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五分钟摘要



莱特之道──成功解决问题的模式

1903年12月17日，低调谦逊的自行车制造商威尔伯‧莱特和欧维尔‧莱特兄弟，做了一件多数人都认为不可能的事，就是兄弟俩自己设计、制造的飞机成功升空遨翔。这是一项惊人的成就；姑且不论其他许多规模更大、资金更雄厚的组织，像是托马斯‧爱迪生、史密森尼协会和美国军方都曾尝试飞翔，结果都失败。

那么，究竟是什么原因让莱特兄弟在许多人失败的地方成功？我们可以把他们用来解决飞行问题的方法精粹出七项原则，直接运用在解决商场上的各项问题：

“莱特兄弟的成功故事一直还没被拿出来讨论的是，他们能成功解决问题的关键，在于运用一套可辨识的原则，这套解决问题模式的原则，我称为“莱特之道”。若把这套原则运用到公司或组织中，不只能让公司起飞，还能持续高飞遨翔。”

──马克‧艾普勒



原则1　冶炼锻烧──利用建设性冲突激发有力的构想　
英文




主要观念




永远积极地运用冲突去发现并测试新构想和策略。一旦大家热烈讨论新构想，各种论点相互激荡下，便可能出现更多实际可行的解决方案，因此要让新构想经过彻底且健全的评估。

支持概念

莱特兄弟经常进行“激烈的讨论”，也就是在热烈讨论想法和选择时彼此吼叫。两兄弟之所以能这么做，是因为尊重彼此的能力，并且在多次的尝试与错误中学会，激烈的讨论多半能产生扎实且有价值的成果。透过这种方式，莱特兄弟研究了许多不同的飞行理论，直到想出一个可行的解决方案。

莱特兄弟之所以能善用“冶炼锻烧”原则，是因为他们两人都拥有以下特质：


	心思坦率──莱特兄弟重视学习更甚于赢得争论。

	目标永远相同──发想最佳点子才是重点，至于是谁先想出并不重要。

	随时准备真诚聆听对方──并认真考虑对方提出的构想。

	灵活的思绪──有更多信息出现时，能随时调整修改原本的想法。

	有自信──使得他们能够立场坚定地辩论各自想法，无须担心情况失控，演变成愤怒叫嚣或人身攻击。



简单地说，激烈讨论有潜力的新点子，激励并驱动莱特兄弟向前迈进。尽管莱特兄弟因为是一家人，拥有比较容易消弭歧见的优势，但所有组织都可以、也应该利用建设性的冲突或冶炼锻烧原则，鼓励大家进行更多的辩论和讨论。

想为组织创造建设性批评的环境，必须做到下列几件事：


	建立清楚且可以明确传达的目的──好让大家都能参与。确定所有人都了解，不论答案是出自何处，最终的目的是为了得到好答案。

	让讨论保持热烈，但不失礼──这是不带怒气的争论。鼓励大家热情地为各自的想法辩护，但当更好的构想出现时，要有风度地接受，不要自觉不如人。你可能需要事先设立某些规则限制，引导辩论进行。

	定期监督过程──如果情况过度激烈或太过情绪化，立刻终止辩论。这是一种制衡行动，讨论需要一些热度，但不能造成反效果。

	保护部属的自我形象──明白宣示任何情况下都不容许人身攻击。大家都该有的共同态度是，受到攻击的是构想而非你个人，明确且严格地区别“构想”和“提出构想者”两者间的界线。

	不勉强员工参与──让大家在感到自在之后加入。

	定期交换立场──在讨论的某个时刻，鼓励参与者拥护与自己想法背道而驰的点子，如此不仅能增加同理心，也能让讨论维持活泼、不涉及人身攻击，且集中在解决方法上。

	避免共识或妥协──让最棒的想法出头。记住，这么做的目的是为了得到绝佳的新构想，不是创造“相互扶持的气氛”，妥协应该是最后剩下两个同样好的想法时才采用的最后手段。

	邀请非专业人士参加──对考虑主题所知不多或完全不了解的个人，或许能提出某些过去业界不曾采用的好构想。

	请了解在多数情况下“冶炼锻烧”的过程是有用的，但不一定能适用于所有情况，要因地制宜。

	懂得何时该结束讨论──并鼓励大家拥有这样的态度：我们已经找到解决所有顾虑的好点子，再讨论下去也无济于事，接下来，我们该从哪里开始执行？



关键思维

艾普勒 “威尔伯和欧维尔学会如何反对，且乐于挑战对方的观点。顶尖公司不但不回避，还张臂迎接冲突，并把冲突视为活力的来源，提供从新产品构想到销售策略的动能。正如雅歌达‧派瑞奇安德生说的：『争论，却感觉充满活力又刺激，就像某件重要的事正在发生，某个新事物可能会诞生。』就好像世界第一架飞行器的诞生。”﹝编注：雅歌达‧派瑞奇安德生，美国西雅图创造力发展机构（Institute of Creativity Development）顾问，擅长运用冲突激发创造力。﹞

托马斯‧杰佛逊 美国第七任总统 “偶尔来一点小反叛是件好事。”

怀海德英国哲学家 “平静时期，鲜少有丰富的创意成就。”

米尔顿英国诗人 “有多少学习的欲望，就有多少争论的必要。”






Principle 1 Forging — use constructive conflict to come up with strong ideas　
中文



Main Idea

Always use conflict constructively to uncover and then validate new ideas and strategies. When a new idea has been subjected to the heat of discussion and the mental blows of contention, a much more practical solution is likely to emerge. Let the evaluation of new ideas be robust and thorough.

Supporting Ideas

Wilbur and Orville Wright frequently had "intense discussions" — they yelled at each other as they discussed ideas and options with enthusiasm. They were able to do this because each respected the other's skills, and they had learned by trial-and-error that these thunderous discussions tended to produce results that would be strong and worthwhile. In this way, they worked their way through many alternative theories of flight until they came up with a workable solution to the problem.

Forging worked well for the Wrights because:


	Both men had mental honesty — that is, they valued learning more highly than winning an argument.

	The goal was always convergence — to come up with the best possible idea, regardless of who came up with it first.

	They were prepared to genuinely listen to each other — and consider the ideas put forward by each other.

	Both were flexible thinkers — they were prepared to revise their original ideas as more information came out.

	They had self-confidence — which allowed them to debate ideas vigorously without fear that things would get out of hand and escalate into anger or personal attacks.



In short, vigorous discussion of potential new ideas energized Wilbur and Orville Wright, and drove them forward. The Wrights had the advantage of family ties to smooth things over, but all organizations can and should take advantage of the principle of constructive conflict or forging to encourage debate and discussion more.

To make constructive criticism effective for your organization:


	Start with an appraisal first — honestly assess whether or not your corporate culture will be conducive to some vigorous debate. Consider whether people will be offended if their ideas are challenged openly and passionately.

	Establish a clear and well-articulated objective — so everyone can participate. Make certain all the people under-stand the aim is to get a good answer no matter where it comes from.

	Make it lively but keep it civil — argue without get-ting angry. Encourage everyone to defend their ideas with passion but to bow out when a superior idea emerges with-out any loss of face. You may need to establish some boundaries beforehand to help guide the debate.

	Periodically monitor the process — and cut the debate off if people are getting too heated or too emotional. This is a balancing act. You need some heat in the discussion, but not so much it becomes counterproductive.

	Protect the self-image of your people — and make it clear under no circumstances will personal attacks be tolerated. The general attitude should be: "Your ideas will come under attack, but not you.!" Make the distinction between the idea and the person putting forward the idea clear cut and firmly held.

	Don't force people to participate — but let them join in when they feel comfortable.

	Periodically reverse positions. That is, at some point in the discussion, encourage each participant to defend a position which is the opposite to their own. Not only will this increase empathy but it will also keep the discussion lively, non-personal and focused on solutions.

	Avoid consensus or compromise — and let the strongest idea win out. Remember, the goal is to come up with great new ideas, not to generate "warm-and-fuzzies". Compromise should be the last resort when there are two equally strong ideas left standing.

	Include some non-experts — individuals who have little or no knowledge of the subject under consideration. They might bring out some good ideas uninhibited by prior industry practices.

	Realize the forging process will be useful in many situations, but not all. Be selective.

