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精彩内容

我们经常以为，危机来自外在环境，其实，绝大多数（80％）危机来自内部，甚至我们的内心。想要面对挑战，恐怕首先要面对自我这第一关，先求冷静、观察，还要摆出面不改色的架势，在挫折压力下重新拾回信心。冷静后的思考，要从零开始，完全摆脱危机事件，才有可能寻回正轨。更重要的是，面临危机，不能让自己的正义打半点折扣，顺境、逆境都要不改其志，这才叫真正解决危机，否则只能算是屈服而已。美国潜能开发大师布莱恩·崔西，大方公开他21项解除危机、累积功力的绝学，个人、企业无一不适用，学得愈专精，愈能够踩着压力上顶峰。


重要概念


善于扭转情势的人才（Turnaround Specialists）


激烈的竞争以及一夕数变的经济环境，使得许多企业不再冀望开创新局，只求回到过去营收稳定的状况。因此，善于扭转情势的人才，也就是具备重整管理能力（Turnaround Management），能够做到企业复兴（Corporate Renewal）的专家，就成了炙手可热的新职业。这种人才可能扮演的角色是过渡时期的经理人或是管理顾问，暂时取代企业的CEO掌握决策权，领导企业回复稳定。或者，这种人才也可能会加入董事会，成为积极主导营运的顾问。引进这种人才，有下列几项优点：1．带入全新而客观的观点，能够点出问题，找出内部人员疏漏的新解决方案。2．没有内部斗争的包袱，能够为了企业生存，采取必要、却不受欢迎的措施。3．危机处理能力，当企业面临倒闭或营收大量流失的危机，在特定产业的经验，不如危机处理的经验重要。这种人才就像急诊室的医师一样，能够在急迫状况下作出重要决策，帮助企业止血，让企业有最好的机会复原。这种职业身处风暴中心，必须公平对待各个愤怒的债权人、不安的员工、心存怀疑的顾客，以及紧张的董事会成员。是一种高风险、高挑战的角色。


归零思考法（Zero-Based thinking）


我们的思考常受到经验的影响形成“思考习惯”，因此懒得去思索更新颖、有效的解决方案，所以应该要经常从事“建设性破坏”（constructive destroy），回头思考问题的原点，放空己见、从零开始，这就是所谓归零思考法。当面临压力、挫折或失败时，应用归零思考法可以检视自己的问题，找到不应该再进行的活动，立刻停止，把资源转到更有效用的用途上，这是保持弹性的最佳工具。在发想某项商品的广告诉求时，就可以重新界定这项商品的原意，借此找出另一种使用目的，具体做法像是：用3个形容词来形容冰箱。又如在规划职涯发展时，就可以这样思考：我是谁？理想中的工作和职位是什么？我的能力可以做到什么？环境允许我做什么？我的规划又是什么？

要打破思考习惯除了归零之外，也可以反其道而行，进行逆向思考（Reversal Thinking），这样可以避免思考变成直线、单向的，促使自己从多方面去思考。逆向思考主要有下列几种方法：1．逆向行驶法，在进行构思的过程中，如果朝着与原本目的相反的方向思考，反而会茅塞顿开。2．更上一层楼法，假设目前认为理所当然的做法未臻完美，进一步探索其他做法。3．挑战权威法，对于理论上认定是正确的事，要敢于反过来思考。4．彻底颠覆法，例如让钢笔由重变轻、从天然材料改采人工材料、产品造型从粗到细等，全部颠倒过来，天马行空发想。5．谷底翻身法，推翻一般人对某个现象的评价，例如，反过来思考某项产品被消费者批评最大的缺点，这样反而可以轻易找到卓越发明的线索。


走出失败的阶段（Stages of Grief）


精神科医师、人称“临终关怀之母”的库伯勒·罗斯（Elisabeth Kubler-Ross）在著作《论死亡与临终》（On Death and Dying
 ）中指出，人的心理在临终前会经历5个阶段：否认（Denial）、愤怒（Anger）、讨价还价（Bargaining）、沮丧（Depression）与接受（Acceptance）。这5个阶段不只适用于面对死亡，也同样适用于面对人生中的各种困境。在否认阶段，当事人会认为这件事不是真的，觉得自己像是在作梦一样。在愤怒阶段，当事人会抱怨老天爷不公平，甚至会把怒气转向他人，一股脑地发泄负面情绪。在讨价还价阶段，有些人会向老天爷祈求，希望那件事从没发生过，然后自己会去当义工或是做其他有意义的事，回报老天爷的帮忙。在沮丧阶段，当事人会发现，不管用任何方法，都没有办法让情况好转，会进一步产生无力感，对一切活动失去兴趣。到了接受阶段，人会渐渐面对事实的真相，开始重新回归正常的生活。在心理学上认为，人的心理愈健康，走过这5个阶段的速度就愈快，也愈能早日面对现实采取行动。影星伊丽莎白·泰勒（Elizabeth Taylor）在谈论自己去世的丈夫迈克·托德（Michael Todd）时说到：“我的丈夫是在久病缠身之后过世的……过程中我发了好几次脾气，也对他说了一些难听的话，现在我很后悔那时自己这样对他。我当时觉得自己活不下去，什么也不在乎了。后来我了解到，他没办法再好起来了，于是我细心照料，直到他蒙主宠召。”



5分钟摘要





英文



迟早，你要面对职涯中的“关键时刻”，没有人能够幸免。其实在人生中，平均每2到3个月，就有可能会出现个人的危机或工作上的危机，这并不足为奇，重要的是，你要如何面对这些人生中的挑战。彻底发挥自己的潜能，唯一的办法就是，学习如何面对随时可能出现的挑战，并采取有效的应变措施。

长远来说，想要出人头地，就必须培养在压力下解决问题的能力。只要能够学会在每次遇到状况时，勇敢面对挑战并且持续向前迈进，就能拥有绝佳的机会在未来超越他人。


“身处人生中的关键时刻，想要以最好的表现来渡过难关，关键就在要能抛开问题本身，全神贯注思考各种可行的解决方案。愈是深入思考可行的方案，能够想到的办法就愈多，也会愈好；愈能抛开问题，认真思索解决方案，表现就能更积极、更专注，也更有创意；愈能认真思考自己能采取哪些具体行动，就愈能掌控情势。”

——布莱恩·崔西

“你面对的障碍，其实是心理的藩篱，只要更积极应对就可以破除障碍。”

——（编注：美国作家）克莱伦斯·布雷希尔

“每项问题或困难当中，埋藏了有过之而无不及的益处或机会。”

——（编注：美国成功学作家）拿破仑·希尔

“关键时刻的降临无法回避、无法避免，也无法预测，而你在关键时刻的表现，可能成就你，也可能毁了你。有效处理危机的能力，是最容易辨识的领导特质。从现在开始，凡是遇到问题或困难，就要把困境视为上苍对自己的试炼，让自己变得更坚强、更睿智，在未来更为成功、更具影响力。先下定决心，无论今天或未来发生任何事情，都要冷静以对，深深吸一口气，了解问题的来龙去脉，主导全局。”

——布莱恩·崔西





MAIN IDEA





中文



Sooner or later, you're going to hit a "crunch point" in your career. Everyone does eventually. In fact, on average a personal or professional crisis will probably crop up in your life every two to three months. That shouldn't be a surprise, but what's important is how you respond to those challenges. The only way you will ever realize your full potential is by learning to respond and react effectively to those challenges whenever and wherever they arrive.

Over the long haul, to be successful you need to develop the ability to solve problems when the pressure is on. If you can learn how to rise to the challenge and keep moving onward and upward even each time things go wrong, you place yourself in the best possible position to excel in the future.


"The key to performing at your best during the crunch times of your life is for you to focus single-mindedly on the solutions rather than the problems. The more you think about possible solutions, the more solutions will occur to you—and the better they will be. The more you think about solutions rather than problems, the more positive, more focused and creative you will become. The more you think in terms of specific actions you can take, the more in control you will be."

—Brian Tracy

"The obstacles you face are mental barriers that can be broken by adopting a more positive approach."

—Clarence Blasier

"Within every problem or difficulty lies the seed of an equal or greater benefit or opportunity."

