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重要概念

口碑资本（Conversational Capital）

口碑就是启动消费之间的对话，想创造口碑，就必须引发对话主题；要做好口碑营销，还需要对口耳相传的内容妥善管理，不断累积口碑资本。口碑营销可以依据由消费者掌握主动搜寻的原理来运作。首先，需要创造优质的产品或服务，让市场有人愿意替你发出声音；这时候，当消费者开始要针对产品或服务查询相关的信息或者其他人的经验时，自然就会通过搜寻工具或是社群网络搜寻到关于这些商品的口碑，之后继续促成对话和讨论、引用或转寄。

Google的AdSense之所以能够横扫全球，拥有45%以上的网络广告占有率，主要因为这些广告的产品或服务都是出现在消费者主动输入关键字搜寻信息内容的时机。广告出现和信息内容有密切的连结，自然能为客户带来较高的投资报酬率。

口碑也是大卫马修乐团（David Matthews Band）在音乐界屹立十数年的原因。DMB允许自己的死忠乐迷在每场表演随意录音，并让录音内容流传开来。这些卡带记录了DMB在全美各地的表演，也记录了当时的现场气氛，每一卷卡带都代表一次独特的音乐体验。光是听这些表演，马上就让大家有话题可聊，因为他们每一场表演，都是世上仅有的音乐体验，在乐迷心中留下无法抹灭的印象。

品牌故事（Brand Story）

品牌故事运用把企业与大众之间用一个共同点串连在一起，拉近“企业”与“被服务对象”两者关系的内容元素，也是要找出“我们是谁”以及“我们能做什么”这两件事的意义。在这个什么事都稍纵即逝的年代，如何在最短的时间，有效地让顾客清楚认识公司，并且留下深刻的印象，决定了顾客未来与公司的互动关系；而拥有忠实客户的公司都知道，和消费者分享独一无二的真实个性，能提高顾客的信赖及忠诚度。

数位策略（Digital Strategy）公司的资深副总罗希特·巴加瓦（Rohit Bhargava）说：“个性是品牌的灵魂，能让群众为之疯狂。”品牌可以增加消费者对产品的辨识、购买考量和尝试意愿，最后产生购买的动作；建构品牌正是为了确保这个重复的过程，是种正向的循环，进而产生成长与利润。

故事城咖啡（Storyville Coffee）是一家由热情拥护者所成立的公司，他们描述自己的任务是“拯救世界，一次一杯”。它的背景故事是依据两项事实，来改变大家对咖啡的认知：1．咖啡也会过期；2．大多数的咖啡豆都经过烘焙，延长它的保存期限。不同于其他业者，故事城的咖啡都有一个赏味期限，也只提供一般咖啡和低咖啡因咖啡。故事城的咖啡成分虽然简单，却有一个冲泡仪式，用各项细节来完成每杯咖啡的制作。故事城咖啡由热情的创办人打造品牌，并编写出它独特的背景故事，支持的消费者协助这个故事流传，吸引更多人注意和加入。



五分钟摘要





英文



口碑资本是一门艺术，在于结合所有必要因素，以建立起发自基层的正面口碑推荐。口碑资本的重点就是要为平凡的产品及服务注入高度活力，使其成为顾客喜爱并会向他人大力夸奖的体验。事实上，对于所有渴望成为领导者的企业来说，口碑资本就是致胜的法宝。

拥有高度口碑资本的品牌，表现一向胜过不享有这项竞争优势的品牌。当消费者迷恋你的商品，把商品当作是他们自己人生的一部分，就可能会产生绝佳的结果。现今的媒体市场尤其是如此，大众传播的效果正逐渐丧失，消费者已经开始对过去“由上而下”的沟通方式感到怀疑，对于水平传播（同侪对同侪）的讯息或是“由下而上”浮现的讯息则反应较佳。消费者认为这类讯息比较真实，所以也比付费广告更具权威性。


“口碑是相当珍贵的传播方式，我们认为其价值就像任何传播方式一样，可以加以管理。只要适当建立起这种传播，就会拥有使自己品牌增值的资产。忽略它或是运用不当，都会对你不利，即使你已经在媒体宣传上投入数百万美元也一样。由于口碑推荐是自发而民主的，而且其力量绝大部分掌握在消费者手中，因此对营销人员来说可能会感到畏惧且难以预测。其实并不至于此，我们屡次观察到，只要能在品牌故事中呈现特定几项关键要素，就会产生正面的口碑，我们称这些要素为口碑资本的引擎。只要了解并适切管理这些引擎，就能将口碑资本转变为工具组，为你的产品或服务建立价值。”

——赛斯维特、巴宾斯基＆艾尔伯





MAIN IDEA





中文



Conversational Capital is the art of bringing together all the requisite elements to craft positive word-of-mouth endorsements from the ground up. It's about injecting intensity into ordinary products and services to turn them into experiences consumers love and rave about to others. In effect, Conversational Capital is the Holy Grail for any business which aspires to leadership.

Brands which have high degrees of Conversational Capital always out-perform those which do not enjoy this competitive advantage. When consumers are so enamored of what you have to offer that they make you an ongoing part of their own stories, tremendous things can happen. This is especially true in modern media markets where mass communication is losing its effectiveness. Consumers have become suspicious of the traditional "top down" style of communication. They respond far better to the horizontal (peer to peer) messages or those which bubble from the "bottom up." These messages are considered far more genuine and therefore more authoritative than paid advertising.


"Word-of-mouth is valuable currency. Like any currency, we believe that its value can be managed. Build it properly and you have an asset that increases the value of your brand. Ignore it or spend it unwisely and you have a liability—even if you've invested millions above the line. Because word-of-mouth advocacy is organic and democratic and because consumers control so much of its power, it can appear scary and unpredictable to marketers. It shouldn't be. What we've seen, time and again, is that positive word-of-mouth happens when a certain number of key factors are present in a brand story. We call these factors the engines of Conversational Capital. By becoming aware of and managing these engines properly, you can turn Conversational Capital into a toolbox that builds value into your product or service."

—Bertrand Cesvet, Tony Babinski ＆ Eric Alper





第1部分　口碑资本的定义　
英文



主要观念

口碑资本已经行之有年，但是很少有人想到去确认、证明，甚或是清楚阐释其利益。基本上，只要企业提供出色、有意义的体验，协助顾客达成他们的目标，就能创造出口碑资本；而相对地，这些顾客也会积极向他人谈论自己的体验。

支持概念

只要顾客会和他们的朋友、家人或同事谈到自己购买的某件物品时，口碑资本就产生了。消费者一般只有在下列条件下才会想要这么做：


	他们所购买的商品与他们的个人价值观在某种程度上产生强烈共鸣，因而让他们感到满意时。

	他们所购买的商品能够强化自己的个性，并且多少反应出个人喜好时。



口碑资本之所以有效而且又和现代社会息息相关，主要有5项理由：


	不论哪一种产品，今日的顾客几乎都比过去拥有更多的选择，而面对这么多选择很容易让人感到困惑。

	几乎所有人的时间都有限，因此消费者变得更精明，也更识货。

	当消费者变得更加精明，他们往往就会转而选择能够提供更加丰富、一致的顾客体验的产品或服务。

	这些丰富的体验才会最常引起消费者谈论，很多顾客非常乐于聆听他人的体验，而且会急切地以各种方式利用他人所得知的内行秘诀。

	当更多口碑资本的引擎纳入设计更完善的产品或服务时，顾客所购买的产品对他们而言就更具意义及凝聚力。



注意口碑资本和话题之间的差异：


	话题是制造出来的，并且需要借助媒体报导来传播；口碑资本则是基植于体验之中，而且只靠同侪之间的推荐。

	话题具有高度影响力，但是通常寿命不长，大家很快就会转移到另一个热门事件；而口碑资本则能长久在消费者心里占有一席之地。

	话题的目的在于引人耳目；而口碑资本则是完善地去进行一件让商品既实在又有意义的事。



口碑资本和成为顾客拥护者的观念也相当不同，实际上，口碑资本能让顾客的拥护提升到前所未有的程度。口碑资本能够将顾客变成企业、产品或服务的信仰者，而不只是拥护者。只要顾客体验成为他们生活型态中不可或缺的一部分，就会产生口碑资本，其重要性极为重大，所引起的共鸣也绝对高于拥护的程度。

