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主题广告牌





吞热狗是靠肚子还是靠脑子？

日本大胃王小林尊第一次参加国际吃热狗大赛，便将纪录提高一倍。有别于其他竞争者，他烦恼的不是如何吞下更多热狗，而是如何让热狗变得更容易吃。跳脱僵化的思考框架，不仅帮他吞下更多热狗，也能帮助你解决更多难题。

芝加哥大学经济学教授史蒂芬·列维特和新闻工作者史蒂芬·都伯纳在2005年以Freakonomics（直译为怪胎经济学，大陆引进版翻译为《魔鬼经济学》）为题，向世人引介隐藏在每件事物背后不为人知的一面，提供一个全新的思考方式。接着又在2009年完成Super Freakonomics（即《超爆魔鬼经济学》），两本书合计在全世界以35种语言发行，销售超过700万本。“怪胎经济学”俨然已经成为一种意识型态和品牌。

列维特是一个获奖无数的经济学家，他常用古怪但深具启发性的方法来解决日常问题，使他闻名于学术界，但一般社会大众无从知晓。都伯纳则擅长讲述故事。当他们两人相遇，一拍即合，将原本枯燥的经济学研究演绎成一系列精彩动人的故事。

本书和先前两本著作不同，前两本书多着墨于许多案例的列举，为了颠覆各种传统观念，尽其所能地利用经济学里俯拾皆是的工具，揭露许多事物背后不可思议的因素，让读者兴味盎然之余，了解到如何以正确的方式解读数据，解开看似无解的谜团。

这次，他们直接带领读者进入“怪胎的”思维模式，告诉你要用怎样的态度去面对这个世界层出不穷的问题。从大胃王小林尊如何吞下惊人的热狗、范·海伦乐队为何要在演唱合约中提出棕色巧克力的要求等中学习如何摆脱传统思考框架。

踢足球也不能只靠脚

想象你是一名顶级足球明星，现在只要罚进一球，就能带领球队踢进世界杯足球赛。根据过去的数据显示，球星级的12码罚球（即点球）命中率是75%。如果守门员猜错方向，你的进球率立刻飙升到90%。

你很清楚用力踢向球门死角是最佳踢法，就算守门员猜对方向，都不可能救到那颗球。但是那样的踢法不容丝毫偏差，所以，你可能会想稍微往内偏移，虽然那样做守门员将有机会挡到它。同时，你也必须选择攻击位置。如果你和大多数球员一样惯用右脚踢球，往左踢力道会比较强，也会更精准，当然守门员也很清楚，因此，守门员57%会选择往踢球者左边飞扑。

有75%的胜率，感觉实在很不错。你的脑袋仍旧不停在打转：往左踢还是往右踢呢？如果你曾经对上那名守门员，你会开始猜想他的想法，甚至猜想他会怎么想你在想什么。

如果既不往左也不往右，往正中央踢如何呢？可是，守门员现在不就站在那里吗？但你再想一想数据说的：守门员有57%机率会往左，41%往右──也就是说他们在100次中只有2次站在正中央。数据更显示踢往正中央虽然冒险，但成功率却比往球门死角多7个百分点。

只是，瞄准正中央看起来是很糟的想法，更糟的是，如果踢往正中央而被直接挡下会让人觉得更难堪——数据显示只有17%的点球往正中央踢。

好了，现在回到球场上，所有成败在此一踢，全世界都在看。你该冒这个险吗？




Part 0    
 怪胎经济学入门  
英




怪胎经济学的根本原理在于经济学家研发及使用的理论，可以应用于社会大众的问题，而且同样适切且有效。经济学家坚持让数据本身说话，而不是用他们自己的直觉、喜好或意识形态。

[image: 544_8C]




怪胎经济学的理论基于4项简单的合理想法：

·奖励是现代生活的基石──如果你正确地破解它们，就可以简单地看出促使人们采取行动的方法。

·如果你知道该衡量什么和如何去衡量它，你就会让世界变得没那么复杂──特别是处理高度感性议题的时候。

· 许多事情的传统看法根本是错误的──如果你跟着人云亦云，就很可能会一直碰到问题。

·相互关系不等于因果关系──所以你不能只因为两件事伴随发生，就假设一定是其中一件事引起了另一件事。绝大多数根本不是这么回事。

怪胎经济学是基于经济学的方法。它和“经济”这2个字毫无关系，而是一种以事实为基础的独特思考方式。你要倚赖的是述说更多内容的数据，而不是你的直觉、喜好，甚至是个人的意识形态。你要避免让自己的偏见把你的世界观染色，然后根据事情的实际状况处理，而不是以你希望的方式。

换个方式说，怪胎经济学就是你自己思考的艺术和科学，并且让事实自己说话。如果你能够持续妥善地运用怪胎经济学──另一个说法是学会“像个怪胎般思考”──你就有更好的机会，解决其他人通常会忽略或是希望它们自动消失的真正难题。



大师观点



“解决问题确实是困难的。如果有个问题一直存在，你可以打赌一定有很多人已经尝试解决并且失败。简单的问题会消失；困难的问题才会徘徊不去。进一步来说，甚至连一个小问题，都要花费许多时间追踪、组织并分析数据才能够好好地回答。我们想要埋葬的是一种想法，认为事情一定有对有错、有聪明和愚蠢、红线及蓝线的处理方式。现代的世界要求我们的思考要更有生产力、更有创造力及更加合理；而且我们要从不同的角度思考，用一组不一样的肌肉，根据一套不同的期待；而且我们的思考不能有畏惧和偏爱，也不能有盲目的乐观主义和尖酸的怀疑主义。也就是我们思考时要像个——呃——怪胎。”

──史蒂芬·列维特和史蒂芬·都伯纳

“很少有人在一年内会思考超过2到3次。借着在一周内思考1到2次，我已经替自己创造了一项国际声誉。”

──萧伯纳，作家暨伦敦经济学院创办人



“像个怪胎般思考实在很简单，任何人都做得到。让人不解的是很少人会这么做。这种思考方式并没有任何神奇之处。它采用的通常都是明显的方法，并且对于常识赋予极大的重视。”

──史蒂芬·列维特和史蒂芬·都伯纳








Part 1    
 一开始就放弃你的道德标准  
英




如果你在接触问题时就已经心存成见，那么解决问题就会变得很困难。务必坚持让事实为自己说话，并总是测试自己的假设。

这个世界充斥着一堆专家，声称自己对于未来如何演变拥有一套完美的看法。然而如果你长期系统化地追踪他们的预测，就会发现他们做的事的整体成效不会比所属领域的新手还好。为何进行预测是如此困难的事呢？想到的理由包括：

■许多专家过于武断──他们把自己的偏见和喜好注入他们的预测当中，而不是根据冷硬的事实进行预测。

■聪明人都想让自己看起来很聪明──因此他们会宣称自己有能力进行超过他们实际能力的事情。

■在某个领域胜任愉快的人，会误以为自己在任何地方也都能胜任愉快──因此他们认为自己应该做多一点事，而不只是表达意见。

■无中生有提出一项预测，比承认“我不知道”还容易。

■没有人想被认为自己在说或做一件显而易见的事。

事实很简单，这个星球上的每一个人都有他们自己的道德标准。你的道德标准可能比别人更高或更低，但是它一直都会存在。不论你是否察觉到它，当你进行预测的时候，你就是在运用自己的道德标准。你是在心存成见的情况下才去处理某个问题或挑战。如果你可以抛开你的道德标准，你就可以做出更好的决策。

除了抛开你的道德标准，你还可以做另一件事来做出更好的决策。试着找到方法进行一些实验，针对结果收集回馈。
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如果你能设想一些简单的实验，让自己把一项行动的成果和另一项完全不同行动造成的成果互相比较，你就可以排除所有常会遮蔽主题并且让决策更难以形成的复杂因素。



大师观点



“当你执着于某项议题的正确性或错误性的时候，就很容易遗落真正议题是什么。道德标准会让你相信全部的答案都是很明显的（即便它们有时候并非如此）；而且在对和错之间有一条闪亮的界线（通常都没有）；更糟糕的是你还确定自己已经知道某项主题必须知道的一切，所以你也不再想学到更多。”

