

企业必冒的聪明风险：解决企业发展停滞不前的5个关键行动


Taking Smart Risks

How Sharp Leaders Win When Stakes are High
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5分钟摘要



零风险就是零成长　
英文



商业界瞬息万变，必须迅速思考与行动以保持竞争力。但是我们都不想做出草率的决定，所以必须找出中间地带，冒些聪明的风险。聪明风险区让人自由思考，鼓励实验，以开放心胸面对崭新的可能性。

当你个人或你的组织安于现状过久，结果将会造成停滞不前。说得再具体点，如果你一直在规避风险：


	你就会忘记大获全胜的痛快感。

	你滞留原地，毫无进展。

	你不会创建任何新颖和更好的东西。

	你会失去一些自信心。



总而言之，当你无限期地停留在安全地带，你真的不觉得自己还活着。要想持续成长，你必须努力完成一些具有挑战性的目标，迫使你变强变大——做到这一点的最好方式就是定期冒些“聪明的风险”。

冒聪明的风险就是要你胆大心细。你接受重大的挑战，必然迫使你扩张能力，但在同时你也会做好充分和周详的准备，把危害降到最低。也就是进入舒适区和危险区之间的“聪明风险区”。

要留在聪明风险区，不论时间长短，都要通过练习。基本上你要持续而长期地做到5件事情，才能进入并留在聪明风险区：


关键思维

“冒聪明的风险就在于创造新事物，了解自身的能力，并感到自信而充满活力。安于现况太久你就会失去这些，其实就是失去生命的‘活力’。所以，你必须冒些风险。但是，即使知道需要承担风险，恐惧感还是会阻止你这么做。唯有明了不冒风险会产生的代价——失去成长、进步和学习——才能找到真正值得一冒的风险。”

——道格·桑德汉





Main Idea



If you don't take a risk now and then you won't grow　
中文



The business world is in flux, and you have to think and act quickly in order to stay competitive. But the last thing you want to do is make reckless business decisions. You have to find the middle ground. You have to take SMART RISKS. A smart-risk zone generates a liberating mind-set which encourages experimentation and openness to new possibilities.

Whenever you or your organization play it safe for too long, all that ends up happening is you stagnate. More specifically, if you avoid risks all the time:


	You forget what it feels like to deliver big wins.

	You stand still and don't grow.

	You don't create anything new and better.

	You lose a little bit of self-confidence.



In all, when you stay in your comfort zone indefinitely, you really don't feel alive. To keep growing, you have to work towards achieving some challenging goals which force you to stretch and grow – and the best way to do that is to regularly take on some "smart risks."

Smart risk taking is all about being bold but careful at the same time. You undertake a meaningful challenge which definitely forces you to stretch but at the same time you prepare thoroughly and thoughtfully so as to minimize the hazards involved. It's about getting in the "smart-risk zone" which lies somewhere in the middle between your comfort zone and the danger zone.

To stay in that smart-risk zone for any period of time takes practice. You basically have to do five things on an ongoing and sustainable basis to get into this smart-risk zone and stay there:


Key Thoughts

"Smart risk taking is about creating new things, understanding what you're made of, and feeling confident and alive. You lose these when you play it safe for too long, in essence losing the "life" in life. So you need to take risks. But even when you know that you need to take risks, fear can still stop you from doing it. It's only by being aware of what's at stake when you do not take risks — loss of growth, progress, and learning— that you find the right risks to take."

– Doug Sundheim





背景　
英文



“聪明风险区”的概念

虽然冒过多风险带来的危险显而易见，但简单的事实就是：如果现在不冒风险，你就不会成长。在舒适区和危险区之间，有个“聪明风险区”。睿智的领导者会把自己的事业放在这一区，以推动成长，这也是你该做的。

事涉冒险时，普遍的看法是每一个组织都有自己的舒适区和相应的危险区。如果你因循守旧，就有很高的确定性、舒适性和掌握现状感，你在你的舒适区内操作。如果你正在尝试新的东西，你就位于危险区。
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这种观点的问题出在思考狭隘及自我设限。你不会尝试新事物，因为：


	你害怕时机不对。

	你可能怀疑自己的新点子不足以带来你想要的大幅成长。

	尝试任何不同的事物都让你觉得不舒服，因为你不确定要做些什么。不确定性高，你害怕可能会失败。

	你不想犯下代价高的错误。

	如果最后结局还是失败，你可能会后悔自己其实可以做些其他事情。
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要避免想太多而一事无成，最好是具体想象介于舒适区和危险区之间的第三区。这是聪明风险区——你可以在这里尝试新措施，带动你企盼在未来达到的成长。聪明风险区的存在让人可以不受约束地思考尝试新点子：


	时机永远不会尽如人愿，但我们至少该去试一试。

	我们的点子可能无法百分百地达成，但肯定够好到可以展开行动，之后再边做边学。

	除非有切身经验，否则我们真的无法知道其中的来龙去脉。

	实验驱动未来的成长。

	如果我们不尝试，却看到别人拿这个点子去做，我们会后悔。我们必须找到一些聪明的方法，冒些风险去推动这个想法。



当你只看到舒适区和危险区，很容易裹足不前，最后一事无成。聪明风险区的存在，让人可以自由思考，鼓励实验，以开放心胸面对崭新的可能性。


关键思维

“我们不冒风险的原因之一来自害怕失败的偏见。我们不想失败。然而，害怕失败的偏见也可以解释为什么我们应该冒些风险，因为我们规避风险也会造成巨大损失。你的行动取决于你把注意力放在何处。”

“你经常不自觉地打安全牌，因为你不认为这么做会有危险，而负面影响也需要一段时间后才显现出来。就像汽车轮胎漏气，你的能量和活力会一点一点消失，直到有一天你灯枯油尽，却不明白是怎么回事。打安全牌的危险值得注意。你不获胜、不成长、不创造、失去信心，而且不觉得自己活着。”

——道格·桑德汉



冒聪明风险是个规划、实验、学习和沟通的过程，如此你才能去冒些财政上、情感上和逻辑上都聪明的风险。要化解所冒之风险，必须在执行的每个阶段都尽可能去除风险。就是这种化解风险，使冒险变得聪明。


关键思维

“在外界看来，我们好像是下注后才求好运。事实并非如此－－当我们做出一笔投资，就会有系统地认清并减低风险。到了公司要冒‘风险’时，早已审视过各种情况，并会不觉得真的在冒险，只觉得是个非常聪明的赌注。”

——比尔·玛瑞斯，谷歌创投公司合伙人兼总经理

“大多数的风险不是畅销商业杂志封面广获好评的东西。而是较小、较有条理的风险规划和一段时间的实验。化解风险，或者在风险的每个阶段尽可能降低不确定性，是冒聪明风险的核心。冒险不是人格特质，而是可观察到的行为。”

——道格·桑德汉





Background　
中文



The concept of the "Smart-Risk Zone"

While the dangers of taking on too much risk are obvious, the simple fact is if you don't take a risk now and then you won't grow. There is a "Smart-Risk Zone" which lies between the Comfort Zone and the Danger Zone. Savvy leaders position their enterprises there in order to drive growth and this is something you need to do as well.

When it comes to taking risks, the prevailing view is that every organization has its own comfort zone and a corresponding danger zone. If you're doing what you've always done, there is a high degree of certainty, comfort and control present and you're operating in your comfort zone. If you're trying something new, that places you in the danger zone.
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The problem with that view is it is restrictive and self-limiting. You won't try anything new because:


	You're afraid your timing isn't right.

	You might suspect your new ideas won't be robust enough to deliver the massive growth you're after.