—Napoleon Hill

"Crunch points are inevitable, unavoidable, and unpredictable. They way you behave in a crunch can build you up or tear you down. Your ability to handle a crisis effectively is the most identifiable characteristic of leadership. From now on, whenever you have a problem or a difficulty, look upon it as a special opportunity that is sent to help you become stronger and wiser, and to be more successful and influential in the future. Resolve in advance that no matter what happens to you today or in the future, you will remain calm. You will take a deep breath, get the facts, and assert control."

—Brian Tracy





秘诀1　保持冷静　
英文



主要观念

面对危机，在采取行动之前要先静下心来，闭上眼睛，深深吸一口气，想象自己成功的景象，然后下定决心，让挑战成为通往成功的踏脚石，而不是发展的极限。

支持概念

冷静应变的方法

面对危机，一般人往往立刻灰心丧志，这种反应只会让状况更棘手。最好先让自己冷静下来，把事情的来龙去脉仔细思索一遍。摒除杂念，千万别让自己的冲动反应或是脱口而出的不当言论，导致情况更为恶化。

感到失望或挫折是人之常情，但是一定要提醒自己，重要的是自己的应变措施，不是眼前面对的情况。因此，应该采取下列做法：


	向相关人士请益，尽可能了解各种实际状况。

	保持乐观的态度，从各个角度检视问题。许多看似挫折的危机，到头来经常成为快步发展的转机。寻找有没有自己疏忽的潜在益处，然后善加利用。

	找几位状况跟自己最相近的朋友，与他们恳切地谈一谈。这些朋友自己也面临挑战，会希望你提供意见，所以自己要好好面对挑战。

	摆出面不改色的架势，即使得靠高超的演技也要做到。





Secrets 1　Stay Calm　
中文



Main Idea

When you face a crisis, pause before you respond. Close your eyes, breathe deeply and visualize yourself being successful. Resolve to make this challenge a stepping stone to success rather than the end of the story.

Supporting Ideas

How to Face Crises Calmly

The natural tendency in any crisis is to react immediately in a negative way. That can actually make things even worse. You're far better off pausing first, and thinking things through clearly and rationally. Clear your mind and make certain you don't end up with some knee-jerk reaction or comment which makes the situation worse rather than better.

It's alright to feel disappointed or frustrated, but remind yourself it's your response that's important, not the situation which has arisen. Therefore, you should:


	Ask some questions of the other people involved and gather all the facts you can.

	Retain an optimistic outlook by examining your problem from every angle. Very often, what looks like a setback ultimately ends up being an opportunity to make rapid steps forward. See if there aren't some hidden benefits lurking and focus on them.

	Resolve to speak to those closest to you kindly and courteously. They will be looking to you for hints on how to respond themselves, so rise to the challenge.

	Act as if you don't have a care in the world even if that requires an award winning performance.





秘诀2　维持信心　
英文



主要观念

提醒自己，人类只要有决心，必能战胜一切。不要因为一时的挫折，就认定自己江郎才尽，把挫折视为自我成长与进步的挑战。

支持概念

挫折下如何重拾信心

在问题浮现之初，人都会很自然地怀疑，问题是不是自己能力不足造成的，这种想法根本无济于事。即使面临极为艰难的挑战，只要有决心，没有什么事做不到。

想要摒除杂念、重拾信心，必须做到以下几点：


	静下心来问自己：“最严重的后果可能会是什么？”

	要求自己，如果确实发生料想中最严重的情况，要能接受并且加以处理。抱持这样的态度，才能不再焦虑，开始采取行动。

	立即采取应变措施，补救料想中最严重的情况，或是完全防止事态扩大。

	投注所有的时间和精力，尽全力在自己目前处理的状况下，达成最理想的结果。



总而言之，要不再怀疑自己的能力，最好的方法就是针对自己的目标，采取果断的行动。随时提醒自己，不管遇到任何阻碍，真正的意义都是在帮助自己培养新技能，所以要赶快去学习各种事物。要抱持正确的心态，挑战是必然的，只要肩负责任，就会面临挑战。接受这个事实，致力向前，不要退缩。



Secrets 2　Remain Confident About Your Abilities　
中文



Main Idea

Remind yourself that human beings can achieve anything they set their minds to. Just because you've had a temporary setback, that isn't the end of your abilities. View this as a challenge that will help you grow and progress.

Supporting Ideas

How to Restore Your Self-confidence When Problems Arise

When problems first arise, it's natural to wonder whether they are the result of a lack of ability on your part. That's not a helpful reaction at all. You can achieve anything you set your mind to, even in the face of some reasonably stiff challenges.

To clear your mind and restore your self-confidence:


	Pause and ponder: what is the worst possible thing that can happen?

	Resolve that you will accept and deal with that worst case scenario should it eventuate. This allows you to stop worrying and start acting.

	Begin immediately to take actions that will improve on that worst case scenario, or prevent it from arising altogether.

	Focus all your time and energy on achieving the very best possible outcome given the situation you are dealing with.



In the final analysis, the best possible antidote to worries about your abilities is to get into purposeful action in the general direction of your goals. Keep reminding yourself that the real purpose of any obstacle is to help you develop new skills, so get busy learning everything you can. Have the mind-set that challenges come with the territory and will always arise whenever you take responsibility. Accept that and move forward instead of backward.



秘诀3　勇敢向前　
英文



主要观念

不要因为一时的挫折灰心丧志，起身领导，指引部属正确的前进方向。保持眼光清明、采取必要步骤，让自己重新回到正确的方向。作下困难的决定，然后向前迈进。

支持概念

勇敢的报偿


	只要以身作则，身旁的人看在眼里必然会振作起来。关键时刻来临，必须勇于面对心中的恐惧，去做自己原本不敢采取的行动，同时鼓励其他人跟进。

	勇敢行事往往可以不断提升勇气，所以要努力做好该做的事。让自己进入危机处理模式，果决行事。

	在必要时可以终止、缩小或省略当下的行动，但最重要的是，始终有能力持续前进。




“有人在即将达成目标之际全然放弃，有人却能全力以赴，在最后一刻付出比先前更大的努力，获得最后成功”

——（编注：古希腊历史学家）希罗多德

“想要成为成功的人，必须先下定决心克服自己的恐惧。勇于做自己原本不敢做的事，恐惧自然会消除。能够做到这一点，就能拥有力量。”

——（编注：美国作家）拉尔夫·沃尔多·爱默生





Secrets 3　Dare to Move Forward　
中文



Main Idea

Don't get paralyzed by a temporary setback. Lead out. Show people the right direction to head. Keep your vision clear and take steps that will get you moving in the right direction again. Make the hard choices and move on.

Supporting Ideas

The Rewards of Courage


	Others around you will be galvanized into action themselves when they see you setting a good example. When a crunch point arises, face your fears head on, do what terrifies you and encourage everyone else to do the same.

	Courage is often enhanced simply by acting courageously, so plunge into what needs to get done. Go into crisis mode and act decisively.

	Discontinue, downsize or eliminate if necessary but above all be able to keep moving forward.




"Some men give up their designs when they have almost reached the goal, while others obtain victory by exerting, at the last moment, more vigorous effort than ever before."

—Herodotus

"If you would become a success, you must resolve to confront your fears. If you do the thing you fear, the death of fear is certain. Do the thing and you will have the power."

—Ralph Waldo Emerson





秘诀4　看清事实　
英文



主要观念

在关键时刻，必须看清实际的状况。想象自己希望的理想状况无伤大雅，但是首先一定要想清楚：“我们现在面临什么样的实际情况？”

支持概念

事实在哪里？

区分转述内容与实际情况，是非常重要的；根据实际情况作决策，不要根据想象的情况作决策，也非常重要。因此，一定要提出许多疑问，并且要仔细聆听这些问题的答案。对实际状况了解得愈深入，决策就愈可行。

以下提供几点建议：


	不要生气或责怪他人，在关键时刻绝不容这么做。

	听进耳里的任何资讯，都务必再三确认，尤其在关键问题上更是马虎不得。要深入挖掘真相，找出各种说法背后的推论，思考这些推论到底合不合理。

	不可将“关联性”与“因果关系”混为一谈，不要因为两件事情同时发生，就认定两者互为因果。要避免这种情况，必须深入调查、客观分析。

	不断搜集更多的资讯，直到找出正确的解答或适切的前进方向为止。





Secrets 4　Get All the Facts　
中文



Main Idea

In a crunch, you need to find out what the reality of the situation is. It's all very well to dwell on how you wish things were, but your first question should always be: "What is the reality of the situation we are facing right now?"

