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重要概念

推销想法（Selling Idea）

再好的构想如果不能让别人了解，构想也将一事无成。想要用游说方式把想法推销出去，必须通过建立在人际关系基础上的劝导，来赢得别人的支持，获得对方的赞同，而不是用胁迫的方式。

摇滚乐团U2主唱波诺（Bono）为了向美国参议员赫姆斯（Jesse Helms）寻求提供全球防治爱滋病的帮助，前往国会办公室拜访赫姆斯。波诺对于要表达的数据与实例非常清楚，并以此向赫姆斯进行详细的解说。波诺过去向其他公司或基金会主管和专家进行说明时也是用同样的方式。但几分钟后，波诺感觉到赫姆斯对他的话不感兴趣，于是他本能地转移话题。波诺知道赫姆斯是一个虔诚的宗教信徒，所以波诺开始说到耶稣基督对于病人和穷人的怜悯。他提出，爱滋病应被视为21世纪的麻疯病，而麻疯病正是《新约》圣经中许多故事提及的人类苦难之一。因此赫姆斯立即改变态度专心聆听，并在谈话结束之前承诺将在参议院支持波诺的公益事业。

查尔斯·林白（Charles Lindbergh）原本只是一名默默无闻的邮政飞行员，林白如何让梦想变成现实，使自己成为直飞横跨大西洋的第一人，这整个过程便是推销想法一个很好的例子。林白的想法非常大胆，他将独自驾驶一架单引擎飞机，在没有副驾驶，甚至不带救生艇的情况下，完成横跨大西洋的壮举。提出这个想法后，他致力于消除人们对此壮举能否成功的疑虑，并在家乡圣路易争取支持者。林白从他在当地机场的人脉着手，让他们明白他的计划是可行的，并通过层层人际关系网络，最终认识城市中最有影响力的商人并得到了他们的支持，他的梦想才得以成真。

量身定做讯息（Customize Your Message）

Woo的原意是追求，除了有求爱和浪漫的意义，也具有拉拢人们、寻求他们支持的含意。这意味着你要把着眼点放在你正试图说服的人身上，而非你自己的需要和忧虑上。也就是要运用Woo的精神，找出最有可能让对方回应的话语、架构与譬喻。以对方的习惯用语，来建构自己的想法，再转换成对方最有感受力的讯息。以《紫牛》（Purple Cow）一书闻名的营销大师赛斯·高汀（Seth Godin）在他后来写的《营销人是大骗子！》（All Marketers Are Liars）书中提到，高明的营销不是诉诸理性，而是诉诸感觉，告诉消费者一个他愿意相信的故事。成功的营销人应该研究人们相信什么，并根据他们的世界观说故事。

当拿破仑（Napoleon）在围攻土伦时还只是一名年轻军官，他打算在这危险地点成立一个炮兵连，他的上司认为没有士兵肯加入这个连队。如果拿破仑依照传统的做法，绝对征召不到人。但拿破仑展现了他的聪明才智，运用充满想象力的沟通方式，在大炮旁边制作一个牌子，上面写着：“无畏之人组成的炮兵连。”此举果然吸引了很多士兵应征加入。南非首位黑人总统曼德拉（Nelson Mandela）曾因抗争而被囚禁在南非的罗本岛。在狱中曼德拉为了替狱友们争取得到毯子和其他必需品时，并不是凭借以往对政治和人权的高谈阔论，而是采用人际关系的沟通管道。透过学习狱警的南非语言和阅读他们的文学，尽管曼德拉无法改变监狱官员对他个人的敌意，但赢得了他们的尊重，监狱官员甚至还会支持他的公平待遇想法。



5分钟摘要





英文



推销想法不同于推销商品，必须对人进行“游说”，也就是要以个人的想法去赢得人心。“游说”这门艺术，其实就是要有策略性地进行说服、利用关系的力量去吸引对方注意、提出想法并且获得对方的赞同。如果能够以影响力与说服力去获得他人的认同，而非借由威吓或逼迫来达成，就可以在自己工作才能中添加一项难能可贵的能力。

关系导向的说服方式，几乎总是依循4个特殊又可以重复进行的步骤：
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“游说的艺术，能为职业生涯的重要活动带来助益，让人能够在长期的、重要的人际关系脉络中，向其他人推销自己的想法。想要扮演组织中的重要角色、顾客或供应商的成功伙伴、社群中的领导人，亦或是称职的家长，就必须以令人信服、平易近人的方式去表达自己的想法，吸引其他人接受自己的观点。不论在什么情境下推销想法，游说的这4个步骤都堪称是这项艺术的最佳实务方法。”


——谢尔&莫萨







步骤1　检视当前情势　
英文



主要观念

希望将自己的想法推销出去，就必须彻底明白自己想做什么，还要确定该跟哪些人谈话，以及谈话对象的前后顺序。如果能清楚了解所有相关参与者，就知道该如何去调整自己的谈话风格，使成功的机会最大化。只有当你对自己的提议充满热忱时，对方才会认同，所以要将热忱表现出来。

支持概念

要能熟练地说服他人，就必须对自己在沟通想法上的优缺点有清楚认知。每个人都会有偏好的沟通管道与说服风格，只要事先对这些因素有所认识，便能设法让自己的行动符合个人的强项所在。
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在商场上通常会运用下列6种基本的沟通管道：


	利益导向的说服——自己在提出想法的时候，以对方的最大利益为诉求，让对方因为这样对他们才有好处，进而同意自己的想法。

	权威——指示阶层较低的人员，要求对方按照自己的意思去做，不管他们个人的考量。

	权谋——说服他人同意自己的提议并借以产生影响力，进而让主管难以拒绝。

	合理化——就事论事，证明自己提案的价值。

	愿景，也就是鼓舞与情感诉求——从对方最重视的目的感、价值观或信念入手，让对方同意自己的说法。

	人际关系——倚赖朋友与同事的人脉去接触，让对方更容易接受。



推销想法通常不是要去强迫或威吓对方听你的话，相对地，游说导向的说服方式是要整合利益、价值观和人际关系，让对方愿意点头而不会拒绝。另外，推销想法也是要去找出对方偏好的沟通管道，并借由这些管道传达适当的讯息。

除了上述沟通管道之外，还可以运用5种说服的风格，至于该采用哪一种风格，可以根据以下两个层面来判断：


	自己会设法针对目标听众，去构思自己想要提出的讯息（对方导向），还是偏向于直接提出自己的观点，而不管听众是谁（自我导向）。

	自己习惯积极说服对方认同（高调），还是以平和的对话方式去沟通（低调）



[image: 007_c]


5种说服的风格如下：


	强力主导型——这一型的人通常会说：“照我的话做，不然就滚蛋”。强力主导型的人在沟通上可能比较蛮横与单向，不过一旦他们全心投入组织的使命时，便具备了高度的说服力。

	温和指挥型——说话口吻充满温和的自信与权威。这种风格结合了专业素养与巧妙的技巧，以低调的态度提出论点。

	积极推动型——通常比较外向而且合群，能够激发他人的热忱。这种风格必定要相当积极，因为各方的利益并不一致。

	幕后操纵型——在幕后对利益、人际关系与政治角力进行操控，不会公开行动。采取这种风格要秘密规划每一步棋，以达到预期中的成果。

	持平倡议型——带有适度但坚持不懈的热忱，并且在自我与对方导向之间取得平衡。持平倡议型的人会利用所有工具去达成目的，要运用这种风格，必须具备丰富的经验与良好的判断力。



就一名“游说艺术”的主角而言，要习得说服的技巧，首先你就必须对自己有所认识。要了解自己的优缺点、偏好的沟通管道，以及天生的说服风格，你才能够让自己真诚地进行游说。
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建立起上述基础之后，要展开推销想法的游说工作，第1个步骤就是要先做到以下几件事：

