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重要概念

群众外包（Crowdsourcing）

科技的进步大幅削减了业余与专家之间的距离，从产品设计软件到数字摄影机，各个领域的业余爱好者、兼职工作者或入门玩家，突然有了表现舞台与交流机会，而各种产业如制药业、媒体业，都在寻找能够发挥潜在群众智慧的方法。这些劳力并非完全免费，但是跟传统的外包（outsourcing）相比还是便宜很多，这种利用群众创意来帮忙解决问题的新型态外包，则可称为群众外包（crowdsourcing）。

由唐·泰普史考特（Dan Tapscott）和安东尼·威廉斯（Anthony Williams）合着的《维基经济学》（Wikinomics，商智文化出版），正是在阐述「群众外包」的概念。许多成熟企业的问题是，当产品成功时，也增加了企业对这项产品的依赖度，结果广受欢迎的产品会日趋僵化；享受着成功的企业，可能缺乏动力去发展或运用颠覆式科技。众包就是要企业以开放的方式，尽可能广大且快速地进行研发或善用网络资源。世界上没有任何一家公司能够提供那么多背景相异的研发员工来涵盖所有的解决方案，只有愈是公开的平台，才愈有可能把这些不同背景的人集中在一起想出新的解决方案来。

黄金矿脉公司（Goldcorp, Inc.）执行长罗伯·麦克伊文（Rob McEwen）原先只是个掌管共同基金的年轻人，却意外拿下了加拿大的金矿公司。金矿业一直是个非常传统、保守秘密的行业，无论是探勘或开挖，都是秘密进行。但黄金矿脉公司却面临了旧矿源枯竭的问题，公司的地质专家找不出新的金矿。此时麦克伊文在麻省理工学院的一场会议中，从Linux的开放原始码概念中得到灵感，他决定上网公开一切。2000年3月，黄金矿脉公司的网站上公布了超过400MB以上的卫星图、地质探勘资料等等，来自全世界55个国家、超过1，000名网友参加了这个总奖金57万5，000美元的竞赛。结果，这群网络上各行各业的研发人才，找出了110个藏金点，其中有8成的藏金点都拥有为数不少的黄金，他们等于帮黄金矿脉公司发现了超过800万盎司的黄金，而黄金矿脉公司市值也从1亿美金成长为超过90亿美金的超大公司。

业余主义（Amateurism）

Amateur（业余）源于法文的「爱好者」，若非出自于喜好，一个人很难在工作之余将精力投注在业余活动上。专业与业余之间本来就没有绝对明确的区别，Web2.0的兴盛提供许多业余者展现个人功力的机会，更模糊了两者之间的界限。YouTube让大家都有机会成为节目制作人，拥有自己专属的发言频道；不支领薪酬的业余玩家供应内容给维基百科（Wikipedia），再由其它人不断更新，竟然编纂出一部空前庞大的免费在线百科全书。

众包的运作方式所依赖的并不是传统的「专家」，而是「业余爱好者」。其中一个著名的成功案例就是宝洁求助于专业的研发外包公司「意诺新」（InnoCentive），希望寻找一种新的牙膏包装技术。最后解决这个难题的并不是化学专业人士，而是一位车库发明家艾德华·麦克拉（Edward Melcarek）。宝洁想把氟化物的粉末倒进牙膏管，而不会消散在空气中；麦克拉很快就帮宝洁找到答案：将粉末导入电流，带正电的粉末颗粒将会被带负电的牙膏管吸住，而不会四处飞散。麦克拉解决这个问题获得了2万5,000美元，而宝洁的研发团队即使能够想出解决方案，恐怕也要耗费相同或甚至更多的成本。这个例子也说明愈是没有同样产业背景的业余玩家，反而能带来新概念和新气象，解决问题的成功机率愈高。



五分钟摘要





英文



所谓「群众外包」（以下简称众包）就是广征众人之力，将传统上由特定代理人（譬如某一个员工或承包商）负责的任务，公开外包给非特定的一大群人。众包使得以群众力量去完成过去仅属于少数专业人士禁脔的任务变得可能；换句话说，众包就是借用开放原始码软件项目的成功原则，将之广泛应用到企业界各个领域。


「众包有潜力能够解答人类长期以来所面临的难题。散布于广大人群之中的知识与才能十分广博，这些无价之宝我们一向无力掌握，反而任其因为苦无发挥之处而夭折。众包是一种机制，这些才能与知识可以借此送到需要运用的人手中。它点出了一个耐人寻味的问题：有没有可能人类最大问题的解决方案，其实并非还待构思而是早已存在，只不过等着我们从活跃人类网络的互动中去发掘出来？」

——豪威
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第1部分　过去众包概念是如何演变至今的？　
英文



主要观念

众包不仅可行，更是势不可挡的必然情况，之所以如此，是由4项重大发展所营造出的环境使然。这4项发展是：
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这4项发展结合在一起，给了众包这部引擎运转的燃料，并营造出真正唯才是用的环境。

支持概念

1　业余主义的复兴

从前，担任职业摄影师的收入非常优渥。要拍出高质量照片得靠昂贵的器材，因此任何人要投资于这类生财工具，都必须深思熟虑。如今，数字相机就可以拍出高画质照片，再加上一般人也可以和iStockphoto等公司往来，使得既有的态势彻底改变。

iStockphoto在网络上营销并销售照片，所出售的照片出自5万余名摄影师之手，而且这些几乎都是业余摄影师。传统图片社索取高额的照片使用费，而iStockphoto的照片很多却只收取每张1美元。该公司已经在靠众包方式来取得产品、用破坏价抢走竞争对手的市场，并借此大发利市。

业余者能够做到以往认定为专业水平的类似例子，在今天比比皆是。新型态的业余者正在崛起，这些人见识广博、学有专精、热忱投入，而且互助合作。众包打动了这群业余新血，而他们往往都具有下列特性：


	这群人最主要的动机都不是为了钱，当然如果有机会，他们也很乐意多赚点零用钱。

	这群人也是自力更生型的人，他们会将休闲时间投入于自己热中的事，也就是自己爱做的事，而非不得不做的事情。



这至少有一定程度解释了，为什么YouTube上面会有超过8,000万支影片，以及为何连「哈利波特粉丝网」这种网站上头，都会有超过4万5,000则由哈利波特迷创作的故事。这也正是为什么Etsy.com网站光是靠着帮大家买卖自制的手工艺品，就能在2008年创造出超过2,700万美元的营收。

因特网使大众得以参与其它高度专业领域的状况，也变得愈来愈普遍。举几个例子来说：


	「意诺新」是一个网络社群，由14万余名来自170余国的科学家组成。杜邦、宝洁和巴斯夫化工集团等企业会将他们内部研究团队解决不了的疑难杂症，张贴在意诺新网站上，悬赏1万到10万美元。意诺新解决了许多大家束手无策的棘手挑战，缔造辉煌的成功纪录，因此得以快速成长。

	鸟类学这个领域，也就是观察鸟类，可能看似冷门，可是到了2006年，有超过5,000万名美国人投入各式各样的野生动物观察活动。康乃尔大学鸟类学实验室在1996年进行首次鸟类普查时，有1万1,000个人投入其中。当该实验室在2007年再次举办这个活动时，有超过8万名志愿者共襄盛举，彻底超越研究人员在过去所搜集到的资料量。这是史无前例头一遭，科学家获得了多种鸟类分布与迁移模式的正确数据；而在许多案例中，业余者所搜集到的资料远远超过专家几十年下来的成果。



众包之所以行得通，有2个基本原因：


	众包所运用的是全球人才库，其中大多数人才都是以往未曾有效利用的。

	众包能够形成真正的唯才是用，评断的标准是参与者构想的优劣，而不是正规的学历。唯一的重点是最后产生的成果，而不是贡献者的背景。



2　开放原始码软件运动的兴起

所有计算机软件都是用所谓「原始码」写成的，也就是转换成0与1、告诉计算机要执行什么动作的指令。许多软件公司会将原始码视为机密，这样就只有它们能为自家软件进行升级、修正或改良。顾名思义，开放原始码就是完全开放给所有人，让大家可以看见、复制或视情况加以修改。这个观念认为，软件可以成为开放资源同时还能保有其价值，在提出之初是极具革命性的。

麻省理工学院计算机科学家理查德·史多曼在1983年因为对软件业感到失望，创办了GNU项目，志在创造对所有人开放的计算机操作系统软件，让任何人都可以引用、复制、修改，并加入自己的贡献供别人使用。GNU项目开始兴盛发展，而史多曼也在1985年成立了非营利的「自由软件基金会」来推动这个项目。

