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主题广告牌



好的目标让想望成真


惯
 常于接受挑战的精英，靠着不断地设定目标并且达成而持续进步，但是徒有目标却常常会流于形式，如何让目标成为指引成功的具体标杆，其实大有学问。

喊价式的目标，往往徒具形式，没有人真心想要达成目标。如果要提高目标达成的机会，必须要挑选出个人或是组织真正衷心期望达成的远景，只要能师出有名，有足够的利益，无论是实体或是心理的激励因素推动你向目标前进，就能够拟出一个好的目标。

更重要的是，好的目标是可以在心中有具体的意向，让你愿意投入一切达成目标。当你的目标形成强烈的意念，你在心里可以对于目标的细节如数家珍，所有的一切都历历在目，似乎那就是具体成型的现况，那么你离成功达成目标又更近了一步。

除了内心的憧憬与美好的想望，如果能够加上些必要性与急迫感，设定出来的目标将更具自主达成的特性。好的目标绝对不是可有可无的选项之一，它必须是命脉存续所在、今天不做明天就会后悔的重要事项，如果目标可以制造紧迫感，塑造情境让自己觉得时间将带来大幅的成本或支出增长，那么向目标推进的动能将比太平盛世时大得多。

多数人血液里都留着挑战的基因，当目标要求的困难度提高时，激发的肾上腺素反而可以激发人们的潜力，让目标获得更多的关注与投入，具有适当困难度的目标不仅可以获得实质的进展，同时也提升了个人或组织的能耐水平，甚至建立起长期不断进步的动能。要获得长期的成长与提升，就从设定好的目标着手吧！
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5分钟摘要



成就大事的科学 
英



人们常常在订目标，但大部分不是没实现就是被弃置。相对于今天面对的所有挑战，我们应该要有更多一点成就。想要有更大的成就，养成替自己设定坚实目标的习惯──那种由衷的、生动的、必要的和困难的目标。

为什么有些人成就非凡，有些人却似乎只是空转一生一事无成？当你分析成就大事之道，会发现立大业者替自己订下坚实目标（HARD goals，4 个字母分别代表 Heartfelt、Animated、Required 及 Difficult），然后出外闯荡，用热情和激情努力实现目标。就是这些坚实目标的设定和完成，推动他们的成就。



MAIN IDEA



The science of achieving big things 
中



People set goals all the time, but the majority end up unfulfilled or abandoned. With all the challenges facing us today, we could use a little more achievement. To achieve more, get into the habit of setting yourself HARD goals -- goals which are heartfelt, animated, required and difficult.

Why is that some people achieve so much while others seem to just spin their wheels and get nowhere? When you analyze the science of achieving big things, you'll find super achievers set themselves HARD (heartfelt, animated, required and difficult) goals and then go out and work towards achieving those goals with passion and intensity. It's the setting and achieving of those HARD goals which drives their achievements.



坚实目标 H 由衷的 
英



如果你不是真的在乎你的目标，就不会有足够动机去实现它们。要有更大的成就，务必去追求你最强烈的渴望。坚实目标不是那种只要不太麻烦，有也不错的东西。坚实目标必须是那种比起任何其他想得到的目标，让你觉得更有价值的东西；因此，你不会让任何事情阻碍它的实现。

要追求更大成就，第一件事就是回答这个问题。如果你的目标是基于下述答案而存在，就算有目标也帮不上忙：

‧ 我的上司觉得做成这件事很重要。

‧ 我订下这个目标是因为一定得要。

‧ 我的医生／配偶／董事长说值得去做。

要设定一个能把你往前推动的目标，上述答案都不可能做到。你必须设定一个由衷想要的目标。实际上，只有 3 种方式可以促成这种连结：

1 内在的动机──如果你在做自己真正喜欢的事，就会更有动力去实现。如果目标涉及你平常有空就会做的事，没有人会以某些方式施压或奖励你，那么你就有真正的内在动机──那就太好了。如果你热爱所做的事，就更容易使出全力。关键在于认清自己的阻力和助力。

每个人都有阻力和助力。阻力指的是拖垮你、让你耗尽心力的事件。助力能激励你，让你感到满足，并想全力以赴。阻力和助力不是一体两面，但要增强你的内在动机，你必须增加目标的助力，同时减少你认为的阻力。只要认清对你个人来说什么行为是阻力或助力，便能在日常例行工作中增加更多助力。一些值得思考的问题包括：

■ 说说最近一次让你觉得灰心的事，是什么样的阻力让你精疲力尽？

■ 形容一下踌躇满志的时刻，背后的助力是什么？

2 个人的动机──如果你和目标之间有深刻的个人因素，就会更有动机。例如，如果你订下一个坚实目标，提供无力自救的穷人具体帮助，你会得到心灵鼓舞，克服任何可能出现的负面想法。如果你与目标的受益人感情深厚，就更容易达成目标，动机也会更强大。要把坚实目标当作个人的事，就得：

■ 个别化──去结识受益人。正如特里萨修女所说：“如果我看到的是一群人，我不会采取行动；如果我看到的是一个人，我就会。”去结识一个将因你的行为受益的人，通常会比只是帮助一群没见过的人，让你觉得更有动机。许多慈善机构使用这种方法，有效地让人们施予更多。不提捐款会养活多少群众，而是告知受助者的个人概况。捐助者看到个别对象的反应，和一大群无名氏的反应大不相同。研究甚至显示，捐助者在听到特定受益人时的捐款，比起只为了提升捐款数字多出 1 倍。

■ 个人化──让自己成为达成目标的受益人。营造一种达成目标，不纯粹只是为了赚更多钱的感觉。让目标与你个人息息相关，而不只是一个完美符合财务报表的数字。一流公司总是想方设法制造个人因素，你也得用同样的方法处理你的坚实目标。长年绩效卓越的公司也是这么做，他们把带给客户价值，看得比自己还重要，不会牺牲客户利益来提高短期的股东价值。

3 外在的动机──寻找任何可以让你对坚实目标更有动机的东西。外在奖励当然有它的作用。如果使用得当，它们可以促使你开始着手坚实目标。例如，金钱奖励确实有用，只要安排妥当，奖励与活动相符，并且给予付出的努力适当的回报。有时，甚至在每个人都经历挑战也都过关后，来点有趣的奖励，也有异常的激励作用。外在奖励要有效务必要安排适当。你不能对严肃的任务，回以趣味性的奖励，反之亦然。例如，为了激励大家为争取公司生存而努力，就不能只是办一次公司野餐了事。给个微不足道的外在奖励，既不会有厉害的用处，也不会产生任何激励。反之，如果公司完成资产重组，并在第一年完成销售目标，你就发给 25％ 奖金，便会有更多人受此激励并投入必要的时间。

重点是，在设定坚实目标时，你可以随心所欲，调配这些奖励。没有任何内在的、个人的或外在的动机，天生就是“对”或“错”。这 3 种动机各有长短。你应该混用这 3 种动机，组成对你有效的奖励，让你立刻努力去实现你的坚实目标。

努力赚钱或抢攻更大市场占有率，听起来很激励人心，但太多的公司管理阶层以为，只要提供员工更多钱，就能让员工以目标为己任。或许有股票选择权的高阶主管能以此方式激励，但在第一线的人员需要的不仅是钱。经验显示，只以金钱作激励的公司（例如安隆、贝尔斯登、雷曼兄弟），绩效不会比和顾客建立更深情感联系的竞争对手更好。

关于订定由衷的目标，有一家做到而且完全不提钱的优秀案例就是谷歌。谷歌有套企业哲学，其中包括一份“10 件我们信以为真的事”。清单上的第 1 条是：

1. 以用户为核心，其他一切自然就绪。

虽然很多公司主张客户优先，但很少公司能抗拒诱惑，做些小牺牲提高股东价值。谷歌自成立以来，一直拒绝去做对用户没有好处的改变：

‧ 使用界面简单明了。

‧ 页面下载实时。

‧ 搜索结果的位置从不出售给任何人。

‧ 谷哥网站上的广告，必须提供相关内容，而不是造成分心。

从你现在所处的位置到你未来想去的地方，要跨出第一步得先确保你的目标是真的发自内心。最直接的检验方法就是，这个目标是你想做而非你觉得非做不可的事。如果加进足够诱因──内在的、个人的和外在的都行──让你对目标会产生感情，你就更有力气投入其中。要建立深刻的连结，因为如果你不是真的在乎它，也不会有人在乎。



大师观点



“当你开始着手进行你的目标，你必须培养感情。你需要一种对目标的感情诉求，给你无止尽的能量去追求它们，无论它变得多困难。”

“有些公司仍然使用相当陈旧的目标设定方式，称为高明目标（SMART goals，5 个字母分别代表 Specific﹝具体的﹞、Measurable﹝可衡量的﹞、Achievable﹝可达的﹞、Realistic﹝实际的﹞和 Time-limited﹝限时的﹞）。不仅看不到带有情感的字眼，也不是由衷而发；然而具体和可衡量的目标，常刺激公司把一切目标换算成数字，扼杀所有兴奋之情。”

──马克•墨菲











HARD Goals H Heartfelt 
中



If you don't really care about your goals, there's not going to be much motivation for you to achieve them. To achieve more, make certain you're going after what you want more than anything else. HARD goals are not just nice-to-have if they're not too much trouble. A HARD goal has to be something which promises you more value than any other goal imaginable and therefore you're not going to let anything get in the way of making it happen.