	Know how to end a discussion well — and encourage people to have the attitude: "There's no use trying to ride a dead horse. You've answered all my concerns. Where do I sign up?"



Key Thoughts

Mark Eppler "Wilbur and Orville learned how to disagree and took great delight in contesting each other's point of view. The best companies, rather than avoiding conflict, embrace it. They see it as a vital energy source that fuels everything from new product ideas to the marketing strategies that sell them. As Jagoda Perich-Anderson says, 'There is argument, but it feels alive and exciting, like something important is happening, like something new might be born'. Like the world's first flying machine."

Thomas Jefferson "A little rebellion now and then is a good thing."

Alfred North Whitehead, English philosopher "Periods of tranquility are seldom prolific of creative achievement."

John Milton, English poet "Where there is much desire to learn, there of necessity will be much arguing."






原则2　擒贼擒王──永远从问题中最难解决的部分开始　
英文



主要观念

每个问题都有个“暴君”（意指最棘手的部分），也就是问题中必须优先解决，其他事项才能迎刃而解的部分。先解决最难的部分是比较更好的方式，因为这部分是很好的指标，可以判断这项解决方案是否能用于解决更大的问题

支持概念

莱特兄弟研发飞行器时，最主要的问题是“平衡”和“控制”。其他早期的飞机研发者都耽溺于动力问题，但莱特兄弟认为“动力”根本不是问题。基于自行车制造商的背景，直觉上，莱特兄弟知道要克服飞行时的稳定性会非常困难，因此一心只想先解决这个问题。更明确地说，研发控制飞行器的整体设计挑战可拆解成六项特别问题，每一项都必须获得解决：


	机翼设计──产生充足的升力

	推进──产生足够的推力

	动力供给──能够携带足够的燃料

	控制──控制飞行时的不稳定

	平衡──让飞机保持水平

	驾驶的飞行技巧──对机器的掌控能力



莱特兄弟认为，在飞行器能运作前，这些都是必须一一击破的问题。他们知道平衡和控制是最难的部分，旋即把精力放在这个问题上。这么做也是最具成本效益的方式，由于莱特兄弟全是自费研发，因此这点就格外重要。先从最棘手的问题着手──就是控制自己的财务风险，这么做的原因是，如果不能先解决最重要的问题，把钱花在其他地方就完全没意义。

若要采用相同原则解决公司问题，必须做到下列几点：


	正确界定首要目标──如同莱特兄弟的目标不只是尝试“飞行”，而是“在平衡可控制的状态下飞行”。如何界定或定义问题，对后来出现的解决方案有很大的影响。

	把大问题拆解成独立的子问题──也就是尽可能把问题分成许多个子问题组，这也应该包含那些对眼前挑战或许还是枝微末节，但会受决定影响的议题。

	尽可能多搜集信息──别人对问题已有体认的相关讯息。你也应该考虑竞争对手如何处理这项问题，邀请合伙人、供货商，甚至客户在这个阶段提供意见。

	分析每个部分并找出阻碍──进行时，要问自己下列这些重要问题：
	什么事情会妨碍我们达成目标？

	解决这个问题需要哪些资源？

	需要指派哪些人员加入？

	有哪些需要先解决的内部问题？

	是否有影响进度的外部障碍？





	把独立的子问题组排出优先级──也就是依照问题的难易度，依序排列。

	找出“暴君”──最为棘手的一、两个问题。

	严格要求自己先解决最难的部分──抗拒先处理其他更有趣或较容易达成事项的欲望，做不到的话，可能导致浪费时间、金钱，并失去处理其他计划的机会。



关键思维

威尔伯‧莱特 “相较于『平衡』和『控制』的问题，其他困难都变得不重要了。一旦解决这项症结后，飞行时代就已降临。”

艾普勒 “尽管莱特兄弟在1901年就找出飞行的绝大多数问题，却另外花上三年时间练习、修正调整设计，才克服最困难的部分。一直到这项难题解决后，莱特兄弟才把注意力转向其他方面。”

威尔伯‧莱特 “乍看之下，保持飞行器平衡或许是件简单的事，不过几乎每个发明家都发现，自己无法成功克服飞行器的平衡问题。”

“先解决最难的部分是比较好的方式，因为这部分是很好的指标，可以判断这项解决方案是否能用于解决更大的问题。”

艾普勒 “许多人用试验性的态度解决问题，寻找问题中自己较熟悉、自觉可以轻松应付的部分，然后从那里着手。大部分的人，只有在被迫的情形下，才会承认自己忽略了问题中最棘手的地方，而选择从问题较小、较容易解决的部分开始。我们不断努力应付问题的不同部分，期望最后会时来运转，不幸的是，到最后还是得正面迎战问题的『暴君』，那时候，代价将会相当惊人。”

费迪南‧佛克 第一次世界大战法国陆军元帅 “地球上最有力的武器是人类炽热的灵魂。”






Principle 2 Tackle the tyrant — Always tackle the hardest part of a problem first　
中文



Main Idea

Within each problem, there is usually some "tyrant" — a subset of the problem that needs to be resolved before everything else will come together. It's far better to tackle that tyrant part of the problem first rather than leaving it for last because this will be a good indicator as to whether or not a solution for the larger problem is feasible.

Supporting Ideas

When the Wrights were developing their flying machine, the key problems were balance and control. Many other early air-plane developers had obsessed over power, but the Wrights didn't see this as a problem at all. Due to the fact they were coming from a background as bicycle manufacturers, they instinctively knew overcoming the inherent instability of flight would be difficult, and they committed themselves to tackling this issue first. More specifically, the overall design challenge in developing controlled flight capability could be broken down into six specific problems, each of which would need to be solved:


	Wing design — to generate sufficient lift

	Propulsion — to generate enough thrust

	Power supply — being able to carry enough fuel

	Control — managing instability during flight

	Balance — being able to keep the aircraft level

	Pilot flying skill — the ability to control the machine



Wilbur and Orville Wright considered each of these as discrete problems that would need to be addressed individually before their flying machine would operate. They realized balance and control would be the hardest to solve, so they immediately focused their attention there. This was also the most cost effective approach, which was important since they were funding their research and development costs themselves. By putting their worst issue first, they limited their financial exposure — they reasoned that there was no use spending money on the other areas if they could not solve the critical issue first.

To apply this same principle to solving your own business problems:


	Define your primary objective correctly — in just the same way as the Wright brothers weren't just try to "fly" but were trying to "fly in a balanced and controlled manner".

	How the problem is framed or defined can have a huge impact on the solutions which emerge.

	Break the larger problem down into its individual components — that is, into as many subsets as possible. This should also include those issues which may be peripheral to the challenge at hand but will be influenced by the decisions you make.

	Gather as much information as possible — about what others have already learned about the problem. You should also consider how your competitors have tackled the problem. Invite your associates, suppliers and even your customers to make suggestions in this phase.

	Analyze each component and identify the obstacles — and as you do so, ask yourself some key questions:
	"What would prevent us from accomplishing this objective?"

	"What resources are needed to solve this problem?"

	"What staff will need to be assigned to this area?"

	"Are there any internal issues which need to be addressed?"

	"Are there external hurdles to moving forward?"





	Prioritize the individual components — that is, rank them in order of difficulty from the hardest to the easiest.

	Identify the "tyrant" — the one or two issues which will be the most trouble.

	Discipline yourself to tackle the tyrant first — and resist the temptation to work on other more interesting or easier parts of the problem. Failure to do this can result in a loss of significant time, money and opportunities to tackle other projects.



Key Thoughts

Wilbur Wright "Compared to the problems of balance and control, all other difficulties are of minor importance. When this one feature is worked out, the flying age will have arrived."

Mark Eppler "Although the Wright brothers had the problem of flight largely worked out by 1901, it would take another three years of practicing and tweaking of the design to overcome the tyrant. It wasn't until this problem had been resolved that Wilbur and Orville turned their attention to other factors."

Wilbur Wright "The balancing of a flyer may seem, at first thought, to be a simple matter, yet almost every experimenter had found in this the one point which he could not satisfactorily master."

Mark Eppler "Many people approach problem solving tentatively. They look for parts of the problem that are familiar to them, that they feel they can comfortably address, then start there in an effort to get things going. Most of us, if pressed, would own up to the tendency of doing the easy things first. Ignoring the tyrant in favor of smaller, easier-to-solve portions of the problem can be a costly proposition. We keep working on various parts of the problem hoping that we might catch a break at the end. Unfortunately, that way we come face-to-face with the tyrant at the end, and the costs can be enormous."

