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5分钟摘要





英文



马克·吐温曾经对一篇有关自己亡故的报道，说出著名的评语：“有夸大之嫌。”同样地，现在再也没人相信因特网会“改变一切”。当初认为因特网将改写所有经济定律，并创造“新经济”的兴奋之情，已为更理性的认知所取代。大家开始明白，长久以来“一试辨真伪”的经济定律，在数字市场仍将继续适用；需要改变的不是经济定律，而是众人的期望。

因此，与其彻底放弃根基稳固的商业策略，还不如去理解传统策略如何能在不同环境下依然适用。因特网不会就此消失，仍然是21世纪商业运作中，可行且不可或缺的要项，持续创造重要且难以抗拒的新商机。所以，在预测未来市场如何演变时，就别期待电子商务热潮仍如初期般戏剧性或革命性的变革，而是渐进式演变，并依循着历经时间考验的经济学原理，如供需法则与规模经济等。毕竟这些早经验证的经济定律，立论坚实，足以抵挡新科技的不断冲击。因此人们以为有了更有效处理与传递信息的方法，将对经济产生巨大影响力，是愚昧的想法。

最后，这项分析所要强调的是，经济动力其实不是任何人为意识的产物，即便是科技也无法改变这种动力。



MAIN IDEA







中文



Mark Twain once famously commented the reports of his demise were "greatly exaggerated." In like fashion, nobody believes the Internet "changes everything" anymore. The euphoria which suggested the Internet was going to rewrite every law of economics and create a "New Economy" has now been largely superseded by a more rational realization the tried-and-true laws of economics will still continue to apply in the digital marketplace just as they always have. What will need to change, however, are our expectations.

Thus, instead of abandoning established business strategies altogether, a better approach is to understand how these traditional strategies will still apply in different circumstances. The Internet itself is not going to go away. It will remain an important and viable aspect of business operations in the 21st century. The Internet will continue to generate many important and compelling new business opportunities. To forecast how markets will evolve in the future, therefore, don't look for the dramatic or revolutionary changes forecast at the birth of the e-commerce frenzy. Instead, anticipate more evolutionary changes which build on the foundation of the tried-and-true economic principles which have stood the tests of time—like supply-and-demand and economies of scale. After all, these economic laws have proven to be robust enough to withstand the arrival of many new generations of technology before. Therefore, it is folly to think the availability of a more efficient way to process and move information will have a dramatic effect.

In the final analysis, technology cannot change the forces of economics which are not of anyone's conscious creation.



因特网的基本经济原理　
英文



主要观念
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支持概念

剥除所有夸大宣传与科技的古怪词汇后，因特网创造价值的潜力，是在提供更有效的信息传输与接收方式。因为支撑整体经济的基础就在于各种传输、储存信息的方法，而这正是因特网极重要的一项优势，但因特网对经济变革的影响是渐进式的，这与网络早期鼓吹者大力宣传的不同。大体而言，网络只是强化了电话、电视、报纸和广播的原始功能，再加上双向传输的好处，使得接收者可以指定自己想接收的信息。

有鉴于此，想藉由任何经济性因素证明，网络商业会比传统商业更赚钱，是不太可能的。相反的，顾客还更容易找到替代供货商，使得网络公司必须压低售价。所以最终可能还是回归最实际的经济原则：“凡能提供最佳价格与产品的公司才会发达。”

许多评论者都认为，因特网具有下列三项经济特征：

1．网络效应

有些产品会随使用人数的增加，变得更有用。举例来说，如果只有一人有传真机，那么这台传真机的价值，就几近于零。然而当传真机愈普及的时候，可利用传真机做的事就愈多，其价值也就愈高。

许多商业分析师误以为，所有的电子商务应用都可享受网络效应的好处，这是个错误结论。但这样的想法或许是肇因于，既然因特网是个巨大网络，那么在网络贩卖的商品都将受惠于网络效应。所以，许多电子商务先驱者便着眼于这项潜在利益，投入大笔资金锁住庞大的市场占有率，期待网络效应发酵时，便可从中获取巨额收益。

现实往往未能如人所愿。大多数利用网络销售的产品，根本不具任何网络效应。所以这种短期承受亏损，等待网络效应发生以获致长期利益的想法，是误导大众的，也是造成早期“达康”（dot-com）公司经营艰难的原因之一。多数“达康”公司的商业模式，都是建立在网络效应会很快展现威力的假设上。一旦大众都明白这项假定是错的，接续的新创公司就很难再获得任何资金挹注。

2．规模经济

这是众所皆知的概念，公司产品的销售量愈大，平均成本就愈低，这是非常合理的。产量逐渐扩大，固定成本的摊提，占整体成本比例也就愈小。因此，几乎所有制造业都或多或少呈现“规模经济”的特征。

一般咸认，多数高科技产品都具明显的“规模经济”特征，通常开发新产品的成本，较复制和营销成本高得多。尽管“网络效应”攫取较多的注意力，但长远来看，“规模经济”可能才是更大收益的来源。

3．赢家通吃的市场

当“网络效应”和“规模经济”结合，大公司就具有凌驾小公司的竞争优势。许多分析师认为，赢家通吃、一家企业独大的局面，是无可避免的。这种想法的唯一问题是，现实世界并非如此。

更明确地说，大多数产业都为一家以上的公司所支配。这些支配市场的各家公司都有专业化的倾向，这些公司会生产各种功能的产品，进攻不同的市场区隔。再者，对大公司而言，当成本降至某一点后，并不如“规模经济”预期般会再往下降，反而会因为种种因素而再次提高。

有些计算机产品似乎有赢家通吃的特性（如微软的操作系统软件和英特尔的计算机处理芯片），使得许多分析师以为网络公司也具此种特性。另外还有“规模弹性因素”（scalability factor），这是指网站能同时处理数百或数千名顾客且游刃有余，并不因人数的增加而左支右绌。然而这种看法忽略一项事实：即使是透过网站销售商品，仍须执行后端所有管理功能，如仓管、出货、生产、客户关系等。就这些方面而言，网络公司与一般公司无异，都得面对物流调度的挑战。这样的结果恰巧与时下流行观点相反，主要网络公司并非处于赢家通吃的环境，在线零售业反映的就是实体（bricks-and-mortar）。如果某个真实市场真的是赢家通吃，那么因特网版也应该是；实体版若不是赢家通吃，那么在线版大概也不会是。


关键思维

“‘因特网改变一切！’这还是不久之前一再听到的口号，如今似乎再也没人这么想了！事实上，网络几乎未曾改变任何‘一试辨真伪’的商业策略，不过网络的出现仍和其他重大科技一样，改变生活的许多面向。但原有的经济运作与商业法则，在新体制下，大多仍会继续运作。经济动力不因科技改变而改变（更不会被科技改变），正是这些商业法则历久不衰之因，尽管人类对科技寄予莫大期望，也不能改变这项事实。当我们以为科技能改变那些非人为意识创造出来的力量时，只是狂妄自大的心态在作祟。”

—李伯维兹





The Basic Economics of the Internet　
中文



Main Idea
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Supporting Ideas

When all of the hyperbole and technical mumbo-jumbo is swept away, the Internet has the potential to create value by offering a more efficient way to send and receive information. This is a very important benefit because the means by which information is transmitted and retrieved underpins the entire economy, but the Internet is much more evolutionary than its early promoters would have us believe. In large part, the Internet is an enhancement of what the telephone, television, newspapers and radio did previously with the added benefit of offering two way transmission—where the recipient can specify the information they want.

In light of these facts, there is no economic reason why an Internet based business should be any more profitable than a traditional business. On the contrary, the very fact customers can readily find alternative suppliers suggests prices will need to remain low for Internet-based companies. It most likely will come back to a mundane economic principle: "Those companies which manage to provide the best products at the best prices will prosper."

Most commentators have assumed the Internet will have three special economic characteristics:

1．Network Effects

Some products become more useful as the number of people who use them increase. For example, if just one person owned a fax machine, it wouldn't be worth much at all. The more people who have faxes, however, the more things you can then do with them, and the more valuable a fax machine becomes.

