制作成本大约是5亿美元，并且需要花上10年的时间才能完成。于是博德开始动手。他找来一群皮克斯内部对现状不满意的员工，这群人对皮克斯整体工作流程有独特的看法，建议公司要大刀阔斧地改变。

众多改变的其中一项，就是更改了分镜表和电脑动画标准。例如他们创造了博德所谓的超精细分镜表，好模拟摄影机动作，来显示场景影像的哪些部分需要精细完美（例如凸显纹理或质感），那些不需要。这让动画师得以将力气专注于电影中最需要突显的部分，例如电影情节中最精彩的动作场面。相较于皮克斯的前一部电影《海底总动员》，虽然《超人特攻队》的场景是其3倍之多，但是每分钟所花的成本却比较低。


大师观点

“成功会掩盖问题。最好的指标就是看危机发生时，我们如何应对。即使在变动中，我们也需处变不惊。”

——爱德·卡姆尔



这个用来产生创新的小赌注理论，非常有助于激荡创意，因为它鼓励以探索为乐的成长型思维。在实务上，如果你愿意付出小赌注，只是坦承自己并非一开始什么都知道。不管付出这个小赌注后成功或失败，都能帮你将注意力更集中在领悟上。不将自己困在无穷尽的计划周期中，而将想法付诸实践，可以让你直接体会到自己的想法有哪些风险和缺点。

如果你把一群人聚集在一起，并结合小赌注理论与这些人的专业知识，就能从这些人身上都学到一点。顾问团组成愈多元，你的资讯来源就愈丰富，能够利用的资源和想法就愈广泛，而且有更多双眼睛和你一起紧盯眼前的挑战。善用团体智慧，能让你自己的思考变得更有创意，让未来有更多、目标更明确的小赌注可以利用。



第6章　反复执行追求完美创新　
英文



创意不可能一出现就已经完美成形，要不断调整改进，才能达到一流的水准。要变得更有创意，要不断执行并修正想法。随时尝试新的思考方式，将不同的想法串连在一起，以激荡出创意的火花。
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愿意尝试新事物的早期采用者是难得的人才，他们不仅引领品味流行，也是主动挑战极限的人。这些人能帮助你创造绝妙新点子，够聪明的话，应该邀请他们来当你的创意开发伙伴。

在20世纪60年代，俄亥俄州州立大学传播与社会学教授埃弗雷特·罗杰斯，在其重要研究中提出了创新传播的理论后，早期采用者的影响才真正受到重视。他指出新科技通常用以下方式传播到大众市场：
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为了激发创意，许多公司现在都会建立早期采用者的社群，来测试他们对产品的反应，然后根据他们的回馈来发展和改良产品，使产品能更加完备，在大众市场的得到接纳。


大师观点

“找出一些你觉得是早期采用者的客户，请他们来试用新产品并且指出喜欢和不喜欢的部分。此外，如果客户喜欢这个新产品，请他们和别人分享美好经验，这样落后者就会跟进。”

——克里斯·琼，宝洁全球开放创新计划小组资深执行



在1970年代，麻省理工学院的经济学家艾瑞克·冯希培的一项研究指出，不论是科学仪器、半导体或热塑性塑胶产业，许多产业75％的创新来自“积极使用者”或“带头使用者”。这项研究显示，如果你想要引进新产品到市场，这群能够引领风潮的消费者是绝佳的合作伙伴。


大师观点

“消费者通常要看到产品，才会知道自己想要什么。”

——史蒂夫·乔布斯



显然，早期采用者能够帮助改进的是现有具体的产品，而不是突破性抽象的构想。史蒂夫·乔布斯说得好，消费者不知道什么可行，所以很少能够提出有突破性的构想，带头使用者和早期采用者提出的想法虽不一定能让人耳目一新，但通常也有重要的价值。

说到善用早期采用者的回馈来确立执行方向，3M就是一个好例子。在1990年代中期，3M开始与早期采用者合作，以产生更佳的新产品构想。等到2002年分析这些合作所产生的结果时，才发现3M与早期采用者合作产生的创意，平均带来价值1460亿美元的收益，是3M过去闭门造车的8倍。

另一家熟知积极使用者对产品开发有极大贡献的公司，是软件巨擘SAP。该公司约有50％的产品更新，是来自积极使用者提出的建议。SAP已做到设立线上社群，让软件使用者能够彼此沟通并和SAP的开发人员互动。使用者可以提出问题或改善产品的建议，或是分享软件的最佳使用方法。SAP一直用这个方法得到许多改善产品的创意。

想要邀请积极使用者来参与产品或服务开发，通常最大问题就是要先找到这群人。但是积极使用者为数不多，因为创新者加上早期采用者，才占了所有消费者的16％。要找出这一群极少数的人，通常要看谁已经解决过类似问题，再用滚雪球的方式，找出他们的同好。你可以想办法把这些积极使用者聚在一起，请他们提供意见和想法。

20世纪70年代中期，北加州有一群狂热的职业和业余脚踏车手，开始把自己的脚踏车改装成越野脚踏车，好在当地山区骑乘。他们把薄轮胎拆了，装上厚轮胎，改装刹车系统，并修改整个脚踏车的结构。当地这股风潮感染了更多脚踏车爱好者，到了20世纪80年代早期，脚踏车制造商才终于注意到了，越野脚踏车的市场于是开始起飞：到了2004年，登山脚踏车占所有脚踏车总销售量的65％以上，销售额高达580亿美元。与登山脚踏车相关的商品不胜枚举，市场商机无穷。懂得观察这些早期采用者的人，应该早就看出这股风潮会引领流行。

反复尝试的精神在于，今天努力产生一些小小的成果，这些成果能提供足够的动力，让你在未来完成更高的目标。
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要在未来产生创新的最好方法，就是随时投注许多小赌注，然后将点子去芜存菁，留下其中可行的想法，作为进步和努力的基础。