Ferdinand Fock, French field marshall "The most powerful weapon on earth is the human soul on fire."






原则3　拆装组合──找寻概念或实体的关联和对比　
英文



主要观念

拆装组合是寻找关联和对比的艺术。在尝试解决问题时，把问题拆成几个小部分分别了解、补救或加以改善，新构想和新方法便可能在此时浮现。让自己从精神心智到身体力行都娴熟拆解问题的技巧，就能增进解决问题的能力。

支持概念

莱特兄弟都很喜欢动手尝试改良东西，他们的父亲雷佛兰‧米尔顿‧莱特（曾任基督教联合教会的主教）经常到处游历，并买礼物回家给小孩。1878年，他带回一架玩具直升机，威尔伯（11岁）和欧维尔（7岁）立刻迷上了这个玩具，而且很快就把直升机玩坏了，因此开始拆装组合，试着改良。这种坚持努力改进每件事的模式，伴随了莱特兄弟一生。

兄弟两人一再把许多东西拆开，然后再重新组装，只是为了学习其中的运作方式。威尔伯14岁时，和10岁的弟弟就决定建造一架木制车床，接下来几年，也做出自己的印刷机、一台计算器、改良打字机的操作，并推出自创的“莱特口味”口香糖。在飞机研发计划的后几年，莱特兄弟甚至用一个旧肥皂箱和研磨器的驱动轴自制风洞，取得至今超过一世纪后依然正确无误的升力数据。

拆装组合，这项原则是实验把玩某项东西，以了解或改良其制作方法，可依本质区分为下列三大类：


	实体的拆装组合──拿一个实体物品，试着利用物理观念想出改良设计的方法。莱特兄弟把各种东西放在身边，以备不时之需。在测试第一架飞机时，他们手边就有一个装满自行车轮轴、钢罐及各种工具、零件的“不时之需”应急箱，必要时，这些都是重要组装的基本材料。

	概念性的拆装组合──思考问题并尝试想象一项可行的解决方案。欧维尔利用这种拆装组合的方式，发展出可动式的方向舵，取代先前使用的固定式方向舵，他们很快就发现可动式方向舵是一大进展，因为可借此控制飞行路径。

	混合式的拆装组合──把某个领域或学科的概念，运用在另一个完全不同背景的情况。举例来说，威尔伯在把玩装内胎的纸箱时，注意到扭转纸箱时顶端与底部的移动情形。威尔伯灵机一动，想到可以把这个概念运用在飞行器上，于是想出“机翼扭转”的概念，就是两个固定的机翼可以利用支柱组合在一起，从而提供足够的支撑力稳定飞机，同时又有足够的弹性控制飞机。一百多年后，尽管各界投入数十亿美元的研发资金，现代新飞机的制造依然采用相同原理。



要提升组织的拆装组合能力，必须做到以下几点：


	让人们有做傻子的自由──没有被嘲笑或报复的风险。例如，举办年度“疯狂构想”大赛，让大家在有趣欢笑的气氛中，提出自己最傻的想法。

	不鼓励“重复性高”的工作──不让员工养成日复一日，用相同方式重复同样的工作。相反地，奖励提出新构想的人。

	鼓励大家找寻、探索和仔细搜寻──因为拆装组合需要基本材料，设立开车时间、午餐时间和一些固定时段，让大家可以为自己的工具箱添些家伙。

	总是尽可能地从多个角度看问题──让自己能够发现任何关联、类似或对比之处。绝不满足于一个“正确的”答案，多找两、三个选择。

	成立拆装组合室──让员工能具体思考和拆装组合的地方，这个空间备有各种能刺激思考的工具和零件。

	教导大家先用点子做脑力激荡，再提问──以一个想法为灵感，然后接续其他的想法。用这种不受前提限制的方式看待事情，人们可以跟随自己的直觉和灵感，无须担心既有的规则和程序。

	鼓励大家思考并发挥好奇心──采用大家独特的观点看待眼前的挑战。人人对团队都有独特的贡献，以建设性的方式引导成员发挥他独特的特质。



关键思维

达文西“研习『艺术中的科学』和『科学中的艺术』，学习如何看到并记住世间艺术家和发明家万物都是相互关联的。”

艾普勒“在检视莱特兄弟积极解决载人飞行这项难题的那几年会发现，漫无目的地把玩实体器物和各种概念，是莱特兄弟解决问题的关键要素。对莱特兄弟而言，拆装组合是检视事物内部关联性的方法，让他们能够把打造一个比空气重的飞行器、这么复杂的任务，分解成一个个可处理的部分。”

艾普勒“莱特兄弟是无可救药的『拆装专家』，这个习惯性、终生奉行的行为模式，影响了他们一生的事业。父亲的栽培，启发他们永不满足的好奇心，加上遗传到母亲的机械天分，莱特兄弟一辈子采都用先了解、后寻求改进的眼光，看待身旁事物。拆装组合是他们解决问题的关键要素，直到今天依然适用。”

弗朗西斯‧贝肯“截至目前，影响科学进展和了解新工作，新领域的最大阻碍，竟然是人英国大法官 类丧失信心，认为很多都是不可能。”






Principle 3 Tinkering — look for conceptual or tactile connections and contrasts　
中文



Main Idea

Tinkering is the art of looking for connections and contrasts. When trying to solve a problem, new ideas and new approaches can come to the surface as you tinker with parts of the problem in an effort to understand it, repair it or make it better. Become skilled at mental and physical tinkering to enhance your ability to solve problems.

Supporting Ideas

The Wright brothers both enjoyed working with their hands to try and improve things. Their father, Reverend Milton Wright (a Bishop in the United Brethren Church) traveled a lot and often brought home presents for his children. When he brought home a toy helicopter in 1878, Wilbur (then eleven) and Orville (aged seven) were captivated. They soon wore the toy out and began tinkering with it to try and improve it. This pattern of consistently trying to improve everything would remain with them for the rest of their lives.

Both Orville and Wilbur also took many other things apart and put them back together again in an effort to learn how they worked. When Wilbur was aged fourteen, he and his ten-year-old brother decided to build a wooden lathe. They also, over the next few years, built their own printing press, made an adding machine, improved the operation of typewriters and came up with their own version of chewing gum. In later years during the airplane development project, Orville and Wilbur would even build their own wind tunnel out of an old soapbox and the drive shaft of a grinder to generate research data on lift that would still be accurate more than a century later.

Tinkering — the process of fiddling with something in an effort to understand it or improve it — falls naturally into three categories:


	Tangible tinkering — taking a physical item and applying the physical senses to try and think up a design improvement. The Wrights keep all sorts of items close at hand just in case they would prove useful. When they were testing their first airplanes, they had a "Just-in-Case" box close at hand full of bicycle hubs, carbide cans, assorted tools and all sorts of bits and pieces. These were the raw materials for some serious tinkering should it prove necessary.

	Conceptual tinkering — mentally pondering a problem and trying to visualize a workable solution. Orville Wright used this method of tinkering to develop the concept of a movable rudder to replace the fixed rudder previously used. It was soon shown the movable rudder was a huge step for-wards as it would allow them to control the direction of the flight path.

	Hybrid tinkering — where the ideas from one field or discipline are taken and applied in a completely different context or setting. For example, Wilbur Wright was fiddling with the cardboard box an inner tube had been shipped in when he noticed how the top and bottom of the box acted when he twisted it. It suddenly occurred to him this was something they could use on their flying machine. He came up with the concept of "wing torsioning" — where two fixed wings could be joined together by struts, thereby simultaneously providing enough rigidity to support an air-craft with enough flexibility to allow the aircraft's flight be controllable. A hundred years later and despite billions of dollars of research and development, this same principle is still used today in the construction of new airplanes.



To enhance your own organization's tinkering abilities:


	Give people the freedom to look foolish — without risking ridicule or reprisal. For example, sponsor an annual "wild ideas" competition which gives everyone permission to put up their silliest ideas in an atmosphere of fun and laughter.

	Discourage "milk runs" — where people get into the routine of making the same stops at the same places every day. Instead, reward the people who come up with new ideas.

