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英文



传统营销多半是由上而下的，也就是由资深管理阶层决定公司采行的策略，中间管理阶层决定执行策略时应采取的战略。

然而，历史上最成功的公司都是由下而上发展策略的。依照这个方法，公司首先找出在消费者心目中塑造持久竞争优势的战略，然后集中资源将此战略发挥到极致，融入公司的整体营销策略。

由下而上的逆思考营销认为，要成为营销策略家最有效的方法是把心思放在市场上，在顾客与产品或服务的直接接触里寻找灵感。全心投入能实际奏效的战略，才能发展出最有效的营销策略。



MAIN IDEA





中文



Most traditional marketing is carried out top-down. That is, the senior management decide on a strategy the company will follow and the middle managers decide on the tactics to achieve that strategy.

However, history's most successful companies have invariably developed strategy from the bottom-up. In this method, the company first identifies a tactic that is delivering a sustainable competitive advantage in the minds of consumers. The company then focuses its resources on exploiting that tactic to the greatest possible degree by building the tactic into the company's entire marketing strategy.

Bottom-up marketing suggests that the best and most effective way to become a marketing strategist is to put your mind into your marketplace and to find inspiration where customers come into contact with your product or service. By immersing yourself in the tactics of whatever works in reality, you can develop a highly effective marketing strategy.



逆思考营销概念　
英文



主要观念

要发展出最有效、最能获利的商业策略，必须对企业的实际战略有充分的了解与参与。战略决定什么策略对公司最有利，而不是由策略决定战略。

支持概念

营销

本质上，营销是指企业的策略，是竞夺潜在顾客心中对产品的概念。只要公司打赢一场营销战役，你便多争取到一位顾客。反之，如果竞争对手赢了，顾客就会向他购买。

战略

战略是一种概念，一种在消费者心中具有竞争力的认知，凸显出你的产品有别于市场上所有其他产品。战略是，顾客认为你的产品较其他产品优异的部分。

举几个例子如下：


	美国披萨连锁店达美乐承诺，订货后三十分钟内免费送到府，这就是达美乐赢得顾客的战略。

	联邦快递保证，寄送包裹到全美任何地方都可隔日送达。联邦快递的战略就是可靠的隔日送达承诺。



实际上战略并没有好坏之分，只能说有的战略有效，能促进销售；有的无效，必须采取其他战略才能使销售量增加。

策略

商业策略是公司一贯的营销方向，由公司发展与执行一套计划，有系统地整合所有的营销活动，以期达到最大的销售量。实质上，策略是整体战略的总和，用以达成公司目标。

举几个例子：


	哥伦布什望从欧洲向西航行（战略），能够找到通往印度的捷径（策略）。他的策略不切实际，但所采取的战略却引领他发现新大陆。

	终身热爱冲浪的杰克·欧尼尔厌倦了冲浪时老是浑身发冷（策略），于是发明了潜水保暖衣（战略），成为一家营业额数百万美元企业的主力商品。



策略是大方向（公司的目标），战略是细节（达成目标的手段）。

策略通常是长时间形成的。举例来说，减价拍卖是零售店常用的战略。一家店如果天天减价拍卖就成了折扣店，这是个典型策略的例子，他们的策略建立在持续采用特定战略。

战略以沟通为基础，策略则是以产品、服务或公司为基础。

比喻

如果将战略比喻为铁钉，策略就是让铁钉牢牢钉住的铁锤。

传统由上而下的营销方法

对多数公司而言，发展营销策略的标准方法如下图所示：
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	资深管理阶层通常是与消费者实际生活距离最遥远的，也是全公司最不可能了解消费者想法的一群人。

	资深管理阶层可能会提出无法有效执行的策略，没有任何战略可以成功达到策略目标。

	中层管理阶层可能为求安心而同时采取几项战略，寄望其中一项能成功。结果造成公司营销资源分散到不同的地方，因此削弱营销效能。

	这种做法是试图让消费者来配合公司策略，从过去经验来看，这种公司通常都无法成功。

	计划过程没有考虑到竞争对手的行动或其他无法预期的市场状况。

	由上而下的方法忽略了失败的可能。管理者相信只要战略正确，任何策略都能实现，于是不断寻找神奇的战略，结果造成资本与资源的严重浪费。

	由上而下的传统营销方法欠缺乘胜追击的弹性。



传统营销实例：


	50年代通用电气决定效法IBM进军电脑业，耗资四亿美元历经十四年的努力，终于决定放弃这项策略。

	80年代全录尝试退出影印机市场（策略），买下一家电脑厂（战略）。损失了数亿美元后，又回头专心经营影印机事业。

	通用汽车在豪华车的市场占有率输给BMW、宾士及其他进口车许多。通用采取由上而下的策略，推出两款小型昂贵的车型，塞维尔与西马隆，销售成绩都很不理想，同时又因分心对抗进口豪华车市场，而继续遭到福特瓜分市占率。