■首先，必须将自己粗略的想法，发展成更精炼的概念。一般而言，要做到的事情是：

详细界定出自己要解决的问题。

不断研究，了解别人尝试过哪些方式。

让你的想法在潜意识中酝酿一下。

捕捉住通常会出现的乍现灵光。

将自己粗略的想法，塑造成有力、可行的解决方案。

在此精炼过程的最后，必须产出经过深思熟虑的概念，让自己得以向决策者推销。

■有了精炼过的想法，接下来就必须对如何影响决策加以布局，才能有条理地推销想法。要展开布局，必须问以下3个问题：

在组织里，这类决策是如何形成的？

应当先对谁进行游说，才有机会推销想法？

后续必须采取哪些策略，才能往前推进？

大多数组织都有正式的组织架构表，说明组织的运作方式。然而实际上很可能另有非正式的版本，才会具体呈现组织内部真正的运作方式。必须先勾勒出自己的想法要通过哪些管道，才能积极主导推销想法的过程。

■对整个情势有了通盘了解之后，就要制定“踏脚石”策略，也就是必须先后采取哪些步骤，才能让自己的想法发挥作用。在大多数情况下，这项策略通常必须判断出自己要接触哪些对象，以及接触的先后顺序，才能使得想法为人所接受。大多数踏脚石策略就是一套合理的顺序，让组织成员能够：

帮助自己进一步精炼想法。

向他们各自的主管建议这些想法。

让大家对自己所建议的想法充满热忱。

获取主管认可，分配资源在自己的想法上。

同心协力支持此一想法。

决定是否采行这个想法。

实行想法。


关键思维

“目标对了，就已经成功一半。”


——林肯美国第16任总统



“除非是由杰出的游说者来提案，否则你无法期待管理阶层能够识别杰出的想法。”


——大卫·奥格威广告界先锋



“许多人认定只有高层主管才要作决策，或者只有高层主管的决策才重要。这是非常危险的错误观念。”


——彼得·杜拉克管理大师



“就算你有绝佳的构想，如果无法让人了解，这些构想就起不了任何作用。”


——艾科卡克莱斯勒汽车前董事长兼执行长



“光是发明出东西和想出绝妙点子，就已经相当费力了。但那还不够，你还得学会让大家对此感到兴奋。”


——拉里·佩奇 Google共同创办人



“当你对自己要推销的东西有信心的时候，通常对方就会比较相信你。对于自己的想法彻底加以搜寻、发掘与塑造，这样当你对他人提出这些想法的时候，就会有更清楚的内容可以说明。你会对这个内容充满信心，而且这样的信心会让你更有说服力。”


——谢尔&莫萨







步骤2　对抗5项障碍　
英文



主要观念

要推动自己的想法，你必须克服下列5大障碍：

你是不是这个想法的可信提倡者。

大家如何看待他们与你的长期关系。

让听众偏好的沟通风格与你的强项一致。

你的想法与听众的信念系统是否相符。

听众的利益以及所有潜在的利害冲突。

理想的做法是设法将上述障碍转换成对自己想法有利的资产。

支持概念

以你个人观点去看待自己的想法，应该会满怀热忱。虽然这有所帮助，但是要推销想法，就必须让其他人像你一样感到兴奋，而这就需要让对方从他们的角度也认同这些想法对自己有利。
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在游说的过程当中，有5项必须克服的关键障碍：

障碍#1——可信度不佳

可信度并非与生俱来，而是由他人所授予。也就是说，可信度是存在于对方心中的一种认知；是能力、专业、信赖、人格与决策权威度的综合体。也正因为可信度存在于听众的心中，而非主观的能力优劣与否，这表示可信度有可能在一瞬间因为判断不良、估计错误或处置不当而丧失。

借由以下3个平台，可以在推销想法的过程中建立可信度：


	累积禁得起考验的表现，证明自己的能力——因为如果你在所处的领域中是顶尖人才，各种障碍就会因此消失。大家都会尊重卓越的表现。

	具备专业素养——成为专业知识领域中不容置疑的专家。如果你能显现出自己在所处的领域中学识过人，可信度就会因此提升。

	要绝对值得信赖——让其他人知道，你是以正当的方式为组织谋利益，因此值得对方信任，你绝对能够完成重要的工作。当其他人对你有更深入的认识，就会跟着发现愈来愈信赖你，因为你真的是言出必行。



信任度一向有“雪球效应”，只要有愈多人认为自己可信，其他人就更容易相信你。累积一定的支持者之后，就可能产生无法抵挡的动力。

障碍#2——人际关系不良

道理很简单，人际关系能带给人一定程度的信赖、促成有效的沟通，并且使得人与人彼此间更容易合作。在推销构想的过程中，良好的人际关系与可信度是相生相随的。

以下为正面人际关系的3种基础：

共通——与人合作愈密切，就愈能让他人了解自己，也就愈有机会培养出有用的人际关系。花时间与他人面对面相处并培养出交情，就会对他们感到熟悉，并且发现彼此共同的利益。

喜爱——人自然而然会喜欢那些最常互动的对象。当自己总是与对方意见相同，很容易就会喜欢对方，并且会期待能一起做些有意思的事。

互惠——当我们为他人付出，而对方也会用其他方式帮助我们来表示回报，总是令人感到高兴。互惠有许多不同的形式，像是交换资源、服务或支援等。

推销想法往往不是一蹴而就的，推销的过程反而存在于各种持续进行的人际关系与交易之中。想要成功推销想法，就必须建立并逐渐加深与他人的关系。

人际关系有以下几种程度：


	一般交情的人际关系——基于表面的共通之处所建立的一般关系，像是相同性别、共通经验或是属于同一团体等。要成功建立起一般交情的人际关系，必须懂得去尊重他人。一般交情层次的往来主要能建立善意。

	互惠的人际关系——发生在与某人共同投入一项计划时，或是在职场一起工作时。互惠的人际关系根植于观察行为之上。如果双方能表现出可信度、尽责与能力，这种关系就会成长茁壮；缺乏这些因素，关系就无法进展。

	信赖的人际关系——是这三者当中最坚定的一种。当人对彼此有了充分了解，坚定相信彼此的人格、动机与个人特质，就会形成这一类型的人际关系。一旦建立起彼此信赖的人际关系，在不寻常的状况发生时，自己会愿意选择信任对方。



在推销想法的时候，每一种层次的人际关系都很重要。初次与人见面时，最重要的是建立一般交情的技巧。要运用他人的人脉，借以获得资讯或接触到关键的决策者，互惠的人际关系就非常重要。如果在实行想法的过程中，因为发生问题而处于困境时，想要让事情有所进展，信赖的人际关系则不可或缺。重要的是要在有这些需要之前，就已建立起这些人际关系。

障碍#3——沟通不顺

描述想法时所使用的语言，会决定你能掳获人心，还是会让人反感。要让自己所使用的语言变成利器，可以采取下列做法：

判断对方偏好用6项基本沟通管道之中的哪一项——看他们是比较喜欢运用利益导向、权威导向、合理化、权谋、人际关系，还是愿景式的沟通。

量身定做讯息——也就是要找出对方最可能回应的话语、架构与譬喻。只要稍微下点工夫，应该就能以对方的习惯用语，来构建自己的想法。将自己的想法转换成听众听得懂的话。

做好准备工作——但是在脑子里一定要有备案。提供确切迎合听众明显喜好的讯息，若是一开始提出的诉求不太有效，也要能灵活地改变策略，尝试其他方式。要做好准备，必须事先进行分析，并且思考有无其他可行的方式。

障碍#4——理念不合

其他人的信念与价值观，通常提供了可用的语言，让你可以为自己的想法建构出有说服力的表达方式。尽可能去发掘听众的核心价值并展现尊重之意，是相当明智的作法。但是在运用听众的核心价值之前，一定要确定对方真的相信并且奉行列在经营宗旨中的内容。