Answering this question is Job #1 when it comes to achieving more. Your goal won't be at all helpful if it exists only because your answer to this question is:

‧My boss feels this is important to achieve.

‧I'm setting this goal because I have to.

‧My doctor / spouse / chairman said this is worthwhile.

When it comes to setting a goal which has the power to propel you forward, none of these answers will do. You've got to set a goal you feel a heartfelt connection to. In practice, there are only three ways to build this kind of connection:

1 Intrinsic motivation -- you're much more motivated to achieve if you're doing something you really love doing. If the goal involves something you'd normally do in your free time when nobody's pressuring you or rewarding you some other way, then you have genuine intrinsic motivation -- which is great. Giving a true 100 percent effort is easier if you're passionate about what you're doing. This is a matter of figuring out your own personal "Shoves" and "Tugs."

Everyone has Shoves and Tugs. Shoves are issues which demotivate you and drain your energy. Tugs motivate you and make you feel fulfilled and wanting to give 100 percent. Shoves and Tugs are not the opposite sides of the same coin but to increase your intrinsic motivation, you've got to inject more Tugs into your goals and decrease or mitigate the number of Shoves you feel as well. Once you have a clearer picture of what acts as a Shove or a Tug for you individually, you can then look for more Tugs to inject into your daily routine. Some questions to ponder:

■ Describe a time recently when you've felt like giving up on what you're attempting. What was the Shove which made you feel burned out at that time?

■ Describe a time when you've felt on top of the world and exceptionally motivated. What was the Tug behind that?

2 Personal motivation -- if you have a deep personal connection to your goal, you're going to be far more motivated. For example, if you take on a HARD goal which delivers very specific benefits to the poor who are unable to help themselves, you will get a mental boost which will override any negative thoughts you might otherwise have had. If you become emotionally connected to the beneficiaries of your goal, accomplishment becomes easier and motivation will swell. To personalize your HARD goals:

■Individualize -- get to know one person who will derive a benefit. As Mother Teresa said: "If I look at the mass I will never act. If I look at the one, I will." Get to know one person who will benefit from what you're trying to do and you'll often feel much more motivated than if you're merely trying to help a faceless group. Many charities use this approach effectively to get people to give more. Instead of suggesting donations will feed the masses, they have profiles of individuals who will receive help. Donors respond differently when they see individuals rather than anonymous members of a larger group. Studies have even shown donors typically give twice as much when they hear about specific recipients rather than giving money to help a statistic.

■ Personalize -- make the person who benefits from achieving the goal yourself. Develop a feeling for what it will mean to achieve your goal which goes beyond merely making more money. Make your goal intensely applicable to you at a personal level rather than being a number plucked out of thin air which fits nicely on a spreadsheet. Great companies have always found ways to build personal connections and you need to do the same with your HARD goals. Companies that tend to do best over the long haul do so by delivering value to people they consider bigger than themselves rather than by sacrificing their customers to boost short-term shareholder value.

3 Extrinsic motivation -- find something, anything which will make you feel more motivated about your HARD goals. Extrinsic rewards certainly have their place. If used effectively, they can get you started on your HARD goals. Financial incentives, for example, really do work when set properly and when the rewards fit the activity and offer commensurate return for the effort involved. Sometimes, even the reward of having a little fun once the challenge passes and everyone has survived will be exceptionally motivational. The key to making an extrinsic reward work is to ensure the rewards are appropriate. You can't have fun rewards for serious activities or vice-versa. For example, to motivate everyone in your organization to fight for the survival of your firm, you wouldn't offer to throw a company picnic. Having a frivolous extrinsic reward on offer won't be terribly helpful or motivational at all. By contrast if you offer a 25 percent bonus when the company has completed its recapitalization process and its year 1 sales targets are met, many more people will be motivated to put in the hours required.

The whole point is you can mix-and-match rewards to your heart's content when it comes to setting a HARD goal. Neither intrinsic, personal or extrinsic goals are inherently "right" or "wrong". All three types of motivations have their pluses and minuses. You can and should come up with a mix of all three types of rewards that works for you and you'll immediately get to work on achieving your HARD goal.

Working for money or greater market share sounds motivational but too many company management teams assume once they've offered employees more money, they've connected people to their goals. Perhaps executives with share options are motivated by that but the people on the frontlines need something more. Experience has shown companies motivated solely by money (for example Enron, Bear Stearns, Lehman Brothers) won't outperform competitors who create more of an emotional attachment to their customers.

A good example of a company which gets it right when it comes to setting heartfelt goals which have nothing to do with money is Google. It has a corporate philosophy which includes a list of "Ten things we know to be true." Number one on that list is:

1. Focus on the user and all else will follow.

While many companies claim to put their customer first, few are able to resist the temptation to make small sacrifices to increase shareholder value. From its inception, Google has steadfastly refused to make any change that does not offer a benefit to the users who come to the site:

‧ The interface is clear and simple.

‧ Pages load instantly.

‧ Placement in search results is never sold to anyone.

‧ Advertising on the site must offer relevant content and not be a distraction.

To make the first step in moving from where you now are to where you want to be in the future, make sure your goals are genuinely heartfelt. The litmus test for this is the goal is something you want to do rather than something you feel you need to do. If you embed enough motivators -- intrinsic, personal and extrinsic all work fine -- that you make your goal something you feel emotional about, you'll have much more energy and commitment. Build a deep connection because if you don't really care about it, nobody else will either.



Key Thoughts



"When you're at the beginning of your goal process, you need to develop feeling. You want an emotional attachment to your goals that gives you the ceaseless energy to pursue them no matter how tough it gets."

"Some companies still use a fairly antiquated goal-setting process called SMART Goals (which stands for Specific, Measurable, Achievable, Realistic and Time-limited). Not only do you not see the words feel or heartfelt anywhere in there, but Specific and Measurable usually get companies all excited about turning every goal into a number, killing off any excitement."

——Mark Murphy







坚实目标 A 生动的 
英



在你脑海里，坚实目标是如此鲜明活跃，如果没能做到，你会觉得生命若有所失。你应该像历史伟人一样，运用可视化和想象的技能，在你的想象中让目标成真。天才借想象力展翅高飞，你也可以。

身为人类，我们对视觉刺激会有反应。我们对图片的记忆远胜于文字。要把它运用在达成目标上，你必须把你的坚实目标转换成一些栩栩如生和引人入胜的心智图像。你必须让你的目标可视化。把想法转换成鲜明的图像也是一些历史伟人的“秘诀”，如果你养成这种习惯，你的公司就会变得特别优秀。



大师观点



“我有一套方法，至今依然在用。当有人解释我想了解的东西：我会不断想出范例。例如，数学家们想出了不起的定理，总是非常兴奋。在他们试着告诉我这项定理的各种条件时，我会在脑里建构符合所有条件的东西。你知道，你有 1 个集合（1 颗球），不相交的集合（2 颗球）。然后，随着他们加入更多条件，我脑中的球开始有了颜色、长毛，或其他什么的。最后，他们提出定理，却是与我那颗绿色毛球不符的蠢事，于是我便会说：‘不对！’而我的猜测多半都是对的。”

──理查德•费曼，物理学家暨诺贝尔奖得主



“在纸上画草图前，我心里已有大致构想。我在脑海里，改变结构，做出改善，甚至操作这项装置。不用画草图，我就可以把所有零件的规格提供给工匠。当所有零件完成，每个零件都会配合得刚刚好，就好像我真的有画图一般。”

──尼古拉•特斯拉，塞尔维亚裔美籍发明家





要让目标生动，你要学学金恩博土。当他站在林肯纪念堂的台阶上，他没有说：“我设想未来，美国的种族关系将年年稳定进展。”反之，他打造了一个生动的意象，至今余音缭绕：“我梦想有一天，在乔治亚州的红色山岗上，昔日奴隶的儿子和昔日奴隶主人的儿子能够坐在一起，亲如手足。”同理，约翰•肯尼迪总统也没有在 1961 年演说中，提到美国应该加紧赢得与苏联的太空竞赛，因为这样很好。反之，肯尼迪总统宣告：“我相信美国应致力完成此一目标，在 10 年内，让人类登陆月球并安全返回地球。”历史上所有伟大的政治家都是绘声绘影的演说家，他们借此为他们的目标营造气势和激情。