	Encourage people to scrounge, forage and rummage — because tinkerers need raw materials to work with. Set up drive time, lunch time and regular periods where your people can add things to their box of tricks.

	Always look at problems from as many angles as possible — so you can uncover any connections, similarities or contrasts. Never be satisfied with just one "right" answer, look for two or three more.

	Create a tinkering room — a place where staff can go to do some tactile thinking and tinkering. Fill the room with all sorts of bits and pieces to stimulate their thinking.

	Teach people to fiddle first and ask questions later — that is, to use one idea as inspiration for another and then another and so on. By fiddling with things in this way, people can follow their leads and hunches without having to worry about established rules or procedures.

	Encourage people to think and harness their curiosity — by applying their own unique perspective to the challenge at hand. Everyone will have something to contribute that nobody else can match. Bring that quality out of your people constructively.



Key Thoughts

Leonardo da Vinci, artist-inventor "Study the science of art and the art of science. Learn how to see and remember that everything is connected to everything else."

Mark Eppler "As you examine the work of the Wright brothers throughout the years they were actively working on the problem of manned flight, you'll notice that fiddling with things and ideas was a key component of their problem-solving process. For the Wright brothers, tinkering was how they examined the interrelatedness of things, and this enabled them to break the incredibly complex task of building a heavier-than-air flying machine down into manageable components."

Mark Eppler "The Wright brothers were inveterate tinkerers. It was a habitual, life-long practice that would influence their work through-out their careers. Activated by an insatiable curiosity nurtured by their father and fueled by their mother's mechanical aptitude, Wilbur and Orville would spend a lifetime looking at everything around them with an eye to understanding it, then seeing if there was a way to do things better. Tinkering was a key component of their problem-solving model, one that can be applied today as well."

Francis Bacon, Lord Chancellor of England "By far the greatest obstacle to the progress of science and to the understanding of new tasks and provinces therein is found in this — that men despair and think things impossible."






原则4　弹性思考──跳脱一般局限，考虑所有可能性　
中文



主要观念

解决问题的最佳方法之一，就是培养在不失序脱轨的前提下，跳脱框架局限的思考能力。这需要灵活的心智，才能思及所有超出政策、传统或甚至个人经验的各种可能性。

支持概念

飞行器的原型研发，遵循下列两种不同的哲学方法：


	驾驶员──这些人认为动力和推进力是飞行的关键，只要有足够的动力，其他事情都可迎刃而解。这些人的推论是，如果能上下移动方向舵，飞行器就会准确地上升或下降。

	飞行员──他们认为对飞行而言，领航和控制远比单纯的动力更为重要。这些人相信，飞行的关键在于控制稳定性的能力。部分人主张，要除去飞机不稳定的问题，就必须开发自动导航系统；有些人（包括莱特兄弟）则认为，研发控制的方法和工具，让操作者克服不稳定的因素比较重要。



在研发飞行器的初期阶段，顺着“水平”、“上下”、“左右”三个轴心做控制飞行，还只是个新概念。由于莱特兄弟自行车制造商的背景，加上利用滑翔机所做的实验，他们相信飞行的关键是让操作的人拥有控制。

飞行器的能力，且不致在过程中丧命。莱特兄弟观察鸟类奋力拍打翅膀尾端来控制飞行，苦思如何运用机械方式重现这种条件。

内胎送抵莱特兄弟的自行车店时，威尔伯扭转装内胎纸箱，终于灵光乍现，当下领悟以托臂式支撑的双翼飞机设计（用木制圆柱支撑两组交迭的机翼），可以解决这部分的设计问题，同时提供结构的稳定性和弹性。

想在组织中鼓励更多创意思考，并增加成员对不明确事物的容忍度，可以试试以下做法：


	离开熟悉的领域，投入复杂的主题──刻意把重点放在发掘目前不了解的主题，不要因为缺乏经验而试图规避问题。

	鼓励大家主动积极地探索、调查和学习──借由强化创意过程中好奇心的价值，让员工找出自己有兴趣的领域并投入其中。好奇心是公司成长动力，让员工从探索新概念和构想中得到活力。

	培养远大的眼光──也就是鼓励大家同时以宏观和微观的眼光，看待所有的可能性。激励员工不只把思考当作个人的兴趣，更是抛开因传统局限造成心理障碍的活动。

	要适应矛盾和模糊不清的事物──违背常规的想法通常是最具创意的，利用矛盾刺激新构想、新作为和新程序。

	增加组织对风险的兴趣──过于规避风险会错失新成长的最佳机会。当然，你应该避开危险的情况，但偶尔让大家尝试一些在可接受尺度边缘的事物，虽然不见得一定能获得新构想，但可以在日常工作里增添一点冒险的新鲜感。

	勇于接受不稳定和疑虑的情况──未来的突破必定来自被非传统构想推翻的现状。

	扩大“幻想”──对于未来的愿望和梦想。有时候暂时停止务实的思考，梦想完美的状况也能让人耳目一新。不要因为现阶段不可能，就摒弃那个构想，事情会有所改变的。

	在不相关的活动中寻找新构想──在某种情况下运用成功的方法，通常也能应用在其他地方，创造显著利益。持续留意有趣的新构想，不论这个新构想是在哪里出现。



总之，考虑不合乎标准的选择（跳脱局限框架的思考），但不须完全摒弃现有体系（已知事实）的益处。不要试图消除商场和生命的不稳定性，但要学会控制和有效地利用这些不稳定性。

关键思维

艾普勒 “不管是个人或公司全员，都该学习灵活用脑。以企业来说，尤其当公司和大多数人一样，已经习惯高度结构化的环境中运作，就可能需要些时间适应。然而，努力试着灵活运用脑力，成果可能非常惊人。”

马克‧凡斯有《跳出箱子外的思考》 “创意就是创造新事物，以及用新方式重新呈现旧事物。”

马斯洛 美国心理学家 “生命正以前所未有的速度向前飞奔，我们需要能活在这个瞬息万变的世界，且在改变中怡然自得的人。”






Principle 4 Rigid flexibility ──consider possibilities outside the normal boundaries　
中文



Main Idea

One of the best ways to solve problems is to develop the ability to think outside the box without abandoning the box altogether. This requires flexing the mind to come up with possibilities that fall outside those suggested by policy, tradition or even personal experience.

Supporting Ideas

The developers of prototype flying machines followed two different philosophical approaches:


	Chauffeurs — those who felt that power and propulsion were the key to flight, and everything else would follow if you just had enough power available. These people had concluded that if you moved a rudder up or down, their flying machines would rise or descend on cue.

	Airmen — who believed piloting and control would be far more important issues in flight than raw power. These people believed the key to flight was the ability to control stability. Some of the people in this group thought that automatic systems should be developed which would eliminate instability while others — the Wright brothers included — thought it was more important to develop ways and means of controlling and balancing that instability by giving the operator the means to overcome it.



At this early stage of the development of aeronautics, the concept of controllable flight along the three axes — pitch, roll and yaw — was an emerging concept. The Wrights, coming from their bicycle background and supplemented by experiments they carried out with gliders, were confident the key to flight was to give the operator the ability to control the flying machine without killing him in the process. They observed the way birds achieved this by flexing their wing tips, and struggled to conceive how this could be reproduced mechanically.

The breakthrough came when Wilbur had twisted the card-board tube an inner tube was shipped in. He immediately realized that a trussed-biplane design — two wings on top of each other separated by wooden spars — would solve this part of the design problem and provide simultaneous rigidity and flexibility.

To encourage more creative thinking in your organization and increase your own people's tolerance for ambiguity:


	Get outside your comfort zone and engage complex subjects — make it a point to deliberately explore subjects you do not presently understand rather than trying to sidestep them because of a lack of experience.

	Encourage people to actively explore, investigate and learn — by reinforcing the value of curiosity in the creative process. Have staff members identify areas of interest and pursue them. Curiosity is the fuel of business growth. Let your staff get energized by the exploration of new concepts and ideas.

	Develop a broad perspective — that is, encourage people to look at possibilities on both the macro and the micro level. Encourage them to think beyond their own immediate self interests and without the mental encumbrances of traditional boundaries.

	Get comfortable with contradictions and apparent ambiguities — because ideas that defy common practice are often the most creative. Use contradiction to stimulate new ideas, practices and processes.