那么，如果自己的想法与目标听众的核心信念相冲突，该怎么办？可以尝试下列做法：

坚持不懈——继续努力，直到自己的想法终于为人接受为止。显然，只有当你时间充足并且确信自己的立场时，这种做法才可行。

不要再对牛弹琴——换句话说，另寻比较能接受自己意见的听众，像是走出自己的事业单位，寻找想法不同的人。

鸭子划水——刻意将自己的想法定位成规模小、不重要，而且不会威胁到现状。如果大家都懒得去反对你的想法，你就拥有了发展与进行这个想法的喘息空间。

请对方跨出一小步——进行一些只需投入少许心力的事项。在大多数情况下，对听众的要求愈少，对方采纳的意愿反而愈高。如果对方对于要全面投入感到迟疑，就要让他们可以轻松地采取试行计划。

让想法构建在更深入的核心价值之上——这样对方就会因此认为你的意见符合一套根本价值，而这套价值的意义甚至比彼此互相冲突的信念更为深远。举例而言，如果要对一家公司推销一套新的软件系统，大多数人都会认为自己正在用的系统很顺手，要改用新的系统会很麻烦。这时如果批评现有的作业平台，只会造成大家更加坚守原有的立场，反过来你应该要让大家把焦点放在现有平台的基本目标上，然后让对方了解新系统能够更有效、更可靠地达成同样目标。这大概是让讨论继续进行的唯一方法。

障碍#5——利益冲突

目标听众在面对有人提出新想法的时候，一定会最先考虑的问题是：“这对我有什么好处？”想要有说服力，最好在一开始就准备好回答这个问题。

想要有系统地思考听众的利益，必须问自己以下3个问题：

1．有哪些符合对方利益的因素，能让他们支持我的想法？

只要去探查对方的恐惧、目标与希望，应该就能发现其实彼此之间早已存在许多共通点，是自己没有察觉的。如果能根据这些共通目标来构建自己的提议，就能获得对方的青睐。

2．在对方的需求之中，有哪几项是我确实能够提供，借以获得他们支持的？

即使新想法未能密切符合对方的利益，仍然可以采取某些做法，既不必花费你太多心力，又能获得支持。例如可以整合出既符合对方的利益，同时又不必耗费大量心力的条件，这样就能有把握吸引对方。

3．对方可能拒绝的原因有哪些？

一旦深入研究可能遭拒的情况，或许就会发现，原本可能造成游说受阻的理由，其实有办法用相当简单的方法克服。问问自己，如果站在对方的立场，可能拒绝的原因有哪些，然后再想出实际的方式来协调彼此的利益。

想要克服对方可能提出的各种问题，大概需要以条件交换或居中斡旋的方式，才能将一切问题摆平。条件交换适用在一对一的状况，而居中斡旋则是在规模较大的场合中特别有用。

在决定要采取条件交换或居中斡旋的方式之前，必须要先找出共同利益。能够找到的共同利益愈多，就有愈多素材可用来想出切实可行的条件。要有效找出共同利益，方法如下：


	投入大量时间寻找——经验丰富的谈判者，通常会将40%的准备时间用于寻找共同利益。寻找利益必须相当深入与用心，不能只是快速浏览各种资料。

	检视对方已经获得的背景资讯——并设法预判对方的疑虑、问题与限制，会对他们的想法造成什么影响。

	尝试互换角色——找同事来参加角色扮演的会议，请他们以你的提案做简报。看看你在听到自己的简报内容时，会产生什么感觉与反对意见，然后遵循这些线索继续发展下去。

	在游说过程中，同时寻找可以确立自己假设的资讯——提出引导式的说法，像是：“在不断发生改变的情况下，一定让你很难思考清楚吧！”听听对方作何反应，并且验证自己心里想的，是否就是对方在思考的问题。



如果能将想法定位成是在替对方解决他的急迫问题，就能吸引对方全心注意。如果自己的想法符合对方的目的，他们就会即刻采纳。而这种热忱足以排除在未来发生利益冲突时可能会出现的任何障碍。


关键思维

“有了想法之后，就要针对当前的情势加以布局，规划要通过哪些管道，才能接触到可以将想法化为现实的人。在规划推销想法的策略时，必须针对过程中的各个阶段设定特定的说服目标。在某些场合中，目的是要让自己被引介给有影响力的人士；在其他场合，是在寻求他人背书；最终则是要要求对方作决定。”


——谢尔&莫萨







步骤3　提出诉求　
英文



主要观念

如果能尽量以最有效的方式去构建自己的想法，应该就能提高成功的机会。大多数决策者会尽量备齐一切资料，然后在深思熟虑后，顺着自己的直觉去做决定。尽量让简报能够吸引目标听众，就能让决策过程更顺利。

支持概念

大多数状况下，推销想法的时间只有短短几分钟。因此，如何借由下列3个方法直指重点，就非常重要：


	在最短的时间内，提出最有力的论点。

	提出和对方最相关、最能让人信服的证据，来支持自己的意见。

	综合运用各种简报技巧，让听众全神贯注。
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简报诀窍#1——快速提出诉求

要做到这点，最有效的方式，就是运用PCAN模式：

P　问题

简要说明自己的想法能够解决什么问题，或是能满足什么需求。

例如：“我们公司正陷入严重的财务困境。”

C　肇因

直接解释这个问题或需求是如何产生的。

例如：“我们在研发上投注了大量资金，却一事无成。”

A　解答

说明这个问题的解决方案。

例如：“我们将只推出两项新产品，同时要通过广告找回我们的顾客群，让他们想要购买这些新产品。”

N　真正的好处

总结说明为何这项解决方案或解答会是最好的选择。

例如：“如果我们能够让这两项新商品大获市场欢迎，不仅能拯救我们公司，还能为我们将要研发的迷人、亮眼产品奠定市场基础。我们在今年创造的利润，同时也能为将来扎下稳固的根基。”

要能有效运用PCAN模式，方法如下：


	一定要以自己最强的论点与证据开场，不要留到最后作为有力的结尾，要马上就让人印象深刻。

	直接下结论，不要让对方还得推测或进一步思索。

	内容尽量简要，将想法浓缩成最扼要、最实际的内容。把自己的提议缩在短短一、两句话，不要变成一、两页的长篇大论。



简报诀窍#2——提出证据

想要有说服力，就必须针对PCAN模式中的4项因素，各自提出证据，运用对听众而言最有说服力的证据。提出意见时可以尝试采行下列做法：


	提供有资料佐证的可靠统计数字——如果没有足够的时间做决策，即使是快速、不严谨的意见调查，也会有一定的助益。

	提出历史上相近状况的具体案例——也就是带有清楚与确切含意的类似事件。

	提供能让决策者有实际体验的事物——例如以“实际演练”的方式做示范，或者使用初步的原型或模型，让对方能够看到、摸到与感觉到所谈论的事物。

	带来有实际使用经验的见证人——并且请他们谈论第一手的经验与感想。见证人可以是一般消费者，也可以是值得信赖的专家，视要提出的想法而定。

	提出社会共识——例如以“我们都知道……”的方式来引出下文。



在考虑或计划该提供何种证据时，要符合听众偏好的说服管道。即使自己认为其他证据更有说服力，也要选择确切符合听众偏好管道的证据。

简报诀窍#3——加进个人特色

这项诀窍的目的就是要让简报令人难以忘怀，加进个人的特色，让简报能够从繁杂讯息中脱颖而出。要做到这一点，其中一个方法就是在最关键的重点上流露情感。开诚布公地展现自己真正的感觉，绝对能引起大家注意。

简报诀窍#4——述说精彩故事

在做简报时，故事是绝佳的工具，因为故事能吸引听众发挥想象力。合适的故事会吸引听众、激发他们的想象力，并促使听众采取行动。故事能够提高可信度，有助于听众了解想法出现的背景和形成的过程。