Many business analysts wrongly assumed all ecommerce applications would enjoy the benefit of network effects. This is an erroneous conclusion. It was probably based on a line of thought that goes since the Internet is a big network, all products sold using this network will enjoy network effects. With this potential benefit in mind, many e-commerce pioneers spent heavily to lock-in a large share of the market in anticipation of huge profits as network effects kicked in.

Reality, however, is less idealistic. In practice, most products sold over the Internet do not have any network effects whatsoever. Thus, the idea of sustaining short-term losses in anticipation of long-term benefits thanks to network effects is misguided. This is part of the reason the early dot-com companies have struggled. Most of them had business models which were built on an expectation network effects would come to the fore reasonably quickly. When this was shown to be an incorrect assumption, the start-up companies were unable to secure follow-up funding.

2．Economies of Scale

This is a well known concept—average costs decrease as the company sells more of any specific product. This is very logical. As fixed costs get amortized over a larger production run, they become progressively a smaller part of the overall costs. Almost all manufacturing exhibits at least some economies of scale.

It is assumed most high-tech products have significant economies of scale. Often, the costs to develop a new product are huge whereas the costs of duplicating and distributing are minuscule by comparison. Although network effects tend to get more publicity, it is actually more likely economies of scale will be a bigger long-term benefit.

3．Winner-takes-all Markets

When network effects and economies of scale work in tandem, large companies have a competitive advantage over small companies. Most analysts have assumed this will logically lead to a winner-takes-all scenario where one company comes to dominate its market niche. The only problem with this thinking is that it does not seem to work out in the real world.

Specifically, most industries have more than one dominant company. Each of these companies tend to specialize—they develop products with features that appeal to different segments of the market. In addition, at some point for large companies, their costs don't keep falling (as forecast by economies of scale) but actually start increasing again for a variety of reasons.

Some computer products (like operating system software from Microsoft and computer processing chips from Intel) seem to have winner-takes-all characteristics. Therefore, many analysts assumed all Internet-based companies would exhibit this trait. There was also the "scalability factor"—the fact one Web site could handle hundreds or thousands of customers simultaneously with equal competence. What was missed out in this conclusion, however, was the fact even when products are sold via the Web site, the companies still has to perform all the usual back-office functions—warehousing, shipping, production, customer relations and so forth. In these areas, the Internet companies are faced with same logistical challenges as any other company. And, as a result, contrary to popular opinion, the majority of Internet companies are not in a winner-takes-all environment. Online retailing is a mirror image of the bricks-and-mortar world. If those real markets are winner-takes-all, the Internet version of the industry is the same. However, if the bricks-and-mortar version is not winner-takes-all, it is highly unlikely the online version will be.


Key Thoughts

"The Internet changes everything. That was a common refrain just a very short time ago. Almost no one seems to believe it anymore. In fact, the Internet changes very few of the tried-and-true business strategies. Like other important technological advances, the Internet will change many aspects of our lives. But the economic and business rules that worked in previous regimes will largely continue to work in the new regime. These rules of business endure because economic forces do not change—and cannot be changed by—mere changes in technology, no matter how much some of us might wish it were not so. It is just our hubris at work when we start to think that our technology can change forces that are not of conscious creation."

—Stan Liebowitz





先到先赢的真相　
英文



主要观念
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支持概念

许多分析师断言，在因特网挂帅的商业时代，率先进入市场是非常重要的。一般相信，“锁住市场”（lock-in）这个概念的重要性，远超过其他较不引人注目的议题如优异科技、价格低廉，乃至高质量等。道理很简单，率先进入并“锁住市场”，可确保顾客无法转而投靠任何竞争者。一旦锁住顾客的心，他们打算改换成竞争产品时，必须面对两种成本：


	学习成本：是指学习将原有工作方式重新套入新产品、熟悉新产品功能、用新产品从旧产品中存取已建立的档案，诸如此类工作的实际成本。

	兼容性成本：因应与其他合作厂商相互调适操作系统，所产生的成本。由于业务往来，操作系统互动，一旦公司有任何改变，这些配合厂商就必须有所改变，才不致影响彼此原有的合作。



大家都认为，在线零售业会因“锁住市场”的强大效应，而具备“先到先赢”的特性。不过仍缺乏任何实例，足以证明的确有此现象。反倒有更多的证据显示，多数网络市场和传统市场并无不同之处，也就是某家公司能拥有市场最大占有率的原因，是优异的产品，而非进入市场的先后顺序。同样也有证据显示，如果企业想继续保有市场领导地位，就必须不断开发出顾客心中最佳产品。

即便如此，为什么有那么多评论家，高估“先到先赢”卡位的重要性？此点无法在此详述，但可大致分析如下：


	所有网络产品都将享受网络效应。因此，愈多人使用，该产品就会变得愈有用。

	产品卖得愈多，由于规模经济的关系，终能胜过所有竞争者。

	高科技产品的转换，一向非常困难。所以“锁住市场”现象能为抢先卡位者带来好处。即使顾客打算转换别家产品，光考虑供货商与合作伙伴都在使用现有产品，就会产生强烈遏止作用。

	结合上述各项因素，“先到先赢”的局面极可能产生。也就是，进入市场的第一家公司将彻底主宰市场，其他公司将永难抗衡。



然而问题是当深思一些实例后会发现，事实并非如此。网络市场并不比实体市场更具“赢家通吃”的特性，单凭网络力量仍不足以造成市场的根本变革。

在多数市场，早期进驻与否并没那么重要。例如目前个人计算机产业的市场领导者是戴尔计算机（Dell Computer Corporation）而非早期进驻者，戴尔的成功是在诱人的价格、优良的产品，再辅以卓越的客户服务。雅虎（Yahoo）同样也不是因特网搜索引擎或入口网站的早期进驻者，提供更好的服务才是成功之钥。美国在线（America Online）也一样，当进入市场时，Prodigy、Compu Serve和Genie早已存在，但美国在线仍能成为最大的在线服务公司，最主要的原因是消费者认为美国在线质量最佳。

这些实例传达出一个很简单的讯息，第一个或最初几个进入市场，并不保证一定成功，绝佳策略则是成为顾客心中最好的公司。


关键思维

“赢得市场占有率大战，却背负巨额损失的公司，可能会发现得到的只是代价惨痛的胜利。执著这种观念，且投资大笔金额换得早期优势的企业，在市场仍可能失利。近来一些高科技部门崩溃，多数都为这类想法误导所致。但这也不代表‘赢家通吃’的概念已被推翻。有许多证据显示，高科技市场仍孕育出一些方法，能使市场最成功的公司，攫取最大的市场占有率。不过，独霸市场的公司，惟有使产品在消费者心中保持最高评价，才有可能继续保有地位。”

—李伯维兹

“一家网络公司领袖群伦的策略或许会与实体公司相同，就是以更低的成本，制造更好的产品。不论是一般或高科技产业，这种策略总能成功，且竞争者很难仿效；因为夸谈质量是很容易的，但要做出真正的质量却非易事。”

—李伯维兹

“大体而言，在线零售业并无‘赢家通吃’或‘先到先赢’的特性，也并未展现‘网络效应’或立即的‘规模弹性特征’。另一方面，‘规模经济’可能极为重要，而我们也没什么理由认定，相同产业的实体公司无法拥有相同的规模经济优势。”

—李伯维兹





The Truth About the Need to be First to Market　
中文



Main Idea
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Supporting Ideas

Most analysts asserted that being first was of paramount importance in the Internet era of business. The concept of "lock-in" was considered to be far more important than less glamorous topics such as technical brilliance, low prices or even high quality. The theory was simple—be the initial entrant in your market and lock-in will then ensure none of your customers can ever switch to any of your competitors. Once a customer is locked-in, they will face two types of costs to switch to an alternative product:


	Learning costs—the actual costs of relearning old ways of working, becoming familiar with the features of the new product, being able to use the new product to access the files created by the previous product and so forth.