第7章　勇敢挑战未知的创新精神　
英文



小赌注就是用实验的精神来找出该做什么。小赌注可以用来找出有价值的新点子，并且透过不断测试，找出其中值得持续投资的部分，来验证想法是否正确。也因此，小赌注变成一种探索发现的方法。承担较小的风险，采取小规模的行动，意味着可以在投入更高的赌注之前，就已经找到问题、规划出答案，并且确认这些想法可行。
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有实验精神的创新者，会制作许多成本不高的原型产品，找出其中有潜力的产品加以发展。这和许多大公司采用的由上而下创新法并不相同。小赌注的重点在于从问题的根本出发，找出可能的解决方法。创新者就是采取这种实验方法找出问题，再将问题各个击破。

爱好实验的创新者通常带着无比的好奇心，想找出充满创意的新点子。他们会走到外面的世界，沉浸其中，如同尤努斯用最贴身的方式了解印度的贫穷。皮克斯制作电影也运用类似的方法，例如在制作《海底总动员》之前，他们潜到海底去上课，仔细观察热带鱼的一举一动和海底世界的一切。这并不是有人交给皮克斯团队一张地图和一份可以依样画葫芦的说明书，让他们照做就好。他们是通过亲身体验，找出适合自己的创新方法。创意是一种生活方式。小赌注理论提供一套有效的步骤，让你用全新的方式看待生活和工作，我们邀请你来亲身体验、把握用小赌注能创造的机会。

惠普公司是实践小赌注理论极好的例子。在早期，该公司的共同创办人比尔·休利特经常利用他所称的“小赌注”找到意外的机会。1972年，惠普第一台计算机准备上市，有人担心HP-35一台要价400美元的零售价格太高，因为当时市场上根本还没有科学计算机。一家市场调查公司甚至预测，这款计算机根本半台都卖不出去，但比尔·休利特说：“我们为什么不制造1000台来卖卖看呢？”接下去的5个月，惠普一天就能卖出1000台计算机，而且几乎都供不应求。比尔·休利特和大卫·派克掌理惠普的时候，从来不做传统的市场调查。成功的创意都来自厘清问题的根本、倾听客户和研发客户所建议的产品：从1939到1999年，惠普每年有平均18％的成长率。

然而，到了20世纪90年代中期，比尔·休利特和大卫·派克两人就退休了。接手惠普的新一代经理人来了，他们做市场分析、研究和开发产品，接着在市场营销和销售策略上进行大量投资。惠普开发出一些了不起的产品，像平面显示器、不断电系统以及智慧居家监视系统。但这些花了十几亿美元开发的产品，最终都失败了。惠普的经理人并没有利用许多小赌注，来找出顾客真正需要的东西，而是靠着参考竞争对手成功的领域，来找出自己发展的目标。这么做根本就行不通。

惠普一度因为落入“理性的假象”而迷失方向。所谓理性的假象，就是在纸上看起来说得通的假设，到了真实的世界，就变成非常荒谬的假象。而小赌注理论强调每件事的根本都必须在真实世界中得到验证，以能承担的风险进行许多小规模的实验，不做孤注一掷的生意。小成本小规模的实验可以让你知道什么可行、什么行不通。（惠普在1971年的产品型录中，列出了1600项产品，大多数产品每天平均的销售数量不到10个。每100项产品中，只有6项是受市场欢迎的明星产品。）

经验丰富的企业家会事先考量自己愿意承受多大的损失，而非事先计算预期的收益。从考量损失的原则来看，将小赌注理论运用在企业营运也很有效。

小赌注理论不只适用于企业，其他许多领域亦然。以教育为例，孩童天生就充满好奇心，而且喜欢从实操中学习，但现在学校的设计却采取工业时代的心态，而不考量知识经济的趋势。创新和发现源自某些能力：能够挑战看似匪夷所思的种种可能性、勇敢探究未知；在成功之前，即使犯错也能处之泰然；能在真实生活中扮演热情的观察家、用开阔的胸怀拥抱不同的经验和想法；思考能够天马行空、不画地自限或限制他人；能用成长型思维度过人生的阴霾和低潮；能和他人合作互动、随兴发展创意；而且就算受到世俗异样的眼光，不论多久，也能愿意坚持理想。


大师观点

“很少学校教学生如何创造知识。相反地，大多数学校都告诉学生，知识是个静态完整的系统。学生变成利用知识的专家，而不是主动创造知识的个体。”

——凯思·索耶，华盛顿大学教授

“知名科学发明家艾伦·凯曾说‘预测未来最好的方法就是创造未来。’毕竟，生命是个充满创意的过程。这个过程从一个小赌注开始。你的小赌注是什么？”

——彼得·席姆斯





Main Idea



Build up great outcomes from little bets　
中文
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The best way to come up with brilliant new ideas is to discover them by placing lots of "little bets" on promising ideas. By planting lots and lots of seeds, you're then positioned to build further on what works and drop what does not. If an experiment doesn't work out, it's not a major problem because you haven't committed lots of resources to your development project.

This little bets approach to innovation suggests failed experiments are fine, they come with the territory when you're trying to do something fresh and original. In fact, it's better to fail fast while the stakes are low than to head down a blind alley which ends up costing you much more later on. By using an experimental, iterative, trial-and-error approach, you can gradually build a breakthrough and fine tune as you go along.

Little Bets is based on the proposition that we can use a lot of little bets and certain creative methods to identify possibilities and build up to great outcomes. At the core of the experimental approach, little bets are concrete actions taken to discover, test, and develop ideas that are achievable and affordable. They begin as creative possibilities that get iterated and refined over time, and they are particularly valuable when trying to navigate amid uncertainty, create something new, or attend to open-ended problems. When we can't know what's going to happen, little bets help us learn about the factors that can't be understood beforehand.


Key Thoughts

"Most successful entrepreneurs, especially those who start businesses with limited capital, operate in this experimental way when trying new ideas. They think of learning the way most people think of failure."