	You feel uncomfortable about trying anything different because you're not sure what you need to be doing. There is a high degree of uncertainty and you're afraid you might fail.

	You don't want to make costly mistakes.

	If you end up failing, you might regret the fact you could have been doing something else.
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To avoid that kind of paralysis, it's better to visualize a third zone which lies between the comfort zone and the danger zone. This is the smart-risk zone – where you try new initiatives which may drive the growth you aspire to attain in the future. The presence of a smart-risk zone generates liberating mind-sets about trying new ideas:


	The timing will never be perfect but we should at least give it a go.

	Our ideas might not be 100％ finished but they're certainly good enough to get started and then we'll learn as we go along.

	We really won't know the ins and outs of what's involved until we get some hands-on experience.

	Experimentation drives future growth.

	If we don't try it and we see someone else take this idea and run with it, we'll regret it. We've got to find some smart ways to take some risks and move forward with this idea.



When you see just a comfort zone and a danger zone, it's easy to get paralyzed and end up doing nothing. The presence of a smart-risk zone generates a liberating mind-set which encourages experimentation and openness to new possibilities.


Key Thoughts

"One reason we don't take risks has to do with the loss-aversion bias. We hate to lose. However, the loss-aversion bias can also explain why we should take risks because we can also lose a lot by avoiding risks. Your actions are determined by where you focus."

"Often you miss the signs of playing it safe because you don't consider doing so to be dangerous. The negative effects take time to show up. As with a slow leak in a car tire, your energy and aliveness drain away little by little until one day you're completely deflated and you don't know how it happened. The dangers of playing it safe are significant. You don't win, don't grow, don't create, lose confidence, and don't feel alive."

– Doug Sundheim



Smart risk taking is the process of planning, experimenting, learning and communicating so you can take risks which are financially, emotionally and logically smart for you. You derisk risk taking by removing as much risk as possible at every stage of the exercise. It is this derisking that makes risk taking smart.


Key Thoughts

"To the outside world it might look like we're placing bets and crossing our fingers. That's not the case — when we make an investment, part of our job is to systematically identify and ameliorate the risks. By the time we take a 'risk' on a company, we've looked at so many angles that it doesn't actually feel like risk. It just feels like a really smart bet."

– Bill Marris, managing partner, Google Ventures

"Most risk taking is not the splashy stuff we see on the front pages of the popular business press. It's the smaller, more methodical risks of planning and experimenting over time. Derisking, or removing as much uncertainty as you can at every stage of a risk, is at the core of smart risk taking. Risk taking is not a personality trait, but rather an observable set of behaviors."

– Doug Sundheim





行动　1　
英文



找到值得一战的目标

要冒聪明的风险，必须找到让你在乎的事，值得为它付出时间、精力和资源。找到激励你冒聪明风险的动力，你便已走到半路了。它也会在事情变得棘手时，给你坚持下去的理由。
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准备冒些聪明风险的首要步骤是厘清什么是你的SWFF（Some-thing Worth Fighting For）——值得一战的目标。一个有吸引力又激励人心的SWFF会为你带来活力，鼓励你承担风险，并且确实让你的创意源源不绝。


关键思维

“无论你是想建构你的公司，把个人爱好做得出色，或做任何对你重要的事，SWFF是关键，因为它们替你划出界线，界线之内任你发挥，扩展自我，真正做到‘大胆尝试’。在一个无限空间的世界里，你可以投入能量，SWFF是宣告你打算投入的地方。当你选择和投入某个SWFF后，你会重新思考，你乐意冒哪些风险让一些事情发生。你不能在生命中的每件事情都去冒险，因此关键的少数在哪里？”

——道格·桑德汉



发现自己或组织的SWFF有3个基本方式：

1　命运——你或许在年幼时便觉得某些事非做不可。这种情况很少见，而且往往发生在世界一流的选手身上，但你可能够幸运处在这个情况中。韦恩·格雷茨基2岁开始滑冰，到13岁时已击进曲棍球门1000多次。

2　际遇——你可能身陷遭逢巨变的困难处境，正在努力奋斗；或是发现一些你所热爱的事。

3　发现——你可能必须自己去找出答案。相较于命运或际遇，这是厘清自己SWFF较常见的方式。发现SWFF的3个策略包括：

检验自己的价值观，找出什么事让你想参与并感到有活力。重拾过去激励你的事情，你的SWFF很可能就潜藏其中。

找个很了解你的人提供意见。询问他人，厘清你擅长的事。你可能有一切都是理所当然的心态。

当你发现自己有一段鼓舞人心的经历时，请特别留意，并提出解释，为什么这样的情境会如此激励人心。这可能是找到你的SWFF的好线索。

多数的企业都有潜藏的SWFF，但从没有人花时间和精力去突显它们，引起注意。如果你能抓住它们，并让周围的人注意到，你会很意外每个人变得如此投入，如此热情。冒风险会变得有意义，因为它会连结到一些振奋人心的事，使大家的心团结在一起。

企业的SWFF会有4个特点：
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	你的SWFF必须听起来真实可靠。从你一走进门的那一刻起，你与组织的每次互动中，都必须能察觉得到。你需要SWFF来团结员工。

	通常公司内被再三传述的故事，可以让你的SWFF变得生动。故事把原始情节变得人性化，并让你提供的产品更有吸引力。故事对人有移情作用，因为故事令人难忘。

	好的SWFF切入正题，简单直接。不用读说明书，每个人就能懂。

	实在的SWFF促使员工采取行动。激励他们做伟大的事。



找出好的SWFF的一个方法是试着从未来往回看。想象你有台时间机器，并有另一个自己从10年后回来给你建议。你会说什么？你会后悔有些事没有在市场试试，或是对一些好主意置之不理？某个点子的精华或许可能发展成为十分吸引人的SWFF，而这正是你想要的。


关键思维

“一些愿景和使命也许是你的SWFF，但不全都是。愿景和／或使命唯有深植组织时，才成为SWFF，而且——很容易——激发人们为此奋斗。”

“有值得一战的目标是为组织创造聪明且可行风险的要件。没有SWFF，员工便很容易认为挑战太难无法克服，不值得冒险去追求或解决。”

——道格·桑德汉





Action 1　
中文



Find something worth fighting for

To take smart risks, you have to find something you care about enough that it's worth risking your time, energy and resources. Find something which motivates you to take smart risks and you'll be halfway there. It will also give you a reason to hang in there when the going gets hard.
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The first essential step in preparing to take smart risks is to clarify what your "SWFF" is – your something worth fighting for. An engaging and stirring SWFF will energize you and inspire you to take risks and really get your creative juices flowing.


Key Thoughts

"Whether you're trying to build your organization, excel in a personal hobby, or do anything else that's important to you, SWFFs are key because they provide boundaries within which you can play, extend yourself, and truly "go for it." In a world of infinite places where you could put your energy, a SWFF is your declaration that this is the place where you're going to put it. When you choose and commit to a SWFF, it reorients your thinking about what risks you're willing to take to make something happen. You can't take risks in every aspect of your life, so where are the critical few?"

– Doug Sundheim



There are three basic ways you can discover your own or your organization's SWFF:

1 Destiny – you might have felt from an early age that there's something you're meant to do. This is rare and tends to show up in world- class performers but you might be fortunate enough to be in that position. Wayne Gretzky started skating at age two and by thirteen had scored more than one thousand goals.

2 Delivery – you might have been put in a life-altering tight spot and in fighting your way out, you might have discovered something you feel passionate about.

3 Discovery – you might need to figure this out for yourself. This is a far more common way to figure out your SWFF than destiny or delivery. Three strategies for discovering your SWFF are:

Do some self examination of your values and figure out what makes you feel engaged and alive. Reconnect to what energized you in the past and there's a good chance your SWFF is lurking there somewhere.