简报诀窍#5——加进人味

要让简报有人味并且令人难以忘怀，有着各种各样的方式，例如：


	在开场时，先针对某个重要的历史事件提出第一手的观点。

	提及真实人物，说明他们实际面对的问题以及处理方式。

	说出自己曾经为顾客解决过的特定问题。

	分享自己在设法解决相关问题时的亲身经验。



简报诀窍#6——让听众听简报就像解谜一样

加强简报效果的另一项技巧，就是让简报变得像脑筋急转弯一样，第一个解开谜题的人有奖品。如果在一开始先提出引人注目的问题，听众就会全心投入试着解答。例如可以问：“如何让我们公司在减少工作量与卖出更少产品的前提下，还能赚到更多钱？”从而激发良性的辩论，像是“提供更具附加价值的服务，而不是让产品变成大宗商品化”等。要让提出的想法令人难忘，就要从自己要解决的问题中去寻找谜题。

简报诀窍#7——使用类比与暗喻

类比与暗喻可以为不同的观念搭起绝佳的桥梁，让你可以在开始时先谈到大家熟悉的主题，进而在这个基础上让大家认识完全不同的新议题。恰当的类比可以将讨论带入全新的方向，使大家都专注在问题之上。例如，美国线上在早期考虑是否要与微软合并时，该公司有一名董事为了摆脱这项威胁，提出了这个问题：“我们想要成为比尔·盖茨个人履历当中的一项附注，还是要在网络事业中称王？”

简报诀窍#8——迫使听众思考

有时候，刺激听众去思考未知或不熟悉的主题，会有所助益。以下几项为可行的做法：


	质疑习以为常之处——例如询问：“经营企业的真正目的是要服务股东，还是要让供应商可以经营下去？”

	试着唱反调——像是：“我们如何能够借由提高价格来增加营业额？”

	玩“如果说……”——提出大胆的假设，然后试问，如果这个假设成真，公司将会面临什么局面？例如：“如果说1加仑的汽油价格是21美元，我们公司在这种情况下要如何经营？”

	重新思考——再次思考公司的宗旨，以找到不同的方向。迪士尼的做法是以“演出人员”来称呼其主题公园中的工作人员，而不是称呼他们为“员工”。美国的电力公司现在自称为“能源”公司，让他们可以比过去的“发电厂”时代，提供更多的服务与活动。




“游说过程的第3步骤就是表演，更进一步来说，只要你想推销想法，就要在两个层面上去诉求：理性与直觉。”


——谢尔&莫萨







步骤4　获取支持　
英文



主要观念

获得认同虽然有所助益，但是让对方接着许下具体承诺，才是成功的关键。要做到这一点，就必须要克服内部角力造成的反对力量、说服那些会因为想法付诸于行动而失去影响力的人，并且处理其他可能妨碍新计划进行的因素。有时你甚至会发现，在主管对一项计划点头之后，工作才真正开始。所以你更有必要把“原则上同意”转变成“行动”。

支持概念

最后一个步骤，通常是推销想法过程中最复杂的阶段。在这个阶段必须设法激发能够推动想法的行动。在这个过程中，必须克服组织的障碍与反对力量，同时也得对付争抢地盘、奖励不公、有后台有背景的人士，以及权力分配等种种状况。

推销想法的问题在于，你总是试图打破现状。人天生就懒得去改变既定做法，而且从大家取得共识到真正去执行的期间内，优先考量的事情也可能有所转变。这星期列为最优先执行的计划，可能在几星期之后因为突发事件，沦为第5顺位。这一切对推销想法的人来说，都是严苛挑战。
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要处理在决策层可能出现妨碍想法实行的政治角力，可以尝试以下的方法：


	再度确认彼此的共同利益——尽量找机会去强化那些想法，尤其是当外在环境正在改变的时候。

	通过自己的人际关系——借以让自己的想法能继续实行，即使其他想法因优先顺序的改变而必须割舍。

	确定有深具影响力的重要听众，正在关注实行的进度——尤其是大家都想在其面前有所表现的人。有了重要听众的关爱，就能激发具体行动。

	建立责任制的监管制度——绩效标杆、完成期限等制度。如果能让对方觉得，一切就靠他了，对方就不会轻忽先前所做的承诺。



如果指派某些人在想法的执行上，扮演特定、独特与重要的角色，他们就会感到自己责任重大。如果再加上明确的完成期限，他们就更难以转去进行其他计划。如果他们了解到有人会注意自己的表现，就会去完成他们之前承诺的事。

要达成有意义的成果，还必须去处理组织内部的政治角力。从新想法会对当前权力平衡、资源与现状带来冲击的程度，就可以看出自己要克服的抗拒力量有多大。要能有效处理内部政治角力，可以采取下列方法：


	设法想出能够概括想法的简单主题——就像西南航空强调要提供低价的飞航服务一样。如果能做好这一点，主题就会变成大家广泛运用的口号。

	营造实行想法的迫切感——或许可以与外在事件产生连结。要不是苏联率先发射了“伴侣号”人造卫星（Sputnik），美国的太空计划根本没有机会获得资金。有时候，其他事件会打开绝佳的机会之窗，必须好好把握。

	设法赢得初期的小规模胜利——然后四处宣传，借以凝聚改变的动力。

	尽可能形成关键的合作关系——如此可以让更多人相信你。想办法和有权力作决定、调度资金或付诸实行的人建立关系。

	设法创造出雪球效应——不断累积组织的支持与承诺，让前进的动力变得无法抵挡。争取到愈多人加入，对手看起来就会愈像是“异类”。

	保持灵活，不断适应并调整计划——不要摆出一副“我从一开始就对，其他人都错”的态度。要让想法与自己的职涯能继续发展，就必须强调，每一项在市场上成功的新方案都是团队的胜利。要保持灵活才能生存。

	置入想法——通过预算、工作职责和奖励等标准作业程序。一旦新方案成为其他人职涯的一部分，就等于拥有必要的持续力量让新方案得以茁壮成长。

	争取你应得的荣誉——如此自己的职涯才不会迟滞不前。要取得适度平衡，提醒大家新方案是你开始推动的，同时要强调，能让方案继续进展，还是得靠大家的努力。





推销想法或进行游说（赢得人心）　
英文



主要观念

记住游说过程中的4个步骤后，在你真正去推动新想法之前，应该要先回答以下10个问题：

支持概念

1．怎么用5分钟简述自己的想法？

在参加讨论这个想法的会议之前，先静下心来回顾PCAN模式：

问题到底是什么？

造成问题的直接因素为何？

自己的想法能如何解决问题？

自己的想法跟其他替代方案比起来好在哪里？

接下来就要判断该运用哪些象征或暗喻来表达自己的想法，使想法更容易被接受。

2．自己即将会面的对象，在决策过程中可能扮演什么角色？

在每次会议前先静下来思考，这次会议可以达成踏脚石策略中的哪项目标，想想看如何让这个会议帮助自己推动想法。

3．这次会面的目标何在？

判断自己希望达成下列哪些目标：

寻求针对想法的意见，好加以改善；

接触到其他关键决策者；

说服对方支持自己的努力；

获得授权使用资源；

请对方亲自协助实行想法。

记下自己的目标，在会议中提出，然后评量是否达成。

4．有哪些因素可以让对方认为自己可信？

事先决定自己要提出哪些人际关系、资历、过往的成就或能力，想清楚有哪些因素可以提出，好让自己显得可靠又可信。

5．对方可能偏好哪种说服管道？

要做好准备调整诉求，才能让对方接受。


	如果对方非常理性，就要准备分析与统计证据来支持自己的意见。

	如果对方是比较注重概念的人，就要强调更宏观的议题。

	同时也要备妥随时可用的备案，在必须把讨论导向以下方向时加以运用：



对方有什么好处？

如何对更多听众说明自己的想法？

这个想法对人际关系有何正面影响？

这个想法将如何运用、并尊重对方所授予的权力？

6．何种说服风格最合适？

对方是强力主导型、温和指挥型、持平倡议型、幕后操纵型还是积极推动型？判断自己应该用高调或是低调的方式来表达诉求，以及应该让诉求锁定在对方个人的优先目标，还是团队的优先目标？