Supporting Ideas

Learn the Facts

It's vital that you separate the alleged facts from the real facts, and that you make decisions based on realities rather than on illusions. That means you'll need to ask loads of questions and listen carefully to the answers. The more facts you understand, the better your decisions will be moving forward.

Some helpful hints:


	Don't get angry or try to blame others. That's a luxury you don't have at the moment.

	Always double-check everything you learn, especially in critical areas. Dig deep and look for the assumptions people are using, and consider whether they are in fact valid.

	Don't confuse correlation with causation. Just because two events occur simultaneously, that doesn't necessarily mean one triggered the other. To avoid this confusion, dig deep and analyze things objectively.

	Keep gathering more and more facts until the proper solution or the right way to move forward becomes clear.





秘诀5　主导情势　
英文



主要观念

身处危机，最自然的反应不是奋战到底就是落荒而逃。身为领导人，应该确实掌控情势，引领所有人把心力集中在未来的机会上，而不是在过去的问题上，让大家去思索下一步的决策和行动。

支持概念

站在挑战最前方

善于扭转情势的人才永远供不应求，而且备受推崇。只要能够把眼前的挑战，视为吸取相关经验的良机，就有机会成为下一位领导人。

要能在真正关键的时刻积极掌控情势，必须做到以下几点：


	从现在起，挺身而出，对自己的行为和组织的行动负完全责任。

	信守这个教条：“如果真的要做，就交给我！”

	不再想把问题归咎于他人，反而要开始作决定，让自己和组织向前迈进。

	要了解，人在遭遇失败时，自然会经历几个阶段，包括否认、气愤、推诿、沮丧、接受，最后重新振作。一定要带领组织尽快经历这个周期，把损害降至最低，然后集中心力向未来目标迈进。





Secrets 5　Take Control of the Situation　
中文



Main Idea

In a crisis, the natural tendency is fight or flight. As a leader, you should take firm control and get everyone focused on the opportunities of the future rather than the problems of the past. Get people to consider their next decisions and actions.

Supporting Ideas

Step Up to Challenges

Turnaround specialists are always in demand. They are also highly regarded. If you view the current challenge as an opportunity to gain experience in this area, you may be able to mark yourself as a leader of the future.

To pro actively take control during a real crunch:


	Step forward and take 100 percent responsibility for everything you do and every action the organization takes from that minute onwards.

	Live by the creed: if it is to be, it's up to me!

	Forget about finding someone to blame. Instead, start making decisions that will move you and your organization forward.

	Understand that people will naturally go through the various stages of grief denial, anger, blame, depression, acceptance and resurgence. Get your organization through this cycle quickly, minimize the damage and then focus on what needs to be happening in the future.





秘诀6　壮士断腕　
英文



主要观念

一定要保持弹性，因为在你的各项决定中，可能会有高达70％决定是错误的。一旦发觉自己作了错误的决定，就应该尽快止血，改变方向，千万不可一意孤行、执意错下去，因为这样可能耗尽所有资源。

支持概念

一切从零开始


	记取教训、保持变通——即使原本非常适切的决定，也可能因为情势转变或突发状况，变得不再适用。因此，当挫折出现，必须记取教训、保持变通，勇于扬弃不再适用的做法，改用可行做法。唯有如此，才能储备充分的时间和资源，卷土重来。

	归零思考法——要做到这一点，“归零思考法”会是不错的方法。归零思考的意思是，问自己：“如果重新来过，面对今天的情况，我会不会不改初衷，推行同一项计划，或是继续目前的行动？”用坦然诚实的态度思考这个问题，就能够看清事实，避免重蹈覆辙。假如眼前的实际情况，并不适合开始推行某计划，就应该立即扬弃这项计划，这样才能改采其他更有利或更适切的做法。



要实际应用“归零思考法”，有个不错的方法是，可以假想自己的公司刚刚付之一炬，打算把公司迁到对街的新址重新开张。面对这种情况，必须思考以下的问题：


	要雇用哪些人？

	要推出哪些产品或服务？

	要终止哪些产品和服务？

	要先联系哪些顾客？

	要避免哪些措施？



用务实和坦承的态度回答以上问题，接下来要面对的挑战就是，作出困难决定，把假想中公司重新开张的状况，实际套用在自己的公司。



Secrets 6　Cut Your Losses Quickly and Decisively　
中文



Main Idea

You have to be flexible. Probably around 70 percent of your decisions will turn out to be wrong. When that happens, cut your losses quickly and reverse direction. Don't keep stubbornly doing what's wrong, as that can drain all your resources.

Supporting Ideas

Starting from Scratch


	Learn from experience and remain adaptable Even very good decisions can be invalidated by changes in circumstances or events beyond your control. Therefore, when a setback occurs, chalk it up to experience and remain adaptable. Be prepared to abandon what doesn't work in favor of what will. This is the only way you will preserve enough time and resources to try again.

	Zero-based thinking A good way to do this is to use "zero-based thinking." This type of thinking means you ask yourself: Given the facts that face me today, would I still start this project or continue with this action?” By doing that openly and honestly, you're allowing the facts to come through rather than continuing on the strength of a decision that was taken in the past. If the current facts or situation wouldn't warrant starting a project, you should be prepared to abandon it right away so you can move on to something more profitable or better.



A good application of zero-based thinking is to imagine your business has just burned to the ground. You're going to move into a new office across the street and start over. Knowing what you know now:


	Which people would you hire?

	Which products or services would you offer?

	Which products and services would you discontinue?

	Which customers would you contact first?

	Which activities would you steer clear of?



Answer these questions realistically and openly. Your challenge is then to make the hard decisions that will let your actual business match up with the characteristics of your fantasy start-over business.



秘诀7　控管危机　
英文



主要观念

不要去想自己为什么会遇到危机，每个人迟早都会碰上危机，与其在无法改变的事实上钻牛角尖，不如主导局面，拟订计划并实际着手解决问题。

支持概念

警报响起要做4件事

在危机发生时，通常必须立即注意并且处理下列4件事：


	立即止血——尽力做好灾害控管，避免进一步损失，尽可能保留现金资源。

	搜集更多实际的资讯——这样才能更清楚自己面临的状况。了解实际情形，并且与所有相关人士讨论。

	解决问题——提出解决方案，防止情势随时间持续恶化。

	起而行——不要陷入分析瘫痪，在这种情况下，不论作什么决定，都会比坐以待毙、任由情势恶化更好。



可能的话，最好预先仔细规划紧急应变措施。只要能事先花时间思考：“在这种状况下，最严重的情况可能会是什么”，就能在问题真的发生时，立刻采取行动。


“人非圣贤，孰能无过；过而能改，善莫大焉。”

——孔子

“勇敢的真义是，尽管心存恐惧，依然向前踏出一小步。”

——贝佛莉·史密斯





Secrets 7　Manage the Crisis　
中文



Main Idea

Don't worry about why these things are happening to you. They happen to everyone sooner or later. Instead of dwelling on what cannot be changed, take charge, make plans and get busy actually resolving the problem.

Supporting Ideas

4 Crisis Tasks

Whenever a crisis appears, there are usually four tasks that will require your immediate attention and effort:


	Stop the bleeding immediately control the damage that has occurred as best you can. Stop your losses and preserve your cash resources as much as possible.

	Gather more factual information so you know what you're dealing with in greater detail. Gather facts and speak with all the key participants.

	Solve the problem put some sort of solution in place that will keep things from getting any worse with the passage of time.

	Be action-oriented don't get stuck in analysis paralysis. At times like this, any decision at all is better than doing nothing and watching things continue to deteriorate.



If at all possible, it helps to develop a contingency plan well in advance. If you've spent time thinking through "What is the worst possible thing that can happen in this situation?" you can take action right away when problems crop up.


"Our greatest glory is not in never failing, but in rising every time we fail."

—Confucius

"To be courageous means to be afraid but to go a little step forward anyway."