Solicit insights from those who know you well. Ask people to clarify what you're really good at. You might be taking things for granted.

Be aware of when you've had an experience which you found inspiring and come up with an explanation for why that setting was so inspirational. That may be a good clue to your own SWFF.

Most organizations have SWFFs which are lurking but nobody has ever taken the time and effort to highlight them and bring them to prominence. If you can capture them and highlight them for the people around you, you'll be amazed at how engaged and passionate everyone can become. Taking risks will become meaningful because it will link back to something inspiring that everyone can rally around.

An organization's SWFF will have four hallmarks:
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	Your SWFF needs to ring true. It needs to be perceptible from the moment you walk in the door and in every interaction with your organization. You need a SWFF your people will rally around.

	Often the stories which get told over and over within your organization bring your SWFF to life. Stories can humanize raw facts and make what you offer more engaging. People relate to stories because they're memorable.

	Great SWFFs cut to the chase. They're simple and direct. Everyone gets them without having to read an instruction manual.

	A solid SWFF galvanizes people into action. It inspires them to do great stuff.



One method for coming up with a good SWFF is to try and look back from the future. Imagine you have a time machine and a version of yourself from ten years in the future has come back to give you advice. What would you say? Would you regret something that you didn't try in the marketplace or some big idea which you never did anything about? That kernel of an idea may be able to be developed into the completely engaging SWFF you're looking for.


Key Thoughts

"Some visions and missions may be SWFFs, but not all of them are. A vision and/ or mission is a SWFF only if it's deeply embedded in the organization and - quite simply - inspires people to fight for something."

"Having something that's worth fighting for is critical for creating smart and sustained risk taking in an organization. Without a SWFF, it 's just too easy for people to look at challenges as too difficult to overcome and not worth the risk to pursue or address."

– Doug Sundheim





行动　2　
英文



现在就能看到未来

你的大构想理论上听起来很不错，但放到现实情况又是如何呢？清楚厘清你的目标在哪里，以及达成目标后的景象。如果做到这点，便能去找合作伙伴、供应商和其他人支持，让对的事情发生。

SWFF能鼓舞人心，但太不精确而概括就无法采取行动。只要有了一个SWFF，就必须明确化并且详加说明：


	我们借此要达到什么目标？

	成功看起来是什么样子？

	过程中哪一部分是容易的，哪些方面会难以处理？

	现在我们可以做些什么关键事情提高成功的机会？



有趣的是，如果你花时间去注意，未来已经在你身边。但你必须停下来、观察并且提出问题才能看到未来。在这种情况下，好奇心可以帮大忙，因为如果你对一个问题不好奇，就不可能看到未来事情会如何发展。根据你的经验，寻找对你或许显而易见但其他人不一定看得到的领悟。
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现在就要更加看清未来，才能冒些聪明的风险，有3件事你应该做到：


	以顾客的眼睛看世界——找出并提供顾客真正想要的东西。

	停止、思考、讨论和决定——在规划流程时，建立更周到的对话。

	预测你的失败点——预期问题可能出现的地方，提前备妥解决方案。




必要之务 1｜以顾客的眼睛看世界


当客户买你的产品时，他们真正想要什么？有时他们知道，但是多数时候他们必须被引导去做出决定。你可以进行正式的调查，并利用焦点座谈的方式，试着找出答案，但在现实世界中，与客户或顾客做非正式互动，效果会更好。

如何进行非正式互动的一些建议：


	设法与客户一起用餐——请他们出去吃早餐、午餐或晚餐并借机交谈。如果是重要的客户，每2到4个星期吃一次饭。让他们有机会说说什么是当务之急，并且注意倾听。

	着手进行学习拜访——不同于电话销售。进入客户的网站，观察他们的行动。了解他们的业务和面临的问题或瓶颈。花些时间站在他们的立场，不要期望能卖出任何东西，你就会深入了解状况。多与他们聚在一起。

	要求跑外务的销售员每周交出“我的见闻”报告——详述他们在现场注意到的事。把这个流程正式化，你就能得到一线员工收集到、但可能忘了传递给大家的所有线索。提些引导性的问题，关于他们本周从客户那里学到什么，注意到什么。




关键思维

“未来已经来到，只是尚未广为人知。”

——威廉·吉布森，科幻作家

“以客户的眼睛看世界，不同于询问客户想要或需要什么。很多时候客户无法以语言表达他们想要什么，这就是为什么你必须通过他们的眼睛去观察。”

“以消费者的眼睛去看世界，你可以做的最重要的事就是花更多时间与他们相处。”

——道格·桑德汉




必要之务 2｜停止、思考、讨论和决定


未来永远不会有条不紊、准备就绪地到来。如果你想冒些聪明的风险，你可以做的最有效之事就是立刻暂停，然后进行设想周到的对话。可以遵循的好样板是：
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虽然这个流程可能用不上时髦的规划工具，但能让你的团队或组织通过2个最大的障碍：无止尽的分析和决策疲劳。你很容易花掉许多时间去考量根本不会做的事；同样的，做出决定却没有丝毫改变，员工也会疲惫。

如果你真的想停止、思考、讨论和决定工作，事前就先写好一份书面摘要：


	以明确的用语，说明你需要达成的决定。

	表明何时需要做出决定。（这通常与资源分配的时间有关）。

	厘清谁负责做出决定，以及齐心协力执行的重要性。

	无论流程在解释阶段、方案评估阶段、决策阶段或计划执行发展阶段，都要展开行动。

	阐明流程的预期结果。




关键思维

“通常做这种规划工作面临的最大挑战，不在于技术或能力不足，而在于安排时间确实执行。”

——道格·桑德汉




必要之务 3｜预测你的失败点


一旦选好了创新的点子向前迈进，最好在出发前先找出其中的漏洞。你若能预测可能在何处失败，就可以投入时间、精力和资源，提前去解决这些问题。这么做可以增加最后成功的机会。

要预测得更准，你应该问以下各种问题：


	在1到10级中，我们投入的努力是几级，为什么？

	如果在往后的12个月，该项目被认为彻底失败了，造成这种结果的原因将是什么？

	如果在12个月的时间里，没有达到我们期望的进展，主要的障碍将是什么？

	在我们争取成功的过程中，谁会极力阻止我们？他们会做出什么破坏之举？

	如果我们是自己公司的竞争对手，当我们着手尝试时，他们会做出什么举动来打击我们？



这些问题帮你列出潜在的失败点，应该是有帮助的。接着你可以把这些潜在失败点放进矩阵中，横坐标是你能控制的程度，纵坐标是你对每个失败点在意的程度。
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留意象限1的失败点。

设法化解象限2的失败点。

不用理会象限3的失败点。

若能轻易做到，就去化解象限4的失败点。



Action 2　
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See the future now

Your big idea sounds nice in theory but what will it mean in everyday terms? Clarify precisely where you're going and what it will look like when you get there. If you can do this, you'll be able to enlist help from your partners, suppliers and others to make the right things happen.

SWFFs are inspiring but they're too imprecise and generalized to drive action. Once you have an SWFF in place, you then need to get specific and spell out:


	Where are we going with this?

	What will success look like?

	Which parts of the journey will be easy and which aspects will be hard work?

	What are the critical things we can be doing right now to increase our chances of success?



The funny thing is the future is already all around you if you take the time to notice. You have to stop, look and ask questions to see it. Curiosity can be a real asset in this context because if you're not curious about a problem, it's unlikely you will see how things will play out in the future. Based on your experiences, look for insights which may be obvious to you but are not necessarily so to everyone else.
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To get better at seeing the future now so you can take smart risks, there are three things you should do:


	See the world through your customer's eyes – figure out what they really want and deliver that.