──史蒂芬·列维特和史蒂芬·都伯纳












Part 2    
 快速承认并且说：“我不知道”  
英




要得到好答案，通常你必须重新界定自己提出的一个或多个问题。要发掘有趣的事物，第一步通常就是承认自己不知道。

在你耗尽自己有限的资源去解决一个问题之前，很值得停下来确定自己确实已经正确地定义了问题。偏离正题是极其容易的事。


案例分享 小林尊


一名年轻的日本大学生决定尝试赢得每年7月4日在纽约市康尼岛举办、世界知名的吃热狗大赛。和多数参赛者不同的是，小林尊的体型纤细，身高只有5尺8英寸。他将会对上一些具有庞大热狗食量的竞争者。

为了弥补他的体型限制，小林开始分析其他人过去如何竞争。他注意到传统方式是让竞争者把热狗和面包一起吃下去。小林通过实验发现如果先吃热狗，再吃浸过水的面包，他可以吃得更多。他甚至实验出什么温度的水效果最好，很快就可以把一大堆热狗和随后吸饱水分的面包吞下肚。他把自己的训练过程录像下来，然后把所有数据储存为文件以进行进一步的分析。

当2000年7月4日大赛的时刻来临时，小林已经做好准备。该项比赛的记录是12分钟吃下25份热狗和面包，但是小林努力吃下了50份！他设法在自己的第一次尝试里，就把吃热狗的世界纪录提高了1倍。在接下来的4年当中，小林在康尼岛仍然持续赢得胜利。

那么小林成功的真正秘诀是什么呢？他的所有竞争者都专注在一个问题：我如何吃下更多的热狗？小林反而把他的所有精神和注意力放在一个不同的问题上：我如何让热狗变得更容易吃下去？通过对问题的重新定义，他接着做实验然后得到一套不同（且更好）的解决方案。

小林尊也做了另一件事来支撑他最后的成功。他拒绝接受其他人已经设下的限制。在他的训练当中，他并不担心自己吃下的热狗数目，反而专注在自己如何吃它们。借着移除自己脑海中另一项人为障碍，小林就能够把既有的纪录提高1倍。





即便是顶尖运动员也可能产生限制表现的心理障碍。在最近的一项实验中，自行车手被要求以他们的最快速度在固定式的自行车上骑4000公尺，再让他们在观赏自己画面的同时，再次重复这项任务。他们不知道的是画面上的自己已经被提高速度，但他们却有能力赶上并超越自己先前的最快速度。



大师观点



“如果需要很多勇气才能承认自己并不知道所有的答案，那么可想而知承认自己甚至连正确的问题是什么都不知道，会有多么困难。但是如果你问了错误的问题，你几乎肯定会得到错误的答案。”

──史蒂芬·列维特和史蒂芬·都伯纳



“我们所有人都会面对障碍──生理的、财务的、时间的──而且是每一天。其中有一些毫无疑问是真实的，但是其他则很清楚是人为的──例如对于既有系统应有的运作程度的期待，或是多少的改变才算太多，或是哪一种行为是可被接受的。下次当你遇到这样的障碍，而且是由缺乏你的想象力、动力和创造力的人施加的，请用力思考如何忽略它。解决问题已经够困难了；如果你在事前就决定它是无法完成的，就会让它变得更加困难。”

──史蒂芬·列维特和史蒂芬·都伯纳



“最重要的器官是脑袋，而非心脏或肺脏。”

──罗杰·班尼斯特，神经学专家并且是4分钟内跑完1英里的第一人



“在我们的经验中，许多用来进行决策的机制，是根据掺杂了直觉、道德标准，以及前任决策者所有一切作为的含糊混合物。”

──史蒂芬·列维特和史蒂芬·都伯纳








Part 3    
 攻击问题的根本原因而非症状 
英




人们很容易分神去处理问题的症状而非它的根本原因。如果你也是如此，最后得到的只是OK绷而已。一定要探究根本原因。

对抗贫穷和饥饿的传统方式一直是投入大量的金钱和食物到贫穷地区。这大概是政府和救援组织多年以来采取的做法，但却不太成功。为什么呢？贫穷是一种症状。贫穷真正的根本原因是欠缺一套有效的经济体系，让人们得以自给自足。针对这一点，你需要让政治、社会和法律机制就绪，而且让所有人都能取得。然而打造这些机制比起用飞机运一些食物到某个地区，然后转头回家认为任务完成复杂多了。


案例分享 胃溃疡的治疗


在十九世纪八十年代早期，医生们相当确定溃疡是天生的，不然就是被心理压力或辛辣食物引起胃酸过多所造成，而标准的治疗方式就是放松（降低压力）、喝牛奶（舒缓胃部）及服用Zantac或Tagmet药剂（抑止胃酸产生）。制药公司因此致富，外科医师也进行了许多溃疡手术。全球溃疡行业在1994年的年产值已经成长到超过80亿美元。

同时在1981年有一位名为拜瑞·马歇尔的澳洲籍年轻住院医师，正在皇家伯斯医院寻找有趣的研究计划。同医院的资深病理学家罗宾·瓦伦建议马歇尔应该研究为何有些病患的胃里有细菌──这应该是不可能的，因为那里的胃酸过多。

马歇尔很快发现这些病患有一种不太一样的新型细菌。这种未曾被发现的细菌后来被称为幽门螺旋杆菌，它会让病患胃部出现问题，但是可以用一种相当简单的抗生素消灭。马歇尔和瓦伦接着发现所有的溃疡患者都有这种幽门螺旋杆菌。他们对于这种细菌是溃疡的症状或是病因深感疑惑。为了测试他们的理论，马歇尔吞下一些在实验室人工培养的幽门螺旋杆菌，10天之内就出现不容置疑的溃疡形成迹象。

因为传统观念非常顽固，花了许多年的时间才让溃疡的证据站稳脚步。即便到了今天，还是有很多人相信溃疡是由压力或辛辣食物引起。幸运的是医师现在比较了解了。医界也终于承认在大家都只是在处理溃疡症状的时候，拜瑞·马歇尔和罗宾·瓦伦已经找出它的根本原因。他们在2005年获得诺贝尔奖。




Part 4    
 像个小孩般思考  
英




想要激发新鲜点子并提出问题帮助思考，拥有一个8岁小孩的心智是很有用的。凡事存疑，不要害怕提出浅显的问题。

经验丰富的人士都喜欢被描述为“大思想家”，但是小孩子通常只会想小事情。对于解决问题而言，思考小事情可能产生大大回报。

例如发展中国家每年都会花费数兆美元改善教育制度。尽管如此，没有人曾经用小孩的观点来看事情。当3个经济学家在中国一个贫穷且偏远的省份甘肃亲自进行研究的时候，他们发现大约有2500名4、5及6年级生需要戴眼镜，但是其中只有59个学生真的拥有眼镜。他们向半数学生提供免费的眼镜，另一半则保持原状。一年之后那些得到眼镜的学生比起没有矫正视力的同学，测试成绩提高了25%到50%。这项学习成果大跃进的成本是：每副眼镜15美元。思考小事情就是能创造出这样的解决方案。

除了思考小事情，小孩子的思考模式还展现出另外两项特质：

■小孩子真的而且总是喜欢找乐子──他们把每一项任务都变成游戏，借此在学习中享受乐趣并得到娱乐。成人很少会这么做，但是大多数小孩都是天生好奇且大胆。他们喜欢探索世界，并且在过程中享受乐趣。这绝对是成人可以向小孩学习的地方。

■小孩子不怕浅显──他们不会试图处理复杂的事物。他们非常乐意让自己的无知显现出来，也会提出蠢问题或甚至承认他们所不知道的事。成年人让自己的个人信念和偏见将自己的思考染上色彩，因此总是走回头用传统的方式思考。小孩子是用一块干净的写字板开始，最后就会产生显而易见却被忽视的好构想。

如果你习惯于享受乐趣、思考小事情并拒绝害怕浅显事物，你就有可能拾回自己还是8岁小孩时所拥有的思考创造力和原创性。



大师观点



“为什么享受乐趣是如此的重要呢？因为如果你热爱你的工作（或是你的积极性或家庭时间），那么你就会想要再多做一点。你会在入睡前和一觉醒来时便想到它；你的心态会一直上紧发条。当你如此投入的时候，即便别人具有更高的天赋，你还是能够轻易地超越他们。”

──史蒂芬·列维特和史蒂芬·都伯纳












Part 5    
 永远记住奖励是有效的  
英




人们对奖励会有反应。他们一向如此，而且永远会这样。然而人们却出乎意外地很快忘记这件事。把奖励做对，你就可以要求人们做任何事。

大多数人都以为只有金钱奖励才会有效，但是事实上有效的奖励可以涵盖很大范围的不同成分：
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■财务性奖励──这样做你就会赚到更多钱。