—Peter Sims





Chapter 1　Experiment and move forward to success　
中文



Experimenting is all about failing quickly so you can accelerate your learning. You try and fail forward by running lots of small experiments using low-cost prototypes to find what works and what doesn't. The key, however, is to be learning from each experiment you run and not just to throw lots of staff at the walls and see what sticks.

[image: 414-12E]


The essence of experimenting is to avoid becoming wedded to your ideas early on. Instead, you try new things, track the data and figure out what's effective and what's not through hands-on experience. You learn from countless failures and that way gradually fine-tune what works and what does not in clear and vivid detail.

The whole idea with experimenting this way is you want to fail quickly so you can learn fast. Rather than strive for excellence before you ship, you make a rough prototype and get it into the hands of potential customers and see what they think. The advantages in doing this are numerous:


	By getting a rough prototype product into the hands of customers, they can come back and suggest what features should be added and which should be dropped. You effectively draft your customers into your product development team.

	Early prototypes facilitate more experimentation. It's easy to make changes to a $20 prototype but much harder to make substantial charges when you've invested $200,000 in making the prototype.

	By critiquing what you're doing on a regular basis, you can monitor progress on successive versions of product prototypes until you come up with something which meets your quality standards.

	Prototypes enable you to get comments and feedback from a larger cross section of people. You can take on board suggestions and ideas from more people which generally helps because you get a diversity of opinions and fresh ideas.



One company which does prototyping exceptionally well is Pixar. Developing a motion picture is a major project and it's not at all unusual for Pixar to create thousands of storyboards which contain ideas which don't get used in the final product. A storyboard is a simple hand-drawn comic book version of an idea for the movie. Pixar generates a huge number of storyboards for each movie it makes:


	27565 storyboards for A Bug's Life


	43536 storyboards for Finding Nemo


	69562 storyboards for Ratatouille


	98173 storyboards for WALL-E




Here's how Pixar develops a feature film:


	The film's director, story development team and storyboard artists meet. The artists pitch their plot for the movie by cobbling together a rough sequence of storyboards which outline the potential plot of the movie. The group provides feedback and makes suggestions as to how the story could come together better. The artists then go away and work on this a little bit more.

	The story development team keep meeting periodically until they come up with a story line they like. A rough prototype is then made which combines the selected storyboards and a voice track. These early prototypes are called "reels."

	The reels are shown internally and Pixar employees provide feedback on what they like and what they don't like. Substantial changes are made to respond to that initial internally generated feedback.

	Pixar then moves to the expensive digital animation stage. The work-in-progress storyboards are committed to film using Pixar's computer animation technologies. A rough initial cut of the movie is put together.

	Version 1 of the movie is then shown to a test audience of people who have never seen it before. They are quizzed on their reaction and problems are identified. It's normal for the movie to now undergo a major edit clarifying plot-lines and coming up with better ways to say things. This can take six months or longer of frantic effort on the part of the development team.

	Once the movie has been refined and polished to this point, a theater-ready version of the movie is then made and the public relations machine gets into action creating awareness of the upcoming movie. A release date can then be finalized and all the usual activities scheduled.



The whole point is Pixar makes its product better by getting an early draft version of its movies out attracting comment rather than keeping its ideas locked up in secret. This gives Pixar the ability to recognize where there are problems, iterate and improve before the glare of public scrutiny falls on what they're doing. This is a very smart way to operate and it explains in part Pixar's impressive sequence of success.

The value of getting early prototypes in front of customers and gauging their reaction doesn't come easily to large enterprises. Take Procter & Gamble, for example. P&G has twenty-three billion-dollar brands including Tide, Pampers and Gillette. For years, new ideas were exhaustively vetted before being put to users but when new CEO A. G. Lafley was appointed in 2001, he changed that. Lafley encouraged everyone to start making prototypes and getting them in front of potential customers. He led by example keeping several product prototypes sitting on his desk. The results were dramatic. Within a few years of Lafley taking over as CEO and Chairman, P&G's market value increased by more than $100 billion and the company started achieving 5 to 7% annual organic growth rates.


Key Thoughts

"My strategy has always been: be wrong as fast as we can. Which basically means, we're gonna screw up, let's just admit that. Let's not be afraid of that. But let's do it as fast as we can so we can get to the answer. You can't get to adulthood before you go through puberty. I won't get it right the first time, but I will get it wrong really soon, really quickly."

—Andrew Stanton, director, Finding Nemo and WALL-E





Chapter 2　Play for fresh ideas　
中文



The best atmosphere for coming up with interesting new ideas is one that is playful, humorous and improvisational. This kind of environment works because it quells inhibitions and creates an atmosphere where new ideas are welcomed and embraced rather than prematurely judged. To come up with fresh ideas, get into the habit of playing while you work.
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If you observe some kids playing, they don't give much time or attention to worrying about what they're doing or even how they look. They have the simple goal of enjoying themselves. They feel free to be silly or serious and to do whatever comes to mind. That lack of self-censorship shows through in the fact they say what they think. Playing creates lots of positive energy because everyone relaxes. If you want to come up with fresh ideas, this is exactly the kind of atmosphere you want to be in.

So how do you do that? Specifics will vary from one firm to another but some ideas you can try to create an upbeat and positive workplace environment are:


	Get into the habit of "plussing" rather than judging new ideas — that is, whenever someone suggests a new idea to you, don't tell them why it won't work. Instead, tell them what you do like about their idea and try to add your own suggestions on how to "plus" or improve the idea. You might say, "You know, I really like this one-button idea you've suggested, and what if we were to color it bright red so nobody would miss it?" By insisting that each listener suspend their judgment and instead be required to add to the idea being put forward, you then get new ideas being proposed in a very upbeat manner.

	You can also encourage everyone to give general rather than specific feedback — with the idea the person developing the idea can then be motivated to make improvements on their own terms. Applaud ideas anyone puts forward and give them a chance to develop them fully. Let them own their ideas.