—Beverley Smith





秘诀8　通畅沟通　
英文



主要观念

危机发生时，必须对所有人说明自己掌握的实际状况，不要让大家突然面临意外状况。除了时时让内部人员了解状况之外，也必须让外部供应商了解最新发展，并寻求他们的意见与协助。

支持概念

阳光之下不要有新鲜事

每当面临真正关键的时刻，所有人都免不了情绪波动，要安抚员工的情绪，必须告诉他们自己已知的事实。采取“毫不隐瞒”的策略，把所有资讯摊在阳光下。每个人都害怕情况对自己不利，因此要尽可能让最多人分享资讯。

在沟通方面的其他建议包括：


	任何与现金流有关的问题，都要开诚布公并尽快处理，还要征询他人的意见。与其让流言四窜，不如直截了当把坏消息公布出来。

	向那些会直接受到影响的人请益，作为决策的依据，请对方提出意见，并真正落实对方提出的构想。

	在流言流到银行、供应商和债权人耳里之前，先向他们说明实际状况。请求对方同意自己暂时只支付欠款利息，直到情势好转为止，或者至少必须随时向对方说明最新的发展。

	站在第一线，用诚实坦率的态度面对债权人。亲自拜访他们，详细说明自己面临的状况，不要交由他人代劳。遇到这种情况，领导人必须亲自站上火线。

	如果有顾客欠款尚未结清，就亲自登门拜访，要求顾客付款。想要度过这关键的时刻，一定得这么做，所以不要觉得尴尬或不好意思，态度要直截了当。




“人只要能展现出不可动摇的毅力和积极的态度，必能克服难关，达成任何自己设定的目标。”

——（编注：西方成功学之父）山缪·史麦尔斯

“克服恐惧的程度，是评量勇气最好的指标。”

——（编注：英国作家）诺曼·迪克森





Secrets 8　Communicate Consistently Well　
中文



Main Idea

When a crisis arises, tell everyone all the factual information you have. Make sure there are no surprises. As well as keeping everyone inside up to date, update your key outside suppliers and ask for their input and assistance.

Supporting Ideas

Let There Be No Surprises

When you reach a genuine crunch point, everyone's emotions will be running high. To deal with this, you need to share all the facts that come to light. Have a "No surprises!" policy with regards to sharing information even handedly. Everyone will feel threatened, so bring as many people as possible into the loop.

Some other communication suggestions:


	Deal quickly and openly with any cash flow problems and ask for suggestions. Give people the bad news straight rather than letting the rumor mill do the job for you.

	Make decisions in consultation with the people who are directly affected. Ask for their input and actually use the ideas that come out.

	Tell your bank, your suppliers and your creditors the facts before they hear any rumors. Offer to pay "interest only" on your loans until the situation turns around. At the very least, keep these people up to date on what's happening.

	Lead from the front. Be honest and straightforward with your creditors. Call on them personally and explain your situation rather than delegating this to others. This is a situation where the leader needs to be highly visible.

	If you have customers who have not paid, go and see them in person. Ask directly for payment. This is part of what you need to be doing to move through your crunch point, so don't be embarrassed or shy. Be direct.




"A man can rise above his circumstances and achieve whatever he sets his mind to, if he exercises unshakable persistence and a positive mental attitude."

—Samuel Smiles

"The best measure of courage is the fear that is overcome."

—Norman Dixon





秘诀9　明辨限制　
英文



主要观念

身处关键时刻，应该静下心来检视自己所有的限制，找出自己无法达成应有成就，最主要是受限于哪项限制。先全力扫除那项限制，才能开始迈步向前。

支持概念

困由心生？


	阻碍多数来自内部——只要静下心来问自己：“到底是什么因素阻碍自己达成目标”，就可以清楚看见自己的限制或瓶颈。大多数人会发现，大约有80％限制来自于内部，只有约20％限制来自于外在环境。只要找出最主要的限制，就能着手扫除这项限制，而且还有可能因此大幅进步。

	看看别人怎么做——定期对自己做“实况评估”，也是很有帮助的做法。问自己：“有哪些人虽然受制于跟自己同样的限制，却依然能够向前迈进，最后获得成功？”如果能够诚实面对自己，问这个问题可以帮自己了解，有许多人面临的情况比自己还严峻，却依然能走出自己的成功之路。这应该能够让你体认到，自己选择接受的限制多半是作茧自缚，只是自己不愿意承认罢了。

	由内而外——先检视组织内部的各种限制，再了解外在环境造成的其他限制。即使最主要的限制来自外部，依然能够找到办法处理并克服这项限制。一旦辨明自己主要的限制，就要像雷射一样精准锁定并逐渐加以排除。如果能够设法降低这个瓶颈造成的冲击，公司就能够因此向前跨出一大步。





Secrets 9　Identify All Your Constraints　
中文



Main Idea

When you're in a crunch, pause and look at all your constraints. Identify the most important or key constraint that limits what you can accomplish. Focus on alleviating that single constraint first so you can start moving forward.

Supporting Ideas

Are Difficulties Self-imposed?


	Most constraints are internal When you pause and ask: "What is holding me back from achieving my goals?" You'll get a sense of your constraints or bottlenecks. Most people find that around 80 percent of their constraints are internal and only around 20 percent are external. Once you identify your largest constraint, you can then go to work on addressing just that single issue and hopefully make some rapid progress.

	Observe what other do It also helps to give yourself a regular reality check. Ask: "Who else has this same constraint but still manages to move ahead and succeed nonetheless?" If you're honest with yourself, asking this question will help you realize that there are lots of people worse off than you who still find a way to succeed anyway. This should send the message that the limits you choose to accept are more self generated than you would care to admit.

	From internal to external Look first for internal constraints inside your own organization and then externally for other types of constraints. Even if your main constraints turn out to be external, you can still look for ways to address them and deal with them. Once you have identified your main constraint, focus like a laser on alleviating that constraint. If you can find some way to alleviate the impact of this bottleneck, your entire enterprise can leap forward.





秘诀10　创意思考　
英文



主要观念

想要提升自己的创造力，就要习惯在纸上思考。明确定义自己的问题，设想多种解决方案，然后付诸行动。经常这么做，完成目标的能力就会大为提升。

支持概念

在纸上思考

思路愈清晰，难题就愈容易解决，只要能够提升组织能力，自然就能释放创造力。要能实际做到这一点，可以尝试以下建议：


	拿一张白纸，坐下来问自己：“问题到底出在哪里？”明确记下自己希望解决的问题。接着再问：“还有没有其他问题？”同样地，把答案记下来。

	确定自己找出问题所在之后，接着问：“要解决这个问题，最理想的办法是什么？”不断记下各种解决办法，直到想出20个左右为止。

	从中选出自己认为最适合的办法，然后尽快采取行动，最好能够立刻进行。依据实际行动获得的经验进行更正，并且随时调整自己的做法。




“不要祈求能够获得与自己能力相当的工作，要祈求能够拥有与工作相当的能力。”

——（编注：19世纪美国牧师）菲力普·布鲁克斯





Secrets 10　Think Creatively　
中文



Main Idea

To enhance your creative abilities, get used to thinking on paper. Define your problem clearly, develop as many potential solutions as possible and then take action. As you do this consistently, you'll find your capacities to achieve will increase markedly.

Supporting Ideas

Thinking on Paper

The clearer you can think, the easier it will become for you to solve difficult problems. Often unlocking creativity simply requires that you become better at organizing your thinking. To achieve this in practice, try these ideas:


	Sit down with a blank sheet of paper and ask yourself: "What, exactly, is the problem?" Write down a clear statement of the problem you wish to solve. Next ask yourself: "What else is the problem?" Again, write your answer down.

	Once you're confident you have nailed the problem down, now ask: "What is the ideal solution to this problem?" Keep writing solutions down until you have around twenty or so.

	Select the solution that looks the best and take action on it as quickly as possibly, ideally immediately. Make corrections based on the feedback you receive during implementation and keep fine-tuning what you're doing.




"Do not pray for tasks equal to your powers. Pray for powers equal to your tasks."