	Stop, think, discuss and decide – build more thoughtful conversations into your planning process.

	Predict your fail points – anticipate where problems are likely to arise and put solutions in place well in advance.




Must do 1｜ See the world through your customer's eyes


What do your customers really want when they buy your product? Sometimes they know but most of the time they have to be lead to a conclusion. You can undertake formal surveys and focus groups to try and figure this out but in the real world, informal interactions with customers or clients works better.

Some suggestions on how to get those informal interactions going:


	Find ways to eat with your customers – take them out for breakfast, lunch or dinner and engage in conversation. If they're an important client, do this every two to four weeks. Create opportunities for them to talk about what's important and listen.

	Go out on learning calls – which are separate from sales calls. Go to your customer's site and observe them in action. Learn about their business and the problems or bottlenecks they face. Spend some time walking in their shoes without any expectation you will sell whatsoever and you'll get beneath the surface of what's going on. Hangout with them.

	Have your external sales people file a "What I'm Hearing and Seeing" report each week – which details the things they've noticed while they're out in the field. Formalize this process so you pick up on all the clues which your front-line people are gathering but might neglect to pass on. Ask leading questions about what they've learned from customers this week and what they've noticed.




Key Thoughts

"The future is already here — it's just not evenly distributed."

– William Gibson, science fiction writer

"Seeing the world through your customers' eyes is different from asking your customers what they want or need. Very often customers can't put into words what they want and need. That's why you have to look through their eyes to see it."

"The most important thing you can do to see the world through your customers' eyes is to spend more time with them."

– Doug Sundheim




Must do 2｜ Stop, think, discuss and decide


The future never arrives neatly packaged and ready for prime time. If you want to take smart risks, one of the most powerful things you can do is simply to pause now and then for a thoughtful conversation. A good template to follow is:
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While this process might not have the pizzazz of all the fancy planning tools which are available, it will get your team or organization past the two biggest hurdles of analysis paralysis and decision fatigue. It's very easy to spend so much time weighing things up that you never actually get moving. And equally, people become jaded when decisions are made but then nothing changes.

If you really want to make stop, think, discuss and decide work, put together a written decision brief in advance:


	Describe the decision you need to reach in clear and unambiguous terms.

	Specify when the decision needs to be made by. (This is usually linked to resource allocation timing.)

	Clarify who is responsible to make a decision and why alignment is critical.

	Set out whether the process is at an explanatory stage, option evaluation stage, making a decision stage or development of execution plan stage.

	Articulate the intended outcome of the process.




Key Thoughts

"The biggest challenge to doing this kind of planning work usually isn't lack of skill or ability. It's setting aside the time to actually do it."

– Doug Sundheim




Must do 3｜ Predict your fail points


Once you've chosen some innovative ideas to move forward with, it's a good idea to figure out where the holes are before you get going. If you can anticipate your likely fail points, you can dedicate time, energy and resources into addressing those problems in advance. Doing this will increase your chances of ultimate success.

To become more predictive, the kinds of questions you should be asking are:


	On a scale of 1 to 10, what is our level of commitment to this effort and why?

	If 12 months from now, this project is deemed to be a total failure, what will have caused that result?

	If in 12 months time we have not made the progress we had hoped for, what will have been the main roadblocks?

	Who will actively be working against us in our bid to succeed? What will they try to do to derail this?

	If we were our competitors, what would they be doing to try to beat us as we try this?



Those questions will help you come up with a list of potential fail points which should be helpful. You can then map those potential fail points on a matrix dependant on the degree of control you have and the degree of concern you have for each fail point.
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Monitor quadrant 1 fail points.

Find ways to mitigate those in quadrant 2.

Ignore quadrant 3 fail points.

Mitigate fail points in quadrant 4 if this is easy.



行动　3　
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迅速行动，快速学习

与其一开始就投入太多资源，不如先以迅速、便宜的方式测试假设的各个环节。在你找出正确的前进方向时，要做好准备得知什么可行以及什么是必要的失败。愈早得知什么不可行，付出的代价就愈低。

当你有个新点子，看起来和听起来都令人振奋，每个人都想赶快加入并投入大量资源给这个新想法，这没什么好奇怪的。快速行动很好，但使用过多资源去得知市场上什么可行、什么不可行，那就不好了。更聪明的方法是在投入过多前，以快速而便宜的方式测试假设的各个环节。

换句话说，更聪明处理新项目的方式大致是：
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分3个步骤去做：


步骤 1｜在知道从何处开始前，展开行动


在每个项目里，你都会面临必须决定是否要放手一搏的时刻。你到达逻辑分析可达的极致，看到这个想法的潜力，却也察觉到其中的风险。这很正常，而处理这种情况最好的方法就是一头栽入。


关键思维

“一头栽入后，你常能学到重要的一课：你最初的害怕大多是无来由的。事情没你预想的困难；在你最想不到的时候会获得支持；你比自己所了解的更有能力；然而，你只有前进才能体会这一切。”

——道格·桑德汉



如何掌握更佳起步的技巧，实用的建议如下：


	确定前3个步骤——然后开始行动。接纳3个“又好又合逻辑”的步骤，而不是陷入一心想找出3个要做到“完美”的步骤。以边做边学的心态展开行动。这是可行的。

	问自己：“最糟糕的情况会是什么？”——然后承认即使发生也不会是场灾难。评估发生最坏情况的可能性，并减轻自己的恐惧。这会稳固你的决心。

	建立自信——阅读其他冒险者的事迹，他们做了大胆决定并脱颖而出。借他人案例提振信心：在成立微软公司前，比尔·盖茨和保罗·艾伦曾搞砸一家名为TRAF-O-Data的公司。或是华特·迪斯尼应征漫画家的工作遭拒绝。让别人的际遇激励你向前迈进。




步骤 2｜早早失败，常常失败，并以聪明的方式失败


虽然这个想法听起来违反直觉，现实的情况是，当你尝试新的事物时，如果新点子行不通，你要尽快失败。残酷的现实是，愈早得知某事不可为，你浪费在尝试的资源就愈少。快快失败远好过慢慢失败。

以建设性的方式重新构建失败，学习以较聪明的方式失败，有2件事你可以尝试：

1　开发并着手进行一些小实验——花费不高又能迅速知道是否走在对的路上。通过这些概念验证的实验，你应该会处理到几种问题：

为什么我认为这是个好点子？

这涉及到什么样的风险？

影响这些风险的变量为何？

这些变量中哪几项可以迅速测试？

如何以低成本的方式做到？

2　先定义成功的标准——在开始进行前。花时间想想：“具体上来看成功会像什么样子？”这听起来简单，但奇怪的是，很多人投入险境时却没想过这个问题。你可能想提高收入、达到节约成本或建立客户关系。如果你在一开始就决定实际的目标，就会降低或除去一些经常出现的迷雾和不确定性。然后你才能更快、更早发现错误。


关键思维

“完美是创意的敌人。”

——约翰·厄普代克，作家




步骤 3｜随时保持学习的态度


稍具规模的公司要做改变和成长的最大障碍之一，就是经理人自以为该知道的都懂了。要避免这种情况，你可以也应该试试3件事情：

1　打造学习的氛围——让每个人都知道要渴望学习不懂的事，并把新见解转换成未来更好的表现。务必让每个人能接受对他们的思维方式的挑战，并视为工作的常态。

2　执行有效的汇报会议——在会议上分析做对了什么、做错了什么。美国陆军在会议桌上实施“行动后检讨制”，找出错误，查明根源，并设法以后做得更好。企业应该多多效法学习。安排时间和地点，大家坐下来检讨4个关键问题：