口碑资本具有8具“引擎”或是说“驱动力”：
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1．仪式
 ——规划严谨的活动，为参与者创造出、并且正式形成某种特殊的意义。


2．独有的产品组合
 ——顾客可以随意混合或搭配，直到找出符合需求的产品与服务配套为止。如果企业的表现高于顾客期待，就能够让顾客体验独特且难忘。


3．传说
 ——在体验之中，为大众所认同的部分叙述内容。从传说可以一窥某种体验应该是何种面貌。


4．奇特感受
 ——以令人难忘及瞩目的方式，去挑战感知的特定事物。当人类感知接触到某种特出的事物时，就可能产生深刻的体验。


5．象征物
 ——给予顾客与众不同体验的标志或符号。象征物的种类繁多，从可口可乐独特的瓶子，到阿迪达斯球鞋的3条斜线注册商标皆是。


6．部落意识
 ——顾客因为购买和使用某样产品而结合成的使用者团体。部落与团体让有志一同的人分享想法和互动。


7．推荐
 ——某位具可信度的人为某项产品或服务代言，而且与该产品有其相关性。


8．一致性
 ——综合以下3项因素而得的声誉：
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这3项因素的距离愈接近，也就是说上面这个三角形愈小的话，你就愈表里如一，正面口碑也就愈可能出现。相对地，如果这3项因素的距离愈远，看起来如同一个明显比较大的三角形，你的声誉就愈可能受损。

以下举太阳剧团为例来说明口碑资本的运作方式，这是一家现场马戏表演的演艺事业公司，年营收超过5亿美元。


1．仪式
 ——观众就座后，会有各种小丑及人物和观众互动。这些非自愿参与表演的观众为节目增色不少，并让大家感觉到即将会有某些特别而难忘的演出。


2．独有的产品组合
 ——每场表演都是现场演出，因此会有某种程度的不同，这表示观众如果连续观赏2场，会看到不同的演出。观众可以从演出的角色和情节塑造出自己独特的娱乐体验，而表演者也会尽情演出。


3．传说
 ——soleil就是法文的“太阳”，太阳剧团利用太阳这个名称，来代表该公司想传达给观众的青春、热情及生气勃勃。这项创团的传说时常被提及。


4．奇特感受
 ——这对太阳剧团来说得来不费功夫，因为它提供的就是现场的马戏表演。看来有如与死神搏斗的出神入化表演，就是它所提供的整体娱乐体验中不可或缺的一部分，包括像会移动的地板、表演者在水面行走，或是要坐在火圈当中的人一边读着报纸。太阳剧团之所以让人难忘，是因为一直在挑战感官的极限。


5．象征物
 ——以太阳剧团来说，就是醒目的蓝黄条纹大帐篷。以大帐篷作为象征物是聪明的做法，因为它建构在“跟着马戏团一起远走高飞”的现代传说之上。


6．部落意识
 ——太阳剧团借着节目时程的安排，促成观众在开演前碰面、往来。当大家聚集在“大帐篷”外时，在场的人不但能够彼此认识，也会感觉自己是某个独特部落的一份子。表演者的开场游行以及和观众的逗趣互动，也建立并强化了这种独特性的认知。


7．推荐
 ——太阳剧团经常私下邀请名人或达官显要到后台。太阳剧团并没有把名人的造访当作曝光机会，而是请这些人推荐其节目。这种方式成效绝佳，而社会上许多最有影响力的人也都成为太阳剧团的粉丝。


8．一致性
 ——太阳剧团提供了非常引人入胜的体验，因此这个体验、太阳剧团的声誉以及观众评价之间的整体性非常高。太阳剧团之所以能享有正面口碑，是来自于粉丝的热情以及持续支持。该公司不做空洞的承诺，或产生不切实际的期待。



Part 1 Defining Conversational Capital　中文



Main Idea

Conversational Capital has been happening for years, but very few people have ever paused to identify it, name it or even clearly articulate its benefits. In essence, Conversational Capital is created whenever firms provide customers with outstanding and meaningful experiences which help those customers do what they want to do. In return those customers talk positively about their experiences to others.

Supporting Ideas

Conversational Capital is created whenever customers are willing to talk about what they have purchased with their friends, families and coworkers. Consumers are generally only willing to do this:


	If they are pleased and/or delighted with what they've purchased because it resonates strongly with their personal values at some level.

	If their purchase strengthens their personal identity and somehow reflects their personal preferences.



Conversational Capital works and is relevant to the modern world for five main reasons:


	Consumers today are faced with more choices than ever before for almost all kinds of products. It's easy to get confused when faced with so many choices.

	Almost everyone has time constraints. Consumers are therefore becoming more sophisticated and discriminating.

	As people become more sophisticated, they are turning more and more to products and services which deliver a rich and coherent customer experience.

	It is these rich experiences which get talked about the most. Many customers relate well to hearing about the experiences of others and are anxious to take advantage of the inside secrets that others have learned in various ways.

	As more of the engines of Conversational Capital get incorporated into better designed products and services, customers are enjoying increased meaning and cohesion from what they buy.



Note Conversational Capital is different from buzz:


	Buzz is manufactured and needs media coverage to spread. Conversational Capital is embedded in the experience itself and relies solely on peer-to-peer endorsements.

	Buzz has a high impact but usually has a short lifespan—people move on to the next big thing. Conversational Capital has an enduring place in the minds of consumers.

	Buzz is all about making noise and getting attention. Conversational Capital is about doing something so well it has complete integrity and meaning.



Conversational Capital is also quite different and distinct from the idea of becoming a customer advocate. In practice, Conversational Capital raises the stakes of customer advocacy even higher than before. Conversational Capital creates true converts to a company, product or service and not just advocates. Conversational Capital is created whenever the customer experience becomes an integral component of the customer's lifestyle. That level of significance is quite profound and is certainly more resonant than advocacy has ever been.

There are eight "engines" or "drivers" of Conversational Capital:
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1. Rituals
 —highly structured events which create and formalize some kind of meaning for the participants.


2. Exclusive product offerings
 —where customers can mix and match until they come up with a combination of products and services which meets their needs. When companies over deliver and exceed customer expectations, this can make the customer experience unique and memorable.


3. Myths
 —narratives which come to be accepted as part of the experience. Myths provide important clues about what an experience should mean.


4. Sensory oddities
 —specific items which challenge the senses in memorable and noteworthy ways. When the human senses are presented with something extraordinary, a far-reaching experience can occur.


5. Icons
 —signs and symbols which differentiate the customer experience. Icons come in all kinds of shapes and sizes from Coke's distinctive bottle right through to the three trademark stripes on adidas shoes.


6. Tribalism
 —customers gathering into user groups dictated by the items purchased and used. Tribes and groups allow like-minded individuals to swap ideas and interact.


7. Endorsements
 —when someone credible speaks for a product or service and its relevance.


8. Continuity
 —your reputation that will be the combined result of three different factors:
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The closer these three factors are to each other—or in other words, the smaller this triangle is—the more integrated you are and there-fore the more likely it is that positive word-of-mouth will happen. Conversely, the more disjointed these three factors—as represented by a significantly larger triangle—the more likely it becomes that your reputation will suffer.

To give an example of how Conversational Capital works, consider Cirque du Soleil, the live circus entertainment company which has revenues of more than 500 million dollars a year.


1. Rituals
 —as the audience settles into its seats, various clowns and characters interact with the crowd. These unwilling participants add some zing to the show and signal something special and memorable is about to occur.


2. Exclusive product offering
 —each performance is live and therefore changes in some small way. That means an audience can attend two shows in succession and see different things happen. Audience members can shape their own entertainment from the characters and plot. The performers also try to deliver a perfect performance.


3. Myth
 — "soleil" is French for "sun." Cirque du Soleil uses the sun as the symbol for the youth, fire and exuberance the company wants to project to its audience. This founding myth is mentioned often.