■道德性奖励──这样做你就可以保护环境。

■社会性奖励──这样做就会让你的朋友和社会大众受益。

■合法性奖励──因为法律要求你这么做，不然就要面对后果。

■从众心理奖励──很多人都这么做，你也应该如此。

这件事的绝妙之处在于非财务性奖励的效果通常比纯粹只靠金钱更好。正确操作的关键是进入他人的内心，厘清他们真正在乎的是什么。

要有效地运用奖励，你必须采用的关键原则是：
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1人们通常会在公开场合说一套，然后转身在私底下做的完全是另一套。经济学家称这种现象为“叙述性的偏好”对上“显示性的偏好”。如果你想要自己的奖励发挥效果，就要找出他们的显示性偏好是什么，并且符合那些偏好。

2你必须用奖励对其他人产生重大影响──它的价值足以让他们愿意采取不同的行动。如果你够聪明，你会找到一种程度，对他们很重要，对你则真的不算太昂贵。

3奖励是非常个人化的，因此你有时候必须一种又一种地尝试，直到你得到恰好的组合为止。墨西哥政府为了降低空气污染引进了汽车配额制度。这项计划没有降低污染却反而制造更多。为什么呢？很多人为了规避这项禁令，就去买二手车来开，那些车子往往更老旧，制造更多空气污染。

4最有效的奖励是合作性而非对抗性的。广告大师布莱恩·慕兰尼（白涧龙）在卖掉自己的公司之后，创立了一家名为微笑列车的非营利机构，目的是为了提供发展中国家儿童进行常规整形手术而募款。他为微笑列车想出一个“只捐一次”的独特募捐策略。潜在捐款人会被告知：“现在送出一份礼物，从此之后我们不会再要求您捐献。”微笑列车运用只捐一次的做法，让捐款提升了46%，有趣的是超过三分之二的捐款人，允许慈善机构未来可以持续寄捐款函给他们。这就是协力型和合作型奖励所能达成的成果。

5记住不论你多么谨慎规划你的奖励，总是有人会来玩弄这个制度，找出不一样的获胜方法。要赞美他们的足智多谋。解释这种现象的好例子是联合国在最近向销毁三氟甲烷（HCF-23）这种温室气体的企业，提供了碳信用额度（可以在公开市场上出售）。这种HCF-23气体是制造另一种比较环保的冷却剂所产生的副产品，所以当这项联合国行动推出之后，许多工厂迅速采取行动制造了更多而非更少的HCF-23。联合国难堪地取消了对HCF-23的补助，代表现在已经有更多吨毫无价值的HCF-23。根据推测在未来的几年之后，这些过量的HCF-23中绝大多数最后都会被释放到大气层当中，这代表温室气体的排放量会因而猛涨。最终结果是联合国付给污染者数百万美元创造额外的污染。



大师观点



“如果我们从一生中设计和分析奖励过程中学会了一件事，那就是取得自己想要东西的最佳方式是正派对待他人。正派几乎可以把任何互动都推向合作的架构。它在希望最渺茫的时候最具威力，例如当事情出错的时候。任何企业最死忠的顾客就是那些遇到很严重的问题，却被不可思议地妥善处理的人。”

──史蒂芬·列维特和史蒂芬·都伯纳












Part 6    
 让你的花园自行除草 
英




动机不同的人对于相同奖励会产生不同的反应。如果你够聪明，你就可以采取对自己有利的方式，利用这个方法让人们透露他们的底细。


案例分享 范·海伦乐队


在十九世纪八十年代早期，范·海伦乐队是史上最大的摇滚乐队之一。每当他们进行巡回演唱的时候，他们都会带着一套巨大的舞台装置和夸张的灯光设备。这些设备全都需要惊人的结构支撑、电力和等等之类的设备。因此乐队要有一套方法，帮助厘清哪些主办者遵守演唱合约里的所有安全程序，哪些没有遵守。

为此，该乐队在演唱合约里增加一份53页的附加条款。明确规定技术规格、安全要求甚至还有该乐队对食物和饮料的要求。深藏在该合约第40页的“零食”条款，内容是要求化妆室应该有随手可得的洋芋片、坚果、椒盐脆饼和“M&M’s巧克力（警告：绝对不能有棕色的）”。

人们大多以为这只是摇滚明星另一个过度要求的案例，但是这个M&M条款却具有更重要的目的。范·海伦不想任何人因为舞台倒塌或灯光塔短路而受害。因此每当乐队抵达一个新的场馆，戴维·李罗斯（编按：乐队主唱)就会立刻到后台检查化妆室里装M&M’s巧克力的碗。如果他看到有棕色巧克力，就表示主办者没有仔细阅读附加条款，那么范·海伦的技术人员就会慎重地进行逐项检查，以确定重要的舞台设备都有正确搭建等等。





范·海伦的这种做法应用的是一种变相的赛局理论──它可以勉强被定义为通过预测对手的下一步以击败他的艺术。简单地说，一个想要说谎或偷窃的人和诚实的人，对于激励的反应是不同的。有鉴于此，你就可以运用一种奖励，让一个有罪的当事人在不知不觉中通过自己的行为，显露自己的罪行。

那么，你该如何运用赛局理论来让自己的花园自行除草呢？一些可能做法如下：

1大多数公司都会简化网络上的工作申请表，以便得到更多申请者。与其如此，它们应该确保网络申请者花费60、90分钟或甚至更长的时间。这样做可以过滤掉所有诚意不足的人，这些人很可能在头几个星期就会辞职（常青藤联盟大学已经这么做。它们的学生筛选流程惊人的冗长。这是它们为何最后总是能招到意愿极高学生的部分原因）。

2捷步网络鞋店因为允许刚完成培训的新员工，毫无理由就可以辞职而成为传说。更棒的是，任何辞职者都会得到一笔2000美元的离职金！他们唯一要做的就是进行一场离职面谈，并永久放弃他们再被捷步雇用的资格。运用这种方式，捷步雇用的都是强烈想在那里工作的人（这同时也是一笔好生意，研究显示一次不良雇用的可能代价是减少生产力、打击士气等，超过2万5000美元的损失）。

3在第二次世界大战之后，犹太人的地下军事组织哈加纳开始储备武器，准备和阿拉伯人作战。他们在距离特拉维夫15英里远的一座集体农场，建立一座非法的秘密子弹工厂。这样做有点风险，因为英国官兵喜欢到集体农场走动，并到集体农场清洗衣物。一位英国军官在错误的时间出现，但还是受邀到食堂喝啤酒，一些设备在千钧一发的情况下被藏了起来。该名军官抱怨啤酒是温的，犹太人回答说：下次你预计要过来时，可以先打电话给我们，我们就会替你放一些啤酒到冰箱里。这个温啤酒的提醒效果非常好，让英国官兵都会打电话来提前通知。






案例分享 尼日利亚诈骗邮件


让你的花园自行除草的相同方法也出现在各式各样的诈骗邮件，其中不得不提尼日利亚。基本剧情通常是像这样：

■这份最高机密电子邮件来自某个处境糟糕的官员。

■有巨额金钱（数百万！）存放在某个账户，需要尽快汇出国外。

■需要某个可靠、诚实并值得信任的人来协助汇款。

■如果你共襄盛举，就有资格保留一部分（例如30%）造成你麻烦的钱。当然这些信件都属于全球预付费用诈骗。收信人最后会被要求在数百万美元转到他们账户保存之前，先预付数千美元以支付一些前置费用。

乍看之下，你会奇怪为什么诈骗者寄来的信件要提到他们来自尼日利亚？如果他们表示系来自某个更有信用的地方不是更好吗？然而如果你从诈骗者的角度来想这件事，他们的做法的确有道理。

除了容易受骗的受害者之外，诈骗者不想浪费时间和精力把潜在受害者都变成真正受害者。对这种明显提及尼日利亚的可笑电子邮件还会响应的人，就是容易受骗的人。借着在一开始标明尼日利亚，诈骗者可以过滤数百万个电子邮件地址，让那些少数容易受骗的人自己跳出来。