	Increase your organization's appetite for risk — because if you're too risk averse, you'll miss the greatest opportunities for new growth. Naturally, you should steer clear of hazardous situations, but let everyone try some things that are on the edge of acceptability now and then. They might or might not come up with new ideas, but it will add a little sense of adventure to day-to-day business.

	Embrace situations of instability and doubt — because the breakthroughs of the future must come in areas where the status quo is being overturned by nontraditional ideas.

	Expand on your "fantasies" — your wishes and dreams about how you'd like things to be. Sometimes, it's refreshing to suspend practical thinking temporarily and think about the ideal situation. Don't discard an idea just because it doesn't make sense at present. Things can and will change.

	Look for new ideas in non-related activities — because what works well in one setting can frequently be transferred to another application with significant benefits. Stay on the lookout for interesting new ideas wherever they may crop up.



In short, consider nonstandard options (think outside the box) without completely abandoning the benefits of the structure (the known truths). Don't try and eliminate instability in business and in life, but learn to control it and make it work for you.

Key Thoughts

Mark Eppler "Learning to flex one's brain, individually or collectively, as a corporation, may take some getting used to, especially if you've functioned, as most of us have, in a highly structured environment. The rewards for making the effort, however, can be extraordinary."

Mike Vance "Creativity is the making of the new and the rearranging of the old in a new way."

Abraham Maslow "Life is moving far more rapidly than ever before. We need a different kind of human being, able to live in a world that changes perpetually, who has been educated to be comfortable with change."






原则5　不断学习──让自己终生热爱学习新事物　
英文



主要观念

想要解决问题，你需要储备许多好的构想，建立这种储备能力的唯一方法是不断地学习新事物。因此，持续进步的一大关键就是终身学习。

支持概念

莱特兄弟在父母的鼓励下广泛阅读，然后自己独立思考，他们的祖宅有两间迭满书的图书室，和令人印象深刻的丰富藏书。莱特兄弟大量阅读世界各地早期飞行先锋的所有事迹，如曾在德国进行滑翔机实验的德国工程师奥图‧里蓝托和其他先驱者。

威尔伯甚至写信给史密森尼学会，要求提供并推荐更多有关航空书籍的信息。莱特兄弟也密切研究相关领域，例如为了研发飞机的推进器，莱特兄弟读遍所有与航海工程师设计船只推进器相关的书籍，也习惯以吸收任何现有信息作为开始工作的序曲，不会毫无准备就冒然行动。

莱特兄弟不只擅长搜集信息，对生活的现实世界也有高超的观察力。他们花了无数的时间观察鸟类飞翔，找出新飞行器在空中依然能控制转向的致胜关键。许多同期的人遗漏飞行的各项细节，因为那些人并没付出够多的时间分析、推敲其中涉及的挑战。莱特兄弟则赢在把知识转化成明确的结果并加以应用，而不只是把这些信息储存起来当作未来的优势。

如何把“不断学习”的原则整合到组织的竞争策略中，可以参考下列做法：


	“灌输”学习的习惯──积极鼓励每个人把持续学习转化成生活的一部分，替员工支付参加研讨会或课程的费用，拨出时间让员工参与这类活动，让大家养成学习新事物的习惯。

	鼓励员工随时吸收最新知识──让员工加入专业的协会和团体，参加在职进修班或任何有益员工的进修教育计划。

	允许员工对你所做的每件事都有好奇心──任何事情都可以。别忘记，有好奇心才会有新构想，顺利的话，员工对现有程序和产品的询问会带来许多新构想、新产品和新选择。

	戒除略读的习惯，要深入研读各项主题──因为唯有真正了解某项主题后，才能获得新的见解。拿几本和自己研究主题相关的书，从不同的角度和观点研究。要真正了解一项主题，必须深入所有细节，这是要获得细微差异及线索的唯一方式。

	依员工个人风格和喜好量身订作组织的学习计划──因为有些人喜欢具体实验的学习方式，其他则对理论概念的学习效果最好。你该在意的应该是每个人的创意成果，而非获得这些成果的方式。创造并支持广泛而有价值的学习机会，让大家可以选择自己最自在的学习方式。

	重新定义“失败”的概念──犯错是最重要且最有生产力的学习经验，如果大家分析自己的失败和理解上的失误，是为了从中学习而非归咎责任，那么大家会学得更多。

	对每件发生的事情提出大量问题──组织搜集信息的能力，会连带提升组织解决问题的能力。鼓励组织普遍好学多问的风气。

	重新启动并更新企业图书馆──作为公司主要的新信息来源。好的图书馆鼓励实用性学习，让人手一本书、周刊或其他读物。尽管网络有众多优势，一间能让员工进来阅读和思考的图书馆，仍有很高的存在价值。

	招聘一些把持续学习视为个人责任的人才，而不要自认已经完成正式教育的人──因为要生存，每个人都必须随时吸收新知，你需要的是那种每年不断尝试新事物的人，不是一再墨守成规的人。



关键思维

艾瑞克‧霍佛 哲学家 “学习者将继承未来。”

欧维尔‧莱特 “花在初步阅读学习的时间并非浪费，阅读式的学习能让大家能对主题有 整体的了解，避免徒劳无功。”

亚立‧迪哲斯 荷兰皇家壳牌公司 “未来唯一真正可以持久的竞争优势，或许是比竞争对手更快的学习能力。”

艾普勒 “米开朗基罗13岁时，在故乡佛罗伦萨申请艺术实习生的工作时，突然被 问道：『你能画画吗？』米开朗基罗回答：『我有学习的能力。』这个答案成为他人生的中心思想。米开朗基罗对知识的兴趣，在永不满足的 好奇心驱使下，使他以惊人的热情追求学习的机会。对莱特兄弟而言，米开朗基罗『永远学习』的观念是解决问题一项重要的原则，他们有创意地连结不同事物的能力与吸收概念（知识）的数量成正比。莱特兄弟丰富的才学，都要归功于终生持续不断的准备。”






Principle 5 Ongoing learning — make learning new ideas a lifelong passion　
中文



Main Idea

To solve problems, you need a reservoir of good ideas, and the only way to build just such a reservoir is to be continually learning new things. Therefore, one key to keep moving forward is to be forever learning.

Supporting Ideas

Both Wilbur and Orville Wright were encouraged by their parents to read widely and then do their own thinking. Their family home had two well-stocked libraries and an impressive collection of books. The Wright brothers read everything they could about the exploits of the early pioneers of flight from all over the world — like German engineer Otto Lilienthal who conducted glider experiments in Germany and others.

Wilbur Wright even went so far as to write to the Smithsonian Institution to request more information and recommendations of good books about aviation. They also studied closely related fields. For example, when developing the propellers for their own airplane, the Wrights read up on everything that was avail-able on how marine engineers designed the propellers for ships. They were in the habit of taking whatever information was already available as the starting point for their own work, rather than starting from nothing themselves.

Not only were Orville and Wilbur Wright very good at gathering information by reading, they were also highly skilled observers of the world in which they lived. They spent numerous hours watching birds in flight, which highlighted the need for their new flying machine to be able to make turns to retain control. Many of their contemporaries had missed that subtlety of flight because they had not taken sufficient time to analyze and ponder the challenges involved. The Wrights also excelled at converting their knowledge into tangible results and applications rather than just storing the information away for future advantage.

To make ongoing learning an integral part of your organization's competitive strategy:


	"Prime" the learning habits of individuals — by actively encouraging everyone to make ongoing learning an integral part of what they do. Offer to pay the fees for the seminars or workshops your people want to attend and give them time off to attend them. Get people into the habit of learning new things.

	Encourage people to keep their knowledge base up-to-date — by joining the associations and groups that are affiliated with their professional field, by taking refresher courses or availing themselves of any continuing education programs which may be available.

	Allow people to be inquisitive — about everything you do. Always keep in mind curiosity makes things happen. With a little luck, your employee's inquisitiveness about current processes and products may generate many new ideas, new products and new options.

	Get out of the habit of skimming and read in depth about a subject — because to come up with some new insight, you'll need to genuinely understand your subject. Get a number of books about your subject to learn about it from a variety of angles and viewpoints. To really understand a subject, you have to get into the details. This is the only way you can pick up on the nuances and clues that will come out.