我们想完成什么？

我们达成目标或是失败了？

什么原因造成这个结果？

我们现在应该停止或开始做什么？

优秀的汇报应该深入检验这些问题，并拿出坚实的策略提高未来的绩效。这么做的重点不在交相指责，而是从实际操作经验上真正学到教训，并把一些修正纳入未来做事的方法。

3　把学习心得编码——一定要把你学到的点子和改进办法，变成可供日后参考的格式。你还必须把组织中某个单位学到的心得让其他部门分享，而不是眼看着每个人犯同样的错误。有些公司让员工提交书面学习报告，并输入知识数据库，让其他人都可以使用。这就是你该做的事。保持谦虚。


关键思维

“比你的竞争对手学习更快的能力，也许是唯一持久的竞争优势。”

——艾瑞·德·格斯，作家

“踏入职场愈久，做事就变得愈聪明，想再学习就愈困难。这对于你或组织的成长和自我改进能力，或许有负面影响。要随时接受学习，（1）要更加认知到你并非无所不知，也没有必要无所不知；（2）要更能接纳其他人质疑你的想法和行为；并且（3）要更加主动质疑其他人的想法和行为。”

——道格·桑德汉
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Act fast, learn fast

Rather than commit too many resources right up front, get busy testing pieces of your hypothesis quickly and inexpensively. Be prepared to learn what works and if necessary fail while you figure out the right way forward. The sooner you can learn what does not work, the more inexpensive it will be for you.

When you have a fresh new idea which looks and sounds invigorating, it's not at all unusual for everyone to want to jump in with both feet and commit lots of resources to the new idea. Moving quickly is good but using up too many resources to find out what will and will not work in the marketplace is not. A smarter approach is to test parts of your hypothesis quickly and inexpensively first before you put too much on the line.

In other words, a smarter way to approach a new project is more like:
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The three steps in doing this are:


Step 1｜Get started before you know where to start


In every project, you reach a moment where you have to decide whether to take the plunge or not. You reach the furthest point logical analysis can take you and you can see the potential of the idea but are also aware of the inherent risks. This is normal and the best way to handle these situations is to take the plunge and jump.


Key Thoughts

"Once you jump in, you often learn an important lesson: your initial fears were largely unfounded. Things weren't as difficult as you thought they would be. You found support where you least expected it. And you were more capable than you realized. You just had to start moving in order to understand this."

—Doug Sundheim



Some practical suggestions on how to get better at the art of starting are:


	Identify the first three steps – and get going. Settle for three "good and logical" steps rather than getting bogged down in trying to find the three "perfect" steps to take. Get into action with the mind-set you'll learn as you go along. It works.

	Ask: "What's the worst that could happen here?" – and then acknowledge this wouldn't be catastrophic if it eventuates. You can also allay your fears by figuring what are the odds the worst - case scenario will happen. This should bolster your resolve.

	Build your self- confidence – by reading about other risk takers who made gutsy calls and excelled. Take heart from the fact Bill Gates and Paul Allen failed with a company called Traf-O-Data before they started Microsoft. Or that Walt Disney was turned down for a job as a cartoonist. Be inspired by what's happened to others and move forward.




Step 2｜Fail early, fail often and fail in a smart way


While the idea may sound counter intuitive, the reality is when you're trying something new, you want to fail as quickly as possible if the new idea is not going to pan out. The stark reality is the sooner you can figure out something is not going to work, the less resources you will waste trying it. It's much better to fail fast than it is to fail slowly.

To reframe failure in a productive way and learn how to fail smarter, there are two things you can try:

1 Develop and run some small experiments – which inexpensively and quickly show whether you're on the right track or not. The sorts of questions you should be working through to come up with these proof-of-concept experiments are:

Why do I think this is a good idea?

What risks does this involve?

What variables affect those risks?

Which of those variables can be tested quickly?

How can we do that inexpensively?

2 Define your success metrics right up front – before you get going. Take the time to ponder: "Specifically what will success look like?" Sounds simple but it's amazing how many people jump into risky situations without even thinking about this. You might be trying to drive revenue growth, achieve cost savings or build customer relationships. If you determine what you're actually trying to do right at the outset, you lower or remove some of the fog and uncertainty that frequently arises. You can then detect missteps quicker and earlier.


Key Thoughts

"Perfectionism is the enemy of creation."

– John Updike, writer




Step 3｜Build learning into everything you do


One of the biggest barriers to change and growth in established companies is when managers assume they already know everything there is to know. To avoid that, there are three things you can and should try:

1 Create a learning atmosphere – make everyone aware there is a thirst to learn what is not known and to turn new insights into better performance in the future. Make certain everyone is open to having their thinking challenged and this is a normal part of the way you do things.

2 Run effective debrief sessions – where you analyze what went right and what went wrong. The Army runs "after action reviews" to get mistakes out on the table, identify root causes and figure out how to do better in the future. This is something more companies need to pick up on. Schedule a time and place where everyone will sit down and review four key questions:

What were we trying to accomplish?

Did we hit our objectives or miss them?

What caused our results?

What should we now stop doing or start doing?

A good debrief should examine these questions in depth and come up with some solid strategies for improving performance in the future. The idea here is not so much to point fingers or apportion blame but to pick up on what has been learned from hands-on experience and embed some improvements into the way things get done in the future.

3 Codify the lessons learned– make very certain the ideas and enhancements you've come up with get captured into a format which can be used for later reference. You also need to ensure the lessons learned in one part of the organization get shared with other departments as well rather than seeing everyone make the same mistakes. Some companies have their people submit written learning reports into a knowledge database everyone else can access. This is the kind of thing you need to have happen. Stay humble.


Key Thoughts

"The ability to learn faster than your competitors may be the only sustainable competitive advantage."

—Arie De Geus, writer

"The further you get in your career and the smarter you get at what you're doing, the tougher it can be to learn. This can have a negative impact on your ability to grow and improve yourself or your organization. In order to stay open to learning, (1) become more aware of the fact that you don't know everything and don't have to, (2) be more open to other people questioning your thinking and actions, and (3) be more proactive in questioning other people's thinking and actions."

—Doug Sundheim
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强而有力的沟通

做有风险的事，事情就会变化无常，小小误会也能快速滚成雪球。冒聪明风险的人知道沟通可能失败，并据此制定因应计划。你必须去了解别人的想法，并让一切公开透明。


关键思维

“沟通最大的问题是误以为已经沟通过了。”

——萧伯纳，音乐家

“少了坦诚，就难有聪明的想法、快速的行动以及竭尽奉献所能的好员工。它会坏事。”

——杰克·威尔许，奇异公司前执行长



任何时候，沟通不良都是个大问题，但当你在冒风险时，它就更重要了。当压力来时，你必须假设标准的沟通系统不管用。因此，尽早且经常让他人的想法浮出台面是极重要的，让你可以做些事解决问题。