4. Sensory oddities
 —this comes easily for Cirque because it is a purveyor of live circus entertainment. Seemingly impossible death-defying acts are an integral part of the overall entertainment experience. This may consist of a moving floor, performers walking on water or having a man engulfed in flames while reading a newspaper. Cirque du Soleil is memorable because it consistently challenges sensory boundaries.


5. Icons
 —in the Cirque du Soleil's case, this includes a signature blue and yellow striped big top which commands attention. Using the big top as an icon is smart because it builds on the urban myth of "running away to join the circus."


6. Tribalism
 —Cirque encourages this by arranging their performance schedule so people can meet and mingle before the show starts. As people gather outside the Big Top, they not only find they know others who are there but the sense of being part of a distinctive tribe is engendered. The opening procession of performers and the interactive clowning around with audience members builds and enhances the perception of exclusivity.


7. Endorsements
 —Cirque du Soleil often discretely welcomes celebrities and dignitaries backstage. Rather than turning these visits into photo opportunities, Cirque asks these people to become endorsers of its show. This has worked exceptionally well and many of the most well-connected people in society are fans of Cirque du Soleil.


8. Continuity
 —Cirque offers a highly engaging experience so there is a high degree of integrity between the experience, Cirque's reputation and what people are saying. Cirque enjoys positive word-of-mouth because of fan enthusiasm and ongoing support. The company avoids empty promises or generating unrealistic expectations.



第2部分　口碑资本的8具引擎　
英文



主要观念

通常只要能在品牌故事中呈现几项关键要素，就会产生正面的口碑，这些要素称为口碑资本的引擎。另一种观察角度，则是把它们视为“体验的扩大器”。
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支持概念

CC8具引擎1　仪式

简单来说，仪式就是我们会一直重覆进行的特定行为或惯例，显示出这些活动是自己“喜爱”或“有兴趣”的。当你在自己所提供的顾客体验中纳入某种仪式行为时，它就会让一切变得更令人难忘、更值得谈论，这是一种好现象。

有很多种顾客体验已经高度仪式化，例如：


	你可能已经习惯在进入一家餐厅时，店主人会招呼你，接着以非常制式的方式为你服务。当你在旅馆柜台登记入住时，也会有同样的状况。

	很多夜店会要来客大排长龙才能进入，营造出一种众人相争进场的特权感。

	购衣也已经相当程度的仪式化，会有人领你到试衣间试穿，帮你打点一切。



要增加自己的口碑资本，就要思考该如何在产品或服务的使用上加入某些仪式。举例来说：


	
采取和现状背道而驰的方法
 ——如餐厅不用菜单，由主厨决定当天晚上要做什么菜给饕客享用。

	
将自己的产品和其他事物连结
 ——如绝大多数喝可乐娜啤酒的人，一定会在啤酒里加一点儿莱姆汁一起喝。

	
建立某些奇特的传统
 ——如有很多消费者吃Oreo饼干时会将饼干剥开，先吃奶油夹心。



大多数仪式往往都是随时间自发演化而来，不是你用几支广告或刻意营造能够产生的。好的仪式往往是由下而上浮现，而不是由上而下支配。根据产品来营造发展良好仪式的环境，口碑资本就会自然而然增加。

CC8具引擎2　独有的产品组合

如果你让顾客共同创造符合他们所需的顾客体验，就等于开始提供独有的产品，也就会产生大量口碑资本。每个人都想要觉得自己是独一无二的，也希望其他人如此对待自己。独有的商品会带来非常有力的差异性并且引人注目，因为这会让顾客感觉到，自己是很特别的。

以下举出一些范例：


	星巴克咖啡一向都提供美味的咖啡，但是每一位顾客所点的咖啡都有非常特别指定的口味。与其提供标准化的产品，星巴克让每一位顾客都能够指定他们想要体验的独特口味，这种方式产生了大量的口碑资本。

	iTunes让顾客可以选购单首歌曲，而不需购买整张CD，这使得每个人都有办法建立高度个人化的音乐图书馆。

	宝马汽车让购买MINI Cooper的车主设计自己车子的外型，包括车顶和引擎盖的烤漆，使每一部MINI Cooper都与众不同。

	西班牙成衣零售商ZARA每两个星期就会调整一次所有上架的商品，这让该公司能够推出世界上最新的流行服饰，而绝大多数主流品牌都是一季才更换商品一次。

	香港丽晶酒店（现为香港洲际酒店）对第一次上门用餐的客人，会提供绣上英文姓名缩写的个人专属餐巾。



如果你能够将自己所提供给顾客的体验客制化，就要大力进行，口碑资本的要素会因此大幅增加。即使这种体验本身相当普通，光是客制化的做法就会让顾客感觉更具专属感，而这种专属感会在未来创造出大量的口碑资本。

CC8具引擎3　传说

传说就是背景故事，精要说明我们的本质、发展历程以及最重视的价值观。以传说来包装自己的企业营运，在市场上就很有诉求力。苹果计算机就是一例，它是由2个身无分文、但充满热忱和点子的年轻人所创立。该公司利用这种独立思考的想法胜出，并且将之转变成苹果计算机的独特标记。

传说能够在各方面增加口碑资本，因为它会为商业交易注入某种神秘感。明智的企业不仅会让传说浮现，还会尽一切努力让传说永久流传，并以传说为基础努力发展。有效的传说能够传达出自己品牌的基本内涵。在某些状况下，创办人的言论可以扩充成为不错的传说，有时则不适合。例如亨利·福特有名之处，就是他为了到底该制造大众负担得起的汽车，还是只有富人买得起的高价汽车，和福特汽车的初期投资者有过冲突。亨利·福特最后得到胜利，并且让汽车得以普及。如果福特能够在今日再造过去的承诺，就可以为这个品牌注入新生命，并且有效地定位，让该公司的口碑资本激增。

CC8具引擎4　奇特感受

每当你体验到某些在触觉、视觉或味觉上出乎预期的事物，你就会留下鲜活的印象，还可能想要向其他人谈及精彩的细节。诉诸感官体验的事物能够创造出相当大量的口碑资本，传统营销通常是依靠视觉的诉求，而不是诉诸于其他会让人产生深刻印象的感官。

以下举出一些企业的范例，说明如何诉诸感官以增加口碑资本：


	劳力士表比其他手表大、也比较重，借此强化其价值更高的印象。

	福斯金龟车强调质量，和一般强调“车子要有型”的方式反其道而行，因而成为一种汽车的象征物。

	服饰零售商Abercrombie ＆ Fitch刻意营造出完全不像零售店的环境，并且只诉求15到30岁的客群，其他年龄层则根本放弃。它的店面灯光迷蒙、播放有冲劲的嘈杂音乐，而商品则刻意凌乱地陈列。

	诺斯壮百货则采取了完全相反的手法，该公司请钢琴师在中庭演奏，走道宽敞而明亮，借此促进顾客的探索和非常公开的企业文化。这些特色结合起来，让购物变成一场惊奇及趣味之旅。



CC8具引擎5　象征物

象征物就是能够唤起丰富联想的标志或符号，它能够激起的思维及回响，远超过一连串必须付诸行动才有用的事物。象征物常见于宗教界，但是在其他任何领域也都有可能出现，例如：


	玛莉莲·梦露象征了魅力、情色能量及最终悲剧性的性感。

	洛基山脉象征了辽阔、自由及雄伟。

	很多世界知名的河流都被认为象征了生命和律动。

	巴黎的艾菲尔铁塔代表了法国的一切，正如同纽约的帝国大厦代表了活力及忙碌喧嚣的城市生活。



要创造出象征物，可以经由产品设计的独特性及感染力，甚至可以借由产品包装的用心和细心。如果你的产品或体验是独特、创新的，就能以此为出发点，让产品更具有象征性。相对地，如果你的产品跟其他人一样，也可以找出新鲜的诉求方式，或将产品与其他引人瞩目的事物连结，以提升自己的口碑资本。