到了1991年，Unix操作系统已经几近完成，而此时芬兰计算机科学家李纳斯·托沃兹也在留言版上发文，说明自己正在写自由操作系统，欢迎大家建言应纳入哪些功能，这就是全球最成功的开放原始码软件Linux操作系统的滥觞。时至今日，Linux已经广泛运用在个人计算机、手机、数字装置和超级计算机之上。

另一个开放原始码以协同开发可用素材的榜样，就是在线百科全书「维基百科」。维基百科是由前哲学教授赖瑞·山格和富裕的创业家吉米·韦尔斯共同创办，一开始是想要开发出可以在网络上使用的免费百科全书。最初他们打算请专家来为百科全书撰稿，却因为可能旷日费事而感到挫折。后来他们突发奇想，要改用名为「维基」的简单软件；「维基」一词出自夏威夷语的「快速」，可以让大众参与撰稿、编审和复审等编写百科全书的关键工作。维基百科在2001年1月开放给所有人撰稿，在3周内就由贡献者完成了17个条目，1个月之后出现了150个新条目，而到了2001年底，维基百科已经有1万5,000个条目。如今维基百科有220万个条目，差不多是大英百科全书词条的23倍之多。

另外还有很多开放原始码项目，仿效Linux和维基百科的成功经验。美国太空总署近来就在网络上张贴「海盗号太空任务」所取得的火星影像数据库，邀请有兴趣民众来帮忙做辨识和测量影像中各种地形的例行工作。太空总署发现，这些志愿者在1个月内所完成的工作，专业的行星地质学家如果要做到同样的准确程度，通常要花上2年左右。太空总署现在会运用对此有兴趣的志工，缜密分析目前环绕火星的相机所拍摄到的数万张高分辨率影像。

美国专利局也在2007年1月宣布要推动「公众专利审查计划」，该计划在2007年6月开始试办，让民众在专利核准前针对该项专利申请案发表评论。到了2008年春天，已经有超过3万3,000人审查过22个专利申请案，发现了192个专利前案，应该在考虑是否核准专利时列入考虑。据信，扩大实施这类专利核准前的公众审查，最终不但可以让专利局为纳税人节省数百万美元税金，也让该局累积超过100万份的待审专利申请案得以更快速地审核。

这种种受到开放原始码软件启发的例子，证明了群众的力量可以广泛运用在各种面向。

3　内容制作工具的日益普及

掀起这场巨变的浪头，就是出版、电影、摄影和音乐等媒体产业。在一个又一个利基之中，大众已经可以取得便宜的器材、使用便利的软件，以及免费的销售通路，因此市面上有大量的新媒体产品在产生、营销和销售。同样的动态也广泛发生在其它各个领域，也一样将为全球商业环境带来重大改变。

在所谓「使用者自制内容」的领域中，也正在迅速形成一种全新的商业生态。这方面发展出的营运模式看来似乎相当简单（譬如Google结合YouTube、News Corp结合MySpace）：

[image: no310_19c]


在过去约10年以来，做出任何创作的成本已经巨幅下跌，举凡电影到音乐，甚至是建筑设计皆然。


	即使各种数字器材愈来愈精良，这些硬件的成本还是持续下降中。

	现在功能强大但使用简便的软件，在各个领域愈来愈普及，而许多软件的价格都很便宜或合理。

	如何更加善用这种种工具的相关信息，也愈来愈普遍。网络上充斥着免费的教学指引，只要想得到的事情几乎都有相关指引。

	来自各种不同产业的人，愈来愈懂得运用各种艺术创作科技。在过去，满怀抱负的电影创作者得按照名单寄发DVD并附上电影预告，看看有没有人会感兴趣。今天，他们只需要将影片贴到YouTube上，再免费把影片的连结用电子邮件发给大家就可以了。



几乎在每个你可以想象得到的领域中，科技都使得一切变得更便宜、更快速、更轻巧，也更容易使用。这一切所造成的综合效应，就是把创意的力量交到了群众的手中，而不是专家的手中。

在这个发展过程中，可取得销售通路的重要性不容小觑。举音乐产业为例来说，唱片公司在过去宰制着市场，因为它们会付费要电台播放它们发行的唱片，再大量运送产品给零售商，这样大众就会在听到音乐之后去买唱片。如果你想要切入市场，必须要得到唱片公司点头。今天，乐团可以把他们最棒的2到3首曲子放到网络上供人免费下载，借此赚得不错的收入。这么做是希望听众会变成死忠粉丝，而乐团也就能靠着销售下列商品赚钱：


	演唱会门票；

	T恤、连帽外套等周边商品；

	乐团的邮差包、海报、汽车贴纸等。



从很多方面来看，这和传统音乐产业的操作方式背道而驰。这些既有的音乐品牌靠着销售音乐来赚钱，这也就是为什么音乐下载服务商Napster会对他们造成如此大的威胁。聪明的乐团现在会利用网络口碑吸引乐迷，然后将乐迷的热情支持化为获利。

有个值得注意的有趣现象是，制作科技变得更为普及的现象不只是出现于数字产品。能够合成数万层金属塑料薄片制作出实体、或是使用雷射将一大块材料切割成实体的成型机目前也在研发当中。当这些成型机再搭配上免费下载的3D模型软件，大家就能做出几乎是任何想象中的东西。这些成型机目前的价格在每部1万美元左右，相当于平面电视刚问世时的价格。到了2008年，中等价位的平面电视价格已经不到1,000美元。

4　因共同兴趣而起的自发性社群日益活跃

拥有免费的内容制作工具是一项有利因素，而一大群喜爱创作的热忱业余者是另一个利多。网络使用的便捷当然也是极具价值的构件，可是真正将生命和活力注入这些组件的，则是网络社群的兴起；有了这些社群能够将群众组织起来，变成有经济效能的单位。这个临界点使得众包从「有趣现象」，变成了「不可逆转的改变力量」。

以往，社群都是按照地理界线形成的。今天，网络社群则是根据成员共同有兴趣的主题自发组成。大家聚集在一起是基于对某种事物的喜好，而且他们喜欢跟同好互动。这些社群很快就开始发挥早年只有大企业有能力担负的功能。

这并不是说传统企业即将变成明日黄花，不过它主导商业的垄断力量，在目前无疑会持续受到数字革命的攻击。简言之，时代不一样了。来看看一些有趣的现象：


	美国最多员工的私人企业不是通用汽车、IBM，也不是沃尔玛，而是「人力国际」人力派遣公司，在2008年有440万名员工。拜委外需求飞涨所赐，人力国际公司也跟着蓬勃发展。

	在许多产业里，企业的平均规模正在持续萎缩。

	惠普、生技器材商戈尔公司和威士忌等多家企业，都在积极进行决策流程的权力下放。

	曾经横阻在企业、顾客、承包商和供货商的藩篱已经逐渐瓦解。



在这些工业时代企业受到冲击的同时，网络社群则开始成长茁壮。大家蜂拥到网络社群来，形成了雪球效应。其中一个原因是，就人类的创意结晶来说，社群比较善于找出人才和评量他们的成果，这是大多数企业难以匹敌的。

网络社群之所以兴盛，有许多原因：


	网络社群是自我管制的，不必聘请高级经理人来主导。在一个社群中，最棒的构想和做法会自然浮现出来。

	社群成员是透过说服和合作来做出成果，而不是靠上面发号施令。人类在那种环境下，表现通常会比在死板的阶层体系中来得好，阶层体系会大力遏止自由思考与表达。

	单靠个人之力，将有限的空闲时间投入某项项目上，其实成效不大。然而，当10万人大量投注空闲时间到一项协同作业的社群活动上，那就形成了20万到30万个工时可供好好运用。这是一股庞大的可用资源。

	在劳雇关系中，财务奖励非常重要。但在社群环境里，别人的赞许和敬重会有更大的激励效果。社群成员也会良性竞争，因为在社群中有的是机会展现自己的专业。



有一家企业精彩示范了可以如何成功运用众包，那就是TopCoder。该公司成立于2000年3月，宗旨是要创立让程序设计师参加比赛拿奖金的网站。TopCoder靠英特尔、Google和微软等大企业的赞助来举办这些竞赛，而这些企业也透过TopCoder找到新的程序设计人才。到了2003年，大约有7万名程序设计师定期参加或浏览TopCoder每周举办的程序设计竞技。TopCoder靠着这个社群去接触美国在线（AOL）并接下案子，为其撰写3个AOL需要的软件程序。TopCoder将整个项目拆成数个模块，当作有酬的案子在它的程序设计师社群中推出。TopCoder也举办了几场竞赛，让各团队彼此竞争，看看谁能做出最杰出的模块。最后该公司将各团队做出来的程序组合起来、进行检测，然后交给客户。TopCoder只靠着2名全职员工（1名软件架构师和1名项目经理），在短短的5个多月内做出专业级的软件，而在有大量员工的传统企业里，得要超过1年的时间才能做到同样的成果。不仅如此，TopCoder的软件通过各式各样的竞争彻底除错，因此运作十分顺畅。