	Tailor your organization's learning programs to the style and preferences of each individual — because some people like to learn by fiddling whereas others learn best by studying theoretical concepts. You should be more interested in the creative output of each person than you are in the method they use to achieve those results. Create and sponsor a broad range of worthwhile learning opportunities and allow people to choose whichever ones they feel most comfortable with.

	Redefine your concept of "failure" — because mistakes can be the greatest and most productive learning experiences of all. If people analyze their failures and misunderstandings in an effort to learn from them rather than apportioning blame, they will learn much more.

	Ask loads of questions about everything that happens — since your organization's ability to solve problems will be enhanced by your ability to gather information. Encourage a general climate of applied inquisitiveness.

	Rediscover and refurbish your corporate library — as your primary source of new information. A good library encourages tactile learning as people handle the books, journals and other materials. Despite all the advantages of the Internet, it still makes good sense to have a library where people can come to read and think.

	Hire people who feel personally responsible to keep learning rather than those who see their formal education as completed — because to be able to survive, every-one needs to be learning new things all the time. You want people who are inspired to keep doing new things each year rather than doing the same things over and over.



Key Thoughts

Eric Hoffer, philosopher "Learners will inherit the future."

Orville Wright "The time expended in preliminary study of books was not misspent for they gave us a good general understanding of the subject, and enabled us at the outset to avoid effort in many directions in which results would have been hopeless."

Arie De Geus, planner, Royal Dutch Shell "The only truly sustainable competitive advantage in the future may be the ability to learn faster than the competition."

Mark Eppler "When Michelangelo, as a young man of thirteen, applied for an art apprenticeship in his native Florence, he was asked curtly, 'Can you draw?' 'I have the capacity to learn', he replied. His answer became the theme of his life. His appetite for knowledge, powered by an insatiable curiosity, caused him to pursue learning opportunities with remarkable intensity. For the Wright brothers, Michelangelo's concept of forever learning was a key problem-solving principle. Their ability to make creative connections was in direct proportion to the amount of ideas (knowledge) they had exposed themselves to. Their minds were well stocked, thanks to a lifelong commitment to relentless preparation."






原则6　彻底评估解决问题时谨守系统化的方法且一丝不苟　
英文



主要观念

解决问题最快、最有效的方法，不是冲动采取未经筹划的行动，有系统且一丝不苟地研究开发解决方案，反而是最好的方法。相对于一般的认知，系统化的做法不只是把事情做好的最佳方法，也是最快的方式。

支持概念

莱特兄弟对研发飞行器的态度，都是非常井然有序且一丝不苟的。他们非常清楚，已经有许多聪明人早在自己之前砸下重金，试图达成相同的目标，使飞行器在空中稳定地飞行。这些早期的飞行器先锋大都在尝试与错误中学习，先把机器弄上天，然后再烦恼细节。相反地，莱特兄弟要先确定自己了解问题的每个面向，再尝试让机器升空。

莱特兄弟为这项研发计划设定下列三项目标：


	有效地利用时间──这点很重要，因为莱特兄弟是自费研究，而且他们意识到万一计划没有结果，“飞行”也只是一项嗜好而已。所幸，自行车事业的季节性循环让莱特兄弟有空在冬天进行飞行计划。

	有效运用资金──由于第一次就做对，远比之后一次次尝试和重做来得便宜，莱特兄弟也坚守这项原则，在纸上修正错误，避免被迫修改实体，的确便宜又轻松得多。

	个人安全最重要──莱特兄弟知道许多早期飞行先锋由于疏忽或太过自信，甘冒危险又愚蠢的风险，所以并不准备在解决飞行这个难题前白白送命。



以这些目标为前提，莱特兄弟有系统且一丝不苟地执行研发计划：


	完整计划与准备的第一步，始于正确地定义挑战：“在平衡且有良好控制的状态下飞行。”其他飞行器先锋都试图“飞行”，并且仅专注在飞上天。莱特兄弟在事先就规划且设想好，一旦飞上天后会发生什么事。

	非常注意各项细节，避免浪费任何宝贵资源。

	把复杂的难题分解成可控制的部分，然后针对每个部分个个击破。同样地，这点和其他飞行先锋试着一次解决所有问题的做法完全相反。

	详细记录每次试验的结果。举例来说，1901年莱特兄弟共尝试200次滑翔机飞行，并记录每次的时间长短、距离、降落角度等。这份数据让他们发现，大多数飞行先锋使用的气压表是错的，为了得到更准确的数据，两人建造了自己的风洞，并得出正确数据。



尽管数世纪以来，人类建造飞行器的尝试都没有结果，莱特兄弟只是利用工作之余，却能在短短的55个月左右就达成这项目标。此外，他们用来建造飞行器的绝大部分材料，都已经存在一世纪以上，但没人想过用莱特兄弟的方式把那些材料组合起来，这些在在清楚显示莱特兄弟条理分明且一丝不苟态度的益处。

如何用更系统化的方法进行研发计划，可参考下列做法：


	追求绝对的准确度──做好基本研究，才能一开始就做对，不会从错误的假设着手。

	了解速度和准确度是一体两面──因此绝不会因为谨守系统化方法和准确性而浪费时间，事实上长期来看，这绝对是最快的方法。

	保存详细的书面纪录──当要分析其他人提出的新见解时，才能常常回头参考过去的数据。

	行动前彻底评估──彻底检查所做的每件事，减少浪费。

	保存纪录──详细记录每次突破时的细节资料，如果将来有人挑战计划的准确度时，这份追踪纪录将会价值连城。

	把问题拆解成可控管的部分──从大难题分出的子问题组，比较容易解决。

	教导员工务必凡事做到仔细彻底──当员工把突破性思考转化成可执行的点子时，仔细彻底的工夫对他们大有帮助。

	努力创造持续性的进步──而非总是期望大步的跃进。

	建立一个稳固的基础──花时间做到以下几件事情：
	正确地界定问题。

	哪些是决定解决方案的必备资源。

	发展出能取得所有必要资源的计划。







关键思维

艾普勒 “过去许多公司奉为圭臬的箴言『一开始就做对』，已被『勇往直前』所取代。然而，追求卓越就是追求『准确』，似乎只有少数公司了解『准确』是竞争优势的根源。卓越的服务、优秀的产品、获利能力，全是个人准确执行从概念、设计到生产、运送每项步骤的结果。重视准确（或是清楚、详细、明白、正确）工作的公司，是最有可能实现计划构想的公司。”

艾普勒 “莱特兄弟得以进展如此快速的原因是，他们对解决问题具系统化且彻底仔细的做法。这种严谨的态度不但没有拖延速度，反而消除任何计划常见的蹉跎：浪费许多时间在退回原路重新操做和因循延迟。”






Principle 6 Measure twice be methodical and meticulous in solving problems　
中文



Main Idea

The fastest and most efficient way to solve a problem is not to spring into a flurry of unplanned action. Instead, the best way to get to a solution is to be methodical and meticulous in your approach to developing a solution. Paradoxically, doing things methodically is not only the best way of getting something done it is also the fastest way.

Supporting Ideas

Orville Wright and Wilbur Wright were highly methodical and meticulous in their approach to developing a flying machine. They were well aware many smart people had spent large sums of money before them trying to achieve the same goal of con-trolled flight in a heavier-than-air machine. Most of these early pioneers took a trial-and-error approach to flight — get a machine in the air first and then worry about the finer details later. By contrast, the Wrights wanted to make certain they understood every element of the problem before they attempted to get a machine aloft.

The Wrights set three goals for their development program:


	To use time efficiently — which was important because they were funding themselves and they were well aware flying may eventually turn out to be nothing more than a hobby. Fortunately, the seasonal nature of their bicycle business gave them free time in winter to apply to their flight project.

	To use money efficiently — since it is cheaper to get things right first time rather than trying something and redoing it over and over. Orville and Wilbur also worked on the principle that it is cheaper and easier to rectify mistakes on paper before being forced to change things in reality.

	To maximize their own personal safety — as they were aware many of the early pioneers of flight had taken foolish and dangerous risks because of carelessness and over confidence. The Wrights planned on being around long enough to keep at the problem until they solved it.



With these goals in mind, the Wrights carried out their development project methodically and meticulously:


	The began with solid planning and preparation starting with framing the challenge correctly: "To fly in a balanced and well controlled manner". Other flying machine pioneers were attempting "to fly" and focused solely on launching into the air. The Wrights planned ahead and thought about what would happen once they got airborne.