在任何市场中，即使是晚进者也能设法让自己成为一种象征物。Target百货很晚才进入零售业市场，为了凸显自己，该公司引进了许多受人推崇的设计师和品牌，Target百货因此成功让自己成为“便宜时尚”的推手，大约定位在沃尔玛跟K-Mart之间。Target百货在这个过程中，成为了这个层级的零售商中的领导厂商，也让公司赢得许多口碑。

CC8具引擎6　部落意识

只要能让顾客感到归属于某个非常独特的社团或团体，就可以让口碑资本大幅成长。

如果顾客觉得购买或使用你的商品，就好像和一群有志一同的人组成了某种部落，因此产生一种觅得知音的感受，这对于引起人们的话题将会非常有助益。

人在和自己认为是同侪的人在一起时，会比较愿意说话，如果这些人已经自发性地结合成团体，效果还会更好。最好的品牌不会想由上而下营造出部落意识，而是会设法连结各种现存的正面意见，再设法强化目前已经进行的活动。

在未被发现前就自然形成部落的例子有：


	哈雷机车——在美国各地及世界各国举办哈雷车主聚会。

	Alamo Drafthouse戏院——这是一家连锁戏院，大幅改写了观影体验。观众可以在电影放映时坐在桌边，点购全套的餐点。电影迷可以在轻松、奢华的气氛下聚会和互动，分享彼此的兴趣和观赏电影的体验。



要注意的是，部落是在人有志一同时才会形成，无法仅靠企业推出同好项目等类似活动所能促成。品牌要成为持续话题之中的一部分，而不是整体的焦点。

CC8具引擎7　推荐

就口碑资本而言，推荐并不是要社会名流为你的顾客体验代言，而是要鼓励消费者免费而且完全自发地为你发声，这是最有说服力和最有威力的营销方法。如果你能让有信誉的人士以他们的名声，保证你能够实践承诺，就会创造出非常庞大的口碑资本。

大家都心知肚明，名人推荐是花钱请来的，他们会去说广告主要他们说的话。这种方式难以采信于一般人，也会让人觉得虚伪。相对而言，同侪的推荐才值得注意，因为它更显真实与真诚。跟你的品牌有良好互动经验，再转而与他人分享这些经验的内行人，才具有可信度。他们其实就象是试吃的人，而他们愿意分享自己的经验，也多方面增强了他们言论的正面影响力。

CC8具引擎8　一致性

当你的品牌承诺、提供给顾客的体验和试图营造的形象间有一致性时，就会产生正面的口碑资本。传统的营销只着重于品牌承诺，并设法想出动人的口号或标语：


	钻石恒久远。

	我们是老二，所以我们更加努力。

	休息是为了走更长远的路。



好的口号或标语当然会有帮助，但是光有那些还并不足以引发讨论。口碑其实是下列3项因素互相作用下的副产品：


	你的体验——真实的自己。

	你如何传达出这个体验——你对自己的描述。

	顾客对此有何感受——别人对你的评价。
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当这3项因素彼此一致时，就会产生可信度，而如果有所脱节，就不太可能会有多少口碑资本，这种正面的反馈循环是绝对必要的。你的声誉必须靠多年努力达成一致的卓越体验才能建立，而声誉攸关建立口碑资本的成败。

一致性的意义是指，要建立能持续缔造卓越绩效的声誉。声誉一定是靠努力而来的，不是强势要求能得到的。当你说出“我们是以杰出表现著称”之时，其实却传达出相反的意义。要让人对你的公司或产品有好印象，在你的本质、你如何描述自己及别人对你的看法这三者之间，必须确实相关。你无法将自己的形象转变成为生硬的话题，这是办不到的。声誉必须靠努力去争取。

如果你渴望让顾客谈论你，最好想清楚在体验之前、过程当中，以及之后各应该怎么做，才能确实获得预期的反应。最好能够设置完善的制度，让自己日复一日、年复一年持续有优异表现。你最好还要能持续实践自己做过的承诺，否则你就可能会付出沉痛代价。

沃尔玛就是这种现象的绝佳范例，该公司向来以低价为人所称道，然而这有时也或对或错地被认为是小型社区的摧毁者。为了克服这种负面观感，沃尔玛安排了接待人员来迎宾，让顾客感到舒适自在，另外还允许休旅车在其停车场扎营休息，借此让大众了解万一有需要时，他们可以信赖沃尔玛会是个安全的停靠站。在全美各地停车场纷纷出现的露营休旅车，促成了一种新型社群的形成，结果为沃尔玛创造出正面的口碑资本。


关键思维

“虽然口碑资本在高毛利、体验丰富的领域特别明显，不过仍然可以在各种消费性商品的范畴中发掘，从大众食品、笔记本，到免举世皆然。当你学会探知它的存在，你会发现口碑资本无所不在。”

“消费者难以满足，但是在他们爱上你之后，也会变得非常宽容。”

赛斯维特、巴宾斯基＆艾尔伯





Part 2 The Eight Engines of Conversational Capital
中文



Main Idea

Positive word-of-mouth generally happens whenever a number of key factors are present in a brand story. These key factors are called the engines of Conversational Capital. Another way to look at them is to consider them to be "experience amplifiers."
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Supporting Ideas

CC Eight engines 1 Rituals

Rituals are purely and simply specific behaviors or rites we repeatedly engage in to designate certain activities as being "preferred" or "interesting." When ritual behaviors become part and parcel to the customer experience you offer, it makes everything even more memorable and worthy of conversation—which is good.

Many customer experiences are already highly ritualized:


	When you go to a restaurant, you're probably used to being greeted by a host and then being waited on in a highly stylized manner. The same is true when you check in at a hotel.

	Many nightclubs have a lineup before you can gain entry. This creates the sense of exclusivity as a crowd is vying for the privilege of getting in.

	Shopping for clothes is also quite ritualized. You're given access to a changing room on demand and catered to hand and foot.



To enhance your Conversational Capital, consider what you can do to introduce some rituals into using your product or service. For example


	Try to invert the status quo—along the lines of a restaurant where menus are done away with and diners are given whatever the chef decides to prepare that night.

	Link your product with something else—along the lines of Corona beer which most drinkers will only consume with the addition of a splash of lime.

	Establish some quirky traditions—along the lines of Oreo cookies which many consumers eat by removing one of the chocolate wafers and eating the cream first.



Most rituals tend to evolve organically over time rather than as the result of a few ads or some other kind of overt effort on your part. Good rituals tend to bubble from the bottom-up rather than being dictated from the top-down. Help good rituals to emerge around your product and you will automatically enhance your Conversational Capital levels.

CC Eight engines 2 Exclusive Offers

When you allow customers to co-create the kind of customer experience they want, then you begin to offer exclusive products and loads of Conversational Capital can result. Everyone wants to feel like they are one-of-a-kind and to be treated that way. Exclusive offers provide very strong differentiation and stand out because they remind customers that they are special.

Some examples：


	Starbucks certainly offers consistently good coffee but every customer's order is highly specialized. Rather than offering standardized products, Starbucks enables each customer to specify the taste they want to experience. This generates prodigious amounts of Conversational Capital.

	iTunes lets customers buy individual tracks rather than entire CDs. That enables everyone to put together a highly individualized music library.

	BMW allows purchasers of MINI Cooper to configure their own cars, right down to the paint scheme on the roof and hood. As a result, every MINI Cooper is unique.

	Spanish clothing retailer ZARA changes their entire selection of merchandise every two weeks. That enables them to offer the most up-to-date selection of on-trend clothing on the planet. Most other major brands refresh their merchandise on a quarterly basis.

	The Regent Hotel in Hong Kong presents first-time diners with personalized, monogrammed napkins.



If it is at all feasible to customize the experience you offer, do so and you will bulk up your Conversational Capital element. Even if the experience itself is reasonably generic, the simple fact you offer custom tweaks will make customers feel like they are enjoying something much more exclusive. That exclusivity, in turn, will generate lots of Conversational Capital in the future.

CC Eight engines 3 Myths

Myths are foundation stories which encapsulate who we are, where we come from and the values we hold most highly. Companies with myths surrounding their operations have a very strong story to tell the market. An example of this is Apple Computer which was started by two young men with no money but plenty of enthusiasm and ideas. The company has taken this ideal of independent thinking winning out and turned it into Apple's distinguishing hallmark.