关键思维

「众包就是加强版的外包。」

豪威

「麻省理工学院一项针对意诺新的研究显示，如果解决问题者比较缺乏相关的专业经验，就更容易成功；换言之，化学家更适合去解决生物学的问题，反之亦然。关于这点其实没有乍看之下那么不可思议，如果宝洁的化学家有能力解决自己专业领域内的难解困境，就没有必要上意诺新贴文了。『没受过训练也就不会受制约』，这是一帖神效灵药。未受训练者最大的资产就是全新的眼光，而这再次验证了那句老生常谈：在众目睽睽之下，所有瑕疵都会一览无遗，而且很容易改正过来。」

「业余者给了众包这部引擎运转的燃料，开放原始码软件运动则为其画出发展蓝图。然而，制作方式的广为普及，才真正让群众得以参与长期受到企业垄断的过程。因此，传统认定的『消费者』说法已经渐渐变成过时的观念。」

「在数字化的生态系统之中，音乐变成了带路货，目的只不过是为了要创造更多粉丝、更多人宣传、更多人买票。大多数崭露头角的乐团并不会将非法的点对点档案分享看成是盗版行为，而是把它当成一种促销手法和通路。」

豪威

「要建立新系统，你不必跟旧的系统对抗，而是要建立能淘汰旧系统的新系统。」

巴克明斯特·富勒20世纪美国未来学家





第2部分　现在我们周遭的现况为何，众包目前的成果为何？　
英文



主要观念

在目前，众包至少呈现在4个迥异的商业环境之中：

[image: no310_31c]


从这个角度来看，显见「众包」一词只是各种活动的统称，真正使众包如此有力的，就是它的适用性和弹性。众包的适用性很高，因此可以衍生出许多应用。

支持概念

1　集体智慧的运用和应用

有几项学术研究显示，从一般大众当中找出一群背景多元的群众，表现一定优于透过某些标准（例如认为这些人比较有智慧）挑选出来、同样人数众多的人。

结果就发展出了「3个臭皮匠原理」，这个原理的精神就是「随机挑选出一群人来解决问题，表现会胜过一群最擅长解决问题的专家」。

这个原理就是集体智能概念的依据，也就是说一群人通力合作做出的决策，一定会比任何个人都来得理想。历史上最主要的集体智能型式，就是由人民投票选出政府。然而，因特网非常有效地促进了集体智慧。

集体智能主要有3种型式：


	预测或信息市场——也就是由群众挑选某种竞争中的最后赢家。民众在选前预测总统选举的当选人，或者哪部影片会赢得奥斯卡奖时，就属于这种现象。

	公告周知的解决问题行动——也就是对有潜在问题解决者的广大社群发布某个问题（众包），群众就会自行组成特案小组去处理问题。

	发想活动——基本上就是在线的脑力激荡活动，所有人都可以将任何想到的构想提出来跟人讨论，就像是网络版的意见箱。



在这3种型式的集体智能当中，有一项关键原则不断浮现，那就是最终解决问题的人，往往是那些你觉得最不可能有能力解决问题的人。换句话说，想出突破性观念的人，之前几乎都没有相关领域的经验，因此不会受到既有解决方法的影响。集体智慧采纳了非常多元的眼光来检视问题，使得眼光狭隘者所想不出的构想得以浮现出来。

那么，该如何有效运用集体智慧？简言之，必须导入某种机制以掌握和理解集体智慧。以下举出几项目前为止最有效的杰出机制：


	提供奖金奖励最棒的构想——就像意诺新提供奖金给帮忙解决各企业难题的人。在线DVD租片业者Netflix也采取类似方法，提供100万美元给任何可以让他们的影片推荐服务进步10％的人。Google也提供奖金给贡献创新构想的人。这就是众包的方式之一。

	寻求新产品构想——然后生产符合那些规格的产品。戴尔计算机就采取了这种做法，推出IdeaStorm论坛作为新的研发模式，任何人都可以提出新产品构想，以及票选他人所提构想等，这就是实际应用发想活动的范例。IBM也曾采取类似做法，在2006年举办「创新脑力激荡」大会，汇聚4万6,000个构想，然后IBM宣布将投资1亿美元，根据创新脑力激荡大会所提出的构想建立10项新事业。

	经营预测市场——就像「爱荷华电子市场」让民众对未来事件下注。玩家可以针对未来事件的结果下注，然后系统就会根据赌注计算器率，这正是信息市场付诸实践的例子。美国国防部先进研究计划署也采用类似的做法，提供100万美元的研究经费补助来寻求集体智慧的建议，预测恐怖攻击发生的机率等。其它范例还包括「好莱坞证券交易所」网站（预测电影票房）、Marketocracy模拟投资网站（投资人可以运用100万美元的虚拟筹码作为本钱来经营仿真投资组合）。



这些集体智慧机制的表现，全都比上述领域中的专家杰出。群众所能获取的数据量之多，以及成千上万人共同决策的周全和精确程度，是学有专精的专家所远远不能及的。

2　大众创意作品的制作

在大多数状况，一谈到大众创意作品，大家最先想到的都是使用者自制内容，也就是想要善用众包以创造出价值。以使用者自制内容为核心，成功建立可行事业的范例有：


	维基百科——运用使用者的贡献来撰写、编审和修改这部在线百科的条目。

	Google——结合各种来自使用者行为的元素，运用在网页搜寻排序的演算上。

	YouTube——汇集大量使用者上传的短片。

	Threadless.com——让使用者可以上传T恤的设计构想，由其它人来票选。该网站因为采用这种民主式的设计方法，在2006年创下1,700余万美元的营收。该公司每年提供超过100万美元的奖金给最成功的设计贡献者，以买下所有设计智财权。

	iStockphoto——搜集大量的影像，全都是由5万多名的业余摄影师和平面设计师提供，然后该公司会以远低于竞争对手的价格销售这些影像。该公司在2005年底被全球最大图库公司Getty Images以5,000万美元收购。iStockphoto目前在法国、日本、西班牙和德国都成立网站，更妥善服务当地市场，预计到了2012年营收将会超过2亿6,200万美元。

	Current TV——播放的节目有1/3是由观众所贡献的。这些内容是观众寄到该公司的自制短片，也是让新进人才吸引媒体界注意的绝佳管道。许多短片都达到高超的专业水平，并非猫咪弹钢琴之类的趣味短片。Current TV发现，最理想的做法是先放映类似电影预告的宣传短片，然后评估观众的反应如何。如果宣传短片大受欢迎，就会完整放映全片，而获选者可以赢得每分钟200美元到1,000美元的奖金，这样远比自制节目动辄要每分钟6万美元的制作成本来得低很多。



当然，管理大量短片或照片，和实际带领众人创作书籍、杂志文章等集体创意作品，是大不相同的。要想透过众包凝聚群众的动力创作创意作品，请参考以下经验法则：


	切记，大多数参与者可用的时间有限——这表示通常最好要把大工程分成许多可以在几分钟之内完成的小任务。如果你想的话，还可以将任务分成完工需要时间10分钟到10小时不等的项目。这样大家就可以依照各自的兴趣、投入程度和可用时间多寡，从中挑选适合自己的项目。

	你必须了解大家为什么想要参与——然后分派合适的工作以迎合他们的个人动机。每个人参与项目的理由都各不相同，因此很重要的是，一定要能提供大家各种不同的理由；这样大家就会觉得自己是因为想要参与而加入，而且所参与的事情也符合自己的喜好。



3　大量信息的过滤和组织

iStockphoto上有200万张照片，YouTube上更有800万支短片，此时最大的问题就是到底该如何加以筛选，并分出良莠。所幸，这正是群众能发挥威力的地方。不但内容可以众包完成，还可以运用群众的力量来过滤出优质内容。

这方面有个值得参考的模式，那就是美国热门的选秀节目《美国偶像》。不仅在节目上演出的未来之星就是来自群众之中，到了每一季节目的尾声，观赏该季总决赛的2,300万名观众还会投下8,000余万票来选出冠军参赛者，这样的投票数简直可以媲美2006年的美国期中选举。

现在的消费大众很习惯投票，而投票本身就是一种众包的型式。像iStockphoto这种企业，之所以会提供每张照片的评鉴和下载次数，道理就在这里。想寻找特定影像的人只要去看群众对于影像的评价，就可以找出这个分类中最棒的影像。除非是全新上传的影像，否则影像愈棒，被下载的次数就会愈多，而其它人也就可以看评价和下载次数来推知照片的好坏。