	Compatibility costs—the costs of having to change the way you work with others who interact with your systems for their own business operations. If you change, there will be some adjustments required on their part to retain their ability to perform the same functions.



It was generally assumed online retailing would have the characteristics of first-mover-wins thanks to strong customer lock-in effects. Yet there is no real-world evidence of that phenomena occurring. In fact, there is more evidence available that in most Internet markets, the same situation occurs as in traditional markets—the company which has the greatest market share achieves that on the basis of a superior product irrespective of whether or not they were first to market. The evidence also suggests a company can reasonably only expect to maintain a market leadership position if it continues to develop products that consumers regard as the best-in-class.

So why did so many commentators overestimate the importance of being first to market? While it may not be the complete story, it seems likely the analysis went something like this:


	All Internet products will enjoy network effects. Therefore, the more people that use a product, the better it will become.

	As the company sells more, economies of scale mean it will be able to outperform all its competitors.

	It's always difficult to swap high tech products. Therefore, lock-in will add to the benefits of being first to market. Even if customers want to swap to another product, the fact all their suppliers and partners are using the existing product will act as a strong deterrent.

	When all of these factors combine, a first-mover-wins scenario is likely—the first company to enter a market will dominate completely and nobody else will ever be able to match them.



The problem, however, with this line of thought is it doesn't turn out to be true when the empirical evidence is considered. Internet markets are no more likely to be winner-takes-all than their bricks-and-mortar equivalents. Just harnessing the Internet is not sufficient to bring about a fundamental restructuring of the marketplace.

In most markets, being first doesn't count for much at all. For example, in the personal computer industry, the current market leader Dell Computer Corporation was not an early market entrant. Dell's success has been the result of offering good products at attractive prices combined with excellent customer service. Similarly, Yahoo was not one of the first search engine/portals on the Internet. Its success is the result of offering a better service. The same is true for America Online. It entered the marketplace well after Prodigy, Compu Serve and Genie had blazed the trail. Yet AOL has become the largest online service predominantly on the strength of having the highest ranking in terms of perceived quality.

The message is simple. Being first, or even being early, is no guarantee of success. A far better strategy is to be the best from the customer's viewpoint.


Key Thoughts

"A company that takes big losses this year in order to win the market share wars is likely to find that it has won only a Pyrrhic victory. Businesses that still adhere to this notion and invest enormous sums for early advantage are likely to fail in the market. Much of the recent melt-down in high-tech sectors of the economy can be blamed on these misguided ideas. That does not mean, however, that the concept of winner-takes-all is discredited. There is a good deal of evidence that high-tech markets do incubate conditions that lead to very large market shares for the companies that are most successful in these markets. A company with a dominant market position, however, can expect to maintain that position only as long as consumers regard its products as the best."

—Stan Liebowitz

"What is probably the leading strategy for an Internet company is the same as the leading strategy for bricks-and-mortar companies: produce better products at lower costs. This strategy has worked numerous times, both in low-tech and high-tech industries, and it is not easy for competitors to copy successfully since talking quality is much easier than producing quality."

—Stan Liebowitz

"For the most part, online retailing will not have the characteristics of winner-take-all or first-mover-wins. Most online retailers will not exhibit characteristics of network effects or instant scalability. Economies of scale, on the other hand, could be important, but there is little reason to think the bricks-and-mortar companies in the same industry would not possess equivalent economies of scale."

—Stan Liebowitz





在线零售业的未来　
英文



主要观念
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支持概念

当网络狂热达到最高点时，许多评论家均预言实体零售业者将全数灭亡。不过从这几年的经验，对此倒是有了不同的观点，就连分析师现在都很少再放言高论了。

如今大家都看得更清楚，有些产品非常适合在网络上贩卖，有些则否。由此可知，那些预期能适应网络销售模式的产品所属市场，移往在线的比例会相当高。然而，不论在线零售变得多普遍，还是会有许多不适合在线销售的商品，须利用传统零售通路销售。

更明确地说，最适合透过网络销售的产品是：


	能以数字格式传递—软件、音乐、录像带、娱乐软件等。

	可转换成数字格式且无损质量的商品—机票、租车和旅馆订房、购买股票、新闻、分类广告。

	内容完全相同，且可利用样本描述的商品—书籍、CD、杂志、预先录制的录像带和DVD等。

	少量购买者—收藏品、奇珍异草和香料、特殊仪器等。



当然，也有可能无法在网络成功销售的产品包括：


	体积庞大、笨重且与售价有关—如水泥之类的建材。这类产品的寄运费用远较在当地采购为高。

	易腐坏的商品—包括杂货、快餐、冷冻食品等。这类商品的物流调度必须非常精确，使得运送成本过于昂贵，以致价格高出地区零售商太多。

	经验性商品—买东西前，人人都喜欢先亲身体验，然后再决定是否购买。这类型的产品遍及各种领域，从肉品到衣服、汽车、房屋、家具和成药等。即使消费者可透过网络浏览许多这类型商品，但到最后采购时，还是非得亲自尝试不可。

	一时兴起购买或可“立即享用”的产品—是指想到即买、即用的物品，这类商品多放在超市结账柜台附近，像糖果、杂志、周刊等。



尝试打进这类市场的电子商务先驱，宣称他们的目标是除去这些产业中既存的种种“无效率”。然而当他们宣示此意图时，从未想过市场既存之实体竞争者，早已惨烈地拼斗数十年了，要是在营运上毫无效率可言，早在激烈竞争中被淘汰了。

就像所有市场都未必适合转型为在线商务一样，在线拍卖也不太可能成为最主要的商品定价机制。一度曾为大众热衷讨论的“动态议价”机制，让顾客以个人愿意支付的价格定价。就某方面来说，在e Bay或其他网站纯粹以拍卖方式订出价格的方法，曾被视为是理想的定价机制，如此可增强在线商务的吸引力。然而，真正落实这个概念的困难处则是，这套定价机制对消费者来说是相当旷日废时的，因为极少有消费者会只为比定价省几块钱，而花费数小时乃至数天竞标一项商品。同样地，价格歧视现象也很容易发生，因为当卖方更了解市场时，便可依据顾客年龄、收入、居住地等基本资料，收取不同费用，消费者也无从得知此笔交易是否划算。因为这些种种因素，使得网络另类定价机制不太可能获得普遍性的认同，不过应用在某些小众市场倒是满适合的（像是在线拍卖二手货），但绝大多数产品仍会采用固定价格机制。

总之，在线零售市场会很庞大，但不会大到涵盖一切。网络可能会取代电话或广告数据，成为研究商品信息及下订单时最具效率的方法，不过仅限适合在网络销售的商品。至于其他商品，以往行之有效的营销管道应能运作如常，虚拟零售会占一席之地，但绝不是像最初所想的完全掌控局面。


关键思维

“因特网为消费者带来了多种选择、不必在收款机前大排长龙、或价格更低的优势，是毋庸置疑的。但也有不少缺点，像是在网络上，不能摸、闻、捏、摇或感觉实品；运输费可能更高，递送不够迅速，况且目前免营业税的情形也不太可能长久。此外，有些必须试用的产品，若移到网络反而不利市场销售。”

—李伯维兹





The Future of e-Tailing　
中文



Main Idea
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Supporting Ideas

At the height of the Internet frenzy, most commentators were forecasting the imminent death of all bricks-and-mortar retailers. The experience of the last few years have provided some perspective for this point of view. Once again, very few analysts are now quite so ambitious.

What is becoming clearer now is that some products can be sold very well using the Internet while others cannot. For those products which lend themselves to Internet sales, a significant proportion of the market will most probably move online. However, there will still be plenty of goods which are not suited to Internet sales which the traditional retailers should continue to handle in the future irrespective of how widespread e-Tailing ends up becoming.

To be more specific, the products which are best suited to being sold over the Web are:


	Those products which can be delivered in digital format—software, music, videos, entertainment programs, etc.

	Those products which can be converted to a digital for mat without any loss of quality—airline tickets, car and hotel reservations, stock purchases, news, classified advertising.