换句话说，提到尼日利亚是有利的，因为它让诈骗者庞大的花园自行除草。它辨别出哪些人值得追踪，哪些人不会被骗。

如果你第一个直觉反应认为这种尼日利亚诈骗者很愚蠢，其实这正是我们都应该渴望成为的蠢蛋类型。确实的数据很难取得，但是有一名加州的被害人损失了500万美元。








Part 7    
 诉说更多故事  
英




当你像个怪胎般思考的时候，会让大家觉得烦恼。别浪费时间说服那些不想被说服的人。相反的，要跟他们说故事。

像个怪胎般思考的意思是你要让事实自己说话。当你这么做的时候，你就在和传统观念对抗，并且会引起反弹。人们会觉得被冒犯并且抗拒你的想法。如果你因为某种理由不能直接走开，就要放手尝试说服他们。最好的做法包括：

1从一开始就承认说服别人是困难的工作──特别是他们对现状已经进行重大投资的时候。了解他们的意见可能比较不符合事实，而是基于意识形态。

2一直提醒自己别人也只有一张对他们来说很重要的选票──所以你只要提出你的论点，然后让他们自行选择。你唯一能做的就是创造出让他们可以改变心意的条件。他们会决定自己是否同意。

3别假装你的想法是完美的──因为这样做会让他们不高兴，并且会让他们质疑你。提出展现正反两面的平衡论点。这种方式会比较有说服力。

4承认反对者论点的优点──这样不仅可以显示你在聆听他们，而且结合了他们及你的想法后，也会因此开启产生新鲜构想的可能。除此之外，如果你尝试忽略另一边，他们只会变得更尖锐。融入他们，把辱骂留给自己。

5如果你真的想试着说服某个人，就开始说故事──这样做可以填补空白，并且为可能的结果提供想象。

关于上述最后一项说故事的威力，代表着它是尝试说服某个不想被说服者的最佳方法。



大师观点



“通过‘故事’而不是‘轶事’。一则轶事只是零碎的段落，是大画面之中的单方面碎片。它缺少了规模、观点和数据。在此同时，故事则是能填满整个画面。它使用数据、统计或其他方法来描绘一种分量感；少了数据，我们就没办法理解一则故事如何对应到一个更大的事件当中。一则好的故事也包括时间的进程，显示保持不变或改变的程度；少了时间框架，我们就无法判断我们看到的是真正值得注意的事物，还是只是一个异常状况。而且一则故事也会建立事件的相互联系关系，显示出造成某种特殊情况的原因以及它所导致的后果。”

──史蒂芬·列维特和史蒂芬·都伯纳





故事的说服力来自许多理由：

■它们会唤起人们深藏的情感，所以可以让听众产生深刻的共鸣。

■故事有吸引力──听众会被吸引到故事情境当中，并想象自己身处故事人物的处境。

■故事可以抓住我们的注意力。比起背诵事实或数字，我们比较容易记住一则好故事。就突显重点而言，故事是一种对人类非常友善的方式。

■故事可以让一个想法在你心中更长久地保持新鲜。它们具有良好的保存期限。它们投宿到你心里，然后就在那里停留。

要说明故事的威力，可以观察历史上最多人阅读过的书：圣经。虽然每个人对这本书都有他们自己的观点，毫无争议的是圣经的十诫或许是人类历史上最具有影响力的规范。几乎这星球上的每一个社会和国家，都有某一套法律包含十诫的元素。

虽然十诫具有这样的重要性，如果你要求人们背诵它们，大多数人都无法办到。最近的一份调查发现美国成人当中只有14%能够想起全部的十诫，而其中有71%甚至连一诫都想不起来。可以把这种现象和下列现象比较：有25%的回答者能够想起巨无霸汉堡7项主成分的名称，还有35%可以想起“脱线家族”节目里全部6个小孩的姓名。

然而，如果你问人们他们记得圣经哪些内容，他们可以告诉你下列故事：

■夏娃喂亚当吃禁忌的苹果。

■亚当和夏娃的儿子该隐谋杀了他的弟弟亚伯。

■摩西分开了红海。

■亚伯拉罕被告知去一座山上牺牲他的独生子。

■所罗门王解决了一场争子风波，他威胁要把一个婴儿切成两半，因而得以辨别真正的母亲。

■大卫大战歌利亚。

换句话说，人们可能忘记圣经里的事实和章节列表，但是他们记得那些故事。如果你想说服人们接受你不寻常的想法，就跟他们说故事。



大师观点



“跳下飞机——最好是有带降落伞——比要你改变对于某个意见的想法容易多了。”

──卡里姆·阿布杜尔-贾巴尔，篮球员



“好比有创意地思考问题，并且想出解决方案是很困难的事，在我们的经验当中，说服不想被说服的人甚至还更加困难。”

──史蒂芬·列维特和史蒂芬·都伯纳











Part 8    趁早放弃不要等  
英




你越快放弃无效的做法，就会留下更多资源进行新的尝试。快速地进行实验，然后更快速地放弃无效的做法。

人们大多都会认同一些名言佳句，概括地主张无论如何都要坚持任务，或是至少要到成功为止：



大师观点



“绝对不要屈服，绝不屈服，绝不，绝不，绝不──不论任何事，伟大或渺小的，巨大或美丽的。”



──温斯顿·丘吉尔爵士，英国首相





至少有3个坚强理由，让放弃变得困难：

1你或许一辈子都会听到有人说放弃就是失败的象征。

2你可能看着自己已经投入的时间、金钱和其他投资（你的“沉没成本”），只好做出已经来不及喊停的结论。

3你或许根本没有计算或了解自己的机会成本──用投注在原来构想的时间和资源，可以做其他什么事。

要像个怪胎般地思考和行动，你就必须擅长放弃。事实上，你应该在数据显示某个做法无效的时候就尽快放弃。这确实就是前进的最佳方式。

怪胎经济学建议你应该进行很多便宜的实验，以有效的做法为基础，尽快放弃无效的做法。根本原理是想法有很多，但是它们并非全部都能够或应该加以执行。你的资源有限，如果你不愿意放弃今天的失败，你就无法解决明天的问题。



大师观点



“在制药业或科技业，（如果）你走上一条路但是它后来变成死路，你就真的做出了贡献，因为我们知道自己不用再走上这条路。在新闻界，它们称它为失败。人们因此不愿意进行创新，也不愿意在政府里冒险。”

──麦可·彭博，前纽约市长



“绝大多数发明的点子确实无法实现，知道何时该罢手是一项无止境的挑战。关键就是快速且便宜地失败。这是硅谷传出来的箴言。我比较喜欢的说法是‘好好地失败’或‘聪明地失败’。”

──齐欧夫·帝恩，高智发明公司





为了鼓励趁早放弃无用的项目，很多公司已经习惯采取“事前验尸法”。你把每个和项目有关的人聚集在一起，然后要他们想象项目开始然后悲惨地失败。接着要他们写下造成失败的确实理由。然后你再评估这种状况发生的可能性，以及这种状况正在发生的早期预警讯号有哪些。如果你让人们匿名提出他们的最佳想法，你就能得到更诚实且更有用的想法和观察。

诚然，用来明确显示放弃可以为长期带来更好结果的确切证据，仍处在搜集的状态，但是早期成果也十分鼓舞人心：

■康克迪亚大学心理学教授卡尔斯坦·罗西进行了一项研究，结论是如果人们放弃达不到的目标，他们就比较不会有压抑的症状，长期下来也比较不会产生心理健康的问题。

■怪胎经济学团队建立了一个网站（网址是www.FreakonomicsExperiments.com），它让人们用随机丢铜板的方式做出困难的决定。

它的首页声明如下：

有困扰吗？

有时候你会在人生中面临一个重大决定，可是你就是不知道该怎么做。你已经从所有角度思考了这项议题。但是不论怎么看，似乎没有一项决定是正确的。

到最后不管你选择什么，基本上都像是在丢铜板。

请让怪胎经济学实验室来为你丢铜板。





到目前为止，超过4万人让该网站替他们做出一个随机的决定（男女分布是60-40，平均年龄刚好满30岁，丢铜板者30%已婚，73%住在美国）。

在上述范例中，没有任何数据显示放弃会造成悲剧。如同你预测的一样，放弃有时候效果会比较好，有时候不会，但至少如果你用丢铜板决定你的命运，就可以让你对抗视放弃为禁忌的信念。



大师观点



“如同你已经看到的，这里没有灵丹妙药。我们做的只是鼓励你在思考时要有点不一样、要多点努力，以及更自由自在一点。现在轮到你了！我们最大的满足就是它帮助你走出去改正某些错误，减轻某些负担或甚至——如果这是你在忙的事——多吃一点热狗。”

──史蒂芬·列维特和史蒂芬·都伯纳











Part 0    A primer in Freakonomics  
中




The essence of Freakonomics is that the theories economists develop and use can be applied to problems in society at large with equal relevance and effectiveness. Economists insist on letting the data speak for itself rather than applying their own hunches, preferences or ideologies.
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Freakonomics as a philosophy is based on four reasonably simple ideas:

· Incentives are the cornerstone of modern life – and if you decipher them accurately, the way to get people to act will be simple to see.