A myth can increase Conversational Capital in all kinds of ways because it can inject some sense of mystery into commercial transactions. Savvy companies not only let myths emerge but do all they can to perpetuate and build on them. Effective myths project what your brand is fundamentally about. Sometimes, there is a founder's narrative that can be expanded into a good myth while at other times there is not. Henry Ford, for example, was known to have clashed with his early investors in Ford Motor Company over whether to make auto-mobiles affordable for the masses or so expensive only the rich could buy them. Ford won out and car ownership became democratized. If Ford were to renew that same promise today, it would breathe fresh life into the brand and position it very effectively to boost the company's Conversational Capital.

CC Eight engines 4 Sensory Oddities

Whenever you experience something which feels, looks or tastes different than what you're expecting, you'll remember it vividly and will probably want to tell others about it in glowing detail. Things that appeal to the senses can create huge amounts of Conversational Capital. Traditional marketing has generally relied on visual appeal but something which appeals to the other senses can be intensely memorable.

Examples of companies which appeal to the senses to enhance their Conversational Capital:


	Rolex watches are bigger and heavier than other watches, adding to the perception they are more valuable.

	The Volkswagen Beetle became an automobile icon by flaunting qualities which were the exact opposite of "how cars should look."

	Abercrombie ＆ Fitch deliberately sets out to create an anti-retail store environment which appeals to 15-to 30-year olds and keeps everyone else out. Stores are dimly lit, feature aggressively loud music and the merchandising is deliberately jumbled.

	Nordstrom takes a completely opposite approach. It has a pianist in the atrium, wide bright aisles which encourage exploration and a very open corporate culture. These traits combine to make shopping surprising and fun.



CC Eight engines 5 Icons

Icons are signs or symbols which have evocative and rich mental associations. Icons encourage thought and reflection more than a list of items which must be actioned. Many icons are found in the world of religion but they can arise anywhere:


	Marilyn Monroe is an icon of glamour, erotic energy and ultimate tragic sexuality.

	The Rocky Mountains are an icon of open air, freedom and majesty.

	Many worldwide rivers are considered icons of life and movement.

	The Eiffel Tower in Paris is a symbol for all things French in just the same way as the Empire State Building in New York symbolizes energy and the hustle-bustle of city life.



Icons can be created by the uniqueness and power of their product design or even by the care and attention paid to product packaging. If your product or experience is original and innovative, you can use this as a springboard to position your product to become more iconic. By contrast, if you have a me-too product, you can enhance your Conversational Capital by finding something fresh to say or by associating your product with something else which is noteworthy.

Even a late entrant in any market can set out to position itself as an icon. Target was a very latecomer to retailing. To stand out, the company brought in respected designers and labels, As a result, Target has positioned itself as the champion of "cheap chic"—somewhere on the spectrum between Wal-Mart and K-Mart. In the process, Target has become the top of its own class of retailers which has, in turn, generated loads of word-of-mouth for the company.

CC Eight engines 6 Tribalism

Conversational Capital grows appreciably whenever your customers feel like they belong to a very exclusive club or group.

If customers feel like by buying and using your products, they are joining like-minded individuals who make up a tribe of some kind, then there is a sense of mutual discovery which can be very helpful and useful in getting people talking.

People are more likely to talk when they are with others who they consider to be their peers. If these associations have sprung up spontaneously, all the better. The best brands don't try and engender feelings of tribalism from the top-down. Rather, they piggyback on the positive feedback which already exists and figure out ways to amplify what is already going on.

Examples of tribes which have formed organically before being picked up would include:


	Harley-Davidson—which runs hog conventions across the U. S. and in many other countries as well.

	Alamo Draft house—a cinema chain which has dramatically recon-figured the overall cinema experience. Film goers can sit at tables and order full meals during screenings. Film buffs can gather there and interact with each other, share their interests and experiences viewing movies together in a relaxing, sumptuous atmosphere.



Note that tribes form when people relate to each other and not merely when a company offers an affinity program or something similar. The brand becomes part of the ongoing conversation and not the overall focal point.

CC Eight engines 7 Endorsements

From a Conversational Capital perspective, endorsements are not about getting celebrities or well-known people to speak for your customer experience. Instead, it is a matter of encouraging consumers to advocate for you in a free and completely unsolicited manner. This is the most persuasive and powerful form of marketing there is. If you can get credible people to put their reputations behind your ability to deliver what you promise, a tremendous amount of Conversational Capital can result.

Everyone knows celebrity endorsers are hired guns. They will say whatever they are paid to say. There is a fundamental disconnect for the average person and it feels phony. Peer endorsement, on the other hand, is noteworthy because it comes across as far more genuine and authentic. Local people who have good experiences with your brand and who then turn around and share those experiences with others have credibility. They are, in effect, taste makers. The fact they are willing to share their experiences adds to and amplifies the impact of their words in all kinds of positive ways.

CC Eight engines 8 Continuity

Positive Conversational Capital results when there is continuity between what your brand promises, the experience you deliver and the image you are attempting to project. Traditional marketing focuses solely on your brand promise and tries to come up with catchy slogans and taglines:


	A diamond is forever.

	We're number two and therefore we try harder.

	The pause that refreshes.



A good slogan or tagline is obviously helpful but in and of itself it won't be enough to get people talking about you. Word-of-mouth is actually a byproduct of the dynamic relationship between three factors:


	Your experience—who you are.

	How you communicate that experience—who you say you are.

	How customers feel about it—who others say you are.
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Credibility comes when all three of these factors align. If there is a disconnect, it's unlikely there will be any measurable amount of Conversational Capital. This positive feedback loop is absolutely necessary. Your reputation, which is built through many years of effort to deliver a consistently superior experience, will make or break your attempt to build Conversational Capital.

Continuity means you build a reputation for ongoing excellent performance. Reputation is always earned rather than dictated. The moment you send out the message "We're known for how good we are," you have actually signaled the opposite. To get people to think well of your company or product, there needs to be a true connection between who you are, who you say you are and then what others say about you. It's impossible to turn your image into an artificial talking point—it simply cannot be done. Reputations have to be earned.

If you aspire to get customers to talk about you, you'd better figure out what you can be doing before, during and after the experience to ensure you get that desired response. You'd better be putting systems in place so you can perform to a high degree of competence week after week and month after month. And you'd better remain true to what you have promised or there will be hell to pay.

Wal-Mart is an excellent example of this phenomena. The company has a well-earned reputation for low prices. It is also sometimes, rightly or wrongly, perceived as a destroyer of small-town communities. To offset that, Wal-Mart has greeters who welcome customers and make them feel comfortable. The company also allows RVs to set up camp in its parking lots so people know they can count on Wal-Mart to be a safe landing spot should they be needed. The effect of RVs cropping up in the parking lots nationwide has been to foster the creation of a new kind of community. This, in turn, generates positive Conversational Capital for Wal-Mart.


Key Thoughts

"While Conversational Capital certainly sings in high-margin, experience-rich categories, it can be discerned across the consumer goods spectrum—from commodity foods to notebooks to disposable footwear. When you learn how to detect its presence, Conversational Capital is everywhere."

"Consumers are demanding, but they can also be forgiving when they love you."