那么，你要如何让自己的坚实目标生动？

■ 首先，在心中形成意象，感受实现目标的感觉。它必须非常清澈且真实，就好像已经达成了目标一般。

■ 然后活化你的意象。如果你的目标是跑完马拉松，想象越过终线，汗流浃背，拥抱自己孩子的景象。如果你的目标是职位升迁，想象被告知升迁后，在楼梯间偷偷跳跃的喜悦。从自己的视角，注入细节，让实现目标生动起来。让目标在心中鲜活起来。

■ 内心有了具体图像后，你得把它写下来。巨细靡遗地写在纸上，以便存储你的意象供将来使用，同时也把你所写的内容写进你的脑海里。在审视心中的意象，把描述对象写在纸上时，要丈量它们的大小并确认之间的空间关系，与此同时你也进行了一趟紧密的认知过程。实际上，你透过写下它们强化你打造的意象。

固然，大多数的业务目标要变成生动的意象很困难，但还是可以做到。几位在这方面做得非常成功的典范包括：

■ 史蒂夫•乔布斯──他推出苹果公司的 iPod，就像是把“1000 首歌曲放在口袋里。”同样的，当苹果公司推出 MacBook Air 时，乔布斯称它是“世界上最薄的笔记本。”

■ 谷歌创始人谢尔盖•布尔和拉里•佩奇──他们走进红杉资本创投公司，找寻创业资金。他们说谷歌的目标是“点一下鼠标就能找到全球信息。”

■ 星巴克创始人霍华德•舒尔茨──他形容星巴克的目标是：“在工作和家庭之外，打造第三个空间。”

人们很容易说这些人有条件这么做，是因为他们推出的东西很了不起，因此很容易就他们的目标找到视觉意象，但事实是任何业务目标都可以形成生动的意象，只要你循着一套系统操作。你可以从 9 个面向，加入让你觉得栩栩如生的细节，把业务目标生动化。这 9 个面向分别是：

1 大小──想想在你脑海里的画面，那件事有多大或多小。你那“比 iPad 更好”的发明比 Kindle 大还是小？你想出的尖端电动车，大小是像通用的 Lumina 还是福特的 Explorer 呢？你想用奖金买的海边房子是小而舒适或大而豪华？

2 颜色──仔细从你的意象里找出颜色。如果你想减重，想象在甩掉所有赘肉后晒出很棒的肤色，因为你现在可以穿泳装在游泳池畔消磨时间。或想象海边新房外的海水有多蓝。颜色可以挑起各种有用的情绪和想法。

3 形状──识别你可以在意象中看到的各种形状。设想自己拿起东西并去感觉。它们是粗糙还是光滑？是重或轻的物品？如果你的意象是开发一种新用品，想象上市后，在商店柜台拿起它的画面。如果你的目标是要变得更井然有序，想象把手滑过整洁桌面的样子。

4 个别环节──想想个别环节要如何一起运用，才能实现你的目标。假设你的目标是加薪。想象你改变工作时程，利用周末花更多时间处理一些重要项目。然后想象你的项目开花结果，销量节节攀升。接着老板约见讨论你的成果，随后便拿到红利奖金。然后想象和家人一起庆祝的画面等等。

5 环境──当坚实目标达成时，你人在哪里？那是什么感觉──轻松、欢欣或害怕？还有谁会在里面？想象你会在哪里，做什么事。

6 背景──描述目标达成时，周遭发生的事情。也许你的成就不像是真的，除非有人为你欢呼，肯定你的所为。把它加入你的意象，因为它会帮助你更清楚看到你得先做到什么。

7 灯光──描述实现目标时的灯光。灯光会影响情绪和能量。并不是所有事情都需要在明亮的房间发生才有帮助。如果你的目标是在蒙地卡罗从事夜间滑雪，想象艳阳下的快艇一点帮助也没有。

8 情绪──描述梦想成真的感觉。谁会在现场，他们有何反应？想象会跟着出现的面部表情、肢体语言和其他等等。

9 行动──梦想成真后你会做什么？清楚描述出来。如果你的目标是妥善安排退休计划，你可以想象自己能多睡点，因为你觉得诸事顺利。

上述各面向并不全都适用于你心中每个业务目标，所以不必样样深究。相较之下，这 9 个面向是提醒你可以在枯燥乏味的业务目标里加进一些有用的意象。不可否认的是我们人类天生就对意象的反应高于文字。尽你所能在业务目标加进生动的图像，它们不仅会变得更加真实，你实现这些目标的机会也会大增。



大师观点



“任何目标的最大障碍是缺乏视觉刺激。我们是人，所以有视觉，我们的大脑记忆图片强过文字。那么，为什么不好好利用它，别让它阻碍你呢？从当事人的角度，画一张图或将目标做成拼贴或愿景图，捕捉特定的元素，如大小、颜色、形状、个别环节、环境、背景、灯光、情绪与行动。再用具体文字写下目标，烙印在你的大脑。我的意思并非你的每个坚实目标会让你变成爱因斯坦。但是只要你遵守规则，你就能像他一样。因为，他曾说过：‘我很少用文字思考。’”

──马克•墨菲







HARD Goals A Animated 
中



HARD goals are so vivid and alive in your mind that if you don't reach them, you'd feel like something's missing in your life. You can and should use the same visualization and imagination techniques which some of the greatest minds in history have used to make your goals come to life in your imagination. Geniuses use their imaginations to soar and so should you.

As humans, we respond to visual stimulation. We remember pictures far better than we remember words. To make this work for you in the achievement of your goals, you have to take your HARD goals and convert them into some intensely vivid and engrossing mental images. You have to make your goals visual. Converting ideas into vivid mental images is the "secret sauce" some of history's greatest minds have used as well so if you get into the habit of doing this, you'll be in exceptionally good company.



Key Thoughts



"I had a scheme, which I still use today, when somebody is explaining something that I'm trying to understand: I keep making up examples. For instance, the mathematicians would come in with a terrific theorem, and they're all excited. As they're trying to tell me the conditions of the theorem, I construct something in my mind which fits all the conditions. You know, you have a set (one ball), disjoints (two balls). Then the balls turn colors, grow hairs, or whatever, in my head as they put more conditions on. Finally they state the theorem, which is some dumb thing about the ball which isn't true for my hairy green ball thing, so I say, 'False!' I guessed right most of the time."

——Richard Feynman, physicist and Nobel laureate



"Before I put a sketch on paper, the whole idea is worked out mentally. In my mind I change the construction, make improvements, and even operate the device. Without ever having drawn a sketch I can give the measurements of all parts to workmen, and when completed all these parts will fit, just as certainly as though I made the actual drawings."

——Nikola Tesla, inventor





To animate your goal, you've got to do a "Martin Luther King" on it. When he stood on the steps of the Lincoln Memorial, he didn't say "I envisage a future where race relations in America will steadily improve year-to-year." Instead, he created a vivid mental image which still resonates today: "I have a dream that one day on the red hills of Georgia, the sons of former slaves and the sons of former slave owners will be able to sit down together at the table of brotherhood." In a similar vein, President John F. Kennedy didn't say in 1961 that America should concentrate on winning the space race with the Soviet Union because that would be nice. Instead, President Kennedy stated: "I believe that this nation should commit itself to achieving the goal, before this decade is out, of landing a man on the moon and returning him safely to the earth." Great politicians are masters of speaking visually and have used this to create momentum and passion for their aims all throughout history.

So how do you go about animating your own HARD goals?

■ First, create a vision in your mind of what it would feel like to achieve your goal. This has to be crystal clear and so realistic it will feel like you've already achieved your goal.

■ Then animate your vision. If your goal is to finish a marathon, create a mental picture of sweat pouring down your back as you cross the finish line and hug your kids. If your goal is to win a promotion, see yourself secretly jumping for joy in the stairwell after being told of your success. Animate achieving your goal right down to fine detail using a first-person perspective. Make your goal come to life in your mind.

■ Once you've got a mental picture clearly set in your mind, you then have to write it down. Committing everything to paper allows you to store that mental image for future use and at the same time encodes what you're writing into your mind. As you go through your mental image and place objects on paper, scale them and define the spatial relationships between things, you're doing some intensive cognitive processing at the same time. In practical terms, you're reinforcing the mental image you've created by writing it down.

Admittedly, animating your vision will be difficult for most business goals but it can be done. Some of the best examples of people who succeeded in this area would include:

■ Steve Jobs -- who launched Apple's iPod as being like having "1,000 songs in your pocket." Similarly, when Apple launched its MacBook Air, Jobs stated it was "The world's thinnest notebook."