7．自己的想法会不会与对方的信念产生冲突？

如果对方可能会有所疑虑，就要事先思考该如何加以处理。如果确实存在明显冲突，就要设法将对方的疑虑减至最低。或许可以试着在会面之前，先取得有力人士的背书，或是采取类似的方式去处理对方的疑虑。

8．自己的想法是否有可能与对方某些利益相冲突？

如果自己的想法会影响到对方未来的权力、资源、职涯、职权或机会，最好能向对方解释，为何这个想法对他们来说是利多于弊。试着找出方法来连接相互冲突的目标。

9．应该向对方要求哪些承诺？

要事先判断自己希望对方在会面之后采取哪些行动。这时要认真思考各种真正重要的细节。自己希望获得什么：

接触到跟对方有交情的人？

对方的背书？

决定要投入资源？

10．如何通过这次会议，进一步强化彼此的关系？

游说艺术的起点与终点，就在于正面、有建设性的人际关系。展开讨论时，要想清楚该如何不伤害彼此的关系，又可以达成交易。找到可行方法来展现出自己的诚信与可靠。


关键思维

“人格有如树木，名声就有如树荫。树荫是想象的，树木才是真实的。”


——林肯美国总统



“抱负不能媚俗，而是要能留下名声，才能闪耀于所有人心中。”


——丘吉尔英国名相



“把问题完整陈述出来，就等于解决了一半。”


——查尔斯·凯特林美国发明家



“1盎司的表现，胜过于好几磅的承诺。”


——梅·薇斯特美国老牌女星



“聪明到不愿意碰政治的人，就注定要被比较笨的人统治。”


——柏拉图



“在设法让想法令人难忘的同时，陈述方式必须保持适度平衡。如果在简报中花太少心力让想法令人难忘，可能会让听众昏昏欲睡，神游去了。相对地，如果花太多力气来让简报富有娱乐性，则会让听众无法专注在简报内容上。最后大家只会记得简报中的花俏表演，却不记得你说了些什么。”

“当程序化的简报软件让大家的思考迟钝，也降低了大家的期待值时，就该给听众惊喜。”

“拥有良好的人际关系、可信度、计划以及提案，当然很好，但如果最后不能让人采纳，并且让组织上下都实行你的方案，那就等于还是失败了。”

“对推销想法的人而言，不能选择要不要处理政治角力，这是游说艺术中不可或缺的一面。”

“到底什么是游说？游说是人际关系导向的说服方式；是一种运用策略来达成包括赢得他人注意、表达自己的想法，以及让他人认同自己的计划等目标的过程。简言之，不论是创业者、受雇者还是职业经理人，只要在工作上必须运用影响力与说服力，而不是去威吓或逼迫他人，游说都是工作才能中最重要的技能之一。”

“游说，说来容易做来难。游说的艺术在于每次进行说服时，要能在所谓的自我导向和他人导向之间取得平衡，自我导向强调的是自己的可信度、观点和投入的程度，而他人导向注重的则是听众的需求、看法与感受。该如何在自己希望表现真诚，以及听众希望获得量身定做的讯息之间，取得适当的平衡？要进行游说，必须先准备好一套计划，然后在游说的过程中随机应变并加以调整，这可是艺术。”


——谢尔&莫萨







MAIN IDEA





中文



Selling ideas is different from selling things. You have to "woo" people-win others over to your way of thinking. The Art of Woo is all about strategic persuasion, about using the strength of your relation-ship to get people's attention, pitch your ideas and gain their approval. If you can get people to agree with you based on influence and persuasion rather than coercion or force, you have an excellent and valuable skill in your work repertoire.

Relationship-based persuasion almost always follows a distinctive and repeatable four-step process:
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"The Art of Woo provides tools for a critically important activity in professional life: selling your ideas to people within the context of ongoing, important relationships. If you want to be a player in your organization, a successful partner with your customers or suppliers, a leader in your community, or even a good parent, you need to woo people to your point of view by putting your ideas across in convincing, relationship-friendly ways. Regardless of the context for your idea sale, the four-step Woo process constitutes the best practice for this art."


—G. Richard Shell and Mario Moussa







Step 1　Survey Your Situation　
中文



Main Idea

To have any hope of selling your ideas to anyone else, you need to be crystal clear in your own mind what you're trying to do. You also must figure out who you need to speak with and in what order. If you know all the players well, you'll already know how to adjust your presentation style to maximize your chances of success. People will only agree if you're passionate about what you're suggesting, so show that.

Supporting Ideas

To become a skilled persuader, you need self-awareness of your own strengths and weaknesses as a communicator of ideas. You'll have a preferred channel of communication and a preferred persuasion style. By being aware of these factors in advance, you can try to orient everything you do to align with the areas where you are strongest.
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There are six basic channels of communication that typically get used in business:


	Interest-based persuasion-where you pitch your idea as being in the other party's best interests first and foremost. You induce others to go along because it will be good for them.

	Authority-where you give an order to someone who is lower in the hierarchy than you are and expect them to do what you say irrespective of their personal concerns.

	Politics-where you gain some clout by convincing others to go along with what you're suggesting, thereby making it harder for a boss to say no.

	Rationality-where you justify a proposal on the basis of its own merits that are logical and reasonable.

	Vision or inspiration and emotion-where you try to get people to go along with what you say by appealing to their overriding sense of purpose, values or beliefs.

	Relationships-where you rely on your network of friends and associates to open the doors that will make it easier for people to say yes.



Selling ideas is very rarely a matter of forcing or coercing people to do what you say. Instead, Woo-based persuasion is about aligning interests, values and relationships so people find it easier to say yes rather than no. It's also a matter of figuring out which channels of communication your counterparts are attuned to and sending the appropriate messages on those channels.

In addition to these various channels of communication, there are also five styles of persuasion that can be determined along two basic dimensions:


	Whether you're trying to tailor your announcements to your intended audience (other-oriented) or you're more likely to make blunt announcements of your point of view regardless of who's listening (self-oriented).

	Whether you're forward in actively engaging others (high volume) or whether you prefer to communicate in quiet conversational settings instead (low volume).
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The five persuasion styles are:


	The Driver-who tends to come across as: "Do this my way or hit the highway." Drivers can be overbearing and one dimensional, but if they are dedicated to an organization's mission, they can also be highly persuasive.

	The Commander-who speaks from a position of quiet confidence and authority. This style uses expertise combined with finesse to make points in an understated way.

	The Promoter-generally outgoing and gregarious people who engender enthusiasm in others. This style is necessarily assertive, as not everyone's interests are aligned.

	The Chess Player-someone who operates the levers of interests, relationships and politics behind the scenes rather than in the open. This style involves plotting a set of moves that brings about the desired outcome.

	The Advocate-someone who blends a moderate but persistent level of enthusiasm with a balance between self-and other-oriented perspectives. Advocates use the full range of tools to get things done. This style requires experience and sound judgment.



Since you are the central player in the Art of Woo, you must first become self-aware before you can gain skill in persuasion. You need to know your own strengths and weaknesses, your preferred channel or channels of communication and your natural persuasion style in order to be involved in the process in an authentic way.
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Once you've laid this kind of foundation, step 1 in the overall Woo process of selling your ideas requires that you start by doing some very specific things:

■First up, you need to take your raw idea and develop it into a polished concept. Generally, this will involve:

Defining in detail the problem you're trying to solve.

Researching relentlessly to know what others have tried.

Letting your subconscious mull over the idea for a while.

Catching the flash of insight that often comes.

Shaping your raw idea into a robust, workable solution.

By the end of this polishing process, you need to have a well-thought out concept that is ready to sell to the decision makers.

■Once you have a polished idea, you then need to map out the influence process you'll use methodically to sell it. To start this off, ask three questions:

How do decisions like this get made in my organization?

Who should I woo first to get entry into that process?

What follow-up strategy will be required to keep moving?

Most organizations have a formal organizational chart that sets out how things get done. In practice, however, there's more than likely an unofficial version that embodies how things really get done. You need to map out what pathway your idea will need to take so you can actively guide the process.