如果你要运用群众来过滤和组织内容素材时，有2项重要定律必须铭记在心：


	科幻小说作家托马斯·史特俊认为，有90％的科幻小说都不值得付梓成书，而其余的10％才是真正的好作品。如果应用史特俊定律来筛选和组织信息，就表示愈多群众参与评鉴，评鉴的结果会显得愈准确。

	雅虎的先进研发部门副总布雷德利·霍勒维茨想出了「1：10：89法则」，意思是说每100个浏览某个网站的人当中，有1个人会创作一些内容加上去，另外有10个人会参与票选他人的创作，而剩下的89个人只会浏览或消费这些创作。因此，网站的站主如果要推出大受欢迎的产品，并不需要将所有上网浏览的网友100％都转换成积极参与者，而是只要有那10％的人所进行的活动就够了。此外，那10％积极消费、评等和评论的人所做出的贡献，价值跟那1％实际贡献者一样。



史特俊定律和「1：10：89法则」的实际效果在于，如果你能营造出积极的社群，使得成员愿意热心帮忙挖掘深藏的宝藏，你就能缔造出相当惊人的成就。举例来说：


	T恤制造商Threadless使票选活动变得十分有趣，让大家乐于参与。浏览该公司网站的网友可以针对各个T恤设计构想给予评分，最低0分、最高5分，而网页上还有一个「我要买」的选项。该公司不仅让志愿者为他们创作T恤，也透过志愿者来了解该生产多少件T恤。这是个非常聪明的经营方式。

	有不少公司都会请顾客创作产品的广告，然后邀请其它人票选出最佳广告。获选者可以得到奖赏，而该公司则有了可以在美式足球超级杯播出的广告片。



英特尔公司推出了名为CoolSW的新网站，意思是「酷软件」。大家都可以上网为自己感兴趣的新创软件公司撰写简介，而其它人则可以在网站首页上票选出最酷的构想。英特尔因此为该网站吸引到不少流量、借此发现一些新的商机，也了解到哪些电子产品在未来可能会受到欢迎，有助于规划他们的产品线。

当然，凡此种种利用网站集体判断力的做法，其实都不是新点子。Google早就已经把「网页级别」整合进它的演算系统之中。实务上来说，网页级别是去计算某个网站被多少个其它网站列入连结，借以决定它的意义与重要性。Google当然还会考虑到其它变量，不过连结的数量是Google决定网站重要性的最主要指标之一。Google借由这样的方式运用了整个因特网的使用族群，把截至2008年底、超过150亿个的网页一一理出头绪，这可是人类有史以来最庞大的数据库。Google可说是运用群众力量进行集体筛选的极致范例。

4　集体资金的利用

群众力量的有效运用，不仅仅在评等，群众还可以共同投入自己的资金，共创有趣的事物。以下列举几个「群众募资」的例子：


	Kiva.org将自己定位成「世界首见的个人对个人微型贷款网站」。它透过因特网，将第三世界国家的小型企业和第一世界国家的善心出资者连结起来。Kiva在初创的前几年就募集到2,000万美元资金，借贷给11个国家的22万5,000家新创小型企业。Kiva目前的出资者人数比需要募资的项目还多，而许多国际机构也都成立了营利导向的微型贷款部门。孟加拉国经济学教授穆罕默德·尤诺斯在2006年提出用微型贷款来提振第三世界国家经济的概念，因而获得2006年的诺贝尔和平奖。Kiva采用了同样的观念，并转换成网络导向的营运模式。

	在2008年的美国总统大选中，欧巴马聪明运用了个人网站，向超过200万名小额捐款人募得了约2亿7,200万美元。有趣的是，那笔资金只是用来确保欧巴马获得民主党提名。欧巴马后来又募得更多资金用于总统选举。

	2007年4月，英国有位36岁的广告文案人员成立了一个网站叫做MyFootballClub.co.uk，它的概念很简单，站主威廉·布鲁克斯主要是想向5万个人各募集35英镑，然后用这笔资金买下一支职业足球队。到了2007年11月，该网站已经募得超过70万英镑，并且买下「艾贝斯费特联队」。如今，该网站用网络票选来决定球队的大小事务，诸如该穿什么球衣、该聘谁当教练、球团该签哪些球员等。艾贝斯费特联队于2008年5月，在温布莱球场赢得英国「足总锦标赛」冠军，创下成军80年来战绩最辉煌的一年。

	英国作家兼制片家麦特·韩森推动了一项「群众募资」的拍片计划，要开拍《一窝天使》。韩森希望向有兴趣成为天使的人各募集50美元，总计要募到200万美元。倘若有4万个人加入，韩森就能募得所需的200万美元。韩森也邀请投资人贡献剧本构想，并且决定在2套剧本中应该拍摄哪一部。最后，这部剧情长片将会在网络免费上映。

	Sellaband.com成立于2006年8月，任何乐团都可以在上面开设乐团网页并上传几首作品。然后这个网站会邀请听众去购买该乐团未来营收的股份，每股10美元；等到有乐团集资达5万美元，Sellaband就会为其找来资深制作人和混音师，进录音室为该乐团录制首张专辑。只要投资该乐团的人都可以获赠1张专辑，并且分得那张专辑未来的营收。第1个乐团大约花了10周的时间募得5万美元，而到了2008年底，Sellaband已经帮助过21个乐团在音乐产业初试啼声。



在善用群众的集体资金方面，上述构想都只是冰山一角，在未来还将会有各种各样新奇有趣的融资模式浮出水面。


关键思维

「不论你是谁，大多数最聪明的人都在替别人效命。」

比尔·乔伊　升阳计算机共同创办人

「如果说英雄所见略同（在许多情况下确实如此），那么其实就会变成单一见解。背景多元化的问题解决者会想出各种不同方式来处理问题。要想运用大众的集体智慧，就必须能深入了解群众已经知道些什么。这样的众包方式通常只需要个别贡献者投入一点时间和心力。」

「群众募资所仰赖的并非群众的知识、创意能量或判断，纯粹只是运用到他们有余裕的每一块美金、英镑或披索。而且群众募资和其它型式众包的相近之处，其实比乍看之下还要多。首先，它彻底改变了现存领域的组织型态；其次，它将握有资金的人和需要资金的人直接连结起来，拉平了原本的科层结构。同时，群众募资也运用到众包中常见的民主动力。」

豪威





第3部分　未来众包的前景以及最可能的发展为何？　
英文



主要观念

众包将会大大改变工作和创造力的本质，这点几乎是可以确定的。众包持续让过去稀少的资源变得日益丰富，而顾客所愿意购买的事物也将随之产生剧烈的改变和演化，这可能会造成相当深远的影响。

众包并非商业的万灵丹，不会是让所有商业挑战能化于无形的神奇魔药。相对地，众包善用了现今传播科技的力量来释放存在于众人之中的潜力。众包将会改变我们的做事方法。

支持概念

众包代表着与过去截然不同的制造与销售方式，而且这个现象还在萌芽阶段。想要搭上这波未来潮流，要记得下列规则：

1　挑对模式

众包不是单一策略，而是一套多样的做法。在你采取任何行动之前，必须先想清楚你要达成的目标是什么，然后去寻找达成目标的最佳途径。众包的4大基本策略是：


	善用集体智慧或群众智慧。

	运用群众进行筛选和票选。

	运用群众创造你想要销售的商品。

	利用群众的集体财务资源。



许多成功的众包项目都综合运用了上述4种做法，你不妨挑选自己需要的项目，让自己的项目发光发亮。

2　挑对群众

这点要好好下功夫。目前上网的人数超过10亿，而你大概只需要5,000位积极使用者就足以让你的营运模式顺利运作。因此，要精挑细选，用心设计你要传达的诉求，并透过适切的管道大肆宣传，这样你就能吸引到所需的群众。

3　提供正确的诱因

要了解群众是基于什么需求而同意参与，然后确实加以满足，不论是为了个人名誉、和同好互动的机会，还是习得新技能的机会等。另外，还要设置奖金作为分红。要让群众满意的关键就在于，要适度予以尊重和奖励。