	The Wrights paid great attention to detail so as not to waste any of their scarce resources.

	Orville and Wilbur took a complex problem and broke it down into manageable components, and then set about solving each of those elements individually. Again, this was in contrast to other pioneers who took a much more broad brush approach.

	They kept detailed written records of their experiments. For example, for each of the 200 flights they made with a glider in 1901, the Wrights recorded duration, distance covered, angle of incidence, etc. This data enabled them to find out that the air pressure tables which most of the pioneers were using were incorrect. To generate more accurate data, Wilbur and Orville constructed their own wind tunnel and came up with corrected data.



Despite the fact people had been trying in vain to construct a flying machine for centuries, Orville and Wilbur Wright were able to achieve this goal in a little over 55-months, working part-time. Plus, most of the materials they used in constructing their flying machine had been available for over a hundred years, but nobody had thought to put everything together the way the Wrights did. This illustrates very clearly the benefits of their methodical and meticulous approach.

To become more methodical in your own development projects:


	Make a definitive commitment to accuracy — and do your basic research so you can get things right first time rather than trying to work from inaccurate assumptions.

	Understand that speed is interdependent with accuracy — and accordingly, you will never lose time by being methodical and precise. In fact, this is always quickest in the long run.

	Keep detailed, written records — so you can come back to your data again and again as you want to analyze new insights that crop up elsewhere.

	Measure twice and cut once — double-check every-thing you do to cut down on waste.

	Keep a log — detailing the date each breakthrough was made. This audit trail can be invaluable at a later stage if people challenge your project's accuracy.

	Break problems down into manageable chunks — subsets of the larger problem which are more readily solved.

	Teach your people to be meticulous — as they translate outside-the-envelope thinking into workable ideas.

	Try and make ongoing continual improvements — rather than always expecting great leaps forward.

	Lay a solid foundation — by first taking the time to:
	Correctly define the problem.

	Determine what will be needed for a solution.

	Developing a plan to secure the resources required.







Key Thoughts

Mark Eppler "In many companies, the mantra of 'get it right the first time' has been replaced with 'just get it done'. The search for excellence, however, is the search for accuracy. Few companies, it seems,realize that accuracy is at the root of competitive advantage. Service excellence, superior products, profitability — all are the result of individuals doing their work accurately every step of the way, from conception and design to production and shipment. Companies placing an emphasis on accurate (i.e. clear, detailed, specific, distinct, correct) work are the ones most likely to get their ideas off the ground."

Mark Eppler "The Wright brothers were able to move so quickly because of their meticulous and methodical approach to the problem. Instead of slowing them down, their meticulousness removed many of the time-wasters known to any project: backtracking, reworking and procrastination."






原则7　加乘效果善用团队力量达到更多成果　
英文



主要观念

团对成员在解决问题时，若能实践下列五要素，便可产生加乘的效果：


	相互信任

	劳逸均等

	有福共享

	信息公开

	人人有功



任何团队若想获得加乘效果，这些要素是必备条件。

支持概念

莱特兄弟组成绝佳团队，共享彼此对飞行的热情和热忱，这两人在追求共同目标时，性格搭配得恰到好处。借由合作努力，莱特兄弟得以达成其他拥有更多资源的研发团队所无法获致的突破。

“加乘效果”的观念不只是团队合作，其核心含意代表集体合作的成果远大于单独个人的成就。当信任、努力、获利、信息和功劳都能公平分配时，就能发挥“加乘效果”的效用。

组织要如何利用“加乘效果”的观念增进内部团队效能，可以参考下列做法：


	真诚倾听好的构想──不论这些构想是由资深领导阶层或基层员工提出的。

	善用多样性的优势──增进组织的创造力。如果管理得当，差异可以为组织带来活力。

	定期消除所有可能的局限──让员工自由贡献所能一段时间，别担心会因为职责划分而产生本位主义。

	事情顺利时荣耀共享──确保每个人的贡献都能获得适当的表扬，最佳的团队是创造新明星，而不是为当红的人锦上添花。

	大家为结果负责──让每个人基于责任感而行动，而不是被动地工作。

	保持信息畅通──让团队所有成员都能取得成功所需的资料。

	建立信任感──仔细聆听并遵守每个许下的承诺。

	追踪小组的“个人／团队”成效比率。在伟大的团队里，没有人会费心强调个人的成就，反而是大家用“我们完成什么”说明达成的成果。定期追踪小组“个人／团队”成效比率，作为评估团队合作效益的指标，检验每个人的投入是否产生加乘效果，而创造最大利益。



莱特兄弟能够达成如此重大和惊人的成就，是因为他们追随自己的热情，这是激励整个研发计划的动力，热情让他们得以做到以下几件事：


	克服早期障碍（如滑翔机实验的失败），继续朝向整体目标前进。

	忽略无知观察者的负面意见。

	即使必须努力赚钱谋生，仍持续专注在共同的目标。

	为计划付出大量的精力和心力。

	把兴趣转化成实际行动。

	永远向前寻找未来的机会，而非停在过去的挫折中。

	燃起他人的热诚。

	视问题为机会而非障碍。

	不论结果好坏，都享受自己正在做的事。



有了莱特兄弟因热情而受益的榜样，多数组织若能做到下列几件事，就可以提升组织研发计划的成效：


	订定伟大、大胆的目标──定期提醒大家那个定义明确的梦想。

	利用鲜活的想象力去描述那个期望的结果。

	依据简单的准则做决策──“这么做会使我们更接近或是更远离目标？”

	事先计划──如此热情才能转化成有意义且务实的前进步骤。

	帮大家找到个人最大的热情──将员工放在这些能够尽情发挥热情的情境和环境中。

	定期拨出时间让大家去充电并重燃热情。

	不定期检查大家的点子是否有落实的可能性。



关键思维

亨利‧费得希‧阿米尔 “没有热情，人类就只是一股潜伏的力量和可能性，就像打火石必须等待金属的撞击才能迸出火花。”

艾普勒 “如果大家想了解，莱特兄弟是如何控制比空气重的机器可以在空中飞行的难题，就不该忽略以下两句话：威尔伯说：『正因为我坚信人类终将遨翔天际，所以我终日苦恼，担心有一天这个信念会耗尽金钱，甚至是我的生命。』欧维尔则说，他已经在心中飞翔了太多次，以致于终于成功时，自己的感觉就像是另一次的飞行；而他的梦想是如此强烈，甚至成为某种『宇宙磁力』拉着自己朝着命运前进。莱特兄弟具有许多机械和技术能力，两人谨守有系统、一丝不苟且重视细节的态度，使他们思虑明晰，能够彻底评估并分析每项问题，甚至遵循一套解决问题的原则。然而，莱特兄弟奋斗的力量来源是炽热的梦想，没有热情和梦想，莱特兄弟可能永远无法为他们的构想得出成功的结论。”






Principle 7 Multiplication harness the power of a team to achieve much more　
中文



Main Idea

The output of a group of people in solving problems is multiplied exponentially when five factors are present:


	Trust between the members of the group.

	An equitable distribution of effort.

	The opportunity for everyone to profit.

	Everyone has equal access to all the available information.

	The equitable distribution of glory.



To multiply the effectiveness of any team, make certain all of these factors are present.

Supporting Ideas

Wilbur Wright and Orville Wright made a great team. They shared equal passion and enthusiasm for flight. The two men were able to combine their personalities exceptionally well in the pursuit of a common objective. By working together in sync, they were able to make breakthroughs which many other development teams with access to far greater resources had missed out on.

The concept of force multiplication is more than just teamwork. At its very heart, force multiplication means achieving much more in a collaborative effort than any of the participants could ever have achieved alone. Force multiplication comes into play whenever there is an equitable distribution of trust, effort, profit, information and accolades.

To increase the effectiveness of your organization's teams using the concept of force multiplication:


	Commit to genuinely listen to good ideas — whether they are put forward by someone in senior leadership or someone in an entry-level position.

	Take advantage of diversity — to enhance your organization's creative capacities. Differences can be empowering if managed intelligently.

	Periodically eliminate any and all boundaries — and let people operate wherever they can contribute, irrespective of arbitrary distinctions which tend to emerge over time.

	Share the glory when things go right — make certain Everyone's contribution gets acknowledged appropriately. The best teams create new stars rather than throw more light on the established performers.