■ Google founders Sergey Brin and Larry Page -- who walked into venture capital firm Sequoia Capital to get funding for their startup. They stated the goal of Google was "to provide access to the world's information in one click."

■ Starbucks founder Howard Schultz -- who described the goal of Starbucks as being "Starbucks creates a third place between work and home."

It's tempting to say these guys had an advantage in that they were launching something big and therefore it was easy for them to come up with visual images for their goals but the reality is any business goal can be matched with vivid imagery if you follow a system. There are nine dimensions you can use to bring a business goal to life by adding detail which will make it vivid in your mind. The nine dimensions are:

1 Size -- Think about how big or small the things you see in your vision are. Is your "better than the iPad invention bigger or smaller than a Kindle? Have you come up with a cutting edge electric car which is the size of a Lumina or an Explorer? Is the beach house you're going to buy with your bonus check small and cosy or big and luxurious?

2 Color -- look closely at your mental image for color clues. If you're trying to lose weight, visualize yourself with a great tan after you've lost all that weight because you now spend so much time in a bathing suit out by the pool. Or visualize just how blue the ocean is outside your new beach house. Colors can stir up all kinds of useful moods and thoughts.

3 Shape -- identify the various shapes which you can see in your vision. Visualize yourself picking up items and feeling them. Are they rough or smooth? Are the items heavy or light? If your vision is to develop some kind of new device, visualize picking up the item at the shop counter when it goes on sale. If your goal is to get more organized, imagine running your hand over your uncluttered desk.

4 Distinct parts -- think about how different parts will work together to realize your goal. Say your goal is to get a raise. Imagine changing your work schedule so you do more hours on some key project on a weekend. Then visualize sales climbing as your project comes to fruition. There will be a meeting with the boss to discuss your accomplishments followed by the arrival of a bonus check. Then visualize how you'll celebrate with your family and so on.

5 Settings -- where are you when your HARD goal finally comes together? How does it feel -- relaxed, celebratory, scary? Who else will be in on it? Visualize where you'll be and what you'll be doing.

6 Background -- describe what's happening behind the scenes as your goal comes together. Perhaps your achievement won't feel like it's real until you have a cheering audience who acknowledge what you've done. Build that into your vision because it will help you see what needs to happen first more clearly.

7 Lighting -- describe the lighting involved in achieving your goal. Lighting can affect your mood and energy level. Not everything needs to happen in a well-lit room to be helpful. If your goal is to night-ski in Monte Carlo, there's no use visualizing a speedboat in bright sunlight.

8 Emotions -- describe what you'll feel like when you realize your dream. Who else will be there and how will they react? Visualize the facial expressions, the body language and everything else which will follow.

9 Movement -- are you doing something when you realize your dream? Describe it clearly. If your goal is to plan better for your retirement, you can visualize yourself being able to get more sleep because you feel good about things.

Not all of these dimensions will be applicable to every business goal you have in mind so this is not an exhaustive list to work through. Rather, the nine dimensions are reminders of the ways you can inject some helpful mental imagery into what would otherwise be sterile business goals. The undeniable fact is we humans are wired to respond to mental images much more than the written word. Do everything you can to inject vivid imagery into your business goals and they will not only become more real but you will also improve your chances of achieving them.



Key Thoughts



"The biggest impediment to any goal is lack of visual stimulation. We're human, and so we're visual, and our brains remember pictures better than they do words. So why not make it work for you and not against you? Start with a first-person perspective and draw a picture or make a collage or vision board of your goal that captures specific elements like size, color, shape, distinct parts, setting, background, lighting, emotions, and movement. Then write your goal down using concrete words that will sear it into your brain. I'm not saying every one of your HARD Goals will make you an Einstein. But if you follow the rules, you'll certainly be acting like him. After all, this is the guy who said, 'I very rarely think in words at all.' "

——Mark Murphy











坚实目标 R 必要的 
英



拖延是实现梦想的杀手。坚实目标借用类似行为经济学这种学说的尖端技术，克服这种障碍。你必须说服自己，实现目标是必要而非可有可无。如果你让坚实目标的未来回报，远远超过你现在的经验，你自然会把你的坚实目标变得更有吸引力──它们愈有吸引力，你就愈感到急迫性，要立刻着手去做。



大师观点



“我明天开始。这5个字是目标的丧钟。因为你有多少次嘴巴上说‘明天’，其实真正的意思是‘永远不可能’？我知道，你相信从你嘴里说出的话：‘我明天开始节食。’你感受到坚定、如释重负，百分之百投入你的目标。看起来似乎没有任何东西挡在你和明天的承诺之间。明天真的是新生的开始。但真的到了明天。我们再次，面临同样的决定：现在开始或延后 1 天开始。拜托，不过就 1 天而已？说真的，再延 1 天会有多糟呢？当然，推迟 1 天不会是最糟糕的事，除非 1 天过去又是 1 天。1 天变 2 天，2 天变 3 天，3 天变成好几年。”

──马克•墨菲





那么，当你想完成坚实目标时，你该如何面对拖延的状况？解决之道就在数学家所说的“贴现率”。我们一般都重视眼前，远超过未来。贴现率指的就是，未来你必须拿出多少钱，才能等同于现在的价值。

计算贴现率的公式如下：
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■ 如果你想在 1 年后拿到 150 美元，与今天就拿到 100 美元一样好，那么你的贴现率计算公式为：

贴现率 = $ 50 / $ 100 = 50％

■ 如果你准备放弃今天就能拿到的 100 美元，以便 1 年后拿到 120 美元，那么你的贴现率是：

贴现率 = $ 20 / $ 100 = 20％

■ 如果你必须在准备放弃今天的 100 美元前，用 1 年时间拿到 180 美元，那么你的贴现率是：

贴现率 = $ 80 / $ 100 = 80％

对于哪个贴现率适用在你身上，没有绝对正确或错误的答案。要视你的财务状况、你现在需要金钱的用途（经济学家称之为‘机会成本’）、你认为涉及的风险、你对未来的期望等等。考虑到所有这些因素后，你一定会要求，未来的支付要高于今天的支付。或换种方式说，贴现率很少会是零，一定是高于这个数字。

理解贴现率的概念后，才有可能说服大脑对付拖延。就实际而言，你必须替坚实目标营造强大的急迫感。有 6 个方法可以做到：
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1 把目前支出的部分或全部放到未未──实际上可降低贴现率。一项叫作“明天存更多”的创新退休储蓄计划，建议参与者要随着加薪，逐步提高储蓄率。人们喜欢这种提高储蓄的方法，因为他们存的是后来增加的薪水，而不影响他们目前带回家的薪酬。要尽力做到坚实目标，试着把一些初始成本放进高贴现的未来，让它们看起来不是那么大笔开支。

2 把部分未来的好处移到现在──你的大脑就不会把好处打折，你的目标看起来立刻有吸引力。银行现在提供一种储蓄计划，你把钱存入储蓄账户，每个月就像抽中乐透一样提领现金。现在马上享受未来的好处，可以大幅提高动机。试着找出如何提前兑现一些坚实目标的预期利益。

3 让未来的好处听起来更棒──因为人们经常以具体条件看待成本，却以抽象方式看待好处。假使你是一家医院的首席执行官，你想订定一个坚实目标：“我们要打造重视病人安全的文化。”为了提高目标的认知价值，你可能这么说：“我们会报告每个可能伤害病人的潜在错误，即使我们实际上并没有伤害到任何人，并且在 72 小时内，我们要从每个事件学习至少 2 个可纠正的教训；并在 96 小时内推行一个解决方案，使每位护士和医生明确知道病人安全是我们的首要任务。”

4 成本压缩到最小──打从心底把成本当作利益。2 个问题可以让你持续做到这点：

‧ 从这件事我学到了什么？

‧ 这件事如何展现我对更大目标的承诺？

在思考如何回答这 2 个问题时，你可能发现你能重新把成本视作预期的利益。你正在新增知识和技能，这件事本身就很值得，同时你还因此具备未来胜任更多事务的能力。愿意承担支出，也明确显示你可以完成更大目标的承诺。你的气势因此大增。

5 直接打击你的贴现率──降低它。你可以试着为自己做标杆分析，看看是否把个人的贴现率订得太高以致无法支撑。找情况和自己类似的人谈谈，关于目标、挑战、行为等等。弄清楚他们做判断时，是根据什么样的贴现率，并考虑自己是否需要调整贴现率，让它更实际并且可以持续。

6 限制你的选择──减少与目标竞争的选项。虽然一般来说选择愈多愈好，但太多选择会扰乱决策过程，让你失去焦点。有时，前进的最佳方式是少点选择，不要让大脑招架不住。缩小选择便能提高坚持到底的可能性，最后实现目标。如果工作有完成期限更是如此──移除选项，事情就少点困扰。