4　继续提供工作机会

不要把群众当成廉价劳工，你毕竟还是需要有人把该做的事情做好。此外，要留住群众的心，关键就在于要透过持续的对话来吸引他们。要做到这点，你需要有自己的员工。

5　找到善意的指挥者

任何众包案，还是得有人负责指挥和引导。这个负责主导项目的人选必须扮演善意的指挥者，负责让让项目顺利进行。要为你的网络社群找来优秀的思想领袖。

6　力求简单

大家都很忙，如果你能让各项任务变得简单明了，而且只要花几分钟空闲时间就能完成，就会使群众更愿意贡献或参与。按照这个原则，把大工程切割成容易达成的小任务。

7　要有收到无益内容的准备

每当你请群众做贡献，就会在得到金玉之时也附带大量糟粕。你要对此作好准备，并料想到你所获得的大多都会是不符预期水平的东西，要具备处理大量数据的能力。

8　寻找璞玉

千万别费脑筋去筛选手上所有的原始素材，反而应该采取更权宜的做法。运用民主的流程，方便群众帮你从你收到的所有素材中找出璞玉。

9　社群永远是对的

虽然确实需要有人扮演决策者并让项目能顺利进行，不过千万不要忽视社群对于项目发展方向的想法，若是这样做可就愚蠢至极。你大可设法引导社群，可是如果你过度管制，最后只会落居人后而无法引领风潮，那样可就不太妙了。

10　迎合群众的需求

当个人或企业能够满足群众的需求时，众包最能发挥功效。换个角度来看，众包要成功，必须要能满足马斯洛需求理论中的最高层级，群众会因为某些心理、社交或情绪的需求获得满足而愿意参与。倘若需求没有获得满足，他们就不会参与。这对企业的意义是，它们必须扭转一般劳雇关系的观念。如果iStockphoto当初是想要把业余摄影师当作廉价人力，用以建立社群，那么绝对会失败。创办人布鲁斯·李文斯敦的想法反而是要在网络上打造一个空间，让摄影爱好者可以分享并评论彼此的作品，还有，说不定也能顺便赚点零用钱。


关键思维

「众包，特别是群众票选机制，修正了长期以来的不平等现象。文化产业长久以来都被少数人把持着，何况从这票人所制作的黄金时段联播节目来看也没有高明到那里去。其实加进些许民主化，搞不好就是文化产业最需要的改变力量。」

「群众募资不是什么新的概念，打从政治人物开始亲吻婴儿起，这一直就是美国政治体系的骨干。因特网大力加速并简化了找寻大量潜在金主的过程，让群众募资触及到我们文化中一些最常被忽视的角落。」

「请群众投资小笔资金在音乐表演者、电影创作者和演艺人员的事业上，就能直接吸引到最后会消费他们商品的支持者。还有谁比这些最后会消费产品的人，更有资格决定该创作出什么样的作品？」

「有充分的理由值得相信，目前呈现出的众包方式，只不过是未来更巨幅转变的序曲。事实上，有大约2亿个理由支持这个看法，因为目前全球大约有2亿名儿童可以上网。」

「不论企业有多少员工，只要提供适当的条件，群众的表现几乎一定会比员工还出色，这是企业界慢慢发觉、也逐渐设法善用的一点。总而言之，这正是众包的真髓。」

豪威





MAIN IDEA





中文



"Crowdsourcing" is the act of taking a task traditionally performed by a designated agent (such as an employee ora contractor) and outsourcing it by making an open call to an undefined but large group of people. Crowdsourcing allows the power of the crowd to accomplish tasks that were once the province of just a specialized few. Orto put it another way, crowdsourcing is to take the principles that have worked for open source software projects and apply them right across the entire spectrum of the business world.


"Crowdsourcing has the potential to correct a long-standing human conundrum. The amount of knowledge and talent dispersed among the numerous members of our species has always vastly outstripped our capacity to harness those invaluable quantities. Instead, it withers on the vine for want of an outlet. Crowdsourcing is the mechanism by which such talent and knowledge is matched to those in need of it. It poses a tantalizing question: What if the solutions to our greatest problems weren't waiting to be conceived, but already existed somewhere, just waiting to be found, in the warp and weave of this vibrant human network?"

—Jeff How
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Part 1　The Past How did we get to where we now are with the concept of crowdsourcing?　
中文



Main Idea

Four fundamental developments have created an environment where crowdsourcing is not only feasible but inevitable. Those four developments are:
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When combined together, these four developments provide the fuel for the crowdsourcing engine and have created a true meritocracy.

Supporting Ideas

1 A renaissance of amateurism

Once upon a time, being a professional photographer was highly lucrative. The equipment required to produce high-quality images was expensive and therefore whoever made that kind of investment in the tools of their trade had to be reasonably serious. Digital cameras that can produce high-resolution images and the availability of companies like iStockphoto have completely changed that dynamic.

iStockphoto markets and sells images over the Internet. It offers for sale the images produced by more than 50,000 photographers, almost all of them amateurs. Whereas traditional photo agencies charged high fees for images, many of iStock's images sell for around $ 1 each. The company has crowd sourced its stock, dramatically undercut its competitors and in the process made a killing for itself.

A similar example of amateurs who can and do work to what were previously considered professional standards is actually quite common today. A new breed of amateurs has arisen-people who are knowledgeable, educated, committed and networked. Crowdsourcing directly attracts this new breed of amateurs who typically have two shared attributes:


	These are people who are not primarily motivated by money directly, although they're happy to make a few extra bucks if the chance arises.

	These are also the kind of people who are working on their own dime and who dedicate their leisure time to something they feel passionate about, something they love to do rather than have to do.



This is at least part of the reason why YouTube has more than 80 million videos and why even a website like Harry Potter Fan Fiction. com can boast more than 45,000 stories written by Harry Potter fans. It's also the reason why Etsy.com generated more than $ 27 million in revenue in 2008 by helping people buy and sell homemade items.

Internet-enabled mass participation in other highly specialized fields is also becoming more widespread all the time. To take just a few examples:


	InnoCentive is a Web-based network of more than 140,000 scientists from more than 170 countries. Companies like DuPont, Procter & Gamble and BASF post problems their own in-house research teams cannot solve on InnoCentive, offering rewards that range from $ 10,000 to $ 100,000. Innocentive is growing rapidly on the strength of garnering a solid track record of success in solving what were considered to be intractable challenges.

	The field of ornithology-bird-watching-may seem rather obscure but by 2006, more than fifty million Americans are engaged in some form of wildlife watching. When the Cornell Lab of Ornithology did its first bird count in 1996, eleven thousand people participated. When it repeated the exercise in 2007, more than eighty thousand people volunteered to get involved, fundamentally changing the amount of data that was collected for researchers. For the first time ever, scientists have accurate information about the distribution and migratory patterns of a wide range of bird species. In many cases, the data gathered by amateurs has far surpassed that collected by the professionals over decades.



Crowdsourcing works for two very fundamental reasons:


	Crowdsourcing draws from a global pool of talent, much of which has never before been tapped effectively.

	Crowdsourcing allows genuine meritocracies to emerge-where people are acknowledged for the quality of their ideas rather than for their formal academic qualifications. All that matters is the final product, not the backgrounds of those who contributed to it.



2 The emergence of the open source software movement

All computer software is made up using what is termed "source code"-the commands that when translated into zeros and ones tells the computer what to do. Many software companies keep their source code a secret so only they can develop new versions of their software or make tweaks and enhancements. Open source code, as the name suggests, is completely open for anyone to see, copy or modify as they see fit. The idea that software could be open source and valuable at the same time was highly revolutionary when it was first conceived.

In 1983, MIT computer scientist Richard Stallman became frustrated with the software industry. He founded the GNU Project, an effort to create computer operating system software that would be completely open, allowing anyone and everyone to steal, copy, modify and add their own contribution for others to use. The GNU Project gathered steam and in 1985, Stallman formed the nonprofit Free Software Foundation to promote the effort.

By 1991, the Unix operating system was almost complete when Linus Torvalds, a Finnish computer scientist, posted a message to a message board that he was also writing his own free operating system and would welcome ideas on what features should be included. This was the genesis of what would become the Linux operating system, the world's most successful piece of open source software. Today, Linux is used in personal computers, cell phones, digital devices and supercomputers.

The other poster child for open source collaboration in the development of useful material is Wikipedia, the online encyclopedia. Founded by Larry Sanger, a former philosophy professor and Jimmy Wales, a wealthy entrepreneur, Wikipedia first started as an attempt to develop a free encyclopedia that would be available on the Internet. At first, they planned on having expert contributors put together the articles for their encyclopedia, but they became frustrated by how long that would take. As an alternative, they hit upon the idea of using a simple piece of software-called a "wiki," which was derived from the Hawaiian word for "quick"-to allow other people to participate in the contribution, editing and review processes that are part and parcel of writing an encyclopedia. In January 2001, Wikipedia opened up for anyone and everyone to contribute. Within three weeks, seventeen articles had been created by contributors. A month later, one hundred and fifty new articles appeared, and by the end of 2001, Wikipedia had fifteen thousand articles. Today, Wikipedia has 2.2 million articles-roughly twenty-three times the number of entries in the Encyclopedia Britannica.