■Armed with a good view of the lay of the land, you then come up with a "stepping stone" strategy-the sequence of steps you'll need to follow to get your idea acted upon. In most cases, this usually involves determining who to call on and in what order in order to generate buy-in for your idea. Most stepping stone strategies will be a logical sequence of getting people within your organization:

To help you further polish your idea.

To suggest your idea to their boss.

To get enthusiastic about what is suggested.

To approve the allocation of resources to your idea.

To act as allies and support your idea.

To make decisions about your idea.

To implement your idea.


Key Thoughts

"A goal properly set is halfway reached."


—Abraham Lincoln



"Management cannot be expected to recognize a good idea unless it is presented to them by a good salesman."


—David Oglivy Advertising Pioneer



"Many people assume that only senior executives make decisions, or that only senior executives' decisions matter. That is a dangerous mistake."


—Peter Drucker Management Guru



"You can have brilliant ideas, but if you can't get them across, your ideas won't get you anywhere."


—Lee Iacocca Former CEO & Chairman of Chrysler



"To just invent something and have a great idea is a lot of work, but it is not enough. You need to know how to get people excited."


—Larry Page Cofounder, Google Inc.



"People tend to believe you more when you yourself believe in what you are selling. By engaging in a thorough job of searching for, discovering, and shaping your idea, you will have a much better story to tell about it as you present it to others. It will be a story you can believe in, and that very belief will help make you more persuasive."


—G. Richard Shell & Mario Moussa







Step 2　Confront the Five Barriers　
中文



Main Idea

To move your idea forward, you need to overcome five key barriers:

Whether or not you are a credible advocate for your idea.

How people view their long-term relationship with you.

Matching your audience's preferred communication style with your own strengths.

Whether your idea aligns with the listener's belief systems.

The listener's interests and any potential conflicts of interest.

The ideal way forward is to find ways to try and turn each of these barriers into assets for your idea instead.

Supporting Ideas

When you see your idea from your own point of view, you will probably be highly enthused about it. That's helpful, but to sell your idea, you need to get other people just as excited as you are, and that requires that they see your idea favorably from the vantage point of their own perspectives.
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There are five key barriers you'll need to overcome as part of the Woo process:

Barrier#1—Poor credibility

Credibility is not something you automatically have. Instead, credibility is bestowed by other people. In other words, credibility is a perception that exists in the mind of the other party. It is a blend of your competence, expertise, trustworthiness, character and decision-making authority. And because credibility exists in the minds of your audience rather than in subjective competencies, that means it can be lost in a single moment of poor judgment, miscalculation or misconduct.

To build credibility in your idea-selling campaign, there are three basic platforms you can use:

Have a proven track record of demonstrated competence-because if you're a top performer in your field, you'll find that all kinds of obstacles will melt away. People respect excellence in performance.

Have expertise-be an absolute expert in a specialized area of knowledge. If you can show you know more about your field than anyone else, your credibility will be enhanced.

Be absolutely trustworthy-show others you are acting legitimately in the best interests of your organization and can therefore be trusted to get significant tasks completed. As people get to know you better, they will find you more and more credible because you always do what you say you'll do.

Credibility always has a "snowball" type effect. As more people find you credible, it becomes progressively easier for others to do the same. By assembling a team of backers, it becomes feasible for unstoppable momentum to be generated.

Barrier#2—Negative relationships

Pure and simple, relationships give people a level of trust, facilitate effective communication and make it easier for people to cooperate with each other. Good relationships go hand in hand with credibility in the idea-selling process.

The three foundations for positive relationships are:

Similarity-the more you work with people and the better they come to understand you, the greater the chances become that a functioning relationship will emerge. As you spend time getting face to face with others and developing rapport, you become familiar with them and you find areas of common interest.

Likeability-you automatically like the people you interact with the most. If you're always in agreement with the other person, it becomes very easy to get to like them and look forward to doing interesting things together.

Reciprocity-we always feel good about doing things for others who will in turn do other things to help us. This can take many forms-the mutual exchange of resources or services or support or whatever.

More often than not, selling your ideas is not a one-shot deal. Instead, the process will be embedded in a number of continuous, ongoing relationships and transactions. To succeed in selling your ideas, you'll need to establish and progressively deepen your connections to people.

Relationships come in different flavors or strengths:


	Rapport-level relationships-casual associations based on surface similarities like the same gender, shared experiences or being members of the same group. Success in building rapport-level relationships requires that you treat people with respect. Rapport-level encounters build goodwill more than anything else.

	Reciprocity-level relationships-where you work alongside some-one else on a project or in a workplace environment. Reciprocity-level relationships are based on observed behaviors. If there is reliability, conscientiousness and competence on display, the relation-ship can grow and flourish. Absent these kinds of factors, nothing much will happen.

	Trust-level relationships-the most committed of the three. These types of relationships arise when people have gathered enough information about each other to form solid beliefs about each other's character, motives and personality traits. When you have a trust-level relationship, you're prepared to give the other person the benefit of the doubt when unusual circumstances arise.



Each of these relationships have a role to play when selling your idea. When you meet people for the first time, your rapport-building skills come to the fore. When you're activating someone else's network to gain information or access to key decision makers, reciprocity-level relationships are very important. And when you're in a tight spot as problems arise in implementation, then trust-level relationships will be needed to keep things moving steadily forward. It's important to build these relationships well in advance of when they will be needed.

Barrier#3—Communication problems

The language you use to describe your idea can go a long way towards either winning people over or turning them off entirely. To use language as an ally:

Determine which of the six basic channels the other person is most attuned to-whether they typically prefer to use interest-based, authority-based, rational, political, relational or visionary modes of communicating.

Customize your message-meaning find the words, frameworks and metaphors they will be most likely to respond to. With a little effort, you should also be able to work in the buzzwords they use in framing your idea. Translate your idea or ideas into metrics your audience will understand.

Do your homework-but always keep a Plan B in the back of your mind. Develop a message that is finely tuned to the known preferences of your audience, but be flexible enough to shift gears and try something else if your initial approach stalls. To be ready, you need to have done your analysis in advance and given some thought to what else you can try.

Barrier#4—Contrary beliefs

People's beliefs and values can often provide a language you can use to frame your ideas persuasively. It's smart to discover and then salute your audience's core values whenever and wherever possible. Just make sure your audience actually believes and practices what's written in their formal values statements before you use them.

So what can you do if your idea clashes with a core belief of your intended audience? There are a few things you can try:

Be persistent-keep at it until you win people over to your way of thinking. Obviously, this is only an option if you have time and are sure of your ground.

Stop speaking with people who will dismiss your idea-or in other words change your audience to people who will be more amenable to what you're suggesting. Perhaps go outside your business unit to others who think differently.

Stay under the radar screen-deliberately position your idea as something small and inconsequential and no threat to the status quo. If nobody can be bothered opposing your idea, you have some breathing space to develop your idea and run with it.

Ask them just to take one small step for now-by doing something that will demand much less commitment. In most instances, the less you ask of your audience, the more willing they will be to go along with you. Make it easy for people to adopt a small pilot project if they're balking at approving a full-scale commitment.

Anchor your idea around an even deeper core value-so people see what you're suggesting as being consistent with an underlying value that runs even deeper than the belief you have collided with. For example, if you're trying to sell a company a new software system, most people will say the existing system works fine and that migrating to the new system would be a pain. If you attack the existing platform, all you'll end up doing is making people get even more entrenched in their opposition. Instead, you have to get people to focus on the underlying purpose of the existing platform and show them that the new system will address those purposes more efficiently and reliably. This is probably the only way you can move the discussion forward.

Barrier#5—Conflicts of interest

One of the first questions your intended audience for any new idea pitch will always ponder is: "What's in this for me?" If you plan on being persuasive, you'd better be ready to answer that question right from the outset.

To think about your audience's interests in a systematic way, ask yourself three questions:

1．Why might it already be in the other party's interests to support my idea?