	Those products which are exactly the same for every copy and which can be described by a small sample first—books, music CDs, magazines, prerecorded videos and DVDs, etc.

	Those products which have few buyers—collectibles, unusual herbs and spices, specialized instruments, etc.



The products which are unlikely to ever be sold successfully via the Web include:


	Those products which have high bulk relative to their value—such as construction materials like cement. For these products, the cost of shipping would far outweigh the cost of buying locally.

	Perishable goods—including groceries, fast food, frozen foods, etc. For these products, the logistics of shipping and delivery need to so precise shipping becomes exorbitantly expensive—pushing costs to well above what local merchants can offer.

	Experience goods—where people like to touch and feel the products before deciding whether or not to buy. These types of goods will run the entire spectrum from meat through to clothing, automobiles, houses, furniture and prescription drugs. For many of these goods, consumers may look at options via the Internet but their final buying decisions are made in person.

	Products which are impulse purchases or "immediate gratification" goods—which are purchased on a whim for immediate use. This includes all the items normally located near the checkout counter at a supermarket: candy, magazines, tabloids, etc.



A number of early e-commerce pioneers have already attempted to penetrate many of these markets with the stated objective to remove many of the "inefficiencies" that existed within these industries. None of these stated intentions, however, took into account the fact all of these marketplaces have seen bricks-and-mortar competitors slugging it out for decades. This competition has already reduced any operating inefficiencies quite significantly.

In just the same way as not all markets will be suited to online commerce, online auctions are unlikely to come to dominate as a pricing mechanism for goods. At one time, there was much talk of "dynamic pricing" which would allow each customer to specify the price they are willing to pay. In some ways, the pure auction method of determining prices as available at e Bay and elsewhere were held up as ideal pricing mechanisms which would add to the allure of online commerce. The problem with this concept in practice, however, is that it becomes an inefficient use of the consumer's time. Very few consumers will want to spend hours or even days bidding on an item only to save a few dollars over a posted fixed price. Similarly, it becomes very easy for price discrimination to occur—where the seller will have a deeper knowledge of the marketplace and will use that knowledge to charge high prices to some people and low prices to others based on their demographics. In those circumstances, consumers won't know whether or not they are getting a good deal. For this and other reasons, the alternative pricing mechanisms available through the Internet are unlikely to ever gain widespread approval. There will be some niche applications which make sense—like the online auctioning of second-hand goods—but for the vast majority of products, the fixed price mechanism will prevail.

In total, online retailing will be big, but not all encompassing. The Internet may get used to replace the telephone or advertising materials as the most efficient way to learn about goods and place orders, but that will only be for those products which are suited to Web-based sales. For all other products, the tried-and-true marketing channels should continue to operate just fine. Virtual retailing will be significant but not as totally dominant as first thought.


Key Thoughts

"Indisputably, the Internet does provide some advantages to consumers: a large selection, no lines at the register, and perhaps lower costs. Yet there are also many disadvantages. You cannot touch, smell, squeeze, shake or feel products on the Internet. Transportation costs are likely to be higher, delivery less immediate, and its current status as a sales-tax-free haven is likely to be short-lived. Also, some products are best sold with a hands-on demonstration, and a move to Internet sales could endanger the functioning of these markets."

—Stan Liebowitz





似是而非的价值利润论与因特网　
英文



主要观念

[image: no011-28C-]


支持概念

大概人人都同意因特网将创造价值，甚至还有些人主张，网络是有史以来最大的价值创造者。真正的问题却是，网络所产生的附加价值，是归给消费者还是生产者？这的确有待观察。但在考虑这项课题时，有三项经济原则是值得大家牢记在心的：

1．能创造巨额价值，不见得会自动获得巨额收益。

经济学有项称为“钻石-饮水吊诡”（diamond-water paradox）的分析。这项分析的要点是：维持人体一天生命所需的水量，是极其有价值的，但多出来的水就没什么附加价值了。但往往水的供给量非常庞大，且多于需求。

这个道理在因特网同样也能成立。电子商务的高效率且可创造价值，是毫无疑问的，然而网络的总体价值，须依赖使用人口的普及性。当网络取得愈发容易时，可能就会造成与饮水供应的类似情形，那就是生产者很难再藉卖水获取大量利益，最终或许可证明，任何人都很难再藉由贩卖网络递送的产品和服务，获得平均水平以上的利润，其中可能涉及“似是而非的价值利润论”。

2．竞争的结果总是导致利润降低。网络的进入门槛比同质实体市场低，所以网络公司不太可能会有高获利。

如果有网络公司可获得超高利润，势必无法阻止其他新公司经营相同业务。过去如此，现在也没任何理由认为电子商务会有所不同。健全的竞争环境降低了产业的售价与利润。

传统的解决办法是，某些政府特许独占，通常藉执照许可或造成其他类型的进入门槛。这些方法可能是在建立新域名时加上限制条件，或是需要政府核可才能进行网络金融交易。实际限制形式可能不一而足，但从过去历史看来，限制必定会出现。

最可能的情形是，当意图排除网络竞争动作出现时，会将其包裹在“政治正确”的语汇里，看起来像是替消费者着想，或伪装成最低质量标准，或需要某个准官方团体核准，或干脆就设定标准，使消费者更难以比价。网络商业获利的前景，端视这些限制是否实施而定。

3．多数网络零售业者的附加价值非常低，这暗示长期获利空间将会非常小。

由于网络商家不需维持实体店面，因此多数人认为成本会较低，获利会高于平均值。然而，这个结论并未考虑在线竞争环境。

若所有网络公司都有类似的成本减低经验，那么获利空间会是下降而非提高。因为获利空间通常是以附加价值的高低及投资报酬率决定，而非竞争优势。举例来说，大家都知道食品杂货连锁店的获利空间低到只剩下1%或2%，原因并非如业界所说是竞争者太多之故，而是因为业者做的，只是帮那些已从制造过程中获取大多附加价值的生产公司作配销工作而已。

大家以为小额投资就可开设网络公司，这必然只会导致获利空间更低。换句话说，超高的投资报酬将会继续吸引更多资金，直到报酬率不再高于平均值。无止境的竞争，必定迫使报酬率只落在刚好能合理化投资行为的区间。

总而言之，“网络商业利润丰厚”的前景，在最好状况下，充其量只是幻影，最坏则会变成创投业者的营销手法。在现实世界，便利商店和量贩卖场可并存，而创设时的投资则决定个别商业类型的获利能力，而非获利率。同样的，在线零售业者也会和实体零售商并存，顾客自己会做出两者间的区隔，有些人喜欢上网购物，有些则偏好亲自采购。竞争大多发生在相同市场区隔内的公司，而非不同区隔。如果只由开办和营运所需资金来决定获利率，两者的投资报酬率应该差不多。


关键思维

“因特网将创造大量价值，这点毫无争议。但到底是谁能得到这些价值，就不是那么容易预测了。”

—李伯维兹

“我不是说：‘不可能有任何零售商的报酬会比同行还高。’但执行绩效必有差异，即使是竞争激烈的产业，总有公司能享有较高的报酬率。这是为了简化竞争力模型，所以忽略利润差异，但若把这些经济模型当成实际情形，就是错的。有家公司能提供消费者物超所值的产品，且把成本压得比同行更低，或有潜在竞争者难以仿效的利基点，就能享受高水平的报酬率，事实往往也是如此。”

—李伯维兹





The Value-Profit Paradox and the Internet　
中文



Main Idea
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Supporting Ideas

Just about everyone agrees the Internet will create value. Some have even gone so far as to suggest it will be the greatest creation of value in the history. The real question is whether that added value will accrue to the consumer or to producers. That still remains to be seen, but three economic principles are worth keeping in mind when considering this issue:

1．Great profits are not automatically derived from creating great value.

In economics, there is an analysis known as the diamond-water paradox. The essence of this is the first few gallons of water needed to sustain life each day are exceptionally valuable, but additional supplies of water have very low added value. At the same time, the supply of water is enormous, outstripping demand most of the time.