	Set a good example of using humor in the workplace — by taking advantage of the HiPPO phenomenon. HiPPO stands for "the highest paid person's opinion" which simply means everyone will follow what the boss (or the highest paid person in the place) does. If you want your people to work in a fun atmosphere, let them see you laughing and enjoying yourself frequently. That will give them the green light to do likewise.



Again Pixar is a great example of these ideas in action. When people view the early drafts of ideas for their movies under development, they always use plussing to try and come up with suggestions for enhancements. Feedback is always given in an upbeat rather than a derogatory manner. And refreshingly, Pixar's senior management team candidly and openly admit they don't have all the answers. John Lasseter in particular has an in-house reputation for being like a kid in a candy store when it comes to the idea-generation phase for a new movie. He constantly and consistently uses playful humor to set the right tone for Pixar.

This is an important point. A playful, lighthearted, and humorous environment is especially helpful when ideas are incubating and newly hatched, the phase when they are most vulnerable to being snuffed out or even suppressed because of being judged or self-censored. The imagined possibilities become the basis for little bets, just as comedians improvise to develop new material. Plussing then forms the basis by which to build ideas toward perfection. However, as John Lasseter expresses his perfectionism, 'We don't actually finish the films, we release them.

Making little bets as a way to move forward doesn't just work in a creative field like making movies. It also works in all kinds of other settings. Take the example of Larry Page and Sergey Brin. They didn't develop a business plan to create one of the fastest growing startups in history. Nor did they set out to revolutionize how people searched for information on the Web. Their initial project as collaborators was the Stanford Digital Library Project which set out to find a way to prioritize online library searches.

Page and Brin decided one of the best ways to do this was to prioritize results according to how many other sources cited that reference. In the academic world, a research paper is judged in part by the number of other papers which cite it. Page and Brin took that concept and developed it into their proprietary PageRank algorithm. They then started offering free use of their algorithm through their Google Web site.

As they did this, Page and Brin started looking for a way to generate revenue. Until 2002, they offered banner ads for fees which were negotiated individually. They then borrowed an idea from Go To.com (later renamed Overture.) Page and Brin created Google AdWords, an automated auction-based system which allows advertisers to bid for the right to run ads alongside search results. Advertisers loved AdWords because it allowed them to target their ads and the prices were set in open auctions.

Google CEO Eric Schmidt was reluctant to adopt AdWords until he saw for himself that over a three-week period, AdWords generated twice as much revenue as the previous fixed-price model had generated. Soon AdWords became Google's flagship product and the company's revenues exploded.


Key Thoughts

"If I find ten thousand ways something won't work, I haven't failed. I am not discouraged, because every wrong attempt discarded is just one step forward."

—Thomas Edison

"While I was attending Stanford Business School, one of the most common things I would hear people say was that they would do something new — take an unconventional career path or start a company — but that they needed a great idea first. I had worked before then as a venture capital investor, and in that work, I had learned that most successful entrepreneurs don't begin with brilliant ideas - they discover them."

—Peter Sims

"I believe in bumbling around long enough to not give up at things. And eventually success comes your way, because you tried to fail in every possible way, the only way that's left is the one successful way, and always, for entrepreneurs, seems to come last. It's so obvious when it comes."

—Vinod Khosla, cofounder, SUN Microsystems

"You can't put into a spreadsheet how people are going to behave around a new product."

—Jeff Bezos, founder and CEO, Amazon.com

"In this era of change, being able to create, navigate and adapt using an experimental approach will be a vital advantage."

—Peter Sims





Chapter 3　Immerse experience things firsthand　
中文



Innovation never happens in a vacuum. To encourage more innovation to happen, you've got to take the time to get out in the world and gather fresh ideas and insights. If you absorb how things work from the ground up, you'll better understand what people are trying to achieve when they do things and how you can meet those needs more fully.
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When you experience things firsthand, a lot of theory goes out the window. You become aware of fresh problems, ideas, needs and desires which aren't obvious from the outside. By observing, exploring and most of all experiencing what's going on, you can develop new ideas from the bottom up. There are three separate activities which are involved here:
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■Go deep — To come up with innovative ideas, you've got to walk in the shoes of the people who live with the problem you're trying to solve day-in and day-out. This is what Muhammad Yunus did. He was an economics professor at Chittagong University in Bangladesh where he taught economics theory. Becoming concerned by the effects of a severe famine which came along in 1974, he left his university and tried to develop what he called a "worm's-eye view" of poverty from the perspective of India's poorest people. He spent time with farmers in their fields and women who were working ten hours a day separating rice from straw in order to feed their families. As he did that, Yunus was stunned to realize very small amounts of money could make a huge difference to people's lives. He discovered a loan of $27 was enough for a farmer to become self employed. Yunus came away from his close-up experience with a determination to build a bank which would cater to the needs of India's poor and was eventually able to start the Grameen Bank. The Indian banking community had always assumed the poor were not creditworthy but in the following years, Grameen would lend more than $6.5 billion to India's poor while maintaining repayment rates consistently above 98 percent. Yunus became known as the father of micro-lending or micro-finance and eventually earned a Nobel Peace prize for his efforts.


Key Thoughts

"All I really wanted to do was solve an immediate problem. When you hold the world in your palm and inspect it only from a bird's-eye view, you tend to become arrogant — you do not realize things get blurred when seen from an enormous distance. I tried a great number of things. Some worked, others did not."

—Muhammad Yunus

"No facts exist inside the building, only opinions."

—Steve Blank, cofounder of E. piphany and lecturer at Berkeley's School of Business



■Go wide — Ideas for Pixar's films generally originate from their real world observations and experiences. The team that developed Cars went on road trips along Route 66, to racetracks and to the Detroit auto show. They based the idea for "Tow-Mater" on a rusty tow truck they came across in an old abandoned car-wrecker's lot. The Finding Nemo team went on scuba diving trips, studied underwater reefs and hired professors to give them specialist lectures on fish. They were incredibly curious about anything and everything to do with fish and that inquisitiveness fueled their development work.