—Phillips Brooks





秘诀11　开发关键领域　
英文



主要观念

大多数企业都拥有5到7个关键领域，这些领域攸关企业发展的成败。了解组织有哪些关键领域，然后有系统地针对其中最弱的几环加以改善。

支持概念

找回核心能力

许多企业之所以面临关键时刻，常肇因于这些企业逐渐背离基本业务，这些业务是企业当初得以成功的根基。如果能够回想起，公司的核心能力是由哪些小地方建立起来的，然后开始再次把心力投注于这些领域，通常就能带领公司重新回到正确的发展方向。

试着检视以下几个领域：


	专长领域，以及顾客购买公司产品或服务，是希望能达成什么目的。

	与同业的差异点，以及公司希望采取什么方法，让自己不仅与竞争对手区隔开来，还要更胜一筹。

	最畅销的一两样产品或服务。

	对公司绩效贡献最大的关键人物。

	核心营销活动。

	最重要的配销管道或通路。

	最主要的利润中心。

	对获利帮助最大的顾客。

	个人的各项技能、人格特质和性格，以及每天工作的时间。



想要顺利度过关键时刻，就必须找出公司的关键领域，然后投注所有的心力和资源，提升公司这几方面的表现。


“最重要的要素就是毅力，下定决心，永远不让必然会发生的挫折，减损自己的心力或热忱。”

——（编注：19世纪美国诗人）詹姆斯·惠特康姆·莱里

“并非时势造英雄，而是英雄造时势。”

——（编注：19世纪英国神学家）佛里德力克·劳勃生





Secrets 11　Focus on Key Results　
中文



Main Idea

Most companies have about five to seven key results areas that determine success or failure. Know what your key activities are and then work systematically to improve in whichever are your weakest areas.

Supporting Ideas

Returning to Core Competencies

Many crunch points arise from the fact that companies sometimes move away from the basic activities that made them successful in the first place. If you can remember the little things that make up your core competencies and start focusing on those areas again, you can often get things moving in the right direction again.

Try looking in these areas:


	Your area of specialization and what people actually buy your products or services to achieve.

	Your point of differentiation and how you try to be different and better than all your competitors.

	Your one or two top selling products or services.

	Your key people who produce most of your results.

	Your core marketing activities.

	Your most important sales or distribution channels.

	Your key profit centers.

	Your best customers in terms of profits.

	Your own set of personal skills, personality attributes and character combined with the amount of time you spend each day working on your business.



To get through a crunch, identify your key results areas and focus all your energy and resources on enhancing those parts of your business.


"The most essential factor is persistence, the determination never to allow your energy or enthusiasm to be dampened by the discouragement that must inevitably come."

—James Whitcomb Riley

"It is not the situation that makes the man, but the man who makes the situation."

—Frederick W. Robertson





秘诀12　优先事项　
英文



主要观念

身处关键时刻，要积极采用80/20定律，全心做好20％业务，借此创造80％绩效，让自己花在工作上的每一个小时，都能有具体成果。

支持概念

把全力放在最重要的工作上

没有人是万能的，在关键时刻，根本不应该把时间花在价值不高的工作上。不断问自己：“此时此刻，什么才是真正重要的事情”，然后立即投入这些工作，把这些工作做好，其他的事情等以后再说。说不定，这些小问题会在处理重要事情的过程当中，自然迎刃而解。

要能在危机发生时，找出必须优先处理的工作，并且全力做好这些工作，可以采取以下做法：


	养成在纸上思考的习惯，这样可以清楚而彻底地了解事情的来龙去脉。

	针对每项问题，找出最简单、最直接的解决方式。先尝试用这个方法解决问题，行不通再试其他方法。

	列出待办事项，排定各项工作的优先顺序，严格要求自己从最重要的工作做起，并且一定要先完成这项工作，再进行下一项工作，依此类推。万一在工作进行当中被迫打断，依然要回头先完成最首要的工作。

	运用分类技巧，如果碰上无法解决的问题，接受这个事实，然后继续向前迈进，不要烦恼无法改变的事情，同样也不要烦恼会自己迎刃而解的状况。集中心力处理最重要的问题、决定和业务，让自己的付出能够换来明显的成效，全力把这些工作做到最好。

	不断问自己：“现阶段有哪件事，最值得自己花时间处理”，然后全心投入这项工作。

	另外还要问：“在现阶段要能扭转情势、为公司做出贡献，自己能做些什么，而且是只有自己才能办得好的事？”




“坚守岗位，用现有的资源，尽最大的努力。”

——（编注：美国第26任总统）罗斯福

“意志薄弱的人遇到灾祸就退缩，意志坚强的人却能战胜灾祸。”

——（编注：19世纪美国文学家）华盛顿·欧文

“最重要的是，要把最重要的事看得最重。”

——（编注：成功学大师）史蒂芬·柯维





Secrets 12　Concentrate on Your Top Priorities　
中文



Main Idea

In a crunch, apply the 80/20 rule intensively. Focus on the 20 percent of your activities that produce 80 percent of your results. Concentrate on making a real difference with each hour you spend at work.

Supporting Ideas

Concentrate on Priority Tasks

Nobody can do everything. There are some low-value tasks you shouldn't even worry about in a crunch. Keep asking: "What's really important right here and now?" and then focus on doing those things immediately and well. You can always catch up on the other stuff later, or you may even find further down the track that these minor tasks will fade away all by themselves.

To find and concentrate on priority tasks during a crisis:


	Get into the habit of thinking on paper. This will clarify everything and ensure thoroughness.

	Look for the simplest and most direct solution to every problem. Start by trying that solution first before trying others.

	Make a list of what you need to do and prioritize tasks. Discipline yourself to start on your most important task first and stick with it until completion. Then go on to the next item, and so forth. If you're interrupted, keep coming back to your number one priority item.

	Apply a triage technique. If any problems can't be resolved, accept this and move on. Refuse to worry about things you can't change. Similarly, don't worry about situations that will resolve themselves. Direct all your energies to problems, decisions and activities where your input will make a big difference, and perform well in these areas.

	Keep asking: "What is the most valuable use of my time right now?" Then go to work on that area.

	Also ask: "What can I, and only I, do right now to make a genuine difference and contribution?"




"Do what you can, with what you have, right where you are."

—Theodore Roosevelt

"Little minds are subdued by misfortunes; but great minds rise above them."

—Washington Irving

"The main thing is to make the main thing the main thing."

—Stephen Covey





秘诀13　展开反击　
英文



主要观念

奇怪的是，抢市场的最佳时机，就是面临关键时刻的时候。随时把握住机会，不仅要解决眼前的危机，同时要把危机化为未来成长的原动力。

支持概念

向军事将领学习


	成功策略——军事将领经常要面对生死关头，这些将领学习到的7项成功策略分别是：
	确切认清自己要达成的目标

	采取勇敢果决的行动

	把资源集中在能够发挥最大效益的地方

	保持弹性和创意，绝不排除任何可行的做法

	尽可能齐备各种资讯

	团结所有人的力量

	善尽指挥职责，并承担所有后果





	应用原则——只要稍做调整，任何企业在面临关键时刻的时候，同样可以应用以上原则，例如：
	让所有员工都清楚了解自己该完成的目标

	在混沌不明的情况下，尝试用销货的方法突破困境

	重新配置，让最有力的资源能够作最有效的应用

	不断尝试新的方法，直到找到可行做法为止

	巨细靡遗掌握情况变化

	在组织里营造强有力的文化

	全心投入追求成功，毫不保留









Secrets 13　Launch a Counterattack　
中文



Main Idea

Paradoxically, the best time to go on the offensive is when your organization is facing a crunch. Stay alert to opportunities not only to solve the present crisis but also to use this as a slingshot to grow in the future.

Supporting Ideas

Learn from Military Leaders


	Success strategies Military leaders face life-or-death situations on a regular basis, they are taught seven strategies of success:
	Be absolutely clear about what it is you're trying to achieve

	Take bold and decisive actions

	Concentrate resources where they can do the most good

	Be flexible and creative, and always keep all options open

	Gather all available information

	Get everyone working together

	Assume command and take responsibility for results





	Application principles With a little thought, these same principles can be applied by any business at a crunch point:
	Make certain everyone knows what is expected of them

	When in doubt, try to sell your way out of trouble

	Restructure so that your best resources are in the right places

	Keep trying new things until you find something that works

	Find out everything there is to know about the situation

	Build a strong culture within your organization

	Have a total commitment to success, no question about it









秘诀14　创造现金流　
英文



主要观念

大多数危机或多或少都与金钱脱不了关系，对任何企业来说，现金流都像维持生命的活血。第一要务就是保留现金，并创造更多现金，不要让其他事情干扰自己进行这项要务。

支持概念

努力追着钱跑

之所以会面临关键时刻，多半肇因于现金流无预警中断，只要能够让现金重新流动，其他问题几乎都能迎刃而解。

有鉴于此，每当遇到关键时刻，应该采取下列做法：


	精确判断手边现金的金额，以及未来30天内，各种资金来源可以挹注多少现金。

	如果某笔应收账款攸关公司生存，必须积极催款，并且随时列为首要要务。确实掌握这笔款项对于公司营运的影响，不可心存侥幸。

	假如积欠债权人或供应商的某笔款项，会花光所有现金，就应当恳请对方再宽限一段时间。大多数供应商宁可接受延后付款，也不愿意一毛钱也收不到。

	分析情势、正面迎击，用开诚布公的态度，向所有人说明事情的原委。

	发挥创意，设法从原本认为不可能的营运项目中找出现金。

	切记，一家企业的成长往往需要大量现金，任何事情都会花上比预期更长的时间，耗费比预期更多的金钱，而在初期会遇到的困难，也往往超乎想象。要预先妥善规划，一定要预留转圜的空间。





Secrets 14　Work on Generating Cash Flow　
中文



Main Idea

Most crises involve money in one way or another. Cash flow is like the lifeblood of any enterprise. Job #1 will be to preserve your cash and generate more. Let nothing else distract you from this imperative.