Bertrand Cesvet, Tony Babinski ＆ Eric Alper





第3部分　运用口碑资本　
英文



主要观念

创造出口碑资本之后，接着就要尽量加以善用，这能够让你减少营销及促销费用，同时又能带动成长。口碑资本的运用包括了4项步骤：
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支持概念

CC运用　1　组成合适的团队

口碑资本一向是团体努力的结果，它很少会是简单的过程，反而是对于组织整体的挑战。要完全善用，你必须组成团队，全心达成提升企业本质和经营模式的挑战。

能够激发更多口碑资本的优秀团队，必须具备下列条件：


	
规模适当
 ——最多大约由4到5个人组成，这样能激发出创意性的思考，而且避免流失于混乱之中。

	
具备多样专业
 ——这样才能拥有多元的观点，让你得以支撑手边的要务。每位团队成员都要能贡献不同的观点，以克服确实进行创意思考的挑战。

	
平衡
 ——你才不至于只用了过多的技术专家或创意人才。你要妥善结合各种技能，产生可以实际应用的事物，而不是光说不练。天马行空的创意人员必须有懂得实际完成任务的人员来中和。

	
合作
 ——运用团队的构想，而不是由一位具个人魅力的领导人所提出来的构想。要让团队成员能够自在表达自己的意见并付诸行动，而不是让团队变成执行长的后援会。

	
决心
 ——所有人都要有创造佳绩的理想。



CC运用　2　对口碑资本进行查核

想要建立口碑资本，你必须了解自己目前在产业界的地位。要做到这点的最佳方法，就是对自己的口碑资本实施查核，也就是要找出下列关键问题的答案：


1．目前有哪些因素使顾客想要与我们互动？


他们目前是受到口碑的影响，或是受到削价竞争的价格所吸引？他们必须克服哪些心防才会真正和我们往来？


2．我们所提供的顾客体验，对感官有何正、反面的影响？


使用我们产品或服务的体验，是否在某种程度上迎合他们的各种感官？我们是否成功达到经营目标，创造出为我们商品疯狂的粉丝？


3．顾客与我们体验互动的地点和方式如何？


我们目前的顾客体验做出了哪些承诺，而我们实践承诺的成效如何？有多少顾客接触点可以让我们评量及估计这种成效？


4．如果这个体验不受欢迎，问题出在何处？


是否有某个点使顾客体验不受欢迎，也就是体验缺乏一致性和不够完整之处？我们是否错在承诺过高、实践过低？为什么如此？


5．我们想要以什么样的故事，提供我们组织所营造的体验？


我们是否了解自己想要让顾客接受的故事？我们的故事是否新颖并具启发性，还是陈腔烂调？


6．目前消费者能够从这个体验中获得什么？我们的组织是否在形塑这种特性？


顾客和我们往来能够获得什么利益？我们有没有改善他们的生活？

从这项查核应该能清楚看出，自己在口碑资本方面的努力成功与否。谨记，这么做的重点在于找出残留值，亦即在顾客体验过后还能长存在他们心中的价值。

另外，观察竞争对手所提供的体验也会有所帮助。你是否该仿效他们目前的做法？对手的顾客对他们的推崇，是否高于你的顾客对你的推崇？他们是否正在善用某种你也应该注意的新兴趋势？要以对手所累积的口碑资本为标竿，和自己口碑资本的程度做比较。

CC运用　3　设计解决方案

当你完成查核之后，就会了解自己目前的状况。你会发现自己品牌的状况，是落在下面这5种口碑资本表现层级中的某一级：
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	如果你已经位于“甜蜜点”层级，表示你现行的做法成效相当好。当新机会出现时，要持续调整及修正。

	如果你处在“拥护”层级，就必须运用口碑资本的8具引擎，扩大目前有效做法的成效，将顾客升级到金字塔的更上层。

	如果你比较属于“被动推荐”层级，那就该好好加油了。你的顾客大致觉得满意，但是你提供的体验影响不大。你必须付出更多努力，将顾客提升到金字塔中更高的层次。

	如果你属于“冷淡”或“负面口碑”层级，那么在你开始思考提升口碑资本之前，必须先专注在顾客满意度之上。你必须做出重大改变，才能先做到让顾客更满意。



了解自己目前所处的层级之后，就必须了解如何通过营运以增加自己的口碑资本。要产生这方面的见解，可以检验下列3个项目：


1．品牌DNA
 ——你的品牌立意为何、未来要朝什么方向发展？


2．顾客需求
 ——你的顾客在购买时真正想达成的目的是什么，你是否为他们实现了？


3．重新发想
 ——你要如何更新自己的品牌，使其在未来推动口碑时达成最理想状态？

要在上述因素上面努力再努力，直到你想出至少1项向前迈进的最佳方式为止：


	记下任何脑中想到的构想。

	回答下列这5个W：
	我们现阶段要努力达成的目标为何？

	这个目标的诉求对象是谁？

	我们为何要达成这个目标？

	成果最好在哪个面向达成？

	我们应该在何时开始？





	设法维持品牌的风格和主要特性。

	要将正确执行的方法记下。



要了解上述事项，需要你发挥自己的创造力。创造力之所以困难，是因为它本来就无法被浓缩为公式或是容易地归类。要强化自己创意思考的能力，可以尝试下列的练习方式：


1．让自己的故事脱颖而出
 ——想出能让自己与众不同的说法。把这个说法发展成引人入胜的故事，精要描绘你们公司创立的宗旨以及想要完成的目标。找出哪些属性的人会被这样的故事吸引，并据此想出诉求这群人的方法。


2．以口碑资本的引擎为指标
 ——分别从前述8种观点来检验你们公司，然后设法调整核心故事。从各具引擎的观点一一检视，判断是否可以直接应用在你目前努力的目标，设法善用这几具不同的引擎对你有利之处。


3．参考多种文化的观点
 ——组成团队以想出各种来自多元文化背景的新构想，而不是仅采纳来自于少数几种商业技能的专家。设法让来自不同国家、年龄层、兴趣，与不同程度教育背景的各式人等，加入你的团队。


4．找出能让你脱颖而出的利基
 ——将你具备竞争力的独特之处转化为永续的竞争优势，然后就要竭尽全力去扩大这个会让你脱颖而出的领域。


5．挑战现状
 ——设法拟定具有重新定义市场力量的愿景，就像比尔·盖茨、史蒂夫·乔布斯、理察·布兰森以及纪·拉里伯提等人。


6．进入时光隧道
 ——先想象你已经创造出突破性的品牌，再回头推演，设法找出目前可以采行的做法以朝这个方向迈进。


7．吸取这8具口碑资本引擎的所有价值
 ——深入探究各具引擎，找出能付诸实际运作的构想。


8．借用其他领域的构想
 ——观察其他产业的一般性的做法，看看是否能够将这些构想整合到自己目前的做法中。


9．找出潜藏的未满足需求
 ——找出还没有人满足的市场需求，并且让它成为你们公司营运的核心。


10．尽情做即兴创作
 ——可以运用www.improvencyclopedia.org
 网站上面大约500种即兴创作的练习，激发出全新的想法。

CC运用　4　实施解决方案

当你有了一定的了解，并且找出有创意的解决方案，能够以最有效的方式去建立口碑资本之后，就必须开始加以实行。要实施任何口碑资本的解决方案，都会经历5个阶段：
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1．包装构想
 ——将你希望用来增加口碑资本的抽象构想，转换成某种具体形式，譬如：


	你希望大家依循的脚本。

	某个具体事物的蓝图。

	传达某些关键构想的影片。

	完整的营运模式。



将你的构想转换为具体形式之后，就可以撰写1页有关主旨的概要。这篇概要可以用来使各方利害关系人接受你现行的做法，或是你接下来打算采取的行动。

完整的执行概要必须具备下列条件：


	可以用一句话陈述出你的全盘构想。

	传达必须让大家知道的故事，以及这么做的原因。

	回答5个W：人、事、时、地以及原因。

	建立可用的相关标竿。

	简单到7岁小孩也能读得懂。




2．建立原型
 ——为你所提出的构想建立实际范例。这种原型的实际性质，会视你手边项目的性质而有所不同。同样地，有些原型可能相当简单，而有些却必须非常先进。

有了实际的原型之后，你就可以在经济现实面上进行实质的检验。在实际执行上，这表示你要静下心来，判断自己所推动的构想在经济上是否可行。你可能会发现自己的构想虽好，但是目前执行的成本过高；也可能你的构想非常有吸引力，因此大家都同意，为了产生更好的版本，投资比你计划当中更多一些的金额，应该是非常合理的。在还没进行这种实质的检验之前，千万不要贸然行事。


3．关注进展
 ——有了实际原型之后，就请顾客使用并去了解他们的意见。追踪顾客的意见，并持续关注这个原型的运作状况。如果某些部分有缺陷，就要趁这时加以修正及调整，以免所需的投资变成无底洞。要顺着体验曲线的过程去学习经验。在关注进展时，可以运用口碑资本的8具引擎作为评量标准。即使获得了极大的回响，仍然要观察是否有其他改善的空间，使运作更顺畅。