Key Thoughts

"Creativity is just connecting things. When you ask creative people how they did something, they feel a little guilty because they didn't really do it, they just saw something. It seemed obvious to them after a while. That's because they were able to connect experiences they've had and synthesize new things. And the reason they were able to do that was that they've had more experiences or they have thought more about their experiences than other people. Unfortunately, that's too rare a commodity. A lot of people in our industry haven't had very diverse experiences. So they don't have enough dots to connect, and they end up with very linear solutions without a broad perspective on the problem."

—Steve Jobs



■ Get focused — Chet Pipkin is famous for founding a company (Belkin) which grew to $1 billion in annual sales without outside funding. Before starting his own company, Chet Pipkin spent months hanging out at computer stores observing customers and getting to know the sales staff. He spent that time searching for problems he could help solve and eventually noted the computer stores didn't carry cables for hooking up printers and other devices. Customers would have to go to Radio Shack before they could get their new machines up and running. Pipkin made a batch of ten cables and sold them to his local computer store and he was in business. Since then, Belkin has grown into an impressive enterprise just by finding and then filling market opportunities nobody else has noticed. Getting alongside customers and experiencing firsthand the problems and frustrations they have and focusing on those has been an essential part of Belkin's success.

The idea for Dell Computer initially sprang from Michael Dell, founder and CEO, asking why a computer should cost five times as much as its parts. 'I would take computers apart and would observe that $600 worth of parts were sold for $3000,' Dell shared. In laboring over the question, Dell's personal-computing business model ideas emerged. The power of asking probing questions like these emerge time and again in studies of successful innovators.

Those who observe Jeff Bezos find his ability to ask "why not?" as much as "why?" to be one of his most advantageous qualities. 'When something seems like an opportunity — it seems like you have the skills, and maybe some kind of advantage, and you think it's a big area — you will always get asked the question "Why? Why do that?" but "Why not?" is an equally valid question. And there may be good reasons why not — maybe you don't have the capital resources, or parts of your current business require so much focus at this key juncture that it would be irresponsible. In that case, if somebody asked, "Why not?" you would say, "Here's why not…" But that question doesn't get asked. That's why, borrowing a phrase from my friend Ryan Jacoby at IDEO: Questions are the new answers.



Chapter 4　Define problems and solve the small problems one at a time　
中文



Once you've immersed yourself in a customer's world, you're then armed with insights you can use to map out the real world problems they face. The clearer your understanding and definition of these problems, the better because you want to come up with solutions which work. Problems almost always lead to new solutions so go deep.
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Everyone has constraints of one kind or another. To come up with creative ideas, take the constraints which exist and turn them into action. That is, find a way to use those constraints to your advantage by harnessing them to force you to be more creative in your approach.

To illustrate how this works, take the field of software development. Suppose you are tasked with developing a new piece of commercial software. How would you go about developing it? The traditional approach is to use the "waterfall method" of software design:
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In the waterfall method, problems are identified and the software's designs and solutions are decided upon first in a top-down manner. The program's requirements are specified and those requirements then flow down to the software's design. The design in turn flows down to how the software will be implemented, tested and installed. It's not unusual for a requirements document to run 100 pages or longer and for coding and implementation to be governed by Gannt charts setting out project tasks and projected time lines.

The problems with the waterfall method are:

It's hard for project managers to anticipate every conceivable feature users might want at the outset and to include those in the requirements. Many features which get developed using the waterfall method get dropped for the final version of the software.

The world might change during the one- to two-year development time line making the software outdated even before its release. If there are any problems in the up-front planning, the entire project will be dead in the water.


Key Thoughts

"Constraints shape and focus problems and provide clear challenges to overcome."

—Marissa Mayer, Vice President, Google



An alternative approach to the waterfall method is called "agile development." Under this model, a software development project is broken down into smaller problems, each of which are prioritized and then completed and released based on actual user needs. Teams collaborate to solve the small problems one at a time rather than tackling the large scale problem.
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The agile development model works well because it allows the sales and marketing people to have input into how the software should evolve based on the constraints customers talk about. The development teams can learn as they go along how well the software is doing in addressing the needs of customers and make adjustments. Frequent updates of the software can be made as more features are added in. There is more chance for creativity to bubble to the surface because developers are working on small localized problems rather than more abstract big picture issues.

One company which has used agile development strategies to good effect is video game maker Electronic Arts (EA). Bing Gordon, EA's cofounder and former chief creative officer, noted software teams working on long-term projects were more creative when major job tasks were broken down into problems which could be solved within one or two weeks. EA terms this as "smallifying" and it has long been considered one of EA's key competitive advantages.

One of the key benefits of the agile approach or smallifying is it's a great method for failing fast. Small development teams can figure out what customers like and what they don't like quickly and inexpensively. Based on ongoing levels of customer acceptance and feedback, developers can then decide what directions the customers want them to take the software in the future and what directions are unappealing.


Key Thoughts

"Being able to effectively use constraints takes some doing. With some endeavors, such as architecture, constraints are clearly imposed from the outside. At other times, the possibilities seem limitless, a blank-page problem. In situations like these, using self-imposed constraints is a powerful technique. The key is to take a larger project or goal and break it down into smaller problems to be solved, constraining the scope of the work to solving a key problem, and then another key problem."

"Given the fear or indecision we often confront when attempting to unleash our creativity, the practice of rigorously smallifying problems is liberating. At the same time, while some externally imposed constraints can be onerous, many can be enormously helpful starting points. This is the great irony about constraints. If we can delineate the job before us into discrete problems to solve, we are more likely to discover unique possibilities."