If you look at their fears, goals and hopes, you might find there is already more common ground than you realized. If you then frame your proposal in terms of those shared goals, you'll get their attention.

2．What do the other parties want that I can realistically give them to gain their support?

Even if your new idea does not align directly with the other party's interests, there may be some other things you can do at a low cost in return for their support. Perhaps put together some kind of package deal you know they will find appealing because it advances their interests but at the same time doesn't cost you an arm and a leg.

3．Why might they say no?

When you get beneath the surface of potential objections, you might well find that what seems to have the potential for being a show stopper can actually be handled relatively easily. Ask why you would say no if you were in their position and figure out a practical way to reconcile your interests.

To address any issues that get raised, you'll probably need to use bar-gaining or politics to get everything sorted out. Bargaining tends to be best in one-on-one situations, whereas politics comes into its own in larger organizational settings.

Before you can decide whether bargaining or politics is an option, you do have to become an expert in uncovering shared interests. The more shared interests you can identify, the more raw material you have to come up with workable arrangements. To uncover your shared interests efficiently:


	Commit serious time to the search-skilled negotiators typically spend 40 percent of their preparation time on the search for shared interests. This needs to be intensive and focused rather than a quick skim of the data.

	Look at the background information the other party already has access to-and try to anticipate how his or her concerns, problems and constraints will influence thinking.

	Try a role reversal-get a colleague to role-play meeting with you and get them to present your proposal. See what kinds of feelings and arguments arise when you hear your own material being presented to you. Follow up on those hints and clues.

	Search for information that confirms your assumptions as you go along-by making leading remarks like: "It must be hard for you to think clearly with all the changes that have been going on in the background." Listen to what they respond with and make sure you're thinking about the same concerns they are.



If you can position your idea as solving an urgent problem for the other party, you'll have their full and undivided attention. They will sign on to your idea in a flash if it furthers their own agenda. That enthusiasm will be sufficient to offset any barriers that may arise in the future when interests collide.


Key Thoughts

"With your idea in hand, you will be ready to map the situation in front of you, charting the course that will lead to the people who can transform your idea into reality. As you plan your idea selling strategy, you will need to set specific persuasion goals for each stage of the process. In some encounters, your goal will be to get introductions to key influencers; in other meetings, you will be looking for endorsements; eventually you will be asking for decisions."


—G. Richard Shell and Mario Moussa







Step 3　Make Your Pitch　
中文



Main Idea

If you can frame your ideas in the most effective way possible, you logically enhance your chances of success. Most decision makers load up on as much data as possible and then after reflection go with their gut feelings. You can enhance this process by making your presentation as engaging as possible for your intended audience.

Supporting Ideas

More likely than not, you're only going to have a few minutes available to sell your idea. Therefore, it's vital that you cut to the chase by doing three things:

Make the most powerful argument you can in the shortest amount of time.

Support what you're suggesting with the most relevant and convincing evidence you have available.

Incorporate some presentation devices that make your audience sit up and take notice.
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Presentation Hint#1—Make your pitch quickly

The best way to do this is to use the PCAN template:

P　Problem

State concisely what problem your idea solves or which need it addresses.

"Our company is in deep financial trouble."

C　Cause

Explain in direct terms how this problem or need arose

"We've invested millions in too many R&D projects that get nowhere."

A　Answer

State your solution to the problem.

"We're going to run with just two new products and we're going to advertise to reconnect with our customer base and prepare them to buy these products."

N　Net Benefits

Summarize why your solution or answer is the best available.

"If we can turn these two new products into blockbuster success stories, not only will we save the company but we will also seed the market for other enticing and compelling products we'd like to develop in the future. We generate profits this year and lay a very solid foundation for the future at the same time."

To make the PCAN template work:


	Always lead off with your best arguments and evidence. Don't keep them for a strong ending. Aim to impress right away.

	Make all your conclusions explicit. Don't ask people to guess or speculate.

	Keep it simple. Boil your ideas down to their most concise, practical forms. Make recommendations in one or two phrases, not one or two pages.



Presentation Hint#2—Provide evidence

To be persuasive, provide evidence for each of the four factors in the PCAN template. Use whatever form of evidence your audience will consider to be most persuasive. Your options:


	Provide solid data-based statistics-Even a quick, unscientific survey of people's opinions can carry weight when there is little time available for a decision to be made.

	Give specific examples of comparable situations from history- similar events that have had clear-cut and decisive implications.

	Provide something that will give decision-makers hands-on experience-perhaps in the form of a "show-and-tell" style demonstration, or get them to use a rough prototype or mock-up. Make them see, touch and feel what you're talking about.

	Bring in people who have used what you're pitching-and get them to talk about their first-hand experiences and impressions. These people can be ordinary consumers or trustworthy experts depending on the specifics of the idea under discussion.

	Provide some kind of social consensus-something in the form of "everyone knows…"



In considering or planning what type of evidence you will provide, tune in to your audience's preferred persuasion channel. Select evidence that is well suited to that specific channel, even if you personally would find something else more persuasive.

Presentation Hint#3—Inject a personal touch

What you're trying to do here is to make your presentation memorable. The way you do this is by injecting some personal touch that will lift your presentation above all the background noise. One way to achieve this is to show some emotion about your most important point. Reveal your true feelings candidly and openly and people can't help but take note.

Presentation Hint#4—Tell a great story

Stories are great devices to use in this context because they engage your audience's imagination. The right story will engage your audience, fire their imaginations and sweep them along to the point of taking action. Stories can enhance your credibility and help provide background to your idea and the process that led you to it.

Presentation Hint#5—Personalize it

There are loads of different ways you can personalize a presentation to make it memorable. For example:


	Start by giving a first-hand perspective of some key historical event.

	Allude to specific, real people who were facing concrete problems and what they did about them.

	Talk about very specific customer problems you have solved.

	Share an example of your hands-on experience with the problem you're trying to solve.



Presentation Hint#6—Make it a puzzle the listener solves

Another technique for enhancing the effectiveness of your presentation is to structure it as something of a mental challenge, with the first one to figure everything out winning a prize. If you start by asking a provocative question, the audience can become caught up in trying to solve it. You might say: "How can our company make more money by doing less work and selling less products?" This could lead into a healthy debate about offering more value-added services rather than going down the commoditization route and so forth. To pitch an idea memorably, look for puzzles embedded within the problems you're trying to solve.

Presentation Hint#7—Use analogies and metaphors

Analogies and metaphors build excellent conceptual bridges. They allow you to start by talking about familiar subjects and build from there towards understanding new topics altogether. The right analogy can take the discussion in entirely new directions and get everyone focused. For example, when America Online was considering entering into discussions with Microsoft to be acquired early in its history, one of the company's board members derailed the threat by asking: "Do we want to be a footnote on Bill Gate's resume or do we want to be the king of the online industry?"

Presentation Hint#8—Force your audience to think

Sometimes, it's helpful to jar your audience and make them think about unknown or unfamiliar subjects. To do this:


	Question the obvious-for example, ask: "Is the real purpose of a business to serve its shareholders or keep its suppliers in business?"

	Try a reversal-you might ask: "How can we increase sales by raising our prices?"

	Play "let's pretend"-make a radical assumption and ask what your business would look like if that were, in fact, true. You might say: "Assume gasoline is twenty-dollars a gallon. How would our business work under these conditions?"

	Reconceptualize-rethink your mission to go down a different route. Disney did this by calling its theme park workers "cast members" rather than "employees." Electric utilities now describe them-selves as "energy" companies, which allows them to offer more services and activities than they could as "electricity generators."




"Step 3 of the Woo process is show time. Moreover, every time you sell an idea, you need to make your pitch at two levels: the rational and the intuitive."


—G. Richard Shell and Mario Moussa







Step 4　Secure Commitments　
中文



Main Idea

Getting people to agree is helpful, but getting them to then make concrete commitments is vital to your success. To achieve this in practice, you'll need to address internal political opposition, people who lose influence if this moves forward and other potential derailers of your initiative. In some ways, you might even find the real work begins once your boss says yes, so it's your job to turn agreement in principle into action.