· If you know what to measure and how to measure it, you can make a complicated world less so – especially when dealing with highly emotional topics.

· The conventional wisdom about most things is wrong – and if you go with the herd you'll pretty much always have problems.

· Correlation does not equal causality – and therefore you should not assume just because two items travel together one must cause the other. Most often, that will not be the case.

Freakonomics is based on the economic approach. This is nothing to do with "the economy" but is a distinct way of fact-based thinking. You rely on what your data says more than on your hunches, your preferences or even your personal ideology. You move away from allowing your biases to color your view of the world and deal with the way things are rather than the way you wish it was.

Put another way, Freakonomics is the art and science of thinking for yourself and letting the facts speak for themselves. If you can apply Freakanomics consistently well – or in other words if you can learn to "Think Like a Freak" – you stand a better chance of solving the really difficult problems other people generally ignore and hope they will go away.



Key Thoughts



"The fact is that solving problems is hard. If a given problem still exists, you can bet that a lot of people have already come along and failed to solve it. Easy problems evaporate; it is the hard ones that linger. Furthermore, it takes a lot of time to track down, organize, and analyze the data to answer even one small question well. We'd like to bury the idea that there's a right way and a wrong way, a smart way and a foolish way, a red way and a blue way. The modern world demands that we all think a bit more productively, more creatively, more rationally; that we think from a different angle, with a different set of muscles, with a different set of expectations; that we think with neither fear nor favor, with neither blind optimism nor sour skepticism. That we think like — ahem — a Freak." 

– Steven Levitt and Stephen Dubner



"Few people think more than two or three times a year. I have made an international reputation for myself by thinking once or twice a week." 

– George Bernard Shaw, author and founder of the London School of Economics



"Thinking like a Freak is simple enough that anyone can do it. What's perplexing is that so few people do. There is nothing magical about this way of thinking. It usually traffics in the obvious and places a huge premium on common sense." 

– Steven Levitt and Stephen Dubner











Part 1    Start by putting away your moral compass  
中




It’s hard to solve problems if you approach them with your mind already made up. Insist on letting the facts speak for themselves and always test your assumptions.

The world is chock full of experts who all claim to have a perfect view of how the future will play out. Yet if you track their predictions systematically over an extended period of time, you'll find they do no better overall than novices in their field. Why are predictions so hard to make? Several reasons come to mind:

■Many experts are dogmatic – they inject their own biases and preferences into their predictions rather than basing their predictions on cold hard facts.

■Smart people like to try and look smart – and therefore they will claim to be able to do more than they actually can.

■People who are competent in one domain make the mistake of assuming that makes them competent everywhere – and therefore they think they are doing more than merely expressing an opinion.

■It's easier to pull a prediction out of thin air than it is to admit "I don't know."

■Nobody wants to be seen saying or doing what's obvious.

The simple fact is every human on the planet develops their own moral compass. Your moral compass might be stronger or weaker than someone else's but it's always there. Whether you realize it or not, when you make a prediction, you're using your moral compass. You're already approaching a problem or challenge with your mind made up. If you can put your moral compass aside, you'll make better decisions.

In addition to putting aside your own moral compass, there's one other thing you can do in order to make better decisions. Try and find a way to run some experiments and gather feedback about what results.

[image: 544_10E]




If you can devise some simple experiments where you compare the results of one action against the results generated by an entirely different act ion, you can eliminate all the complexity which usually clouds issues and makes decisions harder to make.



Key Thoughts



"When you are consumed with the rightness or wrongness of a given issue, it's easy to lose track of what the issue actually is. A moral compass can convince you that all the answers are obvious (even when they're not); that there is a bright line between right and wrong (when often there isn't); and, worst, that you are certain you already know everything you need to know about a subject so you stop trying to learn more." 

– Steven Levitt and Stephen Dubner











Part 2    Be quick to admit and to say: "I don't know"  
中




To get good answers, you usually have to redefine the question or questions you ask. Often, the first step to discovering something interesting is to admit you don't know.

Before you start to use up your finite resources trying to solve a problem, it's worth pausing and making sure you have in fact defined the problem correctly. It's incredibly easy to head off on a tangent.






Case Study Takeru Kobayashi


A young Japanese college student decided he would try and win the prize on offer at the world famous hot dog eating competition which is held every July 4th at Coney Island in New York City. Unlike many of the contestants, Takeru Kobayashi had a slight build and stood five foot eight tall. He would be going up against some competitors with a prodigious capacity for eating hot dogs.

To offset his physical limitations, Kobi started analyzing how others had competed in the past. He noted the traditional method was for competitors to eat the hot dog and the bun together. Through experimentation, Kobi found he could eat more if he ate just the hot dogs first followed by the buns dipped in water. He even experimented with what temperature water worked best and soon was slurping down batches of hot dogs followed by waterlogged buns. He videotaped his training sessions and stored all his data in spreadsheets for further analysis.

When it came time for the big contest on July 4, 2000, Kobi was ready to go. The record for the contest was 25 hot dogs and buns in 12 minutes but Kobi managed to eat 50! He managed to double the world record for eating hot dogs in his first attempt. Kobi would go on to win Coney Island for the next four years as well.

So what was the real secret of Kobi's success? All of his competitors had focused on the question: How do I eat more hot dogs? Kobi, on the other hand, had instead focused all his energy and attention on a different question: How do I make the hot dogs easier to eat? By redefining the problem, he then experimented and came up with a different (and better) set of solutions.

Takeru Kobayashi also did one other thing which underpinned his ultimate success. He refused to accept the limits which others had set. In his training, he would not worry about the number of hot dogs he was eating but instead concentrated on how he was eating them. By removing another artificial barrier in his head, Kobi was able to double the existing record.





Even elite athletes can have mental barriers which limit performance. In a recent experiment, cyclists were asked to pedal a stationary bike at their top speed for 4,000 meters. Later, they repeated the task while watching an avatar of themselves. Unbeknown to them, their avatars had been sped up. They were able to keep up, surpassing what was previously their top speed.



Key Thoughts



"If it takes a lot of courage to admit you don't know all the answers, just imagine how hard it is to admit you don't even know the right question. But if you ask the wrong question, you are almost guaranteed to get the wrong answer." 

– Steven Levitt and Stephen Dubner



"All of us face barriers — physical, financial, temporal — every day. Some are unquestionably real. But others are plainly artificial — expectations about how well a given system can function, or how much change is too much, or what kinds of behaviors are acceptable. The next time you encounter such a barrier, imposed by people who lack your imagination and drive and creativity, think hard about ignoring it. Solving a problem is hard enough; it gets that much harder if you've decided before hand it can't be done." 

–Steven Levitt and Stephen Dubner



"It is the brain, not the heart or lungs, that is the critical organ."

– Roger Bannister, neurologist and first man to run the mile in less than 4 minutes



"In our experience, many institutions are used to making decisions based on some murky blend of gut instinct, moral compass, and whatever the previous decision maker did." 

– Steven Levitt and Stephen Dubner











Part 3    Attack the root causes of problems, not the symptoms 
中




It's easy to get sidetracked into treating the symptoms of a problem rather than its root cause. If you do that, all you end up with is a band aid. Always go for the roots.

The conventional approach to fighting poverty and starvation has been to throw vast amounts of money and food into poor areas. That's pretty much what governments and aid organizations have done for years without much success. Why? Poverty is a symptom. The root cause of poverty is really the lack of a workable economy which allows people to sustain themselves. For that, you need political, social and legal institutions to be in place and accessible to all. And building those is a far more complex task than airlifting a few plane loads of food into a region and then turning around and going home thinking the job is done.


Case Study The treatment for stomach ulcers


In the early 1980s, doctors were fairly certain ulcers were inherited or else caused by psychological stress or spicy food producing an overabundance of stomach acid. The standard treatments were relaxation (to reduce stress), drink milk (to sooth the stomach) and take a Zantac or Tagmet pill (to block production of stomach acid.) The pharmaceutical companies got rich and surgeons performed many ulcer surgeries. By 1994, the global ulcer industry had grown to be worth more than $8 billion a year.