—Peter Sims





Chapter 5　Reorient and adopt a growth mind-set　
中文



To be creative, you've got to be flexible in your thinking. One way to make this happen more often is to make it your habit to learn a little from a lot of small wins along the way. Make maximum use of those small wins to project your creative thinking onwards and upwards. Building momentum from making one small win after another is highly desirable.

[image: 414-29E]


There is no question diversity fuels creativity. Anytime you bring together a team of people who have different backgrounds, perspectives and experiences, interesting things can and will happen. This is why world-class innovators make it a point to network with people from different backgrounds. Doing this forces them to challenge their assumptions and gain insights.

Diversity is great but to really make little bets work for you, it's also important that you go from a fixed mind-set to a growth mind-set. The differences between the two are:
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If you bring together a team of people each of whom have growth mind-sets, you can achieve some impressive things. Again, look at the example of Pixar. Pixar was a computer hardware company when Steve Jobs bought it from George Lucas in 1985 for $5 million. Pixar then became a software business and a TV advertising company before president Ed Catmull decreed Pixar should work on making feature-length, computer-animated films. Disney animator John Lasseter joined Pixar and made a series of short films, each of which was progressively better than its predecessors. In this way, Pixar was able to grow to learn how to make feature films.

If there is one distinguishing characteristic of Pixar, it is probably the company's relentless hunger for learning how to do things better and to challenge Pixar's people to keep pushing the edge of the envelope.


Key Thoughts

"People will frequently disagree with me and frequently I am wrong. If they disagree with me or with John Lasseter or with the directors, the directors don't take it personally. There's no penalty for criticizing the work, and because there's not a penalty, people are more likely to say what they think."

—Ed Catmull



Pixar is a perfect example of a learning company. The company is constantly seeking out new sources of learning to tap into. This was evidenced by the fact Pixar, with three big hits behind it, recruited director Brad Bird from Warner Brothers where he had just directed The Iron Giant which was a box office flop. Ed Catmull, John Lasseter and Steve Jobs told Brad Bird: "The only thing we're afraid of is complacency — feeling like we've got it all figured out. We want you to shake things up. We will give you a good argument if you think what we're doing doesn't make sense, but if you can convince us, we'll do things a different way."

With that encouragement and a firm commitment to a growth mind-set, Brad Bird came up with an ambitious movie proposal for what would ultimately become The Incredibles. At first glance, Pixar's technical team estimated the movie would cost $500 million and take ten years to make. So Bird went to work. He recruited a number of Pixar malcontents who had unconventional views about Pixar's overall work processes and suggested radical changes.

Among those changes, they altered the approach to storyboards and computer graphics standards. For example, they created what Bird called super elaborate storyboards that emulated camera movement to show which parts of the images of scenes needed to be perfect (e.g. have fine-grained detail) and which ones didn't. This allowed the animators to focus their efforts more on the aspects of the movie that required the most attention, such as the action scenes, which were the primary drivers of the film's plot. They eventually made the film for less money per minute than Pixar's previous movie, Finding Nemo, despite significantly more complexity, including three times as many sets.


Key Thoughts

"Success hides problems. The measure is how we respond to crises as they happen. We have to be comfortable being uncomfortable."

—Ed Catmull



The little bets approach to innovation fosters creativity because it encourages an exploratory, growth-mind-set. In practice, when you make little bets, you're openly acknowledging you don't know everything at the beginning. The successes and failures of little bets focus your attention on the insights which are available. By doing rather than endlessly being locked into a planning cycle, you get hands-on experience about the risks and pitfalls which are inherent in your ideas.

When you bring a group of people together and combine the group's know — how with the little bets philosophy, you create a situation where you can learn a little bit from a lot of people. The wider the variety of people who are in your advisory group, the better because it enriches your information sources. It broadens the scope of the information and ideas you can tap into and gives you more eyes on the challenges at hand. Harnessing the collective intelligence of a group will help you to be a more original thinker yourself, and allow you to make more and better directed little bets in the future.



Chapter 6　Refine and improve repeatedly before become world-class　
中文



Creative ideas never come out of the starting gate fully formed. They have to be repeatedly refined and improved before they become world-class. To become more creative, get into the habit of iterating your ideas. Keep on improving them by polishing your thinking, grafting in new twists and coming up with better, more robust versions over and over.

[image: 414-33E]


Early adopters of anything new are a wonderful breed. Not only do early adopters serve as cutting-edge taste makers but they also actively tinker and push the envelope. If you're lucky, those efforts can combine to create fresh ideas which have genuine merit. If you're smart, you should use early adopters as your idea development partners.

Awareness of early adopters really didn't come to the fore until research was carried out by Everett Rogers who was professor of communications and sociology at Ohio State University in the 1960s. In his landmark study, Rogers developed the theory about how innovations spread along an S-curve of adoption. He showed new technologies tend to reach the mass market in this way:
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From a creativity perspective, many companies now form an active community of early adopters to bounce their development ideas off. That feedback is then used to iterate and develop successive generations of the product thereby helping it get ready for mass market adoption.


Key Thoughts

"Choose a few consumers that you really feel are the early adopters, test it with them, see what they like about it and what they don't like about it. And, if it appeals to them, use them to optimize the idea further and then the laggards will follow."

—Chris Thoen, senior executive, P&G's Global Open Innovation project



In the 1970s, MIT economist Eric Von Hippel conducted a study where he showed "active users" or "lead users" were responsible for developing 75 percent of the innovations across a range of industries from scientific instruments to semiconductors to thermoplastics. This illustrates the fact consumers who are at the cutting edge are a very good group to collaborate with whenever you're trying to bring something new to market.


Key Thoughts

"People don't know what they want until they've seen it."

—Steve Jobs



Admittedly, early adopters are better at coming up with incremental improvements to existing products rather than breakthrough ideas. As Steve Jobs rightly points out, consumers will rarely come up with breakthroughs because they don't know what's feasible. Ideas generated from lead users and early adopters might not necessarily be glitzy but they can be impressively important.