	Make everyone accountable for the results — and let people act with a sense of responsibility rather than being driven to do the work.

	Keep the information flowing — so every member of the team has access to what they need to succeed.

	Establish bonds of trust — by listening carefully and following through on every commitment that's made.

	Keep track of your "I/We Ratio". In great teams, nobody worries about describing their individual accomplishments. Instead, everyone uses "We" to describe what got done. Periodically track your team's own I/We ratio as an indicator of whether or not the team is multiplying the input of everyone to maximum benefit.



Wilbur and Orville Wright were able to accomplish something noteworthy and impressive because they were following their passion. This was the force that energized their entire development project. Passion enabled them to:


	Overcome early obstacles (like failed experiments with their glider) and keep moving towards their overall goal.

	Ignore the negative feedback of ignorant observers.

	Stay focused on their objective even when they had to concentrate on making a living.

	Apply exceptional levels of mental and physical energy to their project.

	Convert their interest into tangible action.

	Always look forward to the opportunities of the future rather than dwelling on the setbacks of the past.

	Spark enthusiasm in others.

	View problems as opportunities rather than roadblocks.

	Enjoy what they were doing irrespective of the results.



With the Wrights acting as role models for the benefits of passion, most organizations would increase the effectiveness of their own development programs if they would:


	Set bold goals that sound great — and keep reminding people of that well defined vision on a regular basis.

	Use intense imagination to describe the desired outcome.

	Make decisions on the basis of a simple criteria — "Does this take us closer to our goals or further away?"

	Plan things in advance — so passion can be converted into meaningful and practical steps forward.

	Help people identify their own ruling passions — and put them into situations and circumstances where those passions can come to the fore.

	Periodically allow time for people to recharge their batteries and rekindle the flames of their passions.

	Include some occasional (but necessary) reality checks.



Key Thoughts

Henri Frederic Amiel, French philosopher "Without passion man is a mere latent force and possibility, like the flint which awaits the shock of the iron before it can give forth its spark."

Mark Eppler "When people look for reasons why the Wright brothers were successful in solving the problem of heavier-than-air controlled flight, two statements should not be overlooked: Wilbur said, 'I'm afflicted with the belief that man will fly, and I'm afraid it will one day cost me all my money if not my life'. Orville said that he had flown so many time in his mind that when it finally occurred, it was just another flight. His vision was so intense that it served as a sort of 'cosmic magnet' pulling him toward destiny. The mechanical and technical skills of the Wrights were many. They were methodical, meticulous and detailed. They were crisp, clear thinkers able to thoroughly evaluate and analyze every problem. They even followed a set of problem-solving principles. What powered their effort, however, was passionate vision. Without passion and vision, the Wright brothers might never have driven their ideas to a successful conclusion."






在地观点

厚植解决问题的实力，打通所有市场

本期《大师轻松读》推荐阅读的〈征服关键破万难〉，作者从飞机发明人莱特兄弟解决难题的方法中，找出征服难题的七大原则，若要借用在企业实际执行层面时，用户必须要根据当时环境，且需要有一定的技巧，才有可能达到预先设定的目标。

“没问题”，就是有问题

讨论如何把莱特兄弟解决难题的原则运用在商业活动上，愿以个人经验为例。2002年8月我刚被任命担任优派中国区总经理时，公司负以的重责大任就是把大陆地区的业绩带起来。如果依照作者提出的原则，就该先进行“冶炼锻烧”的工作，也就是发现问题。由于我过去待在大陆的时间并不长，对这块市场、甚至对大陆地区的员工都感到非常陌生。当时我必须自己先花时间思考问题在哪里，再慢慢地开诚布公地让大陆同仁参与讨论。刚开始多数同仁的反应都是“没问题”，我就在想，这是因为不愿意承认错误、不想改变，还是不想说真话。这种讨论气氛并不是莱特兄弟间开诚布公的讨论气氛，也有可能无法真正找出问题。最后我决定大规模地接触并了解市场与通路，快速搜集信息，等到对问题有了更清楚的概念，再把问题带回来和大家讨论时发现，别人开始愿意和我讨论，因为公司员工了解我已经掌握了某些问题的关键以及我的努力，真正的讨论可以说是从这时候才开始。

软道理、硬功夫

虽然我发现真正的问题出在哪里，也清楚公司的问题在于“通路”，但我却不能像莱特兄弟一样，马上把心力投注在真正的问题点上。因为当时公司并没有立即处理这项关键问题的能力，如果硬是立即撤换原配合通路，公司铁定会出现重大危机，因此我把这个关键问题放在心里，决定展开长期抗战。首要目标是让公司业绩加倍，从8月上任到同年12月，我就已达成这个目标，每个月业绩皆可达400万美金。有了这个辉煌成果，所有员工都感到振奋，不少经销商也纷纷向我们主动靠拢。这时我们开始调整通路，撤换不良经销商，引进新通路。这么做难免引起原先配合的通路抱怨，实际上大家都赚得更多，因为我们已经把市场做大了，新通路并没有瓜分最初和优派一起打拼的通路利润，反而是创造了更多利润。不过这项举动倒是让当地通路体认到，优派确实要有一番不一样的作为了。这时我心中理想的工作团队才真正地建立起来，接下来就要开始做对的事，正如莱特兄弟对处理问题的态度一样，小心谨慎地一次就把事情做对，接下来则是展开一连串的Plan、Do、Action、Check的工作。

事情做对了以后，公司业绩快速成长，要如何让400万美元的业绩再翻一倍，或许还不难。不过在去年第三季优派的LCD销售实力已经是排名第一，要再刷新业绩似乎就没那么容易，但我相信只要目标清楚，就有机会达成；只要公司全体达成共识，成功的机会就很大，而且LCD的市场原本每年都会有个自然成长率。接着我就问：“过去每销售一台LCD，可以搭配2台CRT，现在可以搭配3台吗？”如同作者所言，只要能把一个大问题拆解成一个个子问题群组，再个个击破，很多原先认为不可能的事，都能做得到了。

开诚布公，疏通问题

我们也必须承认，目前的商业环境并不像莱特兄弟时代的单纯，因为两个有血缘关系的人，又能开诚布公地沟通，更以“飞翔”作为唯一的梦想，于是所有问题都变得单纯而立即可行。多数情形下，企业或组织要做到开诚布公的交流，有时并非易事。企业要让员工敞开心胸沟通，就必须塑造自己的企业文化，以优派为例，公司特意以色彩鲜艳的胡锦鸟作为公司文化的标示，希望鼓励员工能发挥活泼、生动的创意。身为主管，我非常注意建立与员工之间的沟通管道，每个月我都会亲自发一封信给各阶层领导人，主要是发布一些振奋人心的消息，希望借由正确的人，影响其他人。除了正式沟通管道，我认为非正式的沟通也是非常重要，我常邀大陆职员一起吃饭，目的是希望员工有机会认识我，知道我的为人，这样才能赢得信赖。

“莱特”原则，处处适用

莱特兄弟解决问题的七项原则，也许有人会认为比较适用在较需要创意的营销或广告公司。我却认为这七项解决问题的原则，不仅是适合以销售活动为主的优派，也能适用于任何行业。以制造业的生产线来说，真正有效率的生产线应该要怎样安排动线？也是必须要思考的课题。正因为有人思考这个问题，于是产生很多不同的生产线形式，这些出现过的不同形式生产线，其实都是提高生产效率的种种解决方案。没有一个行业不需要透过思考来解决问题，或许只是程度上的差别而已。

近年有愈来愈多的国际或是香港、台湾企业，都有进军大陆市场的打算，成功、失败的例子都有。以我个人经验为例，我认为企业想成功地转战大陆市场，一定要掌握以下几个原则：一、大陆地区负责人一定要长驻当地，不是从台湾短期派遣的形式。因为，在大陆工作一定要非常投入，才能进入状况，毕竟大陆市场和台湾市场是完全不同的。二、要选一流的人才，大陆的人事更多、更复杂，文化和生活习惯也不同，的确需要一流人材才能应付。三、负责人一定要做到无私。四、充分授权，因为商场活动都是有时效性的，一定要在当地就做出决策，如果每笔生意都要台湾做决策，时间一拖，士气也垮了。此外，到大陆发展，只要好好控制钱的问题，其他应该不会有什么大的问题。

【采访整理／万丽慧】
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