Meanwhile in 1981, a young Australian medical resident named Barry Marshall was looking for an interesting research project at the Royal Perth Hospital. Robin Warren, a senior pathologist at the same hospital suggested Marshall should research why some patients have bacteria in their stomachs – which should not have been possible because there is too much stomach acid.

Marshall soon found the patients had a new type of bacteria which was different. This undiscovered bacteria, which became known as Helicobacter pylori, led to gastric troubles in patients but could be knocked out by a relatively simple antibiotic. Marshall and Warren then found all of their patients with ulcers had the H.pylori bacteria. They wondered whether this bacteria was a symptom or was the cause of ulcers. To test their theory, Marshall swallowed some H.pylori which had been cultured in the lab and within ten days was showing the unmistakable signs of an ulcer developing.

It took years for the ulcer proof to fully take hold, for conventional wisdom dies hard. Even today, many people still believe that ulcers are caused by stress or spicy foods. Fortunately, doctors now know better. The medical community finally came to acknowledge that while everyone else was simply treating the symptoms of an ulcer, Barry Marshall and Robin Warren had uncovered its root cause. In 2005, they were awarded the Nobel Prize.



Part 4    Think like a child  
中




When it comes to generating fresh ideas and asking questions that make you think, it can be helpful to have the mentality of an eight-year-old. Question everything, don't be afraid to ask obvious questions.

Experienced people like to be described as "big thinkers" but children usually think small. When it comes to solving problems, thinking small can pay big dividends.

For example, trillions are spent every year on improving the educational systems in developing countries. Despite that, nobody ever looks at things from the child's perspective. When three economists did some hands-on research in Gansu, a poor and remote province in China, they found around 2,500 fourth-, fifth and sixth- graders needed glasses but only 59 of those students actually had glasses. They offered free eyeglasses to half the students and left the other half to carry on as before. After a year, the children who had been given eyeglasses were scoring 25- to 50-percent more on tests than their uncorrected peers. The cost of this huge leap in learning outcomes: $15 per pair of glasses. That's the kind of solution thinking small can generate.

In addition to thinking small, there are two other traits which kids exhibit in their thinking patterns:

■Kids genuinely and consistently like to have fun – they turn every task into a game so they can have fun and be entertained while they learn. Adults rarely do that but most kids are naturally inquisitive and audacious. They love to explore the world and to have fun doing it. This is definitely something adults can learn from kids.

■Kids aren't afraid of the obvious – they don't try and over complicate things. They are perfectly happy to let their ignorance show and to ask dumb questions or even to admit what they don't know. Adults let their personal beliefs and biases color their thinking and therefore go down the beaten path of thinking the conventional way. Kids come along and start with a clean slate and end up coming up with good ideas which are hiding in plain sight.

If you can get into habit of having fun, thinking small and refusing to fear the obvious, you just might be able to catch up with the kind of creativity and originality in thinking you used to enjoy as an eight-year-old child.



Key Thoughts



"Why is it so important to have fun? Because if you love your work (or your activism or your family time), then you'll want to do more of it. You'll think about it before you go to sleep and as soon as you wake up; your mind is always in gear. When you're that engaged, you'll run circles around other people even if they are more naturally talented." 

– Steven Levitt and Stephen Dubner











Part 5    Always remember incentives work  
中




People respond to incentives. They always have and they always will. Yet it's amazing how quickly people forget this. Get the incentives right and you can get just about anyone to do just about anything.

Most people assume the only incentives which work are monetary but in reality effective incentives can come in a wide range of different flavors:
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■Financial incentives – Do this and you will make more money.

■Moral incentives – Do this and you will be protecting the environment.

■Social incentives – Do this and it will benefit your friends and society at large.

■Legal incentives – The law requires you to do this or face the consequences.

■Herd-mentality incentives – A lot of other people are trying to do this and you should too.

The great thing about this is the nonfinancial incentives often work better than money alone. The key to getting this right is to climb inside the mind of the other person and figure out what really matters to them.

To use incentives effectively, the key principles you need to apply are:
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1 People often say one thing in public and then turn around and do something entirely different in private. Economists term this "declared preferences" versus "revealed preferences". If you want your incentive to work, find out what their revealed preferences are and align with those.

2 You have to provide incentives which move the needle for the other person – which are valuable enough to make them willing to act differently. If you're smart, you will find a dimension that matters to them but which is not really that expensive for you.

3 Incentives are very personalized and therefore sometimes you have to try one thing or another until you get the blend just right. To reduce air pollution, the Mexican government introduced car rationing. Rather than reducing pollution, the scheme generated more. Why? To skirt the ban, lots of people bought a second car to use which generally were older and produced more air pollution.

4 The best incentives to use are cooperative rather than adversarial. When advertising guru Brian Mullaney sold his agency, he set up a nonprofit called Smile Train to raise funds to provide children in developing countries with routine plastic surgeries. He came up with a unique "once-and-done" fundraising strategy for Smile Train. Potential donors were told: "Make one gift now and we'll never ask you for another donation ever again." Smile Train's donations rose 46 percent using once-and- done, and interestingly more than two-thirds of donors gave the charity permission to keep mailing them for future donations as well. That's what collaboration and cooperative incentives can achieve.

5 Keep in mind that no matter how carefully you plan your incentives, there will always be someone who games the system and finds different ways to win. Applaud their ingenuity. A good example of this phenomena in action was the United Nations which recently offered carbon credits (which could be sold on the open market) to companies which destroyed a greenhouse gas called hydrofluorocarbon-23 or HCF-23. The HCF-23 gas is a by-product of making another greener refrigerant so when the UN initiative launched, factories swung into action generating more HCF-23, not less. Embarrassed, the United Nations canceled the bounty on HCF-23 meaning there is now many more tons of HCF-23 sitting around which is now worthless. It is expected that over the coming years, most of this excess HCF-23 will end up being released into the atmosphere and that in turn will mean greenhouse gas emissions will skyrocket. In effect, the UN will wind up paying polluters millions of dollars to create additional pollution.



Key Thoughts



"If there is one thing we've learned from a lifetime of designing and analyzing incentives, the best way to get what you want is to treat other people with decency. Decency can push almost any interaction into the cooperative frame. It is most powerful when least expected, like when things have gone wrong. Some of the most loyal customers any company has are the ones who had a big problem but got treated incredibly well as it was being resolved." 

– Steven Levitt and Stephen Dubner











Part 6    Make your garden weed itself 
中




People with different motives respond to the same incentive in different ways. If you're smart, you will use this to your own advantage by getting people to reveal their intentions.


Case Study Van Halen


By the early 1980s, Van Halen was one of the biggest rock-and-roll band in history. Whenever they went on tour, they took a massive stage set and outrageous lighting equipment. All of the equipment required incredible structural support, electrical power and the like. Therefore, the band needed a way to figure out which promoters had followed all the safety procedures specified in the performance contract and which had not.

To figure this out, the band added a 53-page rider to its performance contract which specified the technical specs, Van Halen's security requirements and even the band's food and beverage requirements. Buried in that contract on page 40 in the "Munchies" section was a requirement that the dressing room should have on hand potato chips, nuts, pretzels and "M&M's (WARNING: ABSOLUTELY NO BROWN ONES.)"

Most people assumed this was just another example of rock-star excesses but the M&M clause served a far more important purpose. Van Halen didn't want anyone to be killed by a collapsing stage or by a light tower which short-circuits. Therefore, whenever the band arrived at a new venue, David Lee Roth would immediately go backstage and check out the bowl of M&M's in the dressing room. If he saw brown ones, that meant the promoter hadn't read the rider carefully and Van Halen's technical crew would do a serious line check to make sure important stage equipment had been set up properly and so on.





In doing this, Van Halen was using a variation of game theory – which can be narrowly defined as the art of beating your opponent by anticipating his next move. The simple fact is a person who is trying to lie or steal will respond to an incentive differently from an honest person. Knowing that, you can use an incentive to get a guilty party to unwittingly reveal their guilt through their own behavior.

So how do you use game theory to make your garden weed itself? Some possibilities:

1 Most companies simplify their online applications f or jobs so t hey get more applicants. Instead of doing that, they should make sure the online application takes 60- or 90-minutes or longer. That would filter out all the dilettantes who are more likely to quit in the first few weeks anyway. (Ivy League colleges already do this. Their student selection processes are incredibly long. That's part of the reason why they only end up with highly motivated students.)