The same is true for the Internet. Without doubt, e-commerce will be highly efficient and will create value. That total value, however, will be dependent on the Internet being available to so many people. The very abundance of Internet access, in turn, may create a situation like water supplies. In just the same way as it is difficult for producers to make large profits by selling water, it may ultimately prove to be very difficult for anyone to generate above-average profits by selling Internet delivered products and services. There may be a value-profit paradox involved.

2．Competition always results in lower profits. The Internet is expected to have lower entry barriers than most bricks-and-mortar equivalent markets. Therefore, it would be unlikely an Internet business would be highly profitable.

If any company doing business on the Internet generates exceptional profits, there is nothing to stop a new company starting and doing the same. This has always been the case, and there is no rational reason to expect e-commerce to be any different. A healthy level of competition reduces prices and profits within an industry.

To offset this, the conventional approach has been to try and secure some type of government-granted monopoly status. This is usually in the form of licensing or other types of entry barriers. Perhaps restrictions will be placed on the creation of new Web domain names, or government approval may be needed to conduct Web-based financial transactions. The actual form these restrictions may take is varied, but they have always appeared before throughout history.

Most likely, the competition-reducing activities on the Internet (when they appear) will be couched in politically correct terminology to make it appear like they are consumer friendly. Perhaps they will come in the guise of minimum quality standards or requiring a seal of approval from some quasi-government group. Or they may simply be in the form of setting standards that make it more difficult to do comparison shopping. The future of Internet business profitability will rest or fall on their arrival.

3．Most Internet retailers have very low value-added—suggesting long-term margins will be very small.

Since Internet businesses do not need to maintain a bricks-and-mortar storefront, most people logically assume they will have lower costs and above-average profits. This conclusion, however, fails to take into account the online competitive environment.

If all other Internet companies experience similar reductions in costs, margins will fall rather than increase. This is because margins are usually determined by the amount of value-added and the amount of investment required per dollar of sales rather than competitive advantage. For example, grocery chains are famous for having small profit margins of one or two percent. This is not because there are so many competitors (as the industry would have you believe) but because the grocery store is simply distributing products for other companies who have already created and captured most of the value-added.

Internet businesses should require less investment per dollar of sales to get started. That must logically translate, in turn, to lower margins. Or put another way, an exceptionally high return on investment will continue to attract additional investment dollars until such time as the returns are no longer above average. Unrestricted competition always forces profitability to find a level of return that is barely adequate to justify the investments made.

Bottom line, the prospect of Internet commerce being hugely profitable is a mirage at best and a marketing ploy for venture capital at worst. In the real world, both convenience stores and discount warehouses exist side-by-side. The profitability of each type of business is determined by the investment required to establish them, not by their respective profit margins. In like fashion, online retailers will exist side-by-side with bricks-and-mortar retailers. Customers will naturally segment themselves—some will prefer the Internet retailers and others will still prefer shopping in person. Competition will occur largely between companies in each segment rather than across the segment boundaries. The investment returns in both will be similar with margins dependent solely on the amount of investment required for establishment and operation.


Key Thoughts

"The Internet is going to create great value. That is not in dispute. Who gets that value, however, is not so easy to predict."

—Stan Liebowitz

"This is not to say that some Internet retailers will not have higher returns than others. There is always some variation in performance, and even in competitive industries, some companies earn above-normal returns. It is a simplification of the competitive model that variations in profits are assumed away, and it is a mistake to take those economic models too literally. Companies that have figured out how to give consumers the most bang for the buck, how to lower their costs below those of other companies in their industry, or how to find a niche that is difficult for potential competitors to imitate will earn above-normal returns, as has always been the case."

—Stan Liebowitz





网络广告的未来　
英文



主要观念
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支持概念

因特网开始风行前，Compu Serve、Prodigy、Genie和美国在线，都是以每月收取会费作为收入，所以最初网站出现时，是采用订阅制。但这种方式不为网络用户所欢迎，所以由雅虎带头的一些网站，开始免费提供信息并刊登广告。这与无线电视台的商业模式无异，免费提供大家想要的东西，然后再向广告主收取广告刊登或商品销售费用。

然而靠广告支持的网站，实际面临下列各项问题：


	电视台成立资金非常高，但成立新网站则不多。不久就出现了成千上万的网站，争食同一块广告大饼。

	以浏览时数来计算，网络的阅听人规模远不如电视。换句话说，就是看电视的人多，用网络的人少。平均而言，一般人每天看电视4小时，上网30分钟。这表示在线广告的费率应比电视广告低。

	网络广告很容易避开，这又再次减低潜在价值。相较之下，电视广告更具侵犯性，所以效果大得多。

	广告主的预算是固定的。花在网络广告上的金额是来自于原先分配给其他媒体的广告预算。



将这些问题合并考虑，意指网络广告将永远排在其他形式广告之后。基于这个理由，要预估网络广告最终营收是多少，将是非常困难的。2000年时，花在网络广告的金额约为80亿美元，2005年时可能会成长至100亿-160亿美元。

请记住160亿美元只是乐观估计的数字，而且还是其他形式广告的四倍，再假定广告主的行动是出于理性，所以会期待看到成效而不是把钞票丢进黑洞，结果就更明显了，将不会有足够的广告金额来支持所有需要广告收入的内容提供商。换句话说，对在线企业而言，以广告资助内容的广播电视商业模式，长期来看并不可行。除非人们上网时数出现戏剧性激增，否则就经济学眼光来看，这种商业模式对网络根本不合理。

或许将来会有“杀手级应用软件”出现，提供顾客留在在线更久的诱因。或许下一代移动电话会增加大家花在在线的时间，或是电视开始透过因特网来播送节目。

所以，如果没有足够的广告收入维持，网络公司能找到更好的商业模式吗？纯订阅和纯广告似乎都不可行。要寻找可行的替代模式，经营报章杂志的商业模式似乎提供了最佳方向。杂志可以完全依赖订费或者完全依赖广告，然而大多数杂志会选择采用这两者的混合—部分营收来自定义费，部分营收来自广告。

在线内容提供商采用这种商业模式的主要优势，在可分散收入来源，就好像每种杂志各有偏好的营收模式，每个网站也可决定订费高低，以及广告资助的内容为何。这种混合模式可以配合网络用户数的成长，或是新用途的出现而调整。这种弹性作法对公司的成长可能极为重要。

部分订阅/部分广告的商业模式，同时也可让网络公司在优于其他广告媒体的地方，收取更合理的费用。对于分类广告这个180亿美元的市场，网络是极佳的媒体，网络可以精确追踪广告的有效性。网络远比其他媒体更能精确地区隔顾客，同时还可以把广告送到最适合的顾客面前。混合性商业模式还可弹性计费，依照广告服务的价值来收取不同费用。


关键思维

“如果没有某种重要的新活动，我们很难看出有任何诱因，会让大家愿意花远比现在更多的时间在网上浏览。同时也很难看出这些新增的上网时间会从何而来。一般成年人每天看电视4小时，听广播2小时，睡眠8小时，工作8小时，再花1小时阅读报纸、杂志，然后大概再花点时间在其他活动上，例如用餐。”

—李伯维兹

“结论是纯广告模式根本不可行，想以广告作为唯一营收来源的网站，绝对无法产生足够的价值。订阅和广告收入的组合似乎可以取代纯广告，成为因特网的营收模式，因为双重营收系统具有许多优点。除了有着重重保障的电视市场，我们很难再找到还有任何市场是完全依赖广告生存的。过去经验提供关于未来的重要信息，向来皆是如此。”

—李伯维兹

“对于难以达到收支平衡的网站，救赎之法不太可能来自更多的广告营收。相反地，他们应该利用收取小额的订阅费来测试市场，看看是否能维持。订阅费应是未来营收成长的来源。”

—李伯维兹





The Future of Advertising on the Net　
中文



Main Idea
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Supporting Ideas

Before the Internet really started, Compu Serve, Prodigy, Genie and AOL were subscription services deriving revenues from monthly fees. Therefore, when the first Internet sites started getting developed, it was assumed the same subscription approach would continue to be used. This was unpopular with Internet users, so Web sites (led by Yahoo! ) started to give away information for free and include advertising. The business model being used here was the same as that used by broadcast TV—give away the stuff people want and charge advertisers for using your Web site to sell their products.