那么你要如何做到？在这方面有6点建议可能帮得上忙：

1　厘清自己想沟通什么——根据了解，在冒大风险时有8种信息一定要让大家知道：

所有情况的细节和事实

员工从经验中得到的见解

这些见解的意涵

愿景——想前往何处

策略——必须做到的事

利益——你得到什么好处

代价——你必须付出什么

接下来的步骤

2　拿出可行的沟通计划——要根据你的团队或组织的需求和喜好来制定。沟通计划可以简单或复杂，只要包括所有正确元素就行了：

我们想要传递什么讯息？

我们希望造成什么样的影响？

我们发送讯息的时程表为何？

谁在开发我们发送的讯息？

我们使用什么样的沟通管道？

我们如何得到反馈意见？

3　定期召开进度会议——在同一时间同一场所举行。如果安排定期的会议，一起分享有用的点子，员工会明白这么做的重要性。要让进度会议发挥最大的功能：

会前决定2或3个最重要的焦点讨论事项。

会议前先发出议程，请员工思考这些主题。

严格掌握主题，避免离题。

准时开会，替每个主题设定好讨论时间，准时结束讨论。让每个人参与，发表谈话，然后再结束。

务必让每个人清晰了解必须执行的行动步骤，达到开会的效果。把这些行动写成书面资料，以电子邮件发给每个人。对于接下要做的事必须交代得明确简洁。

4　找时间聊聊天——制造非正式对话的机会。可以从茶水间里的聊天搜集到大量有用的信息，员工在这种场合比较放松，因此也更容易受到影响。

5　检查你的沟通多有效——务必让员工确实了解，而不只是听你说。很快做些评估：

我的想法与你的有多么不同？

这是我所听到的。正确吗？

你看到的最大挑战是什么？

我不清楚接下来要做的事。你有什么想法？

你将如何改善我提出的建议？

6　不要回避棘手的对话——如果你知道必须要面对棘手的谈话，先留30分钟准备，想好要提出的问题。在设想问题时，你可以考虑的问题有以下几种：

对于目前的状况，我的说法为何？

其他人可能会有什么观点？

我有什么意图？

我推测他们有什么意图？

目前情况对我有何影响？

当前形势对他们有何影响？

造成这种情况有多少是因为我的原因？

有多少是他们造成的？

针对棘手谈话做好规划，写好因应方案，真正的好处在于这时你位于更有利的位置，可以在谈话中掌控适当的平衡。最重要的是，你要利用正中标的、建设性的诚实对话建立彼此的信任。多练习几次就会更好。


关键思维

“虽然有很好的理由去回避棘手的对话，但在冒险的情势中，避免这种谈话会带来大麻烦。失去信任，错误不察，力量分散，让已在冒险的处境平添更多风险。我发现，如果你不能与周围的人坦诚相待，想做大事几乎是不可能的。”

——道格·桑德汉





Action 4　
中文



Communicate in a powerful way

When you're doing something risky and things are changing rapidly, small misunderstandings can snowball quickly. Smart risk takers assume communication will break down and plan accordingly. You have to get to know how others are thinking and get everything out in the open.


Key Thoughts

"The single biggest problem in communication is the illusion that it has taken place."

– George Bernard Shaw



"Lack of candor blocks smart ideas, fast action, and good people contributing all the stuff they've got. It's a killer." – Jack Welch, former CEO, General Electric

Poor communication is a major problem at any time but it's even more critical when you're in a risk-taking situation. You've got to assume that when the heat comes on, the standard communication system will break down. Therefore, it's vital that you get other people's thinking on the table early and often while you can do something about it.

So how exactly do you do that? Six suggestions which might help in this regard are:

1 Clarify the information you need to communicate – based on understanding there are eight types of information which are important to share during times of significant risk taking:

Situational details and facts

Insights people get from their experiences

The implications of those insights

The vision – where you want to head

Strategies – what needs to happen

WIIFY – what's in it for you

WRFY – what's required from you

Next steps

2 Build a workable communication plan – which will be tailored to the needs and preferences of your team or your organization. Communication plans can be simple or complex as long as they include all the right elements:

What is the message we're trying to get out?

What impact do we hope to make?

What is our messaging calendar?

Who is developing the messages we send?

What communication channels will we use?

How do we get feedback?

3 Hold ongoing check-in meetings – on a same-time same-channel basis. If you calendar regular meetings where useful ideas will be shared, people will get the idea about the importance of doing this. To get the most out of check-ins:

Decide in advance what are the two or three most important things to focus on.

Send out an agenda in advance inviting people to think about these topics.

Ruthlessly keep the meeting on topic and avoid getting derailed.

Start on time, have a set time allotment for each topic and end on time. Get everyone in, talking and then out again.

Make certain everyone is crystal clear about the action steps which need to happen as a result of the meeting. Put those actions in writing and circulate to everyone by e-mail. Be clear and concise about next steps.

4 Leave time for some informal chats as well – create opportunities for informal conversations to occur. Loads of good information will be gathered from the chats around the water cooler where people are more relaxed and therefore more open to being influenced.

5 Check you're communicating effectively– make sure people are understanding and not just hearing what you say. Do some quick assessments:

How does my thinking differ from yours?

Here's what I'm hearing. Is that correct?

What do you see as the biggest challenges?

I'm not clear about next steps. Your ideas?

How would you improve on what I am suggesting?

6 Have the tough conversations – don't shy away from them. If you know you need to have one of these tough conversations, allow 30 minutes or so to prepare and map out the issues you need to cover. The kinds of questions you should think about during this planning session might include:

What's my story about what's happening here?

What's likely to be the other person's perspective?

What were my intentions?

assuming were their intentions

How has this situation impacted on me?

How has the current situation impacted on them?

How did I contribute to this situation?

What did they do to contribute?

The real advantage of planning and scripting these tough conversations in advance is you are then better positioned to strike the right balance during the conversation itself. Above all else, you want to build trust through a productive and honest conversation which hits the bull's-eye. You'll get better at having these with practice.


Key Thoughts

"While there are good reasons to avoid tough conversations, in risk-taking scenarios, avoiding them can become a big problem. Trust decreases, errors go undetected, and efforts splinter, adding more risk to an already risky situation. I've found that it's next to impossible to do something big if you're not being straight with the people around you.”

—Doug Sundheim





行动　5　
英文



打造冒聪明风险的文化

冒聪明风险不是靠一个人去做。要让它不断发生，你需要打造一种文化，让每个人都知道容许失败。你需要一种文化，让每个人都了解聪明的失败看起来像什么，你要让领导者积极示范正确的行为。


关键思维

“能衡量才能管理。”

——彼得·杜拉克，管理学之父



如果你想要员工继续冒些聪明的风险，你必须打造一种文化，鼓励这种行为。这么做其实只涉及3个步骤：
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	界定什么是聪明的风险——让每个人都想想尝试新点子和新做法的重要性。有很多方法可行。重点是让大家注意冒聪明风险的概念。有些公司施行正式的创新方案，作为教导这件事的架构；其他公司则举办创新竞赛和展示。许多公司内部特别成立风险部门，投资新的经营构想。凡是对你行得通的都好，只要员工知道冒聪明的风险是受欢迎的，也是每个人都应该感到自在的一件事。

	示范冒些聪明的风险——让资深业务经理做一些创新，这会散发出要其他人照做的强烈讯息。如果你能让数组人合力创作值得一战的目标，预测失败点，对假设做小规模的测试，这种做法会受到众人瞩目。每个人都会乐于效法。

	以肯定聪明成功的方式肯定聪明的失败——你会激发许多人去冒聪明的风险。鼓励这些失败发散出强烈的讯息：结果固然重要，努力也很重要。如果你肯定并奖励敢于尝试聪明风险的人，就等于告诉大家，学习和尝试新事物对公司的未来很重要。



当你打造冒聪明风险的文化，你真正想要启动的良性循环是：


	当员工敢冒聪明的风险，他们会引导出高绩效的成果。

	达成更多高绩效的成果，日后就有更多诱因去冒聪明的风险。



推展这个循环的关键在于冒些聪明的风险。你每冒一次风险，就多学到一点，对自己未来产生正面结果和带来更好结果的能力就变得更有自信。采取中立或维持现状，无法取得这些成果。要持续成长，就必须继续冒险。别无他法。最关键的是开始行动。

[image: no479-56C-]



关键思维

“任何行动计划都有风险和代价，但都远远不及安逸无所作为造成的长期风险与代价。”

——约翰·肯尼迪，美国总统





Action 5　
中文



Create a smart-risk culture

Taking smart risks is not an individual activity. To keep this happening again and again, you need to build a culture where everyone knows it's OK to fail. You need a culture where everyone understands what smart failure looks like and you have leaders who actively model the right behavior.