4．开始推广
 ——这通常不只是让顾客可以取得你所提供的体验，相反地，你可能必须先进行一些内部的组织工作。你必须训练所有重要的成员，让他们了解自己必须做什么改变，这样才能确实让大家在商品上市时都能目标一致，而所有第一线的人员也必须施以教育训练。只有当你的组织内部协调一致之后，才可以让项目上市。


5．改善产品
 ——而且必须不断进行。你真的应该把上市当作第一步，而且必须持续进行调整和改善。绝佳的顾客体验会随时间演化和进步，而只有在你聆听消费者意见、并根据他们的建议做出回应时，才有可能做到。你必须清楚口碑资本的8具引擎当中，有哪些在任何时刻皆运作良好、哪些又必须再加油。


关键思维

“我们认为，多投资在口碑资本、少投资到传统营销，就经济上而言是更有道理的。传统营销的效果，特别是大众媒体上的广告，一向因为难以追踪成效而为人诟病。传统的营销只是告诉消费者他们会获得某种特殊体验，却没有真正做到承诺。口碑资本则能做到承诺，不仅因为它直接影响了最终的体验，也因为它把沟通过程变成体验中不可或缺且持续的一部分。正面口碑会带来快速的、可评量的成果。”

“终极目标是营造出能让创造力蓬勃发展的条件，你的组织必须成为滋养创造力的温床。我们认为，口碑资本团队的领导人一方面是西装笔挺的企业人、一方面又要像个马戏班的训练师，也就是又能激发创造力、又能稳稳掌舵的人。这个人必须能发掘顾客的见解、了解产业经济，又要能引导创意天分。这个人必须具备均衡的技能。”

“你可能已经是口碑资本的天王巨星；或者相反地，正设法为自己的品牌力挽狂澜；也可能你两者都不是。你可能受到喜爱，却不被热爱；也可能才刚开始创业。不论是哪一种状况，在你组成团队之后，首要任务便是要确定自己口碑资本的立足点，要做到这点就必须进行查核。查核就是要发掘内、外部信息，借以了解自己商品的成败。如此你就能找出体验反应不如预期之处，并且为其注入特色与共鸣点。”

“让顾客满意再也不够了。其实，随着消费者的品味和期待日益复杂，让消费者满意已经只能算是‘基本门槛’，是消费者体验当中必须付出的基本代价，少了它，营销人员就注定会失败。体验不再只是满足而已，要引起讨论，必须让消费者认为这种体验有意义。不能只让消费者喜欢某种体验，还要让他们热爱。”

赛斯维特、巴宾斯基＆艾尔伯

“口碑资本取决于敢与众不同，敢在没有救生员的险恶水域中游泳。你必须严格要求自己，同时也要肯定自己。”

“我们认为，目前正是运用口碑资本的好时机，因为它能够抵御令人惴栗不安的标准化。标准化使世界索然无味，我们会在高速公路上面开车，却不会想去多看看它们几眼。如果我们在狭隘的眼界中工作，我们其实就将自己阻绝于这个充满感官的世界之外，就像我们对于人行道上方丑陋的电线杆视若无睹。口碑资本要我们别再过这样的生活，它告诉我们可以应用和激发自己的心智、心灵与感官，创造出更有意义的体验。很显然的，某些产业，如餐厅或旅馆，已经比其他人先了解到这一点。口碑资本对于其他产业，同样能够造成这种转型的效果。”

“口碑资本能够让体验更显卓越，并且让高度满足的顾客变成体验的拥护者，使企业能够在降低营销支出的同时，还能驱动成长。在这个无法避免改变的年代，口碑资本会为你的公司带来转型的效果，还能给你力量，让变化为你所用。难道这还不值得冒险吗？”

“我们认为，让体验更有意义、更能引发谈论，使体验与众不同，是非常令人振奋的。我们能让世界更美好、更难忘、更有吸引力，也更有趣，口碑资本可以做到这一切。大家总是在谈论着、而你应该让他们谈论你。要让口碑开始流传。”

赛斯维特、巴宾斯基＆艾尔伯





Part 3 Implementing Conversational Capital　
中文





Main Idea

Once you've generated Conversational Capital, you then want to make maximum possible use of it. This will enable you to reduce your marketing and promotional expenses while at the same time driving growth. Implementation of Conversational Capital involves four steps:
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Supporting Ideas

CC Implementation 1 Assemble the right team

Conversational Capital is always a group effort. It's rarely a simple process but instead will be a challenge for your entire organization. To implement well, you'll need to bring together a team which is dedicated to the challenge of upgrading who you are and how you work.

A good team for encouraging more Conversational Capital to occur will be:


	
Right sized
 —probably about four or five members at most. That way creative thinking can happen without getting lost in the shuffle.

	
Multidisciplinary
 —so you have a diversity of perspectives which will be brought to bear on the task at hand. You want people who will each bring a different point of view to the challenge of doing some solid creative thinking.

	
Balanced
 —you won't have too many technocrats or creative types only. You want a good mix of skills so some practical real-world things can happen rather than a talkfest. Exceptionally creative people have to be offset against the type of person who knows how to get things done.

	
Collaborative
 —using team ideas rather than those put forward by a single, charismatic leader. You need people who will feel confident about expressing their ideas and putting them into action rather than a CEO fan club.

	
Dedicated
 —filled with people who want to make good things happen.



CC Implementation 2 Carry out a Conversational Capital audit

In order for you to build Conversational Capital, you need to get an awareness of where you are on the spectrum at present. The best way to do this is by carrying out an audit of your Conversational Capital. This will involve figuring out the answers to a few key questions:


1. What drives customers to interact with us at present?


Are they presently being influenced by word-of-mouth or is it aggressive pricing which is attracting them? What hurdles do they need to overcome to actually do business with us?


2. How does the customer experience we offer engage the senses in both positive and negative ways?


Does the experience of using our products or services engage all their senses in some way? Are we succeeding in the business objective of creating raving fans for what we have to offer?


3. Where and how do customers interact with our experience?


What does our current customer experience promise, and how well are we delivering on that promise? How many customer touch-points are there where we can measure and gauge this?


4. Where does the experience break down—if it does?


Is there some point where the customer experience is broken—where it is not continuous and integrated? Are we guilty of over-promising and under-delivering? Why?


5. What story are we trying to project as an organization with the experience we offer?


Do we ourselves understand the story we're trying to put across to our customers? Is our story fresh and inspiring or tired and clichéd?


6. What are consumers getting out of the experience at present? Is this identity shaping for us as an organization?


How are our customers benefitting by doing business with us? Are we making a difference in their lives?

This audit should highlight whether you're doing well with regards to Conversational Capital or not. Keep in mind the focus here is on finding residual value—value that will remain in the customer's mind long after they have had the experience.

It may be helpful to also look at the experience offered by your competitors. Are they doing things you should also be doing? Do their customers rant and rave about them more than your customers do? Are they taking advantage of some emerging trend you should be aware of as well? Benchmark how much Conversational Capital they are accruing and compare it to your own organization's levels.

CC Implementation 3 Design a solution

Once you complete your audit, you'll know where you stand at present. You'll find your brand falls into one of five distinct Conversational Capital performance bands:
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	If you're already in the Sweet Spot, what you're doing right now is working well. Keep on fine tuning and tweaking as new opportunities arise.

	If you're in the Advocacy band, you need to make use of the eight engines of Conversational Capital to amplify what's going right and move your customers further up the pyramid.

	If you're more in the Passive Endorsement band, then it's time to get to work. Your customers are more or less satisfied, but the experience you provide lacks impact. More work is needed to move your customers to the upper levels of the pyramid.

	If you're in the Silence or Negative Word-of-mouth tiers, you need to focus on customer satisfaction before you can even start thinking about increasing Conversational Capital levels. You need to make some major changes so you can create more satisfied customers first.