A good example of using early adopter feedback to guide iteration is 3M. In the mid-1990s, 3M started collaborating with early adopters to come up with new and better product ideas. When the results of these initiatives were analyzed in 2002, it was found the ideas 3M generated in collaboration with early adopters were worth an average of $146 million after five years. That's more than eight times the average value of ideas which 3M generated through its traditional in-house methods.

Another company which excels at recognizing the unique value active users bring to a development project is software giant SAP. Around 50 percent of SAP's service updates originate from ideas put forward by the company's active users. SAP has even gone so far as to set up an online network where software users can connect with each other as well as SAP staff. Users can ask questions, make suggestions for enhancements and help each other learn how to better use the software. SAP generates loads of ongoing enhancement ideas in this way.

Usually, the main challenge in trying to get active users involved in product or service developments is finding them. Active users are rare since just 16 percent of the overall user pool will be innovators or early adopters. To find them, you usually have to look at the top of pyramids for people who are already working to solve comparable problems. It's not unusual for active users to also know others who share their passion as well. In various ways, you can bring together a pool of active users who will give you their ideas and input.

In the mid-1970s, dozens of avid pro-am riders in northern California started making modifications to their bikes for off-road riding on local mountains. They replaced thin tires with thicker ones, reformulated the braking systems, and modified the bike frames. The microtrend grew even more popular among enthusiasts, such that, by the early 1980s, commercial producers had finally taken note. The market took off from there: by 2004, mountain bikes accounted for more than 65 percent of all bikes sold, or $58 billion in sales. Mountain biking was an enormous idea and market waiting to be discovered. Anyone learning from those early adopters would have seen it coming.

The essence of iteration is you're trying to generate some small wins today which will generate sufficient momentum for you to then achieve big wins in the future.
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Making lots of little bets now and then building on what works while allowing what doesn't work to die a natural death is the best way to come up with innovative ideas for the future.



Chapter 7　Brave innovators explore the unknown future　
中文



Little bets is about using an experimental approach to discover what to do. Little bets are used to uncover new ideas that have merit, to validate those ideas by testing them and then to discover which ideas are worth investing in further and which are not. In this way, little bets become a vehicle for discovery. Taking action in a small and affordable manner means problems can be identified, solutions framed and viability assured before significant investment is undertaken.
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Experimental innovators use lots of inexpensive prototypes to find out what works and what does not. This is not the top-down approach to innovation which many big corporations use. Instead, little bets is all about developing solutions that work from the bottom up. In this way, experimental innovators identify problems before solving them.

To gather fresh insights and ideas, experimental innovators embrace a relentless curiosity. They get out and immerse into the world like Muhammad Yunus did when he subsumed himself in India's poverty to understand it from the worm's-eye view. Pixar researches its movies in a similar manner, such as a scuba-diving trip in advance of making Finding Nemo to get a sense for tropical fish, their movements, and their natural surroundings. The essential point is that it's not as if someone handed Pixar's team a map and a set of steps to follow; they learned their approach through their experiences. Creativity becomes a way of life. This then is the opportunity and invitation: little bets provide a powerful vehicle to approach life and work in a new way.

A great example of the little bets principle in action is Hewlett-Packard. In the company's early days, cofounder Bill Hewlett used to make what he termed "small bets" to uncover unpredictable opportunities. In 1972 when HP's first calculator was ready for release, there was concern the HP-35 would retail at $400 when the market for scientific calculators did not as yet exist. A market research firm concluded Hewlett-Packard wouldn't sell any but Bill Hewlett said, "Why don't we build a thousand and see what happens?" Within five months, HP was selling one thousand calculators a day and could barely keep up with demand. As long as Bill Hewlett and David Packard were running the company, HP never did any traditional market research. Successful ideas came from the bottom up, from listening to the customers and developing what they suggested, and Hewlett-Packard averaged 18 percent annual growth from 1939 to 1999.

By the mid-1990s, however, Bill Hewlett and David Packard had retired. A new generation of HP managers came along who analyzed the markets, did research, developed products and then invested in marketing campaigns and sales strategies. HP developed some attractive technologies like flat screen displays, uninterruptible power supplies and smart home monitoring systems but all of them flopped costing Hewlett-Packard billions in sunk development costs. Instead of placing lots of little bets to find out what customers really wanted, HP managers were relying on the success of competitors to identify the areas which they would target and it didn't work out at all.

Hewlett-Packard lost its way for a time because it fell prey to what can be termed the "illusion of rationality" — the idea that an assumption which seems logical when encased in a spreadsheet model, PowerPoint or memo turns out to be incorrect when subjected to actual situations. The little bets approach is that everything has to be validated on the ground or in the real world first by running small experiments which are affordable bets rather than bet-the-farm propositions. You figure out what works by making affordable investments in small experiments. (In 1971, Hewlett-Packard's catalog had 1600 products, most of which averaged sales of less than ten units a day. Approximately six out of every 100HP products became breakout successes.)

Seasoned entrepreneurs will tend to determine in advance what they are willing to lose, rather than calculating expected gains. Using a little bets approach facilitates operating according to the affordable loss principle.

The little bets approach doesn't just work in a corporate setting. It also works in many other areas of human endeavor. Take education, for example. Children are naturally inquisitive and generally learn by doing but today's schools have been designed with the industrial era in mind rather than the knowledge economy. Invention and discovery emanate from being able to try seemingly wild possibilities and work into the unknown; to be comfortable being wrong before being right; to live in the world as a keen observer, with an openness to experience and ideas; to play with ideas without censoring oneself or others; to persist through dark valleys with a growth mind-set; to improvise ideas in collaboration and conversation with others; and, to have a willingness to be misunderstood, sometimes for long periods of time, despite conventional wisdom.


Key Thoughts

"Very few schools teach students how to create knowledge. Instead, students are taught that knowledge is static and complete, and they become experts at consuming knowledge rather than producing knowledge."