在一次有趣的社会实验中，研究人员把学生分成 2 组。给其中一组一片阳春起司披萨，可以添加配料如蘑菇、青椒、义式辣味香肠等等，每份配料 50 美分。另外一组则是添加 12 种配料的“超级”披萨，并告诉他们每少用一种配料就减 50 美分。添加配料者最后平均用了 2.7 种配料，减配料者最后每人用了 5.3 种配料。那么，这与设定目标有何关系呢？如果你可以先在心理上就把目标当作自己的要事，就不会让拖延严重误事。一旦你把目标视为己任，就会积极去应对那些不想让你完成目标的事或人。

同样的，如果你深入活化目标，并在脑中形成栩栩如生的画面，你的大脑将负起责任。你会更愿意努力实现目标，就像不喜欢拿掉披萨配料的人一样。如果你能做到，就一定能在脑海里闻、摸、感觉和品尝实现目标的感觉；接着大脑会阻止你站着不动，催促你去工作。你的目标愈是生动，它就会变得愈必要。两者携手同心齐头并进。



大师观点



“拖延是坚实目标的头号杀手。但是，这并不意味你的目标一定会成为下个受害者。你可以使用这些技巧改变你的看法，以及对未来回报的重视，让它们变得比今日提供的现况更具吸引力。你可以刻意把完成目标的一些立即成本放到未来，让成本和效益同步。或者反过来说，你可以把目标的一些未来好处移到现在。2 种方式都将让你的目标看起来更具吸引力，并增强马上就动手去做的急迫感。想到为了完成目标所必须牺牲的一切，很容易让人泄气。但是你可以克服这种消极情绪，拿出另一份列表──细述目标可以大幅改善生活的具体方式。要不要直接攻击你如何贴现未来的价值？先做一点标杆分析，你便可更准确地重新计算贴现率，让你更容易着手开始眼前的目标。此外，限制你的选择，也能让你更容易选定目标。”

──马克•墨菲











HARD Goals R Required 
中



Procrastination is the killer when it comes to realizing your dreams. HARD goals overcome this by using cutting-edge techniques from science such as behavioral economics. You have to convince yourself achieving your goals is a necessity, not an option. If you make the future payoff of your HARD goal so much more satisfying that what you're experiencing today, you automatically make your HARD goals look a lot more attractive -- and the more attractive they are, the greater the urgency you will feel to get going on them right away.



Key Thoughts



"I'll start tomorrow. Three words that are the death knell for goals. Because how many times have you said 'tomorrow' when what you really meant was 'never'? I know, as the words tumble from your mouth, you believe them: 'I'll start a diet tomorrow.' You feel strong, relieved, and 100 percent committed to your goal. It seems as if nothing can come between you and the promise of tomorrow. A tomorrow that really will be the first day of the rest of your life. But then tomorrow actually comes. And once again, we face the same decision: start right now or postpone starting for one more day. C'mon, it's just one day, right? Seriously, how bad is it really going to be to postpone for one more day? The answer, of course, is postponing for one day probably isn't the worst thing ever except that one day is never one day. One day becomes two, two days become three, and three days become years."

——Mark Murphy





So what can you do about procrastination when it comes to working towards your HARD goals? The solution lies in something mathematicians term the "discount rate." All of us tend to value the present far more than we do the future. The discount rate measures how much more money you'll need to come up with in the future to equal the same value as something in the present.

To calculate your discount rate, you use the formula:
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■ If you think having $150 one year from today is just as appealing as being given $100 today, then your discount rate can be calculated as:

Discount Rate = $50 / $100 = 50 percent

■ If you'd be prepared to forgo receiving $100 today in order to receive $120 in a year's time, then your discount rate is:

Discount Rate = $20 / $100 = 20 percent

■ If you need to get $180 in one year's time before you'd be prepared to forgo receiving $100 today, then your discount rate can be calculated as:

Discount Rate = $80 / $100 = 80 percent

When it comes to the discount rate which will work for you, there's no absolute right or wrong answer. It will vary depending on your financial situation, what other uses you have for money at present (which economists term your "opportunity cost"), how much risk you think is involved, your expectations for the future and so forth. When you take all of those factors into account, you will certainly need the future payout to be higher than what today's payout would be. Or put differently, your discount rate will rarely if ever be zero. It will always be a higher number than that.

Once you understand the concept of a discount rate, it then becomes feasible to combat the problem of procrastination by outflanking your own brain. In practical terms, you have to create a strong sense of urgency about your HARD goals. There are six ways you can pull this off:
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1 Put some or all of your present costs into the future -- which in effect lowers your discount rate. An innovative saving-for retirement program called Save More Tomorrow suggests participants commit to progressively increase their savings rate as they get pay raises. People like this approach to saving more because they are saving their future pay raises without impacting on their current take-home pay levels. To commit to your HARD goals, try pushing some of the initial costs out into your highly discounted future where they won't seem all that big at all.

2 Bring some of the future benefits into the present -- so that way your brain doesn't discount the benefits and your goal looks attractive right now. Banks now offer savings plans where by putting money into a savings account, you go into a lottery-like draw for prizes of cash every month. Putting some of the otherwise future benefits into the here-and-now can increase your motivation appreciably. Try and figure out how to bring some of the projected benefits of your HARD goals forward.

3 Make those future benefits sound even better -- because people often view costs in concrete terms but benefits in abstract terms. Say you're the CEO of a hospital and you want to set a HARD goal: "We're going to create a culture that values patient safety." To enhance the perceived value of your goal, you might state it this way: "We're going to report every single mistake which could have potentially harmed a patient, even if we didn't actually harm anyone, and within 72 hours we're going to learn at least two correctable lessons from each incident and within 96 hours we're going to implement a solution so every nurse and every doctor knows with certainty patient safety is our number one priority."

4 Minimize your costs -- take your costs and mentally recast them as benefits instead. There are two questions you can use to do this consistently well:

‧What will I learn from doing this?

‧How will this demonstrate my commitment to a larger goal?

As you work your way through answering those two questions, you might find you can reframe your costs as projected benefits. You're gaining new knowledge and new skills which will probably be rewarding in their own right but also you'll be better equipped to do more of everything in the future. Being willing to incur costs also definitively demonstrates your commitment towards achieving your larger goals. You build momentum.

5 Attack your discount rate directly -- make it lower. You might try bench marking yourself to see whether you've set your personal discount rate at an unsustainably high level. Talk to people in a similar position to yourself with regards to goals, challenges, behaviors and so forth. Find out what kind of discount rate they use when making judgement calls and consider whether you need to readjust your discount rate to be more realistic and sustainable.

6 Limit your choices -- reduce the number of alternatives which are competing with your goals. While generally the more choices you have the better, too many choices can confuse the decision making process and make you lose focus. Sometimes, the best way to move forward is to have less choices so your brain doesn't feel overwhelmed. Narrow your choices and you enhance the likelihood you'll stick with and ultimately achieve your goals. This is especially true if you're working to a deadline -- take away choices so things are less confusing.

In an interesting social experiment, researchers divided students into two groups. One group was offered a basic cheese pizza to which they added toppings like mushrooms, peppers, pepperoni and so forth for 50 cents each. The other group was offered a "super" pizza with 12 ingredients and were told the price would be reduced by 50 cents for each topping they subtracted. Those who added toppings ended up with 2.7 ingredients on average whereas those who subtracted ended up with 5.3 ingredients each. So what does this have to do with setting goals? If you can take mental ownership of your goal first, then procrastination is not going to be such an issue. If you see yourself owning your goal you will respond aggressively against anything or anyone who attempts to take your goal away from you.

In a similar vein, if you've animated your goal intensively and brought a vivid picture of your goal together in your mind, your brain will take ownership. You're going to be more willing to work hard to make your goal come together in just the same way as people dislike deducting pizza ingredients. If you make it so you can almost smell, touch, feel and taste what it will be like to achieve your goal in your mind first, then your mind is going to drive you to stop standing around and get to work. The more animated your goal is, the more required it will be as well. The two go hand in hand.



Key Thoughts



"Procrastination is the number one killer of HARD goals. But that doesn't mean your goals have to be its next victim. You can use these tricks to alter how you view and value your future payoffs so they become more attractive than what the status quo is offering today. You can intentionally move some of the immediate costs of your goal into the future in order to sync up the costs and benefits. Or, conversely, you can bring some of your goal's future benefits into the present. Both will make your goal look a whole lot more attractive and amp up your urgency to get going on it now. It's easy to consider all the things you'll have to sacrifice in order to achieve your goal, and that kind of list can be a real downer. But you can overcome that negativity with another kind of list -- one that details the specific and concrete ways in which your goal is going to make your life a much better place to be. And what about directly attacking how you discount the value of the future? With a little bit of bench marking, you can more accurately recalculate your discount rate and make it easier to get started on that goal of yours today. Also, limit your choices, make it easier on yourself to choose a goal."