Supporting Ideas

The last step is often the most complex stage of the entire idea-selling process. Here, you're trying to obtain the actions that mean going for-ward with your idea. There will be organizational obstacles and momentum to overcome. There will be turf wars, misalignment of incentives, strong personalities at work behind the scenes and the issue of who controls what to contend with.

The problem with selling ideas is that you're always trying to disturb the status quo. There will be a natural inertia for the tried and true. There's also the possibility that priorities will shift in the period between when everyone agrees to something and when it's time to implement it. Programs that were Job #1 one week might only be Job #5 a few weeks later as unexpected events make their presence felt. All of these are challenges for idea sellers.

[image: 004_e]


To deal with the politics that can impede implementation at the level of the decision maker, you can:


	Reaffirm your shared interests-and reinforce those ideas as often as possible, especially when external circumstances are changing.

	Rely on your relationships-to keep your idea in the frame even if others have to be axed as a result of a shift in priorities.

	Make certain an important audience of influential people are following progress on implementation-especially people everyone wants to impress. The presence of an influential audience can encourage concrete actions.

	Build in accountability monitoring systems-performance bench-marks, deadlines and other systems. If there is a perception that everyone relies on them coming through, they won't readily dismiss their prior commitments.



If people are assigned specific, unique and important roles in the implementation of your ideas, they will feel responsible and account-able. By adding specific deadlines, you make it much harder for them to move to other projects. If they recognize that they will be noticed, they will do what they agreed.

To get anything meaningful done, you're also going to have to deal with the internal politics of your organization. How much your new idea upsets the existing balance of power, resources and status quo will be a leading indicator of the amount of resistance you'll need to overcome. To deal effectively and productively with these internal politics:


	Try to come up with a simple theme that encapsulates your idea- something along the lines of Southwest's focus on providing low-cost air travel. Your theme will become a rallying call everyone uses if you do a good job of this.

	Create a sense of urgency for your idea-perhaps by linking it to an external event. The American space program could never attract funding until the Soviet Union launched Sputnik. Sometimes other events can create an incredible window of opportunity you need to seize upon.

	Try to score some early small wins-and then broadcast them near and far. Use this to build momentum for change.

	Form as many key alliances as you can-so you broaden your base of believers. Look to tie in with whoever has the power to decide, the power to fund or the power to implement.

	Try to create your own snowball effect-where you keep increasing organizational support and commitment until the momentum to move forward becomes unstoppable. The more people you can get on the bandwagon, the more your opponents will come to be viewed as extremists.

	Retain your flexibility and keep on responding and adjusting your plans-rather than presenting an attitude of "I've been right from the beginning and everyone else was wrong." For your idea and your own career to survive, you've got to stress that every corporate initiative that succeeds in the marketplace is a team win. Stay flexible to survive.

	Lock your idea in-through the use of budgets, job descriptions, incentives and other standard operating procedures. Once your new initiative becomes an integral part of other people's careers, it will have the sustaining force required to grow and flourish.

	Secure the credit you do deserve though-so your own career doesn't stall. Hit a good balance. Remind people that you started the ball rolling at the same time as you stress that keeping things moving forward is a joint effort.





Sell Your Ideas or WOO (Win Others Over)　
中文



Main Idea

Keeping in mind the four steps of the Woo process as a whole, then are ten questions you should be able to answer before you try to launch a new idea:

Supporting Ideas

1．What is the five-minute summary of my idea?

Before you go into any meeting where your idea will be discussed, pause and review the PCAN model:

What precisely is the problem?

What are the direct causes of that problem?

How does my idea answer the problem?

How is my idea superior to all other alternatives?

Then decide on an image or metaphor you can use that will convey your idea and position it favorably.

2．What role does the person I am meeting with potentially play in the decision-making process?

Before any meeting, pause and consider how this meeting fits in the stepping stone sequence. Consider how this meeting will help you advance your idea.

3．What is my goal for this encounter?

Decide whether you want to:

Gather feedback on your idea so you can improve it.

Gain access to another key decision maker.

Persuade this person to back your efforts.

Obtain authorization to use resources.

Get hands-on help with implementation.

Write down your goal, refer to it during your meeting and then evaluate whether you achieved that.

4．Why will this person find me credible?

Decide in advance what relationships, credentials, past achievements or competencies you want to mention. Figure out what you need to provide in order for you to come across as solid and credible.

5．What specific persuasion channels will this person most likely be tuned to?

Be prepared to adjust your pitch so it can come across on his or her wavelength.


	If they think rationally, have analysis and statistical evidence available to support what you're saying.

	If the other person is more conceptual, emphasize the big picture issues.

	Have a Plan B ready to roll as well should you need to orient the discussion more towards:



What's in it for them.

How it will play to a larger audience.

How this idea will strengthen relationships.

How your idea will harness and respect authority.

6．What persuasion style will be most appropriate?

Is this person a Driver, Commander, Advocate, Chess Player or Promoter? Decide whether you need to turn the volume up or down to appeal, and whether you need to orient everything towards their own priorities or those of a larger group.

7．Is it likely my idea will conflict with any of this person's beliefs?

If they are likely to be skeptical, consider in advance how you can address their concerns. If there are obvious conflicts, try to think of ways you can minimize those concerns. You might obtain the endorsement of someone who will be influential before your meeting or something similar to address these concerns.

8．Is it possible my idea will conflict with this person's interests in some way?

If your idea is going to impact on their future control, resources, career, jurisdiction or opportunities, then you'd better be able to explain to them why the benefits outweigh the disadvantages. Try to come up with ways you can help bridge any conflicting agendas.

9．What specific commitments can I ask for?

Decide in advance what actions you'd like the other person to take as a result of meeting with you. Get down to the real nitty-gritty details here. What do you want?

Access to someone they have a relationship with?

Their endorsement?

A decision to commit resources?

10．How can I make this relationship stronger as a result of our meeting?

The Art of Woo begins and ends with positive and constructive relationships. Going into your discussions, think clearly about how you can conclude your dealings with your relationship intact. Find practical ways you can demonstrate good faith and reliability.


Key Thoughts

"Character is like a tree and reputation its shadow. The shadow is what we think of it; the tree is the real thing."


—Abraham Lincoln



"Ambition, not so much for the vulgar ends but for fame, glints in every mind."


—Winston Churchill



"A problem well stated is a problem half solved."


—Charles F. Kettering Inventor



"An ounce of performance is worth pounds of promises."


—Mae West



"Those who are too smart to engage in politics are condemned to being governed by those who are dumber."


—Plato



"You must strike a balance when you attempt to make your ideas memorable. Too little attention to this part of your presentation, and you may lose your audience by putting it to sleep. On the other hand, too much effort to make your presentation entertaining will detract from your message. People will remember the bells and whistles in your presentation but forget what you said."

"In a world where standardized presentation software dulls people's thinking and reduces their expectations, surprise your audience."

"It is all very well to have great relationships, credibility, plans, and proposals, but if you cannot close the sale and push your initiative through your organization, then you have failed."

"Politics is not an optional activity for idea sellers-it is an essential aspect of the Art of Woo."

"So what is Woo? It is relationship-based persuasion, a strategic process for getting people's attention, pitching your ideas, and obtaining approval for your plans and projects. It is, in short, one of the most important skills in the repertoire of any entrepreneur, employee, or professional manager whose work requires them to rely on influence and persuasion rather than coercion and force."

"Woo. Simple to say. Hard to do. The art comes in the balance you strike, each time you persuade, between what we call the self-oriented perspective emphasizing your own credibility, point of view, and level of commitment, and the other-oriented perspective that focuses on your audience's needs, perceptions and feelings. How should you balance your own need for authenticity with your audience's need for a tailor-made message? With Woo, you come prepared with a plan, then improvise and adjust as you go along. That takes art."


—G. Richard Shell & Mario Moussa
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