Key Thoughts

"What gets measured gets managed."

– Peter Drucker



If you want your people to keep taking smart risks, you've got to build a culture that encourages this kind of behavior. There are really just three steps involved in doing that:
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	Define what smart risks are – get everyone thinking about the importance of trying new ideas and fresh initiatives. There are lots of ways to do this. The whole idea here is to bring the concept of smart risk taking to everyone's attention. Some companies run formal innovation programs as the framework for teaching everyone about this. Others have innovation competitions and showcases. Many have in-house venture departments specifically set up to invest in new business ideas. Whatever works for you is fine as long as people are getting the message taking smart risks is welcome and it's something everyone should feel comfortable about doing.

	Role-model smart risk taking – get the senior business managers doing something innovative and that will send a strong signal to everyone else to do the same. If you can get teams of people co—creating something worth fighting for, predicting fail points and testing hypotheses in small ways, the approach will take center stage. Everyone will feel comfortable about following suit.

	Acknowledge smart failures the same way you do smart successes – and you will unleash a real burst of smart risk taking. Encouraging those failures sends a strong message that while results count, effort is important too. If you acknowledge and reward those who dare to try taking smart risks, you send the message that learning and trying new things is important to the future of the company.



As you build your culture of smart risk taking, what you're really trying to achieve is to start a virtuous cycle:


	As people take smart risks, they will lead to high performance outcomes.

	The more high performance outcomes which are achieved, the more incentive there is to take smart risks in the future.



The key to getting this cycle started is to take some smart risks. With every risk you take, you learn a little more, become more confident in your ability to produce positive outcomes in the future and generate better results. You just cannot garner these outcomes by staying in neutral or maintaining the status quo. To keep growing, you've got to keep taking risks. There's no way around it. The key is to start moving.
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Key Thoughts

"There are risks and costs to a program of action. But they are far less than the long-range risks and costs of comfortable inaction."

– John F. Kennedy




专家解读

聪明风险打造革新成长契机

面对快速无常的环境，要追求成长，势必面临许多不确定的因素。若能适度管理风险，就有机会降低危险，并且带来丰硕成果，这正是聪明风险区的中心理念，也是企业革新成长的契机。


焦点议题 1


成长过程必定带来风险


焦点议题 2


风险无可避免，却能加以管理


焦点议题 3


管理风险，使之成为成长助力

忧患适足以兴国，逸豫适足以亡身，或许是老掉牙的论调，然而以之印证今日的企业经营，却仍旧是金玉良言。彼得·杜拉克在《21世纪的管理挑战》便提到：“在一个结构快速变迁的时期，唯一能存活的只有能够领导变革的人。”而罗勃特·赫柏德（Robert J. Herbold）在《成功的毒苹果》中提到9种让企业致命的陷阱中，有5种：疏忽、傲慢、乏味、自大和了无生气，都和企业固步自封的心态有关。所以任何一个想要追求成长的个人、组织、企业，甚至是政府与国家，都不该停下脚步。


解读 1　成长过程必定带来风险


这世界没有保证获利的绝对公式，也没有躺着就能赚钱的必胜招数，面对快速无常的环境，要追求成长，势必面临许多不确定的因素。公司的规模和寡占产业，不必然让人胜券在握，吉姆·柯林斯在《为什么A＋巨人也会倒下》里，不但有着众多财富500大企业一夕崩盘的案例，更表示“轻忽风险、罔顾危险”是导致企业危殆的表现。

聪明风险区存在的目的，是避免组织成员想太多而一事无成，所以在危险和舒适区中，创造出一个风险有限、可受管理的环境，建立成长所需的条件。重点在于有限度的冒险。提摩西·费里斯（Timothy Ferriss）说过：“人生最大的风险不在于失败，而是过着舒适却平庸的生活。”因为怕失败，不敢采取较为激进的行动，规避风险所带来的挑战，恰恰成为最大的风险。所以采取行动，跨出舒适区，才能带来成长契机。


解读 2　风险无可避免，却能加以管理


若能适度管理风险，就有机会降低危险，并且带来丰硕成果，这正是聪明风险区的中心理念。那么聪明风险区要如何构建？第一要务就是找出值得奋斗的目标，在寻找目标时，可能源自于天命所定，也可能是环境的挑战所激发出的热情，但更多时候，是需要去挖掘发现的。设定聪明风险区的一个更好方式，是从组织的核心竞争力找起。

确定了方向，接下来就是要思考，从现在开始，要达成的未来会是什么。本书建议了3件应该要做的事：第一、以顾客的眼睛看世界。最好的方式，就是要组织成员经常去和顾客打交道。第二、要停止、思考、讨论，再做决定。不必急于一时，在慌乱中所做的决定和赌博没有两样。第三，要预测失败点。选择好了点子，一个重要的动作是要预测在什么地方、时间和竞争对手的动作上，会可能造成失败，如此便能安排适当的资源，降低失败的风险。


解读 3　管理风险，使之成为成长助力


值得奋斗的目标，和从现在思考未来，都是着眼于布局和规划，把聪明风险区给找出来，并且定义出风险所在的位置，有助于后续的处理和管控。接下来就是做聪明风险管理时，要采用的实际步骤。

首先就是速度。不只要迅速行动，也要快速学习。无需在起始时投入大量资源，计划愈庞大，牵涉范围愈广，影响单位愈多，风险就愈高，失控的可能性也愈高。所以要迅速行动、早早失败，快速学习。记得，完美的企划是不存在的，真正的作为，是合乎逻辑且合适的步骤，只要能预先控制改革的风险，就能减少伤害。史蒂夫·贾伯斯也是在累积了NeXT和Lisa的失败后，才真正找到苹果的未来。

面对变化无常的环境，组织成员间，若不能实时坦诚地沟通讯息，不只在面对重大危机时，不能齐心协力，就算是小小的议题，在沟通不良的情况下，都会如滚雪球般酿成大祸。沃尔玛（Wal-Mart）最为人津津乐道的，就是它的信息系统，沃尔玛清楚它的成功之道就是门市销售的资料，并让所有员工了解这些资料代表的讯息，因此沃尔玛的销售物流几乎是畅通无阻，也为沃尔玛带来了极高的周转效率，这就是清楚沟通的威力。

许多改革和创新，最终之所以无疾而终，往往源自于公司的文化中缺乏鼓励变革、包容失败的文化。这个文化的建立，关键在于主事者是否能做到以下3件事：首先是定义聪明风险的标准，不管是实质的金钱或无形的资源，领导人都必须用明确的态度来定义。接着要鼓励、并亲自示范何为聪明风险。最后，聪明的成功和聪明的失败，都必须被奖励和鼓舞，这样才能在一次又一次的学习里，把冒聪明风险的文化深植于每个员工的心中。


实战锦囊


■3M在胶带的领域，可以说是独步全球。但3M的15％法则和容错文化，才是3M能持续不断创新的根本。3M允许公司里的同仁，即便在主管不同意的情况下，也能用15％的工作时间，从事自己有兴趣的领域。3M著名的透明胶带便是这种情况下产生的创意。理查·卓（Richard Drew）在发明了Scotch 胶带之后并不满意，在未经主管同意下，持续尝试不同材料的胶带基材，公司当时的总裁威廉·麦克耐特（William L. McKnight）发现了他在工作之余进行此项产品开发，并未做出制止动作，因此造就了另一项3M的明星产品。而麦克耐特在内部的文件上也清楚地表达：“如果稍微犯了一点错误，管理者就予以严厉的批评，那将会扼杀了同仁们提出开创性建议的意愿。”