2 Zappos is legendary for of fering new employees who have just completed their training a chance to quit no questions asked. Even better, anyone who quits will be paid a $2,000 bonus! All they have to do is go through an exit interview and forfeit their eligibility to ever be rehired at Zappos. In this way, Zappos only has people who are highly motivated to work for the firm. (This is also good business. Studies show a single bad hire can cost more than $25,000 in lost productivity, lower morale and so on.)

3 After World War II, the Jewish paramilitary group Haganah started stockpiling arms in preparation for war with the Arabs. They set up an illegal clandestine bullet factory in a kibbutz some fifteen miles from Tel Aviv. This was tricky because the British soldiers liked to drop by and socialize and have their laundry done at the kibbutz. There was a close call when a British officer turned up at the wrong time but he was invited to go to the dining hall for a glass of beer which some equipment was concealed. The officer complained about the warm beer so the Jews said: The next time you plan to visit, call us beforehand and we will put some beer on ice for you. That warm-beer alarm worked like a charm with British soldiers ringing up to give advance notice.






Case Study E-mail scams


This same approach to making your garden weed itself also plays out in the various e-mail scams which almost inevitably mention Nigeria. The basic plot is usually something like this:

■The TOP SECRET email comes from some kind of official who has been placed in a bad position.

■There's a huge amount of money (millions!) sitting in some account which needs to be transferred out of the country post haste.

■Someone reliable, honest and trustworthy is needed to help with the transaction.

■If you get involved, you will be eligible to keep a percentage (say 30%) of the money for your troubles. Of course these letters are part of the worldwide advance-fee fraud. The recipient is eventually asked to advance just a few thousand dollars to cover some up-front fees before millions are deposited into their bank account for safekeeping.

At first glance, you might wonder why do the scammers send letters which mention they are from Nigeria? Wouldn't they be better to try and represent they come from somewhere more credible? However, when you look at this from the scammer's perspective, what they are doing actually makes sense.

Scammers don't want to waste time and effort on trying to convert a potential victim into a real one unless they are gullible. The only people who will respond to ridiculous e-mails which prominently mention Nigeria are gullible people. By featuring Nigeria right up-front, the scammers sort through millions of e-mail addresses and get the few gullible people to reveal themselves.

Put another way, mentioning Nigeria is helpful because it lets the scammer's massive garden weed itself. It identifies who is worth following up with and who is not for the scammers.

If your first instinct was to think that Nigerian scammers are stupid, this is exactly the kind of stupid we should all aspire to be. Firm numbers are hard to come by, but one Californian victim lost $5 million.







Part 7    Tell more stories  
中




When you think like a freak, people will get upset. Don't waste your time trying to persuade people who don't want to be persuaded. Instead, tell them stories.

Thinking like a freak means you let the facts speak for themselves. As you do that, you're going to go against conventional wisdom and raise opposition. People are going to be offended and fight your ideas. If for some reason you can't just walk away, have a go at trying to persuade them. To give this your best shot:

1 Acknowledge right at the outset persuading others is hard work – particularly if they have invested heavily in their current position. Understand their opinion is probably based less on facts and more on ideology.

2 Always remind yourself it's the other person that has the only vote that counts to them – so produce your arguments and then let them make their choice. All you can do is create the conditions for them to change their mind. They decide whether they will.

3 Don't pretend your idea is perfect – because that will put them off and make them doubt you. Present a balanced argument which sets out the pros and cons. That will be more persuasive.

4 Acknowledge the strength of your opponent's arguments – because not only will that signal you hear them but it will also open up the possibility of a fresh idea which combines elements from their idea and yours. Besides, if you try and ignore the other side, they will only become more shrill. Engage with them, and keep your insults to yourself.

5 If you genuinely want to try and persuade someone, start telling stories – which will fill in the blanks and give a vision for what's possible.

This last point about the power of telling stories represents the best way forward when trying to persuade someone who doesn't want to be persuaded.



Key Thoughts



"By story," we don't mean "anecdote". An anecdote is a snapshot, a one-dimensional shard of the big picture. It is lacking in scale, perspective, and data. A story, meanwhile, fills out the picture. It uses data, statistical or otherwise, to portray a sense of magnitude; without data, we have no idea how a story fits into the larger scheme of things. A good story also includes the passage of time, to show the degree of constancy or change; without a time frame, we can't judge whether we're looking at something truly noteworthy or just an anomalous blip. And a story lays out a daisy chain of events, to show the causes that lead up to a particular situation and the consequences that result from it.

– Steven Levitt and Stephen Dubner






Stories are persuasive for many reasons:




■They can resonate deeply with the listener because they awaken in him or her deep- seated feelings.

■Stories appeal – the listener can get caught up in the action and visualize himself or herself being in the shoes of the person in the story.

■Stories capture our attention. We can remember a good story easier than we can recite facts or figures. Stories are a very human-friendly way to make a point.

■Stories can keep an idea fresh in your mind for longer. They have a good shelf life. They lodge in your mind and stay there.

To illustrate the power of stories, look at one of the most widely read books in history: the Bible. While everyone has their own point-of-view on this book, there can be no debate the Bible's Ten Commandments are perhaps the most influential set of rules in human history. Almost every society and nation on the planet has a set of laws which contain some of the elements of the Ten Commandments.

Despite the importance of the Ten Commandments, if you ask people to recite them, most people won't be able to do it. A recent survey found only 14 percent of U.S. adults could recall all Ten Commandments, and 71 percent couldn't even remember a single commandment. This compares to 25 percent of respondents being able to name the seven principal ingredients of a Big Mac and 35 percent being able to name all six kids from The Brady Bunch.

However, if you ask people what they do remember from the Bible, they will be able to tell you the stories:

■Eve feeding Adam a forbidden apple.

■Adam and Eve's son Cain murdering his brother Abel.

■Moses parting the Red Sea.

■Abraham being told to sacrifice his only son on a mountain.

■King Solomon settling a maternity dispute by threatening to slice a baby in half so he could identify the true mother.

■David fighting Goliath.

In other words, people might forget the facts and lists from the Bible but they remember the stories. If you want to persuade people to accept your unusual ideas, tell them stories.



Key Thoughts



"It's easier to jump out of a plane – hopefully with a parachute – than it is to change your mind about an opinion." 

– Kareem Abdul-Jabbar, basketball player



"As hard as it is to think creatively about problems and come up with solutions, in our experience it is even harder to persuade people who do not wish to be persuaded." 

– Steven Levitt and Stephen Dubner









Part 8    Quit sooner rather than later  
中




The sooner you abandon what doesn't work, the more resources you will have left to try something new. Be quick to run experiments and even quicker to quit what doesn't work.

Most people are bought up on famous quotes which epitomize sticking to a task come hell or high water or at least until you succeed:



Key Thoughts



"Never give in, never give in, never, never, never — in nothing, great or small, large or petty."

– Sir Winston Churchill, British prime minister





Quitting is hard for at least three solid reasons:

1 You probably have a lifetime of being told that quitting is a sign of failure.

2 You likely look at the amount of time, money or sweat equity you've invested (your "sunk costs") and conclude it's too late to stop now.

3 You probably don't even calculate or know your opportunity costs – what else you could be doing with the time and resources you're dedicating to your original idea.

To think and act like a Freak, you've got to get good at quitting. In fact, you should quite something as soon as the data is in which shows it isn't working. That's actually the best way to move forward.

Freakonomics suggests you should run lots of cheap experiments and build on what works and abandon what doesn't as soon as possible. The underlying philosophy is ideas are plentiful but not all of them can or should be executed. Your resources are finite and you won't be able to solve tomorrow's problems if you aren't willing to abandon today's dud.



Key Thoughts



"In medicine, or in science, [if] you go down a path and it turns out to be a dead end, you really made a contribution, because we know we don't have to go down that path again. In the press, they call it failure. And so people are unwilling to innovate, unwilling to take risks in government." 

– Michael Bloomberg, former mayor of New York City



"It's just a fact of invention that most ideas won't work out. Knowing when the time is right to walk away is a perpetual challenge. The key is failing fast and failing cheap. That's a mantra that comes out of Silicon Valley. I prefer the statement 'failing well,' or 'failing smart.' " 

– Geoff Deane, Intellectual Ventures





To encourage the early abandonment of projects which don't work out, many companies have gotten into the habit of conducting "premortems". You gather together everyone who is involved in the project and get them to imagine the project has launched and failed miserably. They then write down the exact reason for the failure. You then evaluate what is the likelihood of that condition coming about and what would be the early warning signal that is happening. If you can let people put forward their best thinking about this anonymously, you will get more candid and useful ideas and observations.