——Mark Murphy







坚实目标 D 困难的 
英



就困难度来说，有个明确的甜蜜点可以作为标的。你会想订定非常困难的目标，迫使你用尽一切所能，并借此得到成就感。但另一方面，你也不想把目标订得太难，让你连试都不想试。你该做的是评估过去的经验，找到订定目标的甜蜜点，然后依据这个甜蜜点订定目标，推动你往前，达成你想要的璀璨成就。

当你回顾自己的工作和私人生活，你个人最自豪的是哪些成就？答案因人而异，只有你自己说了算，但当你做这种练习前，先停下来问几个关键问题：

■ 我最自豪的成就是容易或很难做到的？

■ 我必须使出全力还是轻而易举就做到了？

■ 当我刚开始进行这些目标时，是否已经掌握需要知道的一切，还是需要不断学习新技术和能力？

■ 当我刚开始追求这个目标时，我很紧张或信心十足？

■ 整个过程中我是否一派轻松，或必须使出浑身解数发挥潜力？

如果你像芸芸众生一样，在个人生活或工作上最自豪的事是不易完成的，需要付出很大的努力，被迫学习新事物，而且多数时候都在担心不知能否达成目标。因此，如果坚实目标要带给你真正的成就感，它们必须是困难的。它们必须让你挖掘存在你身上，但需要努力激化的无穷可能性。困难是坚实目标不可或缺的重要成分。

人类天生喜欢克服困难目标。历史上充满像托马斯•杰佛逊、亚伯拉罕•林肯、约翰•肯尼迪、金恩博士、甘地、德雷莎修女这种人，他们创建美国、让人登陆月球、解放一个国家、喂饱一个人等等。他们和其他人推倒过去视为理所当然的藩篱，完成特别困难的目标。平心而论，以这些和其他鼓舞人心的典范为例，如果我们没做到困难目标，是因为缺乏动机而不是天生能力不足。

人们很容易假设成就高者较聪明、较有能力、较有教养、并有较健全的体制支持，但事实并非如此──研究显示，高成就者不一定比一般人更有天分。他们只是更为主动、更加努力，也比一般人更为专注。不论你想分析什么个案，都是态度比资质重要。各领域领风骚者之所以有其地位，是因为严格的工作伦理，以及投入足够的练习所培养出的必要技能。就个人在他们所选的领域成为一名专家，并借此成就非凡而言，不涉及“对”或“错”的遗传。困难的目标在你掌握之中──就像其他人一样。

研究显示，订下困难的目标，通常可以造成较好的表现，因为：

■ 困难的目标迫使你提高注意──你必须振作起来，表现最佳状态，而不是靠着自动驾驶器，梦游一辈子。

■ 困难的目标迫使你学习──它们激励你走出去，学习如何做不同的事。

■ 困难的目标带来信心──因为你认为没有人会把困难的目标交给笨蛋去执行。

■ 困难的目标传达你在做的事情至关重要──你不会只是草草做份没人会读的报告，而是在做会带来改变的事。

■ 困难的目标迫使你拿出看家本领──它们要你深入，用你的看家本领承担手上的挑战。

因此，虽然困难的目标确实很好，但也很容易做过头。如果你设定实际上做不到的目标，就不见得能激励你。在订定目标时，困难度有其甜蜜点存在：
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甜蜜点因人而异。有些人习惯性把目标设低，或订下毫不费力就能做到的目标。有些人则时常把目标设太高──他们把目标订得极为困难，因为事情显然不会发生，也就根本没想去做。要好好订下坚实目标，你必须订下目标，让你挖掘平常不曾开发的潜能。换句话说，你必须把目标设在难度适中的甜蜜点，迫使你学习新东西，保持大脑灵活。

同时要注意的是，订在甜蜜点的坚实目标，就难度而言，必然位于你个人舒适区之上。在舒适区内的目标根本不必额外费力就能达成。当你击中那个甜蜜点，你会如坐针毡，因为你知道必须付出 100％ 的努力去实现它。舒适区内的目标不会带给你事业或生命任何改变，你可能会觉得挺无聊的。另一方面，如果你超出甜蜜点，并尝试订定难到荒谬的目标，也不会带来多大动机。最好的目标就是设在甜蜜点的坚实目标，难度就位在高于个人舒适区的地方。

所以你要如何才能知道困难度恰到好处？很简单──你会被所订下的目标吓倒，你的第一个反应就是撤退。坚实目标往往很吓人，因为你会有失败的恐惧，人们会凭自己的眼睛，看穿你没有自己说的那么好。至少会让你觉得很尴尬。

虽然恐惧实际上是有益的，克服过度恐惧以免妨碍你设定坚实目标，最好的方式是问自己一个简单的问题：
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当你如实回答，你会冒出一份潜在的反弹清单。等你仔细分析其中每个项目，并寻找案例，看看有没有人真的因为尴尬而死，或遭遇你设想的其他可怕结果，结果你会发现恐惧自动消失了。事实上，如果你害怕尝试困难之事，是因为你认为如果你没做到，别人可能认为你软弱，你会发现许多人虽然尝试非常艰难的目标失败，却受到高度敬重。当你逐一拆解恐惧，理性分析将重新回来协助你设定目标，你会觉得处理坚实目标的能力也大大提升。

经验显示，尝试坚实目标没有什么好畏惧的。试着做一些比较困难的事，只会加强你的能力，在未来能做更困难的事，不论你第一次做成与否。诀窍是不要想太多，以为如果第一次失败就会有很多可怕的后果。这点绝非事实。若真要说什么，就是人们会十分敬佩你尝试非常困难的事。

设定困难目标的最后一点。当你刚开始跨进某个领域，设定绩效目标没有什么用处，因为你还不知道自己不懂什么。遇此情况，你最好是设定学习目标。学习目标也可能很困难，但他们比较会让你有立足点，在以后处理更大的绩效目标。所以，如果从未打过高尔夫球，就别去设什么表现目标：比起“下回打高尔夫，我要在 100 杆内打完。”你最好设个艰难的学习目标：“我会练好上杆，并在每次挥杆时，保持头部放低，身体摆正。每一杆要练习 100 次，同时分析和纠正做错了什么，这样就可以掌握高尔夫球的基本动作了。”



大师观点



“光是尽力去做，是无法应付坚实目标的。但要多难才够？嗯，如果你目前的坚实目标，没法让你感受到过去成就某些大事的感觉，就增加困难度。再摇晃一下大脑，让它记得你是高效率的工作者，你可以有所突破，你的目标是必要的。因为你的目标愈难，它就愈必要，你就愈可能做出更好的表现。”

──马克•墨菲











HARD Goals D Difficult 
中



When it come to difficulty, there's a definite sweet spot to aim for. You want to set goals which are so hard they will force you to tap into all the talents you possess so you'll feel a sense of achievement. On the other hand, you don't want your goals to be so difficult you give up without even trying. What you have to do is assess your past experiences, figure out where your goal-setting sweet spot is and then set goals within that sweet spot which will propel you forward to the stellar results you want.

When you look back on your professional and personal life, what accomplishments are you personally most proud of? This will vary considerably from person to person and this is a judgement call you alone have to make but as you do this exercise, pause and ask a few key questions:

■ Were the accomplishments of which I am most proud easy or hard to achieve?

■ Did they require little or a lot of effort on my part?

■ Did I already know everything I needed to know when I first started working on those goals or did I need to acquire new skills and competencies along the way?

■ When I first started out working on this goal, was I nervous or confident I would get there?

■ Was I completely relaxed throughout the process or did I need to get amped up to realize my potential?

If you're like most people, the things you're most proud of achieving in your personal life or career were difficult, demanded a lot of effort, forced you to learn new stuff and were full of moments of worry when it wasn't clear whether you'd get there or not. And thus, HARD goals have to be difficult if they're to engender any genuine sense of accomplishment within you. They must make you stretch and tap into the wellspring of possibilities which already exist in your personality but require an effort to activate. Difficult is an integral and essential component of HARD goals.

Humans have a natural ability to achieve remarkably difficult goals. History is full of people like Thomas Jefferson, Abraham Lincoln, John F. Kennedy, Martin Luther King Jr., Mahatma Gandhi and Mother Teresa who founded a nation, put a man on the moon, liberated a nation, fed a people and so on. These and other people pushed past the boundaries of what was logical in order to achieve some exceptionally difficult goals. It's fair to conclude based on these and other inspirational examples that if we're not achieving difficult goals, it's because of a lack of motivation rather than a lack of inherent talent.