■华硕计算机在2008年底，推出了以EEEPC为名的小笔电，一时之间蔚为风潮，并且开创出新的市场区隔，让华硕晋升为国际间前六大PC品牌。华硕在规划之初，就认定一件事：传统的笔记型计算机号称可携却仍旧笨重，效能远超出使用者的需求，且价格偏高不够亲民。所以如果能把笔记型计算机在规格上做适度删减，但又不减其便利性及上网功能，再用够低的价格，就有机会打下江山。

在找到这个值得一战的目标后，华硕当时设定一款以7吋荧幕，具备标准键盘，重量低于1公斤的笔电，作为未来的初代产品，并以200美元作为价格目标，开始打造这项产品。第一代原型机在短短2个月内便送到了董事长手上，并在2008年4月和英特尔共同展示宣传此一概念。接下来的6个月，在原型机打造完成后，华硕立即组成了项目团队，调集了各部门的精英集中管理，保持团队沟通无碍，而研发部门的最高主管亲自坐镇指挥，配合的厂商也直接参与研发。经过修正和改良，同年10月开始正式量产此一产品，立即成为当年度最佳年度礼品，大放异彩。

■林三益笔厂则是另一例子。过去大家听到林三益，心中浮现的是“笔墨专家”，然而现在年轻的一代，听到这名字却代表着“彩妆毛刷”的第一品牌。这中间的转折也是“聪明风险”的绝佳例子。林三益原来是毛笔制作的专家，却在新一代继承者手上转化出新生命。年轻的第四代传人先从百货专柜的美妆师着手，向这些使用毛刷的专家学习，并投入资源制作初期产品。在不断快速改良、失败、学习的发展循环下，终于利用自家对于笔毛的认识，开发出有如精品般的彩妆毛刷。这也是一种“聪明风险”的体现：经营者找出了值得一战的目标，并且以小规模快速的实验和学习，从失败中汲取经验，并且在内部形成共识。最终形成新的产品，打造出令人惊艳的美丽代名词。莫说只有高科技业才有所谓通过“聪明风险”形成创新产品的机会，就算是传统产业，只要能掌握“聪明风险”原则，依旧可以再现风华！


专家简介



彭启峰



纬创资通数位消费型产品事业群资深技术经理


曾任职于华硕计算机、佳必琪以及立碁电子，过去皆从事研发相关之工作，对于新技术、新产品、新材料，都有着莫名的喜好。现今致力于3C产业未来新方向之研究与开发。纬创资通为国内前三大ODM厂，近年致力于技术服务等新模式之改革，期许能在代工业之外，走出不同的道路。


延伸阅读

风险是突破性成长的契机

真正的领导，必须能够分辨真实的危险与表面上看来的危险，了解自己公司所面临的挑战并昂首面对；同样也必须在出现麻烦的征兆时避免过度反应。

让所有人欢迎并拥抱改变，而非畏惧改变。


成就大事在于订出坚实的目标



《大师轻松读·目标设定管理》


人们常常在订目标，但大部分不是没实现就是被弃置。想要有更大的成就，就要养成替自己设定坚实目标的习惯——由衷的、生动的、必要的和困难的目标。


坚实目标 1　Heartfelt由衷的


1．内在的动机——如果你在做自己真正喜欢的事，就会更有动力去实现。要增强你的内在动机，必须增加目标的助力，同时减少你认为的阻力。

2．个人的动机——如果你和目标之间有深刻的个人因素，就会更有动机。要把坚实目标当作个人的事，就得：

个别化——去结识将因你的行为而受益的人。

个人化——让自己成为达成目标的受益人。

3．外在的动机——寻找任何可以让你对坚实目标更有动机的东西。


坚实目标 2　Animated生动的


你应该像历史伟人一样，运用视觉化和想象的技能，在你的想象中让目标成真。


	打造意象——在心中形成意象，感受实现目标的感觉。

	以精密的细节让意象生动——活化你的意象。从自己的视角注入细节，让实现目标生动起来。

	写下你的想象——内心有了具体图像后，你得把它写下来。




坚实目标 3　Required必要的


如果你让坚实目标的未来回报，远远超过你现在的经验，你自然会把你的坚实目标变得更有吸引力——它们愈有吸引力，你就愈感到急迫性，要立刻着手去做。


	把目前支出的部分或全部放到未未——实际上可降低贴现率。

	把部分未来的好处移到现在——你的大脑就不会把好处打折，你的目标看起来立刻有吸引力。

	让未来的好处听起来更棒——因为人们经常以具体条件看待成本，却以抽象方式看待好处。

	成本压缩到最小——打从心底把成本当作利益。

	直接打击你的贴现率——降低它。你可以试着为自己做标杆分析，看看是否把个人的贴现率订得太高以致无法支撑。

	限制你的选择——减少与目标竞争的选项。太多选择会扰乱决策过程，让你失去焦点。




坚实目标 4　Difficult困难的


困难目标的作用：


	困难的目标迫使你提高注意。

	困难的目标迫使你学习。

	困难的目标带来信心。

	困难的目标传达你在做的事情至关重要。

	困难的目标迫使你拿出看家本领。




化风险为成长的方法



《大师轻松读·风险中的美丽世界》


风险管理的关键并不在于要求企业领导人做一个冲动的冒险者，而是在面对风险时，能够成为精明的主导者，不断设定并实施可行的战略来化解风险，并把风险转化为突破性的成长契机。有4大经营风险：
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	灾害风险：火灾、水灾、地震等天然灾害。

	金融风险：坏账、汇率变动、利率调升等。

	营运风险：计算机当机、供应链断裂、员工离职等。

	策略风险：7大风险。



对企业最具杀伤力的是7大策略风险。

■计划风险：将资源耗费于失败的大型计划

→成长机会：按部就班提升成功机会。

■顾客风险：顾客的消费偏好有所改变。

→成长机会：深入顾客心中了解他们的想法。

■转型风险：产业面临必须抉择的交叉路口。

→成长机会：同时投注资源于2种路线，然后发展其中的成功路线。

■独特竞争对手风险：出现似乎难以与之匹敌的竞争对手。

→成长机会：做到差异化，采取制胜的策略。

■品牌风险：品牌在市场上失去竞争力。

→成长机会：投注资源开发新产品和经营模式，再造品牌。

■产业风险：因为竞争导致产业无利可图。

→成长机会：通过合作开展新的获利契机。

■停滞风险：业绩达到一定水平后便停止成长。

→成长机会：设法创造更多需求，或寻找明日的明星产品。

了解自己公司的实际风险状况与挑战之后，就可以开始规划策略风险的管理方案，包含以下6个步骤：


	找出与评估风险

	将风险量化

	制订风险减缓计划

	找出所有成长机会

	标示风险所在，列出风险排序

	调整资金决策
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《大师轻松读·全球创业家的大冒险》

从商最重要的目的就是要创造、制造及销售新商品，创造力则是所有事业的核心所在。商业没有倒退档，如果你碰到问题，就必须想出解决方案，你必须让 7 项要素确实到位：


	人才——你必须找到优秀人才并给他们发挥的空间。

	打造品牌——说到就一定要做到。

	履行承诺——妥善沟通并密切注意相关细节。

	从错误中学习——一定要面对难受的现实，然后继续向前迈进。

	以创新开拓出前进之路——借着不断改良来因应挑战。

	展现稳固的领导——鼓励大家抱持创业家精神。

	负起社会责任——在改善世界的同时还能获利。
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