Supporting Ideas

Staying on Top of the Situation

The majority of crunch points are generated by unexpected interruptions in cash flow. If you can get the cash flowing again, nearly every other problem will be solvable.

With this in mind, whenever you face a crunch:


	Determine exactly how much cash you have and how much will come in from all sources in the next thirty days.

	If some anticipated payment is critical to your survival, get on top of it and stay on top. Know for certain where you stand with this payment rather than leaving things to chance.

	If some payment to one of your creditors or suppliers will drain all your cash, ask them for a little breathing room. Most suppliers will prefer a delayed payment to no payment at all.

	Analyze your true situation and confront it directly. Speak with everyone and explain the facts candidly and openly.

	Get creative and find ways to generate money from parts of your business you never thought possible.

	Remember that growing a business always takes loads and loads of cash. Everything takes longer than expected, costs more than anticipated and will have more teething problems than you could possibly have foreseen. Plan accordingly. Always leave a little wriggle room.





秘诀15　以客为尊　
英文



主要观念

面临关键时刻，要想尽办法让顾客持续付钱消费。要能永续经营，唯一的办法就是创造新客源，同时留住现有顾客，要尽一切努力达到这项目标。

支持概念

创造满意的顾客

不论是不是在关键时刻，让顾客满意都是公司永续经营的关键要素。随时准备好调整商品内容，才能满足顾客需求。

要让顾客满意，必须谨记以下4项根本要务：


	成为产业中的专家——这样顾客才会放心向你采购，不会觉得我们只是一般泛泛的厂商。

	明确区隔公司的产品或服务——这样顾客才会了解，你能做到其他厂商做不到的事情。

	明智区隔市场——全心经营特定潜在顾客，让他们成为自己最好的顾客。

	锁定能够带来最高获利的顾客——提供更多符合顾客需求的商品。



另外，多进行“面对面销售”，也不失为是个好方法。顾客永远都会问：


	我究竟为什么要买你的产品或服务？

	我为什么要向你采购，而不向其他厂商采购？



努力思索这两个问题的答案，想清楚自己要销售哪些商品、对哪些对象销售，以及为什么要销售这些商品。



Secrets 15　Care for Your Customers　
中文



Main Idea

In a crunch, make every effort to keep your customers buying and paying. The only way you will survive long term is if you can create new customers and keep the ones you already have. Do everything possible to achieve that.

Supporting Ideas

Creating Satisfied Customers

Crunch or not, satisfied customers are the key to your survival. Be prepared to fine-tune your offerings all the time to match customer demands.

Never lose sight of the four basics of creating satisfied customers:


	You need to be a specialist in your field so people will feel good about buying from you rather than from a genera list.

	You need to differentiate your product or service clearly so your customer knows you're doing something for them nobody else can.

	You need to segment the market intelligently and focus on making some people very good customers.

	You have to focus on your most profitable customers and provide more of what they want.



You may find doing more face-to-face selling helpful. Customers are always asking:


	"Why should I buy your product or service at all?"

	"Why should I buy from you and not someone else?"



Work hard at finding ways to answer those questions well. Be clear about what is being sold, to whom and why.



秘诀16　做更多生意　
英文



主要观念

要度过经营上的关键时刻，最直接的方式就是做成更多生意，这样才能把顾客口袋里的钱，移到公司的银行账户里。要为顾客带来价值，同时也应该下定决心做成更多生意。

支持概念

卖得愈多，难关愈快过去

不要奢望靠削减成本来清偿债务，削减成本无法成就卓越的事业。要提升业绩，就要提供更多会受顾客青睐的商品，吸引更多顾客上门消费。换句话说，任何企业都需要一位销售高手，这位高手必须非常善于推销自家产品和服务。


	三管齐下——一般而言，要靠销售让公司安然度过关键时刻，只有下列3个方法：
	开发新客源，扩大顾客群

	提升每笔交易成交的额度

	鼓励现有顾客更常上门消费





	充分掌握最大客户——一般而言，面临关键时刻的时候，首先要做的就是联络过去消费额最高的现有顾客，请顾客再登门消费，或是替自己引介潜在顾客。接着就要设法创造迫切感，采取各种必要方法让对方立即消费，例如提供折扣、赠品或其他鼓励措施。

	训练业务人员结案能力——另外还应该提升业务人员的专业技能和知识，提供在职训练的机会，训练他们更常开口请顾客下单，或请对方推荐。只要采取几个简单的措施，就可能让业绩立即大幅提升。




“想要不冒风险就获利、不经历危险就学到经验，以及不努力就获得成果，就像是不经过生产过程便来到世上一样，根本是异想天开。”

——（编注：美国基督教作家）高斯





Secrets 16　Aggressively Seek More Sales　
中文



Main Idea

The most direct way to get out of a business crunch is to close more sales. This moves money from your customer's pockets into your bank account. Deliver great value, but also be determined and insistent about closing more sales.

Supporting Ideas

The More You Sell, the Faster the Crisis is Solved

It's simply not possible to cost cut your way back to solvency. You can't become great by cutting costs. To move onward and upward, you need to have more customers giving you more money because you're providing more of what they value. In other words, every organization needs a closer who is excellent at selling its products and services.


	Three-part strategy Logically, there are only three ways you'll be able to sell yourself out of your crunch situation:
	Grow your customer base by bringing in new customers

	Make larger sales on each transaction you complete

	Encourage your current customers to buy more often





	Utilize your best customers. As a general rule, your first action in a crunch should be to contact your best customers from the past and ask them for more business or for referrals. You then create a sense of urgency by doing whatever is needed to generate immediate sales perhaps by offering a discount, bonuses or other additional incentives.

	Enhance sales training You will probably also need to look at enhancing the skills and know-how of your salespeople. Provide in-service training and get them to be asking for orders and referrals more consistently. Just a few simple actions in this area can boost ongoing sales levels appreciably and immediately.




"To get profits without risk, experience without danger, and reward without work is as impossible as it is to live without being born."

—A. P. Gouthey





秘诀17　简化工作　
英文



主要观念

身处关键时刻，或许会感到不知所措，这种感觉根本无济于事。要下定决心，把心力集中在真正重要的问题上，对于不必立即处理的工作，要求自己全然忽略或完全授权，这样才能全神贯注处理关键事物

支持概念

放弃实效低的工作

要妥善掌握自己的时间，唯一务实的做法就是，不要再做实效较低的工作，花更多时间从事有实质助益的事情，让自己朝目标迈进。必须排除不重要的工作，才能把时间用来处理最优先的工作。换个方式来说，一定要想清楚，该采取哪种不同以往的方式运用时间。

那么，怎样才能做到这一点？每个人的方法不尽相同，以下列举一些比较有用的方法：


	拿一张纸，在纸上列出未来一年内自己希望达成的10项目标，并且排定优先顺序。接着就要安排时间，全力完成纸上列出的首要目标。

	想象自己有2000万美元的身价，而且没有任何负担。想想自己要怎么安排自己的生活？接着，在目前的生活里竭尽所能朝理想中的生活方式前进，同时持续累积个人财富。

	每天都要列出“待办事项”和“排除事项”，把排除事项交办出去，尽量试着把工作列为排除事项。

	事先规划要从事的活动——以1个月为单位，或至少以1个星期为单位，下定决心完成计划中所列的事项。如果发生突发事项，把这件事项安排到之后的时间表里。

	把“培养人生中最重要的关系”订为首要目标，多花时间陪陪另一半和孩子。

	好好照顾自己的健康，充分摄取营养，适度运动，并安排时间放松自己。你是自己最重要的资产，要好好照顾自己的健康。




“一定要具备勇气，有了勇气，就能在历经无数失败之后，依然保有热忱。”

——（编注：英国名相）丘吉尔

“把事情变复杂，是很简单的事；要把事情变简单，却是很复杂的事。”

——梅尔定律





Secrets 17　Keep Things Simple　
中文



Main Idea

In a crunch, you may feel overwhelmed. That's not at all helpful. Decide to focus only on what really counts. Discipline yourself to ignore or delegate completely the things you don't need to be doing and focus intensively on key activities.