It's easy to assume those high performers had better intelligence, more talent, better nurturing experiences, a more robust support system but that's not true -- studies have shown high performers are not necessarily more gifted than average people. They're simply more motivated, harder working and more intensively focused than the average person. Attitude begets aptitude in every case you care to analyze. The stellar performers in every field get there through their ferocious work ethic and by putting in enough practice to develop the skills required. There are no "right" or "wrong" genetics involved when it comes to any individual reaching expert status in their chosen field and then going on to do extraordinary things. Difficult goals are within your reach -- just like they are for everyone else.

Studies have shown setting difficult goals always leads to better performance because:

■ Difficult goals force you to pay attention -- you have to get worked up and performing at optimum levels rather than sleepwalking through life on autopilot.

■ Difficult goals force you to learn -- they motivate you to get out and learn how to do different things.

■ Difficult goals instill confidence -- because you assume nobody would give a difficult goal to a dummy.

■ Difficult goals convey the message what you're doing is important -- you're not just churning out a report no one will read but you're doing something which will make a difference.

■ Difficult goals force you to be at your best -- they demand that you dig deep and bring your A-game to bear on the challenge at hand.

So while it is abundantly clear difficult goals are good, it's also obvious you can overdo it as well. If you set a goal which is physically impossible, that won't exactly motivate you. When it comes to setting goals, there's something of a sweet spot of difficulty:
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That sweet spot will be unique to you. Some people habitually underset their goals or set goals which they can achieve without raising a sweat. Others regularly overset their goals -- they make their goals so hard they never bother getting started because obviously they won't happen. To get good at setting HARD goals, you have to set goals which will make you stretch and dig into normally untapped reserves. In other words, you have to set goals which are in that sweet spot and which force you to learn new things so you keep your brain alive and well.

Note also a HARD goal which is set in that sweet spot will be somewhere above your personal comfort zone in terms of difficulty. Goals within your comfort zone can be achieved with no real extra effort on your part. When you hit that sweet spot, you're on pins and needles because you know you're going to have to put in a 100 percent effort to achieve it. Goals within your comfort zone won't make any difference in your professional or personal life and you may get bored thinking about them. On the other hand, if you overshoot your sweet spot and try to set goals which are just plain ludicrous, that won't be terribly motivational either. The best goals will be HARD goals which are located in that sweet spot of difficulty which lies just above the level of difficulty which is within your own personal comfort zone.

So how can you tell when you get the degree of difficulty right? It's simple -- you'll feel intimidated by the goal you're setting and your first reaction will be to back off. HARD goals are often intimidating because you will have a fear of failure, that people will see for themselves that you're not as good as you claim to be. This can be pretty embarrassing to say the least.

Although fear is actually helpful, the way to overcome excessive fear from holding you back on setting HARD goals is to ask yourself a simple question:
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As you answer this truthfully, you'll come up with a short list of potential repercussions. When you analyze each of those items in more detail and look for examples where people actually died from embarrassment or suffered any of the other dire outcomes you have envisaged, you'll find your fears will automatically dissipate. In fact, if you're afraid to try something hard because you assume people might think you're weak if you don't pull it off, you'll find plenty of examples of people who were highly respected for attempting very tough goals and coming up short. As you debunk your fears one by one, rational analysis will come back into your goal setting process and you will feel empowered to tackle some HARD goals.

Experience has shown you will have little or nothing to fear from attempting HARD goals. The very act of attempting to do something difficult will build and enhance your capacity to do even harder things in the future, whether you succeed the first time around or not. The trick is not to get paralyzed into inaction by assuming there is a long list of dire consequences which will result if you don't make a success of it first time around. That's never true. If anything, people will respect the fact you tried something really tough.

One final point about setting difficult goals. When you're starting out in any field, there's not much use setting a performance goal because you don't yet know what you don't know. In that case, you're better off setting learning goals. Learning goals can still be difficult, but they are more oriented towards putting you in a position to tackle big performance goals later on. So, if you've never played golf in your life, don't set a performance goal to: "Break 100 on the next round of golf I play." You're better off setting a difficult learning goal: "I will master my back swing and focus on keeping my head down and my body centered whenever I take a swing. I'm going to practice each shot 100 times, while analyzing and correcting what I'm doing wrong, so I can master the basics of playing golf."



Key Thoughts



"Just doing your best doesn't cut it in the world of HARD goals. But how difficult is difficult enough? Well, if your current HARD Goal doesn't measure up to all those things you've felt in the past when doing something great, increase the difficulty. Shake that brain up, make it register the message that you're a high performer, that you can make a difference, that your goal is required. Because the more difficult your goal, the more necessary it's going to feel and the better performance you're going to deliver."

——Mark Murphy







坚实目标 全面整合 
英



企业界一般都认为执行比愿景重要──全力执行一个半生不熟的主意，比起困在无止尽的分析，什么事都做不了要好多了。这有可能是真的，但如果你渴望有一番成就，设定带有强大执行力的坚实目标准没错。只要选对目标，执行自然就绪。这是坚实目标的威力，帮你心想事成。
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要心想事成，就要养成设定坚实目标的习惯。除非你有了目标，可以激化你的大脑、触动你的心、迫使你去学习和成长，成为你的生命或工作上不可或缺的东西，否则什么都不会发生。有了坚实目标后，你会冲破围墙以及任何可能的路障，让事情成真。

开始执行你的坚实目标，有几件事情你可以试试：

战略 1 把坚实目标一切为二

提出一个大概的日期，作为某一坚实目标达成日期。然后把时间表一分为二，自问：

此时我必须完成什么，才会觉得我有跟上全面完成坚实目标的进度？

然后在一半路途上继续努力，你自然会朝着目标理想前进。如果这么做有用，你还可以再把剩下的一半时间切成两半，并确定第一季度应该完成哪些事项。如果你喜欢，你可以持续这样做，直到拟出每月或每周目标。以这种反向的方式工作，你可以把一个大的坚实目标拆成清楚可识的步骤，并知道该从哪里开始。每一个步骤本身就是挑战，但你可以照着时间表工作。

战略 2 打电话给朋友

找一位自己敬重的人并与他分享你的坚实目标。向他们详细解释：

H──由衷的：为何你在乎目标。

A──生动的：达成目标将会是什么情景。

R──必要的：为什么这个目标现在很必要。

D──困难的：因为目标你学到了什么。

然后请他们与你一起定期检查，并查明这些目标的进展。在他们跟你说话时，告诉他们你希望他们拷问你，并问一些试探性的问题，例如：

‧ 今天你做了些什么以促成目标的完成？

‧ 描述你在这个目标上有多少进展。

‧ 你今天学到哪些有用的东西？

找朋友相助的用意是，让你脑袋随时想着坚实目标。定期检查会激励你持续前进。

现在就是学习如何设定和完成坚实目标的最好时机。你可以回顾历史，看看其他人设定和实现的坚实目标：

■ 亚伯拉罕•林肯：“战争是为了不让这个民主、民有、民享的政府从地球上消亡。”

■ 隆纳•里根：“戈尔巴乔夫先生，拆掉柏林围墙吧！”

■ 温斯顿•丘吉尔：“不惜一切代价，我们要在海滩上奋战，我们要在登陆地上奋战，我们要在田野、街道上奋战，我们要在山上奋战，我们决不投降。”

也许你的坚实目标不是那么长期或影响深远，但坚实目标的本质仍是你想让自己往何处去，然后努力去实现。坚实目标挑战你和公司的极限。它们强迫你学习、成长，竭尽一切去追求。它们迫使你迈向从未想过的新方向。

要更有成就并且心想事成，不要走快捷方式。想清楚该订下的坚实目标，努力去做。



大师观点



“人们经常花太多时间自我欺骗，去达成平庸的目标。我们真正需要的反而是非凡的目标──坚实目标。听好，如果我们习惯设定的目标是薄弱的，世界上所有一切日常仪式都帮不了我们成就伟大事业。难道我们真的认为史蒂夫•乔布斯或亚马逊网络书店创办人杰夫•贝佐斯，或谷歌创始人是玩弄一些小噱头来完成自己的目标吗？（说真的，我们之所以有 iPad，Kindle 和 Google 搜索引擎可用，是因为有人在冰箱上贴了张便条纸吗？）还是我们认为，他们全心投入工作，他们的目标对他们非常重要且深具意义，以至于他们会游过鳄鱼池去实现这些目标？”

“你需要的是找到方法，让你的目标配得上你的自然天赋。因为当你的才华遇到坚实目标，伟大是必然的。”

──马克•墨菲



“在我们对目标的研究中，最重要的发现之一是，设定坚实目标，要比设定薄弱目标，多出 75％ 的人感到满意。在此向作曲家伯特•巴哈拉赫和作词人哈尔•戴维致意（译注：两人成名曲叫作 What the World Needs Now Is Love ），我认为现在最欠缺的东西之一是坚实目标。人类现在不论是个人或集体，都不缺巨大的挑战。我们遭遇重大议题，如恐怖主义、战争、经济崩溃、漏油、贪污、赤字、失业、医疗保健问题；外加一堆要不饿死，要不就过度肥胖的人。人类文明得以维系至今，关键之一就是每隔一段时间我们会有一位领袖知道如何设定坚实目标。注意，我知道这是个令人不安的世界。但是你和我都知道，拒绝、指责、借口和焦虑都不能让世界更好。我们需要驾驭此刻的能量，尽管看似如此可怕，把它化为伟大。无论是要壮大公司、减重、跑马拉松，或改变整个该死的世界，我们都得骑上坚实目标，疾速狂飙。”

──马克•墨菲











HARD Goals Putting everything together 
中



The generally accepted wisdom in business is execution is more important than vision -- it's better to fully implement a half-baked idea than it is to get stuck in analysis paralysis and do nothing. That may be true but if you aspire to accomplish impressive things, set HARD goals which are so powerful implementation won't be a problem. Get your goals right and implementation will take care of itself. That's the power of HARD goals to move you from where you are now to where you want to be in the future.