There are, however, some practical problems with having an advertising supported Web site:


	Whereas it was (and still is) expensive to set up a television station, it is very simple to set up a new Web site. Very quickly, there were many thousands of Web sites clamoring for the same advertising dollars.

	When measured by viewing hours, the Internet audience size is substantially smaller than that of television. In other words, more people watch television than use the Internet. The average person watches four hours of TV daily while using the Internet for about 30-minutes a day. That means online advertising rates should be lower than TV advertising rates.

	Internet advertising is very easy to avoid. Again, this detracts from its potential value. By comparison, television ads are far more intrusive—and therefore far more effective.

	Advertisers have fixed budgets. Any money spent on Internet advertising has to come from budgets that were earmarked for spending in other media.



When taken together, all of these factors mean Internet advertising will always play second fiddle to other forms of advertising. And for that reason, it is exceptionally difficult to try and forecast what the Internet's advertising revenues will ultimately be. In 2000, around$8 billion was spent on Internet advertising. It is likely they will rise to $10-$16 billion by 2005.

Keeping in mind the fact the optimistic estimate of$16 billion is four times the equivalent cost of other forms of advertising, and assuming advertisers act rationally and expect results from their advertising rather than continuing to throw money down a black hole, it becomes clear there won't be enough advertising dollars available to support all the content providers who need that revenue. In other words, the broadcast TV model of advertising supporting content just won't work out long-term for online businesses. It just won't make economic sense unless there is a dramatic upturn in the number of hours people spend online.

Perhaps a "killer application" will emerge that provides compelling reasons to stay online longer. Perhaps the next generation of cell phones will increase the time people spend online, or television may start broadcasting its programs over the Internet.

So if there won't be enough advertising revenues to go around, what is a better business model for the Internet? The pure subscription model and the pure advertising model seem unlikely to work. For clues on a viable replacement, the magazine and newspaper business models probably offer the best direction to head. Magazines can choose to be either entirely subscription-based or entirely advertising-based. Most, however, end up selecting a hybrid of the two—part of their revenues come from subscriptions and part of their revenue comes from advertising.

The main advantage in adopting this business model for online content providers is it would diversify their sources of income. Just as each magazine has its own preferred funding approach, each Web site could decide what its subscription charges will be and what its advertising content will be. This mix can be varied over time as the Internet audience grows or as new applications become available. That flexibility may become of vital importance going forward.

The part-subscription/part-advertising business model will also allow Internet companies to charge realistically for what they can do better than any other advertising media. The Internet is excellent for classified ads-an $18 billion market. Internet advertisements can also be accurately tracked for their effectiveness. And by harnessing the Internet, it becomes feasible to segment customers much more accurately than with other media. Very tightly focused targeted advertising can be delivered. A hybrid business model provides the flexibility to charge what these advertising services are worth.


Key Thoughts

"Without some major new activity, however, it is hard to know what will lead surfers to spend a great deal more time online. It is also difficult to know where this extra time spent on the Internet will come from. The typical adult watches television four hours a day, listens to the radio two hours, sleeps eight hours, works eight hours, spends an hour with newspapers and magazines, and presumably spends some time with other activities such as eating dinner."

—Stan Liebowitz

"The bottom line? An advertising-based model never made sense and was never going to generate sufficient value for all the Internet sites that intended to use it as their sole source of revenues. A combination of subscription and advertising revenues seems likely to replace pure advertising as the revenue model on the Internet because a dual revenue system has many advantages. Except for the television market, which is constrained, it is hard to find any other markets that choose to survive entirely on advertising alone. The past provides important information about the future. Always."

—Stan Liebowitz

"For Web sites having difficulty making ends meet, their salvation is not likely to come from additional advertising revenues. Instead, they should test the water with small subscription fees and see if they can sustain them. Subscription fees are where the great revenue increases are likely to come from in the future. Indeed, they are where revenue increases are going to have to come from—if they come at all."

—Stan Liebowitz





著作权的经济学与因特网　
英文



主要观念
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支持概念

关于著作物的数字重制和散播，人人看法不同，Napster一案即是明显的例子。


“要让经济诱因适当运作，财产权必须要能保障资本资产的权利。目前，录音和音乐创作的著作权所有人之财产权，已遭受严重的经济伤害。在目前和即将来临的处境看来，这个产业根本没出路。除非能采取一些具实质意义的做法来响应这个问题，否则整个产业都危在旦夕。”

—葛林斯班



1983年10月25日，参议院司法小组下委员会“专利、著作权、商标”听证会证词

有趣的是，当初录音、录像和影印等科技推广到大众市场时，也有人提出相同的悲观论调。然而历史证明，这些科技都未严重伤害著作权持有人。到了因特网时代情形就不同了吗？


“著作权所有人的最大威胁永远是来自有组织、大规模的盗版。艺术创作的数字化和因特网的普遍性，有可能使原本无组织的违法者组织起来，使得盗版比以前更便宜、更容易，也更普及。这让目前的盗版危机远甚于之前的录像、录音‘危机’，迫使大家更认真检视这些课题，即便看来只像是著作权人经常在大玩‘狼来了’的把戏。”

—李伯维兹



若要理性地分析这些课题，就必先了解以下两个重要观念：


	间接收费—在某些情况下，著作权人会预期某些难以避免的非法复制，而对原版作品收取更高的费用。例如学术期刊的出版商向图书馆收取的费用高于个人订户，因为这些出版商可想见图书馆的期刊会被大量影印。

	数字权管理—这是在数字电子媒体中插入特殊代码的防盗科技。除非先支付某笔指定费用，否则这个代码可防止产品被非法复制。费用或许会是“看多少，收多少”（pay-as-you-go）的计费方式、复制附加费，或著作权人在制作传播媒体时，指定的微额付款方式。



个案研究：Napster

Napster是使用由一个少年尚，范宁（Shawn Fanning）撰写的计算机程序所建立起来的网络﹙详见《媒体新势力》，商智文化出版﹚。Napster提供使用者搜寻歌曲（MP3格式，接近CD音质）的能力，并可找到其他愿意且也能分享此类档案的计算机用户。这被称为“点对点”（peer-to-peer）的网络，意思是一台计算机可直接传输档案给另一台计算机，不必经由文件服务器的中介或管制。Napster所提供的只是一个用来撮合寻找歌曲和歌曲提供者的中央服务器。随着Napster大受欢迎，著作权人（也就是唱片公司）开始采取法律行动，试图让Napster关门。

在法庭上，唱片公司声称Napster严重损害公司的营收。更明确地说，这些唱片公司指称因计算机用户现在可以透过Napster免费下载歌曲，所以购买CD的意愿变低。而所提出的一些统计证据似乎显示有此可能性。法庭裁决著作权人胜诉，命令Napster关闭网络、停止营运。

表面看来，著作权人似乎大获全胜，然而仍有许多继起者从Napster的余烬中兴起。一无例外，这些“更新、更好”的服务（如Bearshare，Limewire，Audio Galaxy和Morpheus）都是纯“点对点”系统。原先Napster还扮演搜寻歌曲的中介者，到了第二代系统全都摒弃了中央服务器，让用户直接到别人的计算机里去找档案。这之后的实际后果是，在Napster一案中还有公司可控告，但到了后继者，既没公司总部，也找不到指控侵权的对象。

所以事后看来，我们或可说，唱片公司击垮Napster的结果，就像是搬砖头砸自己的脚。著作权所有人只想把Napster置之死地，不曾想过把它转化成一个更尊重著作权的系统，以致今想以法律压制变得非常、非常困难。如果能多点远见，少些不假思索的神经反应，对于所有想以数字格式销售音乐、电影或文字作品的人而言，Napster倒是可以成为庞大的生财工具。