Once you know where you currently stand, you need to generate some insights about how to work at enhancing Conversational Capital with-in your operation. To generate these kinds of insights, examine three things:


1. Your brand's DNA
 —What is your brand about and where is it heading in the future?


2. Customer needs
 —What are your customers actually looking for when they buy and do you deliver that?


3. Reinvention
 —How can your brand be refreshed so it can be optimized for word-of-mouth in the future?

Keep working and reworking these factors until you come up with at least one insight on the best way to move forward:


	Write down any ideas which come to you.

	Answer the 5Ws:
	What are we trying to achieve here?

	Who is this intended for?

	Why are we doing this?

	Where is the best place for this to happen?

	When should we get started?





	Try and be consistent with the tone and general character of your brand.

	Write down how you're going to make the right things happen.



Generating these kinds of insights will require creativity on your part. Creativity is hard because it inherently defies being encapsulated into a formula or any kind of easy categorization. To enhance your ability to think creatively, there are a few exercises you can and should try:


1. Get your own story sorted out
 —come up with a narrative which sets you apart. Develop this into an engaging story which encapsulates what your business was set up to do and what you're trying to achieve. Identify what kind of person is drawn to a story like that and therefore how you should appeal to those kinds of people.


2. Use the engines of Conversational Capital as signposts
 —examine your business from each of the eight perspectives given and try to fine-tune your core story. Go through each engine and decide whether or not it has direct application to what you're trying to do. Look at ways you can leverage these different engines in your favor.


3. Multiply your cultural references
 —assemble a team to come up with new ideas which has a diverse cultural background on which to call rather than specialists from a narrow range of business skills. Try to get people onboard from different countries, different age groups, different areas of interest, different levels of educational background and so forth.


4. Look for niches where you can stand out from the crowd
 —translate your competitive differences into a sustainable competitive advantage and then work like crazy to widen and broaden that space where you stand out.


5. Challenge the status quo
 —try and develop a vision which has the power to redefine your market a la Bill Gates, Steve Jobs, Richard Branson, Guy Laliberte, etc.


6. Enter a time warp
 —imagine you have come up with a break-through brand and then work backwards to try and find something you can do now to move in that direction.


7. Milk the eight engines of Conversational Capital for all they are worth
 —drill down into each of the engines and come up with ideas you can put into practice.


8. Borrow ideas from other categories
 —take a look at what industry standard practices in other markets are and see whether you can integrate those ideas into what you're doing.


9. Look for latent unfulfilled needs
 —find a marketplace need that nobody else is catering to and make that the center of your business operations.


10. Improvise to your heart's content
 —use the 500 or so improvisation exercises at www.improvencyclopedia.org to encourage some fresh thinking.


CC Implementation 4 Implement your solution


Once you have some insights and have arrived at a creative solution on the best way to build Conversational Capital, you then need to begin implementing. The implementation of any Conversational Capital solution has five distinct stages:


1. Package your ideas
 —take the abstract idea you want to use to increase your Conversational Capital and give it some kind of physical form. This may be:


	A script you want people to follow.

	A blueprint for a physical item.

	A video which conveys some key ideas.

	A complete business model.



Once you've given your idea a physical form, you can then write a one-page brief which outlines what this is all about. The brief can be used to get other stakeholders to buy-in to what you're doing, or what you're planning on doing next.

A good executive brief:


	Will state your big idea in one sentence.

	Expresses the story which needs to be told, and why.

	Answers the 5Ws: Who, What, Where, When and Why.

	Sets out the relevant benchmarks to be used.

	Will be simple enough to be read by a 7-year-old.




2. Build a prototype
 —get together a working example of what you're suggesting. The exact nature of this prototype will vary depending on the nature of the project at hand. In a similar way, some proto-types will be quite simple while others will need to be highly advanced.

Once you have a working prototype available, you can carry out an economic reality gut-check. In practice, this means you sit down and determine whether or not what you're working on is economically viable. You may find your idea is good but too expensive at present. Or your idea might be so strong that everyone agrees it makes good business sense to invest a little more than you had planned to come up with a better version. Don't move forward without this kind of gut-check taking place first.


3. Monitor your progress
 —once you have a working prototype, allow customers to use it and see what they have to say. Track their feed-back and monitor how well your prototype does. If you're falling short in some area, this is the time to repair and adjust before the investment required becomes much steeper. Learn as you move down the experience curve. In monitoring, you can use the eight engines of Conversational Capital as a yardstick. Even if you're generating an excellent reaction, see if there are some additional tweaks which will help it work even better.


4. Roll it out
 —which is generally not solely a matter of putting the experience where your customers can get at it. Instead, you'll probably need to do some internal organization first. You'll need to train all the important players on what they need to be doing differently. This will ensure everyone is on the same page at the rollout. All your frontline staff will also need to be educated and trained. It's only once you've got everything aligned inside your organization that you can then bring your project to market.


5. Improve the product
 —on an ongoing basis. You really should view rollout as the first step. You must keep adjusting and improving all the time. Great customer experiences evolve and improve with age. This will only happen if you listen to what consumers are telling you and react to their suggestions. Figure out which of the eight engines of Conversational Capital are working for you at any specific time and which need some work.



Key Thoughts


"We suggest that it makes more economic sense to invest in Conversational Capital than in traditional marketing. The efficacy of traditional marketing—especially mass-media advertising—has always been notoriously difficult to track. Traditional marketing simply tells consumers they will experience something special. It does nothing to deliver on the promise. Conversational Capital delivers, not just by directly impacting the end experience, but also by making the communication process an integral and continuous part of that experience. Positive word-of-mouth results in timely, measurable results."

"The ultimate goal is to create conditions within which creativity will thrive. Your organization must become a creativity incubator. Conversational Capital teams demand the leadership of someone we think of as being half suit and half circus ringmaster—someone who can encourage creativity while keeping the tiller straight. This person must be capable of digging out customer insight, understanding business economics, and leading creative talent. She requires a balance of skills."

"You might already be a Conversational Capital all-star. Conversely, you might be trying to pull your brand out of a nose dive. Maybe you're neither. You might be liked—but not loved. You might have just started a business. In any case, after you assemble your team, your first task is to establish where you stand in terms of Conversational Capital. To do this, you must carry out an audit. Audits are about mining internal and external information to build an understanding of where your offering fails or succeeds. This can enable you to identify the points at which your experience falls flat and into which you can inject saliency and resonance."

"It's no longer enough to deliver customer satisfaction. Indeed, as consumer tastes and expectations become more sophisticated, consumer satisfaction has been relegated to 'green fee' status. It's the price of entry for any consumer experience. Without it, marketers are doomed to failure. Experiences can no longer be just satisfactory—to get talked about, people have to find them meaningful. They can't just like an experience, they have to love it."

Bertrand Cesvet, Tony Babinski ＆ Eric Alper

"Conversational Capital hinges on daring to be different—and to swim in tricky waters without a lifeguard. You need to be tough with your-self and positive at the same time."

"We believe that the time is right for Conversational Capital because it provides a bulwark against creeping standardization. Standardization has created a deflavorized world. We may drive on highways but we are not encouraged to look at them. If we work in cubicles, we are literally shut off from a world of sense. We turn a blind eye to the ugly utility poles that run above our sidewalks. Conversational Capital tells us we don't have to live this way. It tells us that we can involve and excite our minds, hearts and senses to create more meaningful experiences. Clearly, some industries, such as the restaurant and hotel industry, are ahead of others in understanding this. Conversational Capital can have a transformative effect on the other industries as well."

"Conversational Capital increases experience saliency and turns highly satisfied consumers into experience advocates. This, in turn, drives growth while lowering marketing expenditures. In an era where change has become inevitable, Conversational Capital can have a transformative effect on your business and give you the power to man-age that change in your favor. Isn't that worth the risk?"

"We think it's tremendously exciting to make experiences more meaningful and more likely to be talked about, cutting through the clutter. We can make the world more beautiful, more memorable, more compelling, and more fun. Conversational Capital makes that happen. People will talk, and they should be talking about you. Let the conversation begin."

Bertrand Cesvet, Tony Babinski ＆ Eric Alper
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