Supporting Ideas

Eliminate Unproductive Tasks

The only practical way to get control of your time is to stop doing less productive things and spend more time doing whatever will move you towards your goals. You have to eliminate nonessential tasks so that you have more time for high priority tasks. Or put another way, you need to figure out how to spend your time differently.

So how do you achieve that? There are no universal methods, but some approaches others have found useful are:


	Take a sheet of paper, write down a list of 10 goals you want to accomplish in the coming year, prioritize your list and then organize your time around achieving the most important goal on your list.

	Imagine you're worth $20 million and you have no pressing commitments of any nature. Think through how you would live your life under those circumstances. Then do all you can to move towards that idealized lifestyle at the present time, even as you continue to build your personal wealth.

	Develop a "to do" list each day and a "not to do" list with items you are delegating to others. Try to put as many items as possible on your "not to do" list.

	Plan your activities well in advance a month at a time or a week at a time if that's the best you can do. Then resolve to work on what you have scheduled. If anything else crops up, work it into your schedule at some point in the future.

	Put building the most important relationships in your life first. Spend quality time with your spouse and children.

	Take good care of your health. Get the right levels of nutrition, exercise and relaxation time in your life. You are your own most valuable asset, so safeguard your health.




"You must be courageous, and courage is the capacity to go from failure to failure without any loss in enthusiasm."

—Winston Churchill

"It's a simple task to make things complex, but a complex task to make them simple."

—Meyer's Law





秘诀18　身强体健　
英文



主要观念

在面对关键时刻造成的压力时，尤其要好好照顾身体的健康状况。想象自己是个准备上场比赛的冠军选手，唯有维护健康，才能发挥最大的实力。

支持概念

以最佳状态迎向挑战

为了确保自己在遇到困境时，还能有良好的表现，必须确实做到以下几点基本要求：


	睡眠充足——这样才能维持清醒，不必在精神不济的情况下思考。

	为精力充电——比如说散步、看电影或是到餐厅享受美食等。短暂的休息能让自己在重回工作岗位时，显得精神奕奕。

	每天固定抽出一小段时间放空——可以利用这段时间充电，排开接电话或开会等事情。

	注意饮食——摄取高蛋白、低碳水化合物的健康饮食，而且一定要吃大量的水果、喝大量的开水。

	规律从事剧烈运动——每天至少要持续进行有氧运动30到60分钟，这能促进脑内啡的分泌，使心神更舒畅、心情更愉快。

	尽量让一天的起步顺利——因为每天工作的第1个小时，决定了这一天的工作心情。





Secrets 18　Stay Healthy and Strong　
中文



Main Idea

Take excellent care of your physical health, especially while you're under the stress of a crunch point. Imagine you're a champion athlete preparing for competition. Protect your health so you can perform to maximum ability.

Supporting Ideas

Be at Your Best When Facing Challenges

To ensure you can perform effectively in a tight situation, do the basic things well:


	Get lots of sleep so you're alert and not trying to function in a mental fog.

	Do things that will recharge your emotional batteries like going for a walk, catching a movie, going out for dinner, etc. A break will allow you to come back refreshed.

	Have a set period each day where you do nothing at all where you can work on recharging your batteries rather than taking phone calls, attending meetings, etc.

	Watch your diet carefully and eat healthy, high-protein, low-carbohydrate food. Make certain you eat lots of fruit and drink lots of water as well.

	Get regular vigorous exercise at least 30 to 60 minutes daily. Make this sustained aerobic exercise that will generate endorphins that provide an enhanced sense of well-being and exhilaration.

	Always try to start your day on the right foot because that first hour of work sets the tone for the rest of the day.





秘诀19　全能力量　
英文



主要观念

身处关键时刻，花时间倾听“内心细微的声音”，这会让自己有机会接触到决定人类命运的宇宙意识。接触全能的力量，或许就能带来自己想要获得的答案。

支持概念

倾听心灵的力量

无论你有没有宗教信仰，人类数世纪以来，就不断从全能的力量中获取灵感，完成伟大的使命。你也应该试一试，从无限的心灵力量中，或许就能获得灵感来解决问题、克服困难，或是得到新的想法。

要怎么做到这一点，做法因人而异，以下是常见的方式：


	冥想

	静坐

	祷告

	闭关静修

	阅读《圣经》、《可兰经》等经典



只要自己觉得合适，采取任何方式都无所谓。重点在于，不要忘了吸取这种无所不在的外在力量。只要能定期花时间倾听全能的力量，美好的事情就可能发生。



Secrets 19　Connect to Greater Powers　
中文



Main Idea

In a crunch, take time to listen to the "still, small voice within." This will give you an opportunity to connect to the powerful universal mind that guides human destiny. Connecting to a higher power may just bring the answers you need.

Supporting Ideas

Draw on Higher Powers

Whether or not you are religious, throughout the ages people have drawn on higher powers for inspiration to achieve great things. You should do the same. Tapping into this source of unlimited power may provide you with the insights you need to solve problems, resolve difficulties and come up with fresh ideas.

How you do this varies according to your personal preferences. Some of the options people commonly use include:


	Meditating

	Seeking solitude for contemplation

	Praying

	Going to retreats or other specific places

	Reading from the Holy Bible, the Koran or other materials



It really doesn't matter what method you use, as long as you're doing something that feels right for you. The point is to remember to tap into this external source of power that is always available. If you take the time to connect to a higher power on a regular basis, great things can happen.



秘诀20　面对挑战　
英文



主要观念

人在面对压力和挫折时，往往会展现出真实的性格。事前下定决心面对挑战，不因任何理由让自己的正直打折扣，要假设全世界都在看着你，而事实也的确如此。

支持概念

愈困难愈勇敢


	勇于面对关键时刻挑战——对一个想要有所作为的人而言，关键时刻不仅无可避免，而且会不断出现，请把这些时刻，视为是对自己人格和领导能力的严格考验。

	顺境、逆境，不改其志——在面对严峻考验的时候，唯有意志坚强的人，才能依然保有同样的态度。成功人士拥有高尚的人格，他们从不害怕自己的一言一行，被刊登在报纸的头版。想要加入成功人士的行列，就必须像这些人一样，在公开场合的发言和在私底下的行为，必须言行如一。

	珍惜自己的名声——你在事业上（在生活上也一样）最有价值的资产，就是自己的名声。要建立良好名声，任何小地方都很重要。必须展现自己拥有坚强的性格，能够迎接任何可能出现的挑战，不论挑战可能带来多大的痛苦。

	不要陷入负面情绪——当情势不顺利或得知坏消息时，千万不要怀忧丧志或任意批评，负面情绪总是让人变得更脆弱。与其推诿卸责，不如全心找出解决之道，让情势重回正确的方向，一定要立即起而行。





Secrets 20　Rise to the Challenge　
中文



Main Idea

Everyone always demonstrates their true character during times of stress and in the face of setbacks. Resolve in advance that you will rise to the challenge. Never compromise your integrity for any reason. Act as if the world is watching because it is.

Supporting Ideas

Crisis Brings Out Courage


	Face crunch-point challenges courageously Crunch points are inevitable for anyone who wants to achieve anything of worth. You will experience them over and over. Always view these moments as a true test of your character and leadership.

	Be consistent whether times are good or bad It takes genuine character to remain that way in the face of stern challenges. Successful people have integrity they always do things that they would be happy to have published on the front page of the local newspaper. If you want to join their ranks, you need to have similar alignment between what you say in public and what you do in private.