Admittedly, hard evidence is still in the process of being gathered to definitively show quitting leads to better long-term outcomes but the early results are encouraging:

■A study conducted by Carsten Wrosch, a psychology professor at Concordia University, concluded when people give up unattainable goals, they have less depressive symptoms and develop fewer physical health problems over time.

■The Freakonomics team set up a website (located at www.FreakonomicsExperiments. com) which enabled people to have hard decisions decided by a random coin toss.

The home page states:

HAVE A PROBLEM?

Sometimes in life you f ace a major decision, and you just don't know what to do. You've considered the issue from every angle. But no matter how you look at it, no decision seems to be the right decision.

In the end, whatever you choose will essentially be a flip of a coin.

Help us by letting Freakonomics Experiments flip that coin for you.





So far, more than 40,000 people have let the website make a random decision for them. (60- 40 male-female split, average age just under 30 years, 30 percent of the flippers are married and 73 percent live in the United States.)

Of that sample, nothing in the data suggests quitting leads to misery. As you would expect, sometimes quitting works out better, sometimes it doesn't. At the very least, if you let a coin toss decide your fate, it inoculates you against the belief quitting is taboo.




Key Thoughts




"As you've seen, there are no magic bullets. All we've done is encourage you to think a bit differently, a bit harder, a bit more freely. Now it's your turn! Our greatest satisfaction would be if it helps you to go out and right some wrong, to ease some burden, or even — if this is your thing — to eat more hot dogs." 



– Steven Levitt and Stephen Dubner











延伸阅读




现在就养成颠覆一切的习惯

现在是个人与企业不断崩坏的世代──只是有些非常好（例如创新科技），有些则很糟（例如金融危机），但一切都在崩坏。

在任何变动的年代，恐惧经常伴随左右，在崩世代也是一样。你可以任由恐惧让你动弹不得，或者你可以驾驭恐惧，让恐惧成为动力，充分利用新契机。重点在于你要往前方失败。让自己站出舒适圈，做大胆的事，接着留下行得通的东西，丢掉不行的。然后继续尝试新事物。你会越做越好，而不是空谈自己应该做什么尝试。

崩世代25种成功习惯


想在现在与未来拥有更多成就，不要花太多心思担心这个世界的外在转变，而是更专注于你自己内在的旅程。从这25种习惯中找出5至6种，融入你每日的作息中，你将会欣喜迎接而不是恐惧害怕崩坏的未来。




习惯1质疑一切

永远不要假设有些事做不到。挑战你的假设，用不同的方式做事。

习惯2勇敢无惧

积极执行你的点子与信念。想办法做出大改变，而不是一点一滴改进。

习惯3消灭你最珍惜的东西

拟定计划时，一开始就建立自我淘汰机制。不断进行反复更替。

习惯4做了不起的大事

崩世代需要了不起的梦想、目标与行动。做些伟大的事，你就能胜出。

习惯5把自己的东西炸掉

为你所做的事带来一些变革。如果做不到，就研究反叛者的做法，偷学他们的点子。

习惯6变得善于辨别

让自己变得非常善于评估必须做哪些事，拟定策略并执行。

习惯7勇往直前闹到天翻地覆

达成更多成就的最佳方式是多多失败，更快失败，然后反复再来、再来、再来。

习惯8放手去做就对了

在企业的崩世代，不会说“不”的人总是会遇上庞大商机。

习惯9加快脚步

在今日，速度比精确度更重要。你必须努力找出方法做更多事。

习惯10网子出现前先跳

社会安全网永远只是幻觉。准备好往下跳，即使底下没有网子。

习惯11简化再简化

大部分的秩序扰乱行为是在试图简化事情。找出方法减少你做的每件事的摩擦。

习惯12拥有副业

不要依靠别人维生。手边永远要有一些小计划，当个创业家。

习惯13一直回到未来

找两位导师，一位是你一半年纪，另一位是你两倍年纪，然后请他们给你意见。

习惯14做些改变世界的事

这个世界充满严肃问题。找到重要的事，奉献你的人生。

习惯15不要打愚蠢的仗

如果你发现自己正在打艰巨的战役，对抗人们奉为圭臬的点子，离开吧，不要浪费你的时间。

习惯16不要迟疑

承认你的恐惧，然后下定决心克服它们并继续颠覆。

习惯17不要使用软弱无力的工具

你必须拥有优秀工具，否则无法“在宇宙留下痕迹”。你要投资最优秀的工具。

习惯18不要打倒他人，要试着造就他人

影响他人最好的方法是对他们好，对他们抱持乐观态度。好好对待别人。

习惯19深刻了解自己

在崩坏的世界，知道自己要往哪里去，知道自己立场是什么，是非常重要的一件事。不要不清不楚。

习惯20当然，你要跟随热情

在一个崩坏的世界，如果你不跟随自己的热情，你就会被逼着追随别人的。

习惯21记住弹性很重要

世界快速变化时，保持“永续性”没什么意义，相反的，你必须拥有弹性。

习惯22一直不断颠覆自己

迟早都会有人颠覆你──所以你要先下手为强。

习惯23你的人脉是你的力量

想出如何通过人脉完成卓越的成就。善用那股力量。

习惯24你才是让事情成真的力量

局内人永远不会推翻现况。颠覆不必等别人允许，做就对了。

习惯25这不是你一个人的事

在这个世代，我们比史上任何时期更休戚与共。消除藩篱吧。

把问题变学习的4个做法


人生是一场永无止境的学习，失败能教你的比成功更多。问题最棒的地方在于，它们其实是巨大的学习机会。努力去解决问题，你就会学到很多。




要克服问题并把它们转化为学习机会，你要：

做法1预测问题

接受只要你尝试新东西，就会有问题出现的事实，把它当作一显身手的机会。

做法2沟通问题

与会受到这个问题影响的人沟通。找可以帮助你解决问题的人谈一谈，让他们知道会有什么事情发生。让每个人形成共识，这样他们才能做出有用的贡献。

做法3评估问题

问：“问题症结是什么？”接着问：“真的很重要吗？”尽可能维持健康的观点，并牢记最终目标。一开始你可能会发现好像很多问题都很严重，但是当你得知真正的事实后，你会发现许多事情其实只是鸡毛蒜皮的事。

做法4理解问题

了解克服问题事实上会让你比平常更加卖力也更加聪明，因此是学习与成长的大好机会。

并且要把握以下几个关键：

■不要犯了低估问题的错误──而是看清事实，正视眼前问题的严重性。

■与此同时，也不要过度大惊小怪──不要把它变成心中的一堵墙。不断提醒自己，别人之前也有过类似的经历，甚至遇上更大的问题，也都能反败为胜，你也做得到。实事求是，该怎么做就怎么做。

■不要以为问题会自行解决──不会的。你必须积极介入并拿出实际可行的解决方案。

■不要做出让问题加剧的举动──那简直是疯了才会这么做，但离谱的是真的有许多人这么做。相反的，你要有健康的观点并保持积极的态度。理解问题总有解决之道──只要你着手去找。





本文摘自：

乱中求胜（《大师轻松读》系列）

失败教我的十一堂课（《大师轻松读》系列）
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How to Think like a Freak — and Solve Hard Problems

Start by putting away your moral compass — without making up your mind.

Be quick to admit and to say: "I don‘t know" — and redefine the question.

Attack the root causes of problems, not the symptoms — always uncovered
its root cause.
‘ Think like a child — don't be afraid to ask obvious questions.

Always remember incentives work — get the incentives right and you

can get just about anyone to do just about anything.

Make your garden weed itself —getting people to reveal their intentions.

Tell more stories — don't waste y ime trying to persuade people who
don't want to be persuaded

Quit sooner rather than later — as soon as the results are
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The Authors of Freakonomics Offer to Retrain Your Brain
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Creating Effective Incentives

Figure out what people really care about — not what they say they care about.
Incentivize them on a dimension which is valuable to them but cheap for you.

Watch how they respond and if necessary try something different.

Try and create cooperative incentives rather than adversarial incentives.

Applaud those who try and game the system — admire their creativity.
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