Mirroring the success of Linux and Wikipedia has been a number of other open source projects. NASA recently posted its database of Mars images generated from the Viking missions online and invited interested people to do the rote work of identifying and measuring all the various land forms shown in those images. NASA found that these volunteers were able to complete in a month what would normally have taken a professional planetary geologist about two years to do to a comparable degree of accuracy. NASA is now using interested volunteers to carefully analyze the thousands of high resolution images that have been generated by the cameras currently circling Mars.

The U. S. Patent Office also announced in January 2007 the creation of its "Peer-to-Patent Project." This project, launched in pilot stage in June 2007, allows the public to comment on patent applications before the patent is issued. By spring 2008, more than 33,000 people have reviewed twenty-two patent applications to find 192 instances of prior art that should be taken into account when considering whether to issue the patent or not. It is believed that expanding this kind of public review of pre-issue patents could ultimately end up not only saving the Patent Office millions of taxpayer dollars, but also making considerable inroads into the office's backlog of more than one million patent applications that are still waiting to be processed.

These and other examples, inspired by the success of open source software, demonstrate the power of the crowd can work in a wide variety of applications.

3 The increasing availability of the tools of production

The vanguard of this sea change has been the media industry-publishing, filmmaking, photography and music. In niche after niche, people have gained access to cheap equipment, user-friendly software and cost-free distribution channels. As a result, a huge number of new media products are being generated, marketed and sold. These same dynamics are also at work in a wide range of other fields and will likewise bring about significant changes in the world of commerce.

A parallel universe is rapidly being constructed from what has been dubbed "user generated content." The business model here (as used by Google with YouTube and News Corp with MySpace) is deceptively simple:
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Over the past ten years or so, the cost of creating anything creative from movies through to music or even architectural designs has fallen dramatically:


	The hardware costs for all kinds of digital equipment are going down all the time, even as the equipment gets better.

	Incredibly powerful but still quite user-friendly software is now becoming available in all kinds of fields, much of it cheap or moderately priced.

	Information on how to better use these various tools is also widely available. The Web is full of free tutorials on how to do just about anything a person can think of.

	People right across the business spectrum are becoming much more familiar with using the various creative arts technologies. At one time, an aspiring filmmaker would have had to have sent DVDs out to a mailing list with a movie trailer to attract attention. Today, he or she would just post it on YouTube and then e-mail the link to everyone for free.



In virtually every field imaginable, technology is making everything cheaper, faster, smaller and easier to use. All of this is having the combined effect of placing creative power in the hands of the crowd rather than in the hands of professionals.

The importance of accessible distribution channels cannot be understated in this context. Take the music industry, for example. Music companies traditionally controlled the market because they paid radio stations to play their tracks and then shipped product to retailers in bulk so people would hear and then buy. If you wanted access to the market, you had to get the nod from a music label. Today, bands are making good money by giving away their best two or three songs as free Internet downloads. Hopefully, the listeners become zealots and the band can them make money by selling them:


	Live concert tickets.

	T-shirts, hoodies or other branded merchandise.

	Band message bags, posters, bumper stickers, etc.



In many ways, this is the flip side of the traditional music industry approach. The established music labels make their money by selling the music-which is why Napster was such a threat. Savvy bands today use electronic word of mouth to create a following and then monetize that passion.

It's interesting to note that it's not only digital products that are having their production technologies become more available. Custom fabricators are also under development that can create physical objects through the accretion of thousands of thin layers of metallic plastics or by using lasers to cut physical objects from a block of material. When these fabricators are matched with 3-D modeling software that is already available as a free download, people will be able to make just about anything they can dream up. These custom fabricators currently cost around $ 10,000 each-the same price as flat-screen TVs when they first came on the market. By 2008, a mid-range flat-screen TV costs less than a thousand dollars.

4 The rise of vibrant self-organized communities focused around people's shared interests

Having the tools of production freely available is one thing. A vast pool of enthusiastic amateurs who enjoy creating things is another good factor. The availability of the Internet is obviously a worthwhile building block, but what breathes life and vitality into these components is the emergence of online communities with the capacity to organize people into economically productive units. This is the tipping point that moves crowdsourcing from "interesting phenomena "status to" an irrevocable force."

At one time, communities were formed along strictly geographical lines. Today, online communities self-organize around topics of shared interest. People come together because they have an affinity for something and they like to interact with their like-minded peers. And these communities are rapidly starting to perform many of the functions only corporations could afford to do in earlier business eras.

That's not to say that the traditional corporation will go the way of the dinosaur, but its exclusive power to conduct commerce is most certainly under a sustained digital assault at present. To state the obvious, times have changed. Consider a few interesting facts:


	The largest private employer in the United States is not General Motors, IBM or Wal-Mart. Manpower International, a temp agency, employs 4.4 million people as of 2008. Fueled by the dramatic increase in outsourcing, Manpower is thriving.

	The average size of firms in many industries is steadily shrinking.

	A number of companies including Hewlett-Packard, W. L. Gore & Associates and Visa International, are aggressively decentralizing their decision-making processes.

	The boundaries that once existed between firms, customers, contractors and suppliers are becoming porous.



At the same time as the industrial-era firm is under attack, online communities are thriving. People are flocking to them in record numbers, creating something of a snowball effect. One reason for this is the fact that when it comes to the fruits of human creative labor, communities are better at identifying talented people and evaluating their output than most firms have ever been.

Online communities work for a number of reasons:


	They are self-policing. There is no need to pay for executive managers to direct what happens. The best ideas and practices bubble to the top on their own merits in a community.

	People get things done in a community by persuasion and collaboration rather than by issuing edicts. Humans generally function better in that kind of environment rather than in rigid hierarchies where freedom of thought and expression is actively discouraged.

	By themselves, people who have a few spare hours to devote to a project can't realistically achieve all that much. However, when a hundred thousand people pool their spare time in a collaborative community initiative, that's a pool of two or three hundred thousand man hours that can be gainfully applied. This is a huge resource available to do things.

	In an employment situation, financial incentives are all-important. In a community environment, recognition and the respect of others can be far more motivational. People also respond well to competitions where they have the opportunity to show off their expertise.



One company that has been a good example of how crowdsourcing can work is TopCoder. The company was launched in March 2000 with the idea of creating a Website where programmers could compete for prize money. TopCoder runs contests sponsored by big companies like Intel, Google and Microsoft who used TopCoder to identify new programing talent. By 2003, around seventy thousand programmers were regularly either participating in or scanning TopCoder's weekly matchups of programming skill. Armed with that community, TopCoder then approached AOL and was commissioned to write three different software programs AOL needed. TopCoder broke the projects down into modules and offered them as paid assignments to its programmer community. TopCoder also set up competitions where teams could compete against each other to see who came up with the best modules. At the end of this all, the final program was then assembled, run through a certification process and then handed over to the client. TopCoder was able to deliver industrial-strength software in a little over five months using only two fulltime staffers (an architect and a program manager) that a traditional firm with loads of employees would have taken more than a year to complete. Even better, the TopCoder software was so thoroughly debugged through the various competitions that it worked well.


Key Thoughts

"Crowdsourcing is outsourcing on steroids."

Jeff Howe

"One MIT study into InnoCentive revealed that solvers were more successful when they had less experience in the relevant discipline. In other words, chemists were better suited to solving biology problems, and vice versa. This is less surprising than it seems at first blush. If a P & G chemist could have solved a stubborn predicament in his own field, it would have never wound up posted to InnoCentive's website. This is a powerful mojo: The untrained are also untainted. Their greatest asset is a fresh set of eyes, which is simply a restatement of the truism that with many eyes, all flaws become evident, and easily corrected."

"Amateurs provide the crowdsourcing engine with fuel, and the open source software movement provided it with a blueprint. But it's the widespread availability of the means of production that empower the crowd to take part in a process long dominated by companies. As a result, the 'consumer,' as traditionally conceived, is becoming an antiquated concept."

"In a digital ecosystem, the music becomes a loss leader whose purpose is simply to create more fans, more evangelists, and more ticket buyers. Most up-and-coming bands don't regard illegal peer to-peer file sharing as piracy; They view it as a promotional and distribution channel."

Jeff Howe

"To build a new system you don't compete with the old one, you build a new system that makes the old one obsolete."

Buckminster Fuller





Part 2　The Present Where are we now and what is crowdsourcing achieving today?　
中文



Main Idea

At the current time, crowdsourcing is manifesting itself in at least four very different commercial settings:
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When viewed from this perspective, it becomes clear that the term crowdsourcing is itself just a rubric for what is a wide range of activities. It is crowdsourcing's very adaptability and flexibility that makes it so strong. It is highly adaptive and therefore certain to crop up in many applications.

Supporting Ideas

1 The use and application of collective intelligence

In several academic studies, it was shown that a large diverse crowd drawn from the general population always outperforms a crowd that, while also being large, is drawn from people who are selectively chosen by some criteria, perhaps because they were considered to be intelligent.