	Value your reputation Your most valuable asset in business (as well as in life) is your reputation. Everything counts when it comes to building a reputation. You need to show that you have the strength of character to rise to the challenges that come up, no matter how painful they are.

	Don't give in to negative emotions—Refuse to get upset or criticize when things go wrong, or when you receive bad news. Negative emotions ultimately end up making you weaker anyway. Focus on developing a worthwhile solution rather than apportioning blame. Get things moving in the right direction again. Get to work right away.





秘诀21　坚持到底　
英文



主要观念

下定决心、永不放弃。光有这样的决心，就足以保证你一定成功。在人生中，一定会要面对一个又一个难题，如果能挺身面对难题、一一击破，就能够达成应有的成就。

支持概念

名人的建言


“只要能善用心智和人格的庞大力量，天底下没有解决不了的问题，没有克服不了的困难，也没有度不过的危机。提醒自己，生命其实是一种考验，唯有放弃的人，才无法通过考验。”

——布莱恩·崔西

“人生是一连串的步骤，事情必须逐步完成。偶尔，你可以向前迈进一大步，但大部分时候，我们都以极小、几乎感受不到的步伐，在生命的阶梯中往上攀爬。”

——（编注：成功学作家）罗夫·瑞恩逊

“许多人失败的原因，在于他们太快选择放弃。当情势不利于自己，人会因此丧失信心。这些人没有勇气坚持下去，没有勇气继续奋战，不管困难看起来有多么难以克服。假如能有更多人坚持到底，挑战‘不可能’的任务，我们很快就能体会古谚‘天底下没有不可能的事’隐含的真理。克服恐惧，就能够达成任何自己希望达成的目标。”

——（编注：威尔屈葡萄汁公司创办人）威尔屈博士





Secrets 21　Persist Until You Succeed　
中文



Main Idea

Resolve to never give up. This alone will guarantee that you succeed. You will face a never-ending succession of problems in life, but if you face up to and surmount each one, you will become all that you are capable of becoming.

Supporting Ideas

Famous Quotes


"There is no problem you cannot solve, no difficulty you cannot overcome, and no crisis that you cannot deal with when you use all your incredible powers of mind and character. Remind yourself that all of life is a test of some kind, and you fail the test only if you give up."

—Brian Tracy

"Life is a series of steps. Things are done gradually. Once in a while there is a giant step, but most of the time we are taking small, seemingly insignificant steps on the stairway of life."

—Ralph Ransom

"Many men fail because they quit too soon. Men lose faith when the signs are against them. They do not have the courage to hold on, to keep fighting in spite of that which seems insurmountable. If more of us would strike out and attempt the 'impossible', we would very soon find the truth of that old saying that nothing is impossible. Abolish fear, and you can accomplish anything you wish."

—Dr. C. E. Welch




在地方法

在职场交朋友的方法——坚持真诚却不期望过高

生活工场总经理


许宏荣


十多年前，我30出头，在当时的公司三商行当经理。由于念书时我就进公司工读，很受总、董们栽培，所有人都视我为明日之星。我在三商行待了12年，始终认为长官们“从小看我长大”，对我的判断和做事态度想必是肯定的，我们之间也算亦师亦友，如果我提出忠告，他们应该都会接受。

后来，董事长要派我去大陆开创相关企业，当时的大陆不比现在，环境与资源都很不理想，短期去了几回之后，我评估胜算太低，贸然投资极可能有去无回。岂知我向董事长报告后，这位在我心中可敬的好朋友、好长官却勃然大怒，痛斥我有司机、天天打高尔夫球的日子不会过，简直不识好歹！随即大手一挥说：“你不肯去，那就走吧！”

就这样，我离开了感情深厚的公司。震惊之余，我也体悟到，职场上，老板永远是老板，就算过往的情谊再深再好，也别奢望他会真心把你当朋友。

找到新工作之后的某天，我意外地接到以前公司一位副董的电话，闲聊家常之后他对我说：“当时你是怎么离开的，我都清楚，我已经跟你现在的老板打过招呼了，你好好努力……”乍时我如洗桑拿，忽冷忽热，但对职场的友谊体会更深。

职场，是人生中很重要的生活形态，友谊与人脉，能在你想不到的时刻给你力量和帮助。很多人说商场如战场，这话没错，生意上的利益冲撞直接而尖锐，所以不必对扎实的友谊寄予厚望；但职场上一定可以交到朋友，这些朋友什么时候会帮到你，你不会知道。

真诚、不计较

职场上，竞争是常态，在必须一争高下的气氛里，尽管是同事也很难避免互相猜疑、心中各有一盘算计。所以说到“真诚不计较”，很多人都嗤之以鼻，认为人善只会被人欺。这倒也不假，但如果把眼光放远，做人和工作态度是一辈子的事，尽管在职场上上下下、走走停停，只要建立了能让人信得过的风格和口碑，除非企业文化太偏离正轨，否则到哪儿都能快速适应、得到友谊。

为了增加实务经验，我念大三时就主动写信给三商行的创办人翁肇喜学长，希望能到公司打工，竟然意外获得同意。大四时还将三商行做成毕业论文的case study，要对董事长、副董事长和总经理进行深度访谈，还要请他们列席听我报告，对一个大学生来说真是诚惶诚恐。

那是个愿意栽培年轻人的环境，工读阶段，我被指派到三商百货的门市当“卧底神秘客”，检查卖场里各种不规范的现象，价标没贴的、货乱放的，统统记起来，然后走到柜台向店长表明身份。第一次交手总是超级尴尬，我只是个学生，他是店长，竟然还跟他说：“我会写报告上去。”简直就是胆大包天。

这时候，诚恳的态度是唯一的对策。我很真诚地向店长说，很抱歉，这是我的工作，请他告诉我造成这些缺失的原因，如果是有什么困难造成这些现象，我也会一并写进去。

乍看之下，我像是扛着尚方宝剑，大有理由洋洋得意；但我心里清楚，我只是老板派来的监察员，以后大家还要再见面，我必须要“理直气和”，谦虚相待。之后，我跟许多店长都成为好朋友，聚会时常被他们猛灌酒，吐得一塌糊涂。他们信得过我，知道我一板一眼却不说谎，店面要改进的事实我会讲，但第一线员工需要什么协助，我也不隐讳。或许那时年轻胆子大，也从此埋下了对职场友谊与人际关系的体认。

绝不恃宠而骄

大学毕业后，我正式进入三商行，一年换一个部门，历经6个单位，当了6年的基层员工，第7年才开始升主管。每到一个新部门，就换一批新同事。当时多数人都知道我为何猛被调部门、一关关地历练，愈是这样，愈不能恃宠而骄。在财务部，我经常做的事是骑机车帮同事领钱、存钱，天冷时不断二次感冒；到了贸易部，我被当收发用，长官一喊“许宏荣，你去一趟工厂！”马上提着腿就跑。头一两年，我住在公司顶楼的阁楼里，工友休假时我就替他值班，我觉得人是平等的，况且那位工友很会做菜，平常都是我受他照顾。看起来我的工作很基层，然而那时我也兼任董事会秘书，大主管们开会，我都被叫进去做会议记录。

所以，我的角色非常极端。我知道很多高层跟内部的事，但口风必须紧。大家知道我是老板的人，所以面对部门同事，我更勤奋不挑剔，要我做什么都OK。虽然难免有人会亏我，说我在长官面前“说得上话”，把一些沟通起来比较困难的事情丢给我，我也尽量去做，因为我深知，愈不让别人觉得刺眼、有威胁感，愈能让事情平顺解决。就因为有这段历程，我在三商交了非常多的好朋友，甚至后来在职场上再相遇，互相帮忙彼此提携。

不期待过高就不会失望过大

连锁店的主管们，常把一句话挂在嘴边“同行不是冤家，异业可以为师”，意思是商场上固然竞争，但不见得交不到朋友。我的诠释是，如果你对“朋友”两个字不要期待过高，也就不会失望过大。

我常反省，自己的人缘虽然不错，但会不会太好讲话，好像每个人都能吃定我。在生活工场，我似乎是全公司最不重power的人，但据我的同事说，我虽然好脾气，该坚持的时候却不会轻易松手。除了“理直气和”，在职场拼战26年，我觉得勤奋二字最能得到友谊。
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