如何能把Napster转变成唱片业的成长动力？稳固的经济理论提出了几种可能性：

1．因预期创作物会被翻拷，故著作权人可以预先调高原版品的售价。

也就是说，应用间接收费的概念，唱片公司可以弥补部分或全部原本可创造出的附加价值。如果允许购买者随意拷贝CD并与亲友分享，那么原版CD就具有很高的感知价值（perceived value）。最后著作权人究竟赚得更多或更少得视实际状况而定，但比起完全错失这种可能性，这必定是更合理的方法。

2．可以把Napster转化成营收来源，透过某种在线版的著作权交换中心（Copyright Clearance Center）来分配收入。

换句话说，Napster可以收取高昂的广告费，然后按歌曲吸引人潮的比例，将收入分配给著作权所有人。

3．可以用Napster来分送已内建数字权管理机制的档案。

实际上，这表示Napster已经帮了唱片公司一个大忙，把档案送到消费大众手中，让他们先试听。如果决定购买歌曲（例如自行刻录成CD），使用者必须先缴纳指定的费用才能解开档案。

4．可以将Napster转变成“积点制”。消费者购买原版产品可以得到积点，然后他们可使用积点在Napster下载其他歌曲。

如果Napster规定使用者上传多少档案，才能下载同等数目标文件，如此或许会提高人们购买原版产品的意愿。Napster的使用者会愿意花更多的钱来购买原版CD，以期得到积点。如果再在录音中加进内嵌码，使得用户必须从原版产品转文件，而不能从拷贝中进行多次翻拷，这整个系统即可平衡、维持，甚至增加著作权人的收入。

5．可以对用于制作拷贝的材料征税，然后将所得分配给著作权人。

最后这个选项对本案较不理想，因为被征税的材料（空白光盘或可擦写光盘）还有许多不涉及侵犯著作权的合法用途。从纯经济学观点来看，这是一个低效率的解决方案，但在政治上或许较能被接受。

然而，Napster已被法院下令关闭，到头来所有这些可能性都只是学术探讨。取而代之的是更难驾驭的新一代“点对点”网络。只有时间才能告诉我们，唱片公司和其他著作权人将来准备怎么做，及他们是否杀了会下金蛋的鹅。



The Economics of Copyright and the Internet　
中文



Main Idea
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Supporting Ideas

Everyone has an opinion about the digital reproduction and distribution of copyrighted materials, as personified by Napster.


"For economic incentives to work appropriately, property rights must protect the rights of capital assets. At present, severe economic damage is being done to the property rights of owners of copyrights in sound recordings and musical compositions. Under present and emerging conditions, the industry simply has no out. Unless something meaningful is done to respond to the problem, the industry itself is at risk."

—Alan Greenspan, testimony before the Senate



Judiciary Subcommittee on Patents, Copyrights and Trademarks held on October 25, 1983

Interestingly, these same doom-and-gloom scenarios were also raised when consumer technology became widely available that made audio taping, videotaping and photocopying accessible. Yet history shows none of these technologies seriously harmed copyright holders. Is the Internet a different case altogether?


"The greatest threat to copyright owners has always come from organized, large-scale unauthorized copying. The digitizing of artistic works and the ubiquity of the Internet have brought with them the increasing potential to organize what would otherwise be unorganized, making pirating cheaper, easier and more widespread than ever before. This is what makes the current copying crisis more significant than the 'crises' of video-and audio taping and should cause a serious examination of the issues even if copyright owners have cried wolf often in the past, as history shows they have."

—Stan Liebowitz



To analyze these issues rationally, it is necessary to understand two key concepts:


	Indirect appropriability—under certain conditions, copyright owner scan charge more for their originals in anticipation that some unauthorized copying will take place. For example, journal publishers charge libraries more for a subscription than they charge individuals because there is the expectation the library copies will be extensively photocopied.

	Digital rights management—a copy protection technology which works by inserting a code in digital electronic materials. This code prevents further copies being created unless some specified payment has been made. This may be pay-as-you-go pricing, a copying surcharge or any other type of micropayment the copyright owner has specified when creating the material.



Case Study—Napster

Napster was based on a computer program created by a teenager (Shawn Fanning) which provided users with the ability to search for songs in near-CD quality (MP3 format) and to identify other computer owners willing and able to share these files. This is known as a "peer-to-peer" type of network, where one computer sent the files directly to another. All Napster provided was a centralized server which matched up the requests and the sources. As Napster grew in popularity, the copyright owners (the record companies) took legal action to try and close Napster down.

In court, the record companies argued Napster had a detrimental impact on their ability to generate revenue. Specifically, it was alleged computer users were less likely to purchase music CDs because there was the option to download the songs for free via Napster. Some statistical evidence was presented which seemed to indicate this was a possibility. The court found in favor of the copyright holders, and ordered that Napster be dismantled and cease operations.

While this would appear to be a clear-cut victory for the copyright holders, a number of successors have arisen from the Napster ashes. Without exception, all of these "new and improved" services—Bearshare, Limewire, Audio Galaxy and Morpheus—are pure peer-to-peer systems. Whereas Napster acted as an intermediary in the search for songs, these second generation systems forgo a central server and allow users to search for the files they want on other people's computers. That has a very practical consequence. In Napster's case, there was a company that could be prosecuted. With its successors, there is no central office and therefore nobody to prosecute for alleged breach of copyright.

Thus, it is reasonably easy to conclude that at a later stage, the closing down of Napster by the record companies may appear like the industry was shooting itself in the foot. Instead of converting Napster into a more copyright-friendly system, the copyright owners have now made their enforcement actions much, much harder. With a little more foresight rather than a knee-jerk reaction, Napster could have become a huge boost for anyone wanting to sell audio, video or written materials in digital format.

How could Napster have been converted into a growth engine for the recording industry? There are several possibilities thrown up by sound economic theory:

1．The copyright owners could have started charging higher prices for the originals in anticipation that other copies would be made of these works.

That is, by applying the concept of indirect appropriability, the record companies could have captured part or all of the added value which would have been created. If purchasers were permitted to copy music CDs at will and share those materials with their friends and associates, the original copy has a much higher perceived value. Whether the copyright holder ends up being better off or worse off would depend on the actual circumstances but certainly this would be a more rationale approach than missing out on this possibility altogether.

2．Napster could have been converted into a revenue generator with the funds being distributed through the online equivalent of the Copyright Clearance Center.

In other words, Napster could have charged substantial advertising revenues and these funds could then be distributed proportionately to the owners of the copyrighted materials which attract the visitors.

3．Napster could have been used to distribute files which have digital rights management built in.

In effect, this would mean Napster serves a good purpose by getting the files out into the hands of the people and allowing them to sample the materials. If they then choose to make their own copies of the songs (for example, by burning them on a CD) the new user would need to pay a prescribed fee to unlock the file.

4．Napster could have been converted into a system where original material purchasers get "credits" they can use to download other songs.

If Napster were to bring in a rule which stated the number of files downloaded had to match the number of files up loaded, people may have been willing to pay more for their original materials. Napster users would have been willing to pay more for their purchases of bona fide music CDs in anticipation of generating credits. If this had been combined with an embedded code within recordings so that copies could be made only from an original rather than from another copy, the whole system could be balanced, preserving and even enhancing the cash flows to the copyright holders.

5．A tax could be placed on the materials used in making copies, with the revenue being distributed to the copyright holders.

This last option is less than ideal in this case as the materials which can be taxed—blank CDs and rewriteable CDs—have many other legitimate uses which do not involve copyright infringement. From a pure economics viewpoint, this is an inefficient solution, but it may have been politically acceptable.

At the end of the day, however, all these possibilities are only academic now since Napster has been shut down by court order. In its place have arisen a new generation of peer-to-peer networks which will be far more difficult to tame. Time will tell how the record companies and others will do in the future, and whether they killed the metaphorical goose that could have laid them a golden egg.