—Professor Keith Sawyer, Washington University

"As the noted technologist and inventor Alan Kay once said, 'The best way to predict the future is to invent it.' After all, life is a creative process. It all begins with one little bet. What will be yours?"

—Peter Sims



OEBPS/Image00001.jpg
\L

b= Master
KInaersig o

No.022

Pl K ity
NS R

BUMR K BB AR

Little Bets
How Breakthrough Ideas Emerge From
Small Discoveries

A5 FREEEE T RIF S AT E 2 ), ARAT LU — 2B N BRI AR
7735, PR AT RET B, BRI AR R .

BRAs e

15 - i Peter Sims





OEBPS/Image00004.jpg
<o : D A

: NG
v

I)'_[;,‘:R?Lfﬁfg ..... > BN I= =N . ... ) >

A





OEBPS/Image00005.jpg
<o : D A

INEEEERIS

A





OEBPS/Image00002.jpg
NG THES. ZHH.,

i — L= R R A IEIERTMIL, EFEIS SR
ARSI, RIBHEHLIE BOAVINRR, RESTE
i B S IGEYF BEEHEW. REHTTE

RAEJRELIE FITHR FIFMLRERL
BINRFOSRE, —IREERIRE BB,
REE, IYEES .
SRENNEE pigrerlas R AER R

FIHAZEK - BIHSR. FERIEIRR .






OEBPS/Image00003.jpg
sSCIS D SN P R

INEEEIEIS

...... ) = ZERPD =

A





OEBPS/Image00000.jpg
\L

b= Master
KInaersig o

No.022

Pl K ity
NS R

BUMR K BB AR

Little Bets
How Breakthrough Ideas Emerge From
Small Discoveries

A5 FREEEE T RIF S AT E 2 ), ARAT LU — 2B N BRI AR
7735, PR AT RET B, BRI AR R .

BRAs e

15 - i Peter Sims





OEBPS/Image00029.jpg
o llerate BB Reorient






OEBPS/Image00030.jpg
\L

b= Master
KInaersig o

No.022

Pl K ity
NS R

BUMR K BB AR

Little Bets
How Breakthrough Ideas Emerge From
Small Discoveries

A5 FREEEE T RIF S AT E 2 ), ARAT LU — 2B N BRI AR
7735, PR AT RET B, BRI AR R .

BRAs e

15 - i Peter Sims





OEBPS/Image00027.jpg
Innovators§ Early Early Late Laggards
25% i Adopters i Majority i Majority i 16%
i 135% 34% 34%





OEBPS/Image00028.jpg
Big wins in

Small wins today the future






OEBPS/Image00026.jpg
o m< ......
The Little Bets Approach

...... > lerse —

A

v





OEBPS/Image00022.jpg





OEBPS/Image00023.jpg
\J
Small Problem #1 Small Problem #2  Small Problem #3

A A A





OEBPS/Image00020.jpg
0 Go deep

Immersion 101 ® Gowide

Q Get focused





OEBPS/Image00021.jpg
<o <o

The Little Bets Approach
...... N immerse BN Define

A

v





OEBPS/Image00018.jpg
< ...... ‘ ......

The Little Bets Approach
..... > e MR >

A





OEBPS/Image00019.jpg
<o : <o

The Little Bets Approach

A

A/

------ S mmerse B8





OEBPS/Image00016.jpg
Keep on
repeating, refining

ing. K
prototypes and be aggntq?:gnugp w?tﬁp use of small wins

prepared to fail fresh insights and that arise along the
fast if something is Sy way to chart your
unworkable. course forward.

Be flexible.
Make maximum

Learn by doing.
Run some

information.

Absorb how Use the
Create a playful things work from insights you gather
atmosphere where the ground up. Get through hands-
improvisation out in the world on experience
and humor are and experience to define related
welcomed and fresh ideas and problems you can

encouraged. experiences. solve as well.





OEBPS/Image00017.jpg
Experiment 2o ate PE
The Little Bets Approach

...... T 1 "¢ beeee P

A

\





OEBPS/Image00024.jpg
e s
A
The Little Bets Approach '

...... » . beeee

v






OEBPS/Image00025.jpg
Fixed Mind-set Growth Mind-set

Intelligence is pretty much
static and therefore:

Challenges should be avoided
as they are hard

Give up quickly when
obstacles arise

Effort is wasted when it is
fruitless

Ignore criticism — it is useless
feedback

Feel threatened by the success
of others

Intelligence can be developed or
enhanced and therefore:

Challenges should be
embraced and pursued

Persist in the face of
obstacles

Effort is the price of mastery in
any field

Learn from criticism how to do
better in the future

Find inspiration in the success
of others





OEBPS/Image00011.jpg
BB RS

ARBUHSEEFATHN, | ANSHETUFTRSIET M,
. B«
PuLE SRR, :

e ERAAEEENENEEH

PRAS tHIZFFEIR

BEmERERRNE, | SoEonE

—Bug, EhRERT, | THeeTa

REEG AT, - S
ng%B%rgiﬁo @’Ll?ﬁv }\}\%}ttl:Fq:'%gﬁzko

BUABIBRIILE R AR AR o MAEABIBRINERIS B o





OEBPS/Image00012.jpg
A

INEEEERIS

...... ) LIz ZERPD =

\/





OEBPS/Image00009.jpg
o
/J\Ifﬂ /J\Ifﬂ W#2 /J\I‘Eﬂi'@#3





OEBPS/Image00010.jpg
< <o &

INEEEERIS

...... ) LIz ZERPD =

\/





OEBPS/Image00007.jpg
<o <o

INEEEIEIS

...... > : ... GG

A

\/






OEBPS/Image00008.jpg





OEBPS/Image00006.jpg
(| BN
D I izEx
© Lims






OEBPS/Image00015.jpg





OEBPS/Image00013.jpg
OBFE  RHRME SUSHM . WBSH BRE
25% | 135% | 34% | 34% | 16%





OEBPS/Image00014.jpg
=0