This has led to what is known as the Diversity Trumps Ability Theorem. The essence of this theorem is that "a randomly selected collection of problem solvers outperforms a collection of the best individual problem solvers."

This theorem underpins the concept of collective intelligence-the notion a crowd of people acting in concert can make a better decision than any individual could ever have managed. For much of history, the main form of collective intelligence was when people voted to elect their governments. The Internet, however, facilitates collective intelligence very efficiently.

Collective intelligence takes three main forms:


	A prediction or information market-where the crowd picks the eventual winner of some type of competition. This is the phenomenon that occurs when the crowd forecasts the winner of a presidential election in advance, or which picture will win an Oscar.

	A widely publicized problem-solving exercise-where some specific problem is broadcast to a large network of potential problem solvers (crowd casting). The crowd can organize itself into ad hoc groups to tackle the problem.

	An idea jam or idea dump-essentially an online brainstorming session where anyone and everyone can put forward for discussion pretty much any idea that comes to mind. This is like an Internet based suggestion box.



In all three of these forms of collective intelligence, one key principle comes to the fore again and again. The people who end up solving problems are usually those who you would anticipate are the least likely to solve them. Put another way, breakthrough thinking almost always comes from someone who has no prior experience in the field and therefore is not influenced by the traditional way of approaching a problem. Collective intelligence applies such a diverse and varied number of fresh eyes to a problem that ideas that have eluded those with a narrow focus bubble to the surface.

So how can collective intelligence be gainfully harnessed? In simple terms, some kind of mechanism is needed by which the collective intelligence can be captured and understood. Some of the best mechanisms that have worked to date include:


	Offering cash prizes for the best ideas-like InnoCentive, which awards prizes for people who solve problems submitted by various companies. Netflix did something similar when it offered to give $ 1 million to anyone who could improve its own film recommendation service by 10 percent. Google has also offered cash prizes to those who come up with innovative ideas. This is a form of crowd casting.

	Asking for new product ideas-and then releasing products that meet those specifications. This is what Dell is doing with its Idea Storm approach to new model development. Anyone can suggest a new product idea, vote on what others have suggested and so forth. This is an example of an idea jam in a real world application. IBM did something similar when it held an "Innovation Jam" in 2006. The meeting attracted 46,000 ideas, and IBM announced it would invest $ 100 million to create ten new businesses based on the ideas that were put forward at the Innovation Jam.

	Running prediction markets-like the Iowa Electronic Markets which allow people to place bets on a range of future events. Traders can bet on the outcome of future events, and the system calculates odds based on these bets. This is an example of an information market in action. The Defense Advanced Research Projects Agency has used a similar approach to get collective intelligence feedback on the likelihood of terrorist attacks and so forth by offering $ 1 million research grants. Other good examples of this are the Hollywood Stock Exchange (forecasting movie revenues) and Marketocracy (where investors run investment portfolios using $ 1 million of Monopoly money as their starting point).



Invariably, these collective devices outperform the experts in those fields. The crowd as a whole has access to far more data, and the combined result of thousands or even millions of decisions independently made is always more robust and accurate than anything even a panel of highly skilled experts in a field can match.

2 The production of mass creative works

For most intents and purposes, the first idea that comes to mind when discussing mass creative works is user generated content. These are attempts to harness crowdsourcing to come up with something of value. Successful examples of building a viable business around user generated content include:


	Wikipedia-which uses user input to generate, edit and fine-tune its online encyclopedia entries.

	Google-which incorporates all kinds of user generated factors into its Webpage ranking algorithm.

	YouTube-a vast collection of video clips submitted by users.

	Threadless. com-which allows people to submit T-shirt design ideas that others can then vote on. Threadless generated more than $ 17 million in revenue in 2006 using this design by democracy approach. The company pays prize money to its most successful contributors that exceeds $ 1 million a year and in return keeps all intellectual property.

	iStockphoto-which has a vast collection of photographic images that have been contributed by more than fifty thousand part-time photographers and graphic artists. iStockphoto then, in turn, sells these images for much less than its competitors. iStockphoto was acquired by Getty Images in late 2005 for around $ 50 million. iStockphoto is now launching separate Websites in France, Japan, Spain and Germany to better serve these local markets. The company projects that its revenues will exceed $ 262 million by 2012.

	Current TV-which has a third of its broadcast schedule dedicated to viewer-created content. This content, in the form of video clips sent in by viewers, is an excellent way for up and coming talent to get noticed in the media industries. Many of the clips are made to a very high professional standard rather than being clips of cats playing pianos or that kind of thing. Current TV has found that the best approach is to run short movie trailer style promo items first and Then gauge the feedback that comes in. If the promo clip is well received, then the entire item is broadcast in full and the winner is paid between $ 200 and $ 1,000 a minute. This is far cheaper than the cost of producing an item in-house which typically works out to around $ 60,000 per broadcast minute.



Of course, hosting a collection of video clips or photos is quite different from a directed effort to actually produce some type of coordinated creative work such as a book, magazine article etc. To get the true driving momentum of crowdsourcing a creative work, the general rules of thumb are:


	Keep in mind that most participants have just a limited amount of time available-meaning it's usually best to split big jobs into small tasks that can be completed within a few minutes. If you like, you can have a spectrum of tasks that can take anything from ten minutes to 10 hours to complete. People will then choose for themselves whichever assignments match their interest, commitment level and available time.

	You have to understand why people want to get involved-and match their personal motivations with what you ask them to do. Not everyone will get involved in a project for the same reasons, and it's important to ensure that there are a variety of different rationales available. People can then feel like they're getting involved because they want to and because it aligns with their preferences.



3 The filtering and organizing of vast information stores

When there are two million photos on iStockphoto or 80 million videos posted to YouTube, the big question becomes how on earth do you sort through that and separate the wheat from the chaff? Fortunately, that's where the crowd comes into its own. Not only can content be crowd sourced, but the crowd can also be used to filter out what's good.

A good model here is the hugely successful TV show American Idol. Not only does the crowd supply the raw talent on display, but by the end of a season, the 23 million people who watch the season's finale will cast more than 80 million votes for who is best. To give that number context, around the same number of votes were cast in the 2006 midterm elections in the United States.

Today's consumers are used to voting, which is very much one form of crowdsourcing. That's why a service like iStockphoto offers ratings and download numbers for all of its images. A person looking for a specific image can find out which image in that category is best by looking at how the crowd has rated that image. The better an image is, the more it will have been downloaded-unless it is brand new. By looking at ratings and downloads, others can get an indicator of the quality of an image.

When it comes to filtering and organizing material using the crowd, two laws are important to remember:


	Science fiction author Thomas Sturgeon suggested that 90 percent of science fiction is not worth the paper it is written on, but the remaining 10 percent is actually quite good. The application of Sturgeon's Law to filtering and organizing is that the more people who get involved in rating something, the better those ratings end up becoming.

	Bradley Horowitz, vice president of the advanced development division of Yahoo! came up with the 1:10:89 Rule, which states for every 100 people who visit a given Website, 1 will create something and add it to the material, another 10 will vote on what was created and the remaining 89 will merely view or consume what was created. Therefore, Website owners don't have to convert 100 percent of their visitors into active participants to have a thriving product. Instead, the activity of that 10 percent will be enough. Furthermore, that 10 percent who actively consume, rate and comment will make just as valuable a contribution as the 1 percent who are actual contributors.



The practical consequences of Sturgeon's Law and the 1:10:89 Rule is that if you can create an active community of people who will enthusiastically be prepared to dig through the rough to unearth the diamonds, you can do some pretty impressive things. For example:


	Thread less (the T-shirt maker) makes voting fun so people enjoy being involved. Visitors to their Website can rank T-shirt ideas from zero to five but there is an "I'll buy it!" box sitting there on the page as well. The company not only gets volunteers to create their shirts, but it also uses volunteers to figure out how many shirts it should be making. This is a very smart way to do business.

	A number of companies have asked their customers to create ads for their products and then everyone else is invited to vote which is best. The winner gets a prize while the company gets an ad that it can run during the Super Bowl.

	Intel launched a new Website, CoolSW, which stands for "cool software." People are allowed to write descriptions of new software start-ups that have caught their interest. Everyone else then votes on the coolest ideas that get featured on the site's home page. Intel gets lots of traffic to its Website, discovers some new growth opportunities and gets a feel for what electronic devices are likely to do well in the future, which helps with its own product line planning.



Of course, all of these various efforts to tap the Web's collective judgment is nothing new. Google has long incorporated PageRank into its algorithms. In practical terms, PageRank determines the relevance and importance of a Website by counting how many other Websites link to it. Other variables are also looked at, of course, but the measurement of links is one of Google's primary measures of Website importance. In this way, Google is using the entire Web user base to bring order to the more than 15 billion webpages that exist as of late 2008-the largest storehouse of information ever created in the history of mankind. This is an example of collaborative filtering powered by the crowd at its finest.