[image: 33_英]


To get to where you want to be, get into the habit of setting HARD goals. Until you have a goal which activates your brain, touches your heart, forces you to learn and grows to become an absolute necessity in your life or career, nothing much will happen. Once you have a HARD goal in place, you'll smash through walls and every roadblock imaginable to make it happen.

To get started on implementing your HARD goals, there are a few things you can try:

Strategy # 1 Cut your HARD goals in half

Project an approximate date by which one of your HARD goals should be finished. Then cut your time frame in half and ask:

What must I have accomplished by this point in time to feel like I'm on track to achieve the full HARD goal?

Then get to work on being on track at the halfway point and you will automatically be making good progress towards your goal. You can also cut that half-way point in half again and come up with what you need to have accomplished in the first quarter of the time period if that would be helpful. You can keep doing this progressively until you come up with monthly or weekly targets if you prefer. By working backwards in this way, you can break a large HARD goal down into clearly identifiable steps and figure out what to do first. Each of those steps might be challenging in and of themselves but this will give you a time frame to work from.

Strategy # 2 Call a friend

Pair up with someone you respect and share your HARD goals with them. Explain to them in detail:

H -- Heartfelt: Why you care about your goals.

A -- Animated: What it will look like when you achieve your goal.

R -- Required: Why this goal is necessary right now.

D -- Difficult: What you're learning because of your goals.

Then ask them to check in with you periodically and find out how your progress in implementing those goals is coming along. Tell them you want them to grill you when they speak with you and ask probing questions like:

‧What did you accomplish today to advance your goal?

‧Describe how much progress you've made on this goal.

‧What have you learned today which will be helpful?

The point of this is by enlisting the help of a friend, you keep your HARD goals at the front of your mind. That regular check-up will motivate you and keep you moving forward.

There's never been a better time to learn how to set and achieve HARD goals. You can look back in history to see some of the HARD goals others set and achieved:

■Abraham Lincoln: "Fight so government of the people, by the people, for the people, shall not perish from the earth."

■Ronald Reagan: "Mr. Gorbachev, tear down this wall!"

■Winston Churchill: "Whatever the cost may be, we shall fight on the beaches, we shall fight on the landing grounds, we shall fight in the fields and in the streets, we shall fight in the hills; we shall never surrender."

Maybe your HARD goals aren't quite so enduring or quite so far reaching but the essential fact remains HARD goals are what you want to be setting for yourself and then working to achieve. HARD goals push you and your organization to your limits. They force you to learn, to grow and to give it everything you've got. They force you to move in new directions which you never could have imagined.

To achieve more and get to where you want to be, don't look for shortcuts. Figure out the HARD goals it will take and get to work.



Key Thoughts



"People spend way too much time trying to figure out how to trick themselves into implementing mediocre goals. What we need instead is extraordinary goals -- HARD goals. Listen, all the daily rituals in the world won't help us achieve greatness if the very goal we're trying to habitualize is weak. Do we really think that Steve Jobs or Jeff Bezos or Google's founders resort to little gimmicks to accomplish their goals? (Seriously, do we have the iPad, Kindle, and Google search engine because somebody put a sticky note on their fridge?) Or do we think that they're so deeply connected to what they're doing, that their goals are so important and meaningful to them, that they'll swim through a pit of alligators to fulfill those goals?"

"What you need are the ways to make your goals worthy of your natural gifts. Because when your talent meets a HARD Goal, greatness is sure to follow."

——Mark Murphy



"One of the most important findings from our research on goals is that people who set HARD goals feel up to 75 percent more fulfilled than people with weaker goals. With a nod to Burt Bacharach and Hal David, I'd suggest that the one thing there's just too little of right now is HARD Goals. There is no shortage of enormous challenges facing us individually and collectively. We're dealing with big issues like terrorism, wars, economic collapse, oil spills, corruption, deficits, unemployment, health care problems, and to top it all off, the bulk of people in the world are either starving or becoming obese. The one thing that has kept civilization going as long as it has is every so often we get a leader that knows how to set HARD goals. Listen, I know it's an unsettling world right now. But you and I both know that denial, blame, excuses, and anxiety are not going to make it any better. We need to harness the energy of this moment, scary though it might be, and turn it into greatness. Whether we're going to grow our company, lose weight, run a marathon, or change the whole darn world, we're going to have to saddle up a HARD Goal and ride that sucker at full gallop."

——Mark Murphy











延伸阅读

《大师轻松读•10 年后我是谁？》

Goals!

本期重点

设定并达到目标的过程，是由你目前所在之处，到达未来目的地最好的途径。有人说：“成功是目标，其他一切都是注解。”

精彩内容

你的时间和生命是无可取代的宝贵资产。学会如何设定适当的目标，并且实践这些目标，就能达到你从没想象过的成就，而这一切只需要了解并运用有效的目标设定原则。

设定人生成功目标的 21 项原则

原则 1 了解自己真正的潜能──不论目前成就如何，未来的表现无可限量。唯一的限制是加诸自己的限制。

原则 2 担起人生的责任──绝不因自己目前的人生责怪任何人。相反的，你该担起自己人生的责任。

原则 3 不受任何限制尽情发挥──不要让思考受限在目前拥有的行动资源上，应该假设自己在不受任何限制的情况下规划未来。

原则 4 真实面对自己的价值观──唯有在成功符合你内心的价值观和信念之时，这样的成功才会令你满足。

原则 5 确定自己真正想要的成就──决定什么是自己愿意放弃其他的选择， 以及真正想要达成的成就，并且朝那个方向努力。

原则 6 找出目的的核心──你必须有主要且明确的目的，也就是一心一意想达成的单一目标。

原则 7 保持积极的信念──分析自己的信念，确定信念是积极、正面的，并和自己想做的所有事保持一致。

原则 8 坦诚面对现在的自己──设定目标之前，必须全然地诚实面对自己目前的起点。

原则 9 衡量进步的程度──用清楚的标杆和计分卡，定期衡量自己的进展。

原则 10 消除所有路障──要成功，就必须善于解决问题，消除障碍。

原则 11 在工作领域中脱颖而出──你应该设定目标，成为工作领域中前 10％ 的一员。

原则 12 结交合适的朋友──慎选朋友和导师。在工作上，也该建立良好的关系。

原则 13 想出周详的行动计划──若能擅长拟定并执行计划，就可以达成更大、更复杂的目标。

原则 14 妥善管理时间──运用良好的时间管理技巧，就能让产量成长一倍甚至二倍。预先拟定优先级，集中心力在如何有效地运用时间上。

原则 15 每天检讨目标──每天都花时间检讨并修订目标。这个简单的动作，能让你持续朝向你认为最重要的目标前进，不脱离正轨。

原则 16 不断想象自己设定的目标──想象力能预见生命中未来会发生什么事。让自己充满力量，迈向成功。

原则 17 学会运用超意识──周遭的环境是让你美梦成真的一股力量，学习如何启动及运用“超意识”，就能发挥这样的力量。

原则 18 保持弹性和速度──你得清楚自己的目标何在，另一方面又对如何达成目标保持弹性。

原则 19 运用自己内在的创造才能──学习如何运用这种潜藏的智慧，克服任何阻止自己达成目标的障碍。

原则 20 每天都进步一点──你每天都该做一些具体有效的事，让自己更接近想达成的目标。

原则 21 坚持下去，直到成功──只要能够坚持得比其他人更久，你就能比其他人有更多的成就。你该事先下定决心，绝不放弃。
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