Key Thoughts

"In the not too distant future, digital rights management (DRM) technology should allow copyright owners to reduce large-scale unauthorized copying. The Internet, as has been the case for many other technologies, should be a boon, not a blight, to record companies and copyright owners once they learn to use it effectively. It provides a wonderful improvement in distribution. Internet distribution should largely destroy bricks-and-mortar record stores, and when it does, the old distribution methodology will seem as primitive as horses and buggies seem today. DRM is likely to be a useful tool in this process."

—Stan Liebowitz

"Even though the Internet-stock collapse has brought forth a resurgence of Internet skepticism, a logical framework to replace the previous thinking about Internet business strategy has yet to take hold. Companies still need to determine how to incorporate the Internet into their business models. Even with so many of the first generation of Internet companies crashing and burning, and with Internet stock market valuations now so much reduced, the Internet is going to be an important tool, and business managers need to understand the economic forces at work in Internet-based markets."

—Stan Liebowitz

"The Internet is likely to change many lives and provide a great deal of new wealth to society—but that doesn't necessarily lead to above-normal profits for those who invest in Internet activities, whether the investors are companies or individuals. The idea that large technological advances must be accompanied by above-normal profits for companies wise enough to invest in these markets is not a law of economics. The optimists correctly point to the large and growing demand in such markets. But one ignores the forthcoming supply at one's peril. As has always been the case, an understanding of the interaction of supply and demand is critical to truly understanding how any market, even a high-tech market, will play out. In the long run, free entry into Internet markets can be expected to keep profits down, and in the short run, profits may be below average if there is over investment by companies erroneously believing that any growing industry must throw off great profits."

—Stan Liebowitz

"Old-time competitive industries are usually very good at what they do, and starry-eyed, well-funded newcomers fresh from MBA programs are unlikely to be able to compete, either in the knowledge they bring or in overall competence. Lack of respect for established players and business methods was a major shortcoming of Internet start-ups."

—Stan Liebowitz

"Although the economic forces haven't changed, the understanding of how these forces will act to shape the Internet and commerce on the Internet is still quite incomplete."

—Stan Liebowitz

"The overriding myth of the Internet frenzy was that the laws of supply and demand did not apply to the Internet. My goal is to have illustrated that economic laws transcend changes in technology. I would go as far as to say they will apply to all markets at all times. Even economists can get carried away with trendy ideas and forget to use scientific methods in judging theories. There is a lesson here because the abandonment of sound economic principles in favor of faddish impulses has the potential to cause great damage to the economy."

—Stan Liebowitz




延伸阅读

指引存活于网络时代的关键《由外向内思考》

李伯维兹认为：“当我们以为科技能改变那些人为意识创造出来的力量时，只是狂妄自大的心态在作祟。”

IBM公司因特网科技副总裁约翰·派崔克（John Patrick）在其最新著作《由外向内思考》（Net Attitude，商智文化出版）中早就有感而发：“我看到科技变得无比重要，但心态因素却显得最不重要。”

所以你会看到二十一世纪的奇异信用公司，转账证明仍少不了传真机，大通银行现在还使用名册索引，联合航空在网上的里程累计要六周才能完成，雀巢的咖啡胶囊只能用电话订购，飞利浦照明的网站讨论区要顾客以电话询问，惠普、摩托罗拉的服务只在周一至周五，朝九晚五的时间，晚上十二点造访美国航空网站，首页是“例行保养中”。

随着世人更理性看待因特网，人们已不会将因特网视为革命，但因特网将逐步改变现今商业模式，却是不争的事实，最显而易见的，就是客户可以更快速度靠近企业，但是企业做好迎接客户的准备了吗？

《由外向内思考》作者约翰·派崔克指出，现在许多公司的网络思考是“由内而外”，至多把顾客看成是资源，最糟的是看成敌人、竞争对手，以致未蒙其利，先受其害。

什么是网络心态，很难描述，碰到了就知道；网络思维是一种外部导向思考，是思维全球化、行动本土化的能力。由外而内，全然的大众、顾客取向，不是单方面的交易赢家，而是各取所需、互蒙其利。要克服领导者的“管理问题”，最终动力都来自全然翻新的心态，而非技术。

《由外向内思考》以深入浅出的方式，带领读者了解因特网的未来走势外，并提醒读者，要打造成功的电子商业除了必须洞悉新一代因特网能做到什么，网络策略必须深植于组织结构、公司文化与作业制度、内建或委外所有最新技术的健全科技规划外，更重要的是对网络须有正确的态度—网络心态，将“新一代”的态度渗入组织，包括在公司、大学、医院或政府各层面的管理中，以新的行为方式来符合所有顾客与日俱增的期盼，才能在网络世纪中寻求发展甚至存活。


作者简介


《由外向内思考—电子商务的逆向操作》（Net Attitude）


约翰·派崔克（John R. Patrick）


IBM公司因特网科技副总裁兼任因特网科技长，是IBM公司资深经营团队成员，也是率先以因特网为基础发展策略并具独创力的先驱，同时是全球因特网计划（Global Internet Project）的创办人兼主席、位于麻省理工学院（MIT）的全球信息网联盟（World Wide Web Consortium, W3C）的创始成员，并担任许多因特网创投事业的顾问。

派崔克在业界地位有如思想家，《Business 2.0》称他为产业界最重要的策略心灵之一，列名《Industry Week》所选对经济成长和创新最有贡献的三十人，《Network World》亦推崇他为网络界最有影响力的二十五人之一。


响应与讨论

科特的变革思想企业经营的成败关键


黄圣峰



黄金阶梯管理顾问有限公司总经理


《大师轻松读·革新》一期中，对科特教授所提企业变革的步骤与应用有提纲挈领的介绍，笔者负责科特教授“变革课程”之执行工作，希望藉此机会与《大师轻松读》读者分享科特教授，这位世界级“领导与变革”领域权威学者的一些核心思想。

科特教授最重要的核心思想有二：

一、领导和管理是两个截然不同的概念。管理者的工作是在计划与预算、组织及人员配置、控制并解决问题，目的是为了建立秩序。领导者的工作则是确定方向、整合相关者、激励和鼓励员工，目的在产生变革。因此，变革应由领导者来执行，若交由管理者最后将难逃失败下场。

二、企业文化与长期经营绩效，两者间有着无法分割之连动性。而且文化变革是由极度耗时且复杂的八步骤流程所组成，包括：


	培养急迫感

	成立联合领导团队

	构思愿景和策略

	传达愿景

	授权员工行动

	追求能创造短期成功的计划

	累积成功、建立变革动力

	改变企业文化



企业进行改革时，若并未依照上述的八个步骤逐一执行，成功机会将会是微乎其微的。

当企业员工愿意参与变革，是基于“目睹—感受—改变”而非“分析—思考—改变”的过程时，变革才有成功的可能。反观目前知识工作者所处环境中，企业的“变革”要求往往被许多员工视为老生常谈，或采取教育训练的方式进行，只着重传递理论，最终不知所终。再再说明，企业欲影响员工在行为上有所变革，唯有让员工心态因冲击而有所改变，才能真正落实，正是所谓的“境随心转”。只有改变心中观念，才能反映到个人行为，达到变革的目的。

以往讨论经理人的管理能力时，多半着重在管理人的计划、组织、领导、控制、决策等面向。但面对变迁快速的今日，现代经理人更须具备“变革能力”，才可随时调整以因应管理上的变动，避免成为温水中被煮沸的青蛙。不过，若大多数专业经理人对变革的认识只是停留在《谁搬走了我的奶酪》的话，仍不足以胜任推动变革并付诸实行之重责大任，因此科特教授提出“变革八步骤”，的确是个让专业经理人遵循实行的最佳法则。

稳定和效率决定企业成败，在变化快速的不确定年代，无论企业、政府及社会，对专业经理人领导能力的要求将更加殷切。当企业经营环境走向自由化和全球化，企业面临的最大考验和挑战，不再是稳定与效率，而是变革的能力与速度。因此企业文化和变革，是企业经营成败的关键，然而变革不会自然发生，端赖高层主管认真且持久地推动，如此才具有真正的领导功能。
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