4 The use of the crowd's collective pocketbook

The productive use of crowd power is not merely limited to ranking things. People can also come together to pool their money and do interesting things. Some examples of this kind of crowd funding would include:


	Kiva. org, which bills itself as "the world's first person-to-person micro-funding website." Viva uses the Internet to connect small businesses in Third World countries with lenders located in First World countries who are philanthropically minded. In its first few years of business, Kiva has raised $ 20 million in capital, which has helped fund 225,000 new small businesses in eleven countries. Kiva currently has more donors than it has projects to fund, and many international institutions have opened their own for-profit microfinance divisions. In 2006, Bangladeshi economics professor Muhammad Yunus was awarded the 2006 Nobel Peace Prize for suggesting the concept of micro lending as a way to jump start local economies in Third World countries. Kiva has taken this same concept and moved it to an Internet based business model.

	In the 2008 U. S. presidential elections, Barack Obama raised around $ 272 million from more than 2 million small donors through the savvy use of his Website. Interestingly, that amount of money was used just to secure the Democratic Party nomination. Mr. Obama raised even more funding for his presidential campaign proper.

	In April 2007, a 36-year old copywriter in England launched a Website called MyFootballClub.co.uk. The idea was very simple. William Brooks, the site owner, aimed to collect 35 pounds each from fifty thousand people. The money raised would then be used to purchase a professional football team. By November 2007, more than 700,000 pounds had been raised and the Ebbs fleet United Football Club was acquired. Today, online voting is used to decide everything from what the team wears to who should coach the team and which players the club should contract. Ebbsfleet United, for its part, enjoyed one of the best years in its 80-year history when the team won the FA Trophy at Wembley in May 2008.

	British writer and filmmaker Matt Hanson has started a crowdfunded film project to make "A Swarm of Angels." Hanson's goal is to raise $ 2 million by soliciting $ 50 from anyone who is interested in becoming an angel. If forty thousand people sign on, Hanson will have the $ 2 million required. Investors are also invited to contribute script ideas and to decide which of two alternative scripts should go into production. Ultimately, this feature-length film will be distributed free over the Internet.

	Sellaband. com was launched in August 2006. It allows any band to create a profile page and upload some music tracks. Listeners are then invited to buy a share in the band's future revenue streams at $ 10 a pop. Once a band has attracted $ 50,000 in investment, Sellaband then hooks that band up with an experienced producer and mixer in a studio. The band can then make its first album. Everyone who invested in the band gets a complimentary copy of the album and a share of any future revenues that album may earn. It took about ten weeks for the first band to reach the $ 50,000 mark, and by the end of 2008, Sellaband has helped twenty-one bands get their start in the music industry.



These ideas are just the tip of the iceberg when it comes to harnessing the collective pocketbook of the crowd. All kinds of new and interesting financial models will surface in the future.


Key Thoughts

"No matter who you are, most of the smartest people work for some-one else."

Bill Joy Cofounder of Sun Microsystems

"If great minds think alike-and in many circumstances they do-then they really constitute only one mind. A diverse group of solvers results in many different approaches to a problem. Tapping people's collective intelligence involves trafficking in what the crowd already knows. Such crowdsourcing applications generally require small investments of time and energy on the part of individual contributors."

"Crowd funding isn't dependent on the crowd's knowledge, creative energies, or judgments. It merely taps their spare dollars, pounds or pesos. And crowd funding has more in common with the other forms of crowdsourcing than is immediately apparent. First, it radically shifts the organization of an existing field. Two, it flattens hierarchies by directly connecting people with money to the people who need it. And crowd funding shares crowdsourcing's generally democratic impulse."

Jeff Howe
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Main Idea

It's almost certain that crowdsourcing will dramatically change the nature of work and creativity in the future. As crowdsourcing continues to make previously scarce resources become much more abundant, what customers are willing to pay for will change and evolve dramatically. This will likely have very far-reaching implications.

Crowdsourcing is not a silver bullet for commerce. It's not a magic pill that will make all commercial challenges fade into oblivion. Rather, crowdsourcing harnesses the power of today's communication technologies to liberate the potential that exists in large pools of people. It will shift the way work gets done.

Supporting Ideas

Crowdsourcing represents a fundamentally different way to make and sell stuff, and the phenomenon is still in its infancy. If you aspire to be involved in the future, keep in mind these rules:

1 Pick the right model

Crowdsourcing is not a single strategy, but rather an umbrella of approaches. Before you launch anything, first figure out what you're trying to achieve and then look at what is the best way to do that. The four basic strategies of crowdsourcing are:


	Harnessing the collective intelligence or crowd wisdom.

	Using the crowd to sift through things and vote.

	Using the crowd to create what you want to sell.

	Tapping into the crowd's collective financial resources.



Many successful crowdsourcing projects use a combination of these four approaches. Pick and choose the variations you need to make your project sizzle.

2 Pick the right crowd

Work hard at this. More than one billion people have Internet access. You'll probably need only about five thousand active users to make your business model work. Therefore, be choosy. Craft the message you send out and broadcast it through the right outlets so you can attract the people you need.

3 Offer the right incentives

Understand what people want when they agree to get involved and give them precisely that-whether it's personal glory, the chance to interact with like-minded peers, the opportunity to acquire new skills, etc. Inject some cash rewards as well in the form of revenue sharing. The key to keeping your crowd happy is to appropriately respect them and reward them.

4 Keep employing people

Don't look at a crowd as cheap labor. You'll still need people to get things done the way they need to be done. Besides, the key to keeping a crowd is to engage them in an ongoing conversation. To do that, you need people at your end.

5 Find benevolent dictators

Someone always has to provide direction and guidance for any crowd sourced project. The person who guides a project will need to act a little like a benevolent dictator who keeps things on track. Provide your online community with good thought leaders.

6 Keep things simple

People are busy. You will increase their likelihood of contributing or participating if what's required is straightforward and can be fitted into a few spare minutes. Make this the way you split big jobs up into bite-sized chunks.

7 Be prepared for fluff

Anytime you invite the crowd to contribute, you're going to get lots of rubbish along with the gems. Be prepared for that, and anticipate that most of the stuff that comes in will be below acceptable standards. Have lots of capacity available.

8 Look for diamonds in the rough

Never bother trying to sift through all the material which gets submitted to you in raw form. Instead, take the more expedient course. Install a democratic process. Make it feasible for the crowd to help you find the diamonds in the rough which will exist in all the material you receive.

9 The community's always right

While it's true that someone has to act as a decider and keep things on track, don't try to ignore the direction the community wants to head with any project. To do so is absolute folly. You can most certainly try to guide the community, but if you try to exercise too much control, you'll end up becoming a follower rather than a leader. That's not a smart place to be.

10 Give the crowd something

Crowdsourcing works best when an individual or company gives the crowd something it wants. Another way of thinking about this is that successful crowdsourcing involves satisfying the uppermost tier on Maslow's hierarchy of needs. People are drawn to participate because some psychological, social, or emotional need is being met. And when the need isn't met, they don't participate. What this means for companies is that they must reverse the thinking that normally goes into employee relations. If iStockphoto had approached community building by trying to create a low paid workforce of amateur photographers, it would have failed. Instead, founder Bruce Livingstone set out to create a home on the Web where enthusiasts could share and critique one another's work and, oh yeah, maybe make a few bucks on the side.


Key Thoughts

"Crowdsourcing-and crowd voting mechanisms in particular-correct a long-standing inequity. The culture industry has long been controlled by a select few, and as any tour of prime-time network television reveals, they haven't had too much trouble finding the lowest common denominator all on their own. If anything, a dose of democracy could be just the tonic the culture industry needs."

"Crowdfunding isn't new. It's been the backbone of the American political system since politicians started kissing babies. The Internet so accelerates and simplifies the process of finding large pools of potential funders that crowd funding has spread into the most unexpected nooks and crannies of our culture."

"By asking people to place a small financial stake in the careers of musicians and filmmakers, artists are able to appeal directly to the very constituency that will ultimately consume their wares. Who better to decide what should be created than the same people who will ultimately consume the product?"

"There are reasons to believe that the current manifestations of crowdsourcing are just a prelude to a far more pervasive transformation. Actually, there are about 200 million reasons to believe it. That's the rough number of kids around the world who currently have Internet access."

"Given the right set of conditions, the crowd will almost always outperform any number of employees-a fact that companies are becoming aware of and are increasingly attempting to exploit. That, in a nutshell, is what crowdsourcing is about."

Jeff Howe
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