逆思考营销法

逆思考营销法依循下列步骤：

逆思考营销基本上是先找出目前已有成效的营销战略，据以发展长期的策略，集中全公司的资源将此战略发挥到极致。

具备逆向思考的公司都知道，有效的营销策略必定是从特定做法发展成一般原则——也就是先有短期战略，再发展出能充分发挥战略效益的长期策略。

逆思考营销有下列优点：


	营销战的成败取决于战略而非策略，只有战略能决定成败，逆思考营销策略必是建立在某种成功的战略之上。

	传统营销做法的规划者总想迫使效果产生，逆思考营销的规划者则是找出可以善加利用的机会。

	传统营销做法的管理者追逐既有市场，逆思考营销的管理者则会寻找获利的新契机，包括新市场。

	发展逆思考营销策略的关键是实际到第一线去，了解你的产品与潜在顾客直接接触的情形。你必须花时间观察潜在顾客对你的产品如何产生印象，如何据以采取行动。

	最高明的逆思考营销策略很少在一开始就显露成功的气势，否则你的竞争对手早就采用同样的战略了。



逆思考营销实例：


	维克斯公司推出的新感冒药有嗜睡的副作用，但公司并没有因此放弃，而是改以“睡前感冒药”作为营销诉求，于是奈奎尔成为维克斯有史以来最成功的新产品。这是以“第一种睡前感冒药”为战略，引导“推出重要的新感冒药奈奎尔”策略的例子。

	50年代美国车厂流行制造大型汽车，福斯却推出美国第一款小车（金龟车）。60年代福斯很成功地将此战略融入公司的整体策略；70年代他们试图改变战略，移出小车市场，结果销售量明显下降。

	小凯撒披萨连锁店采用买一送一的战略，想要吸引必胜客、教父、达美乐的顾客。为了将此战略转化为策略，小凯撒专注经营只提供外卖这种消费方式，省下服务生的人事费用、餐厅店租等经常性支出。接着小凯撒推出广告活动，以“买披萨送披萨”的宣传口号来强调买一送一的战略。小凯撒就是运用这个简单的战略，成为目前最成功的披萨连锁店之一。

	州际百货公司的折扣店生意经营得很辛苦，于是买下一家小型玩具零售公司，宣布破产，再以纯粹的玩具零售业者重新出发，更名为玩具反斗城，专心经营玩具业。到今天，玩具反斗城的分店超过350家，年营业额超过26亿美元。

	艾维士在一次著名的广告活动中强调，艾维士是仅次于赫兹的第二大租车业者。艾维士的战略是把这个事实转化为他们的优势，声称正因为自己位居老二，所以他们比赫兹更努力。这个“我们更拼命”的广告终于使赫兹的市占率掉了6%，全部被艾维士接收过去。这个转变已足以让多年亏损的艾维士转亏为盈。

	迪斯尼公司发现，最赚钱的电影必须多一些性与暴力，但在一般迪斯尼影片中你很少发现这些镜头。然而当他们以迪斯尼的标志发行成人的电影时，消费者受制于既有的印象，不愿意看迪斯尼成人电影。为了扭转大众的印象，迪斯尼公司另外成立试金石电影公司来处理所有的成人电影。这个战略非常成功，试金石电影公司发行了不少票房极佳的电影。

	为了推广观光，美国的纽西兰观光局推出一系列电视广告，宣传纽西兰的绝色美景。他们的战略是吸引到澳洲的游客顺道前往纽西兰，利用在消费者心理创造的竞争优势就是强调，纽西兰是世界上最美的两大岛屿。结果，前往观光的美国游客果然大增。



传统营销与逆思考营销这两种不同的心态，可以透过产品线延伸的概念清楚呈现。

传统营销的策略认为，产品线延伸可以有效提高市占率。所谓产的品线延伸是指，推出同一条产品线的类似产品——如可口可乐相继推出健怡可乐、樱桃可乐、新可乐、经典可乐等种类。

相反的，逆思考营销是想办法进一步强化目前在消费者心目中已经奏效的战略，然后再根据这个战略拟定公司一贯的、有效的营销方向。

逆思考营销人员会以成功的战略为基础，探讨如何以其他方式扩充与强化战略。不管竞争对手如何因应，或面对任何外在因素，这种做法都可确保可行性与获利能力。

有些公司同时经营多种产品，妄想大小通吃，结果往往不敌专注单一产品的公司。在消费者心中，专业型公司总是比综合型公司更能够提供高品质的产品。

列举数例：


	可口可乐虽然推出多种口味，现在的市占率却比只有单一产品时更低。百事可乐专心经营一种产品，市占率反而提高了。

	达美乐披萨只提供外送披萨，不像必胜客还兼营餐厅。结果达美乐能全心经营外送服务，必胜客却必须同时为外送与餐厅打广告做促销。

	嘉实多专门经营高性能引擎机油的销售，潘佐尔与魁克公司则是兼卖各种引擎的机油。




关键思维

“如果战略上无法执行，再好的策略也没有用。”

纳粹德国陆军元帅　艾文·隆美尔

“资深与中级管理者往往太好高骛远，太讲求表面功夫。有句话说，魔鬼全在细节里。你可能发展出一套高明的全球策略，但完全无法执行。真正好的策略必源自对细节的熟悉——了解实际执行者的能力、市场、时机等。我喜欢从细节着手，慢慢研究出大方向。”

英特尔董事长　安德鲁·葛洛夫

“如果你把重点放在策略或是未来几年的目标，你便犯了两个商业大忌中的一项：（1）拒绝接受失败，（2）未能乘胜追击。两者都是导因于传统营销的思考模式。”

赖兹与屈特

“从一张书桌看世界是很危险的。”

小说家　约翰·勒卡雷

“观察过去数十年来最伟大策略的成功故事会发现，能够想出成功策略的人，都是深入了解市场后才取得战略的优势”。

“如果你希望加入他们的行列，就必须全心追求打胜仗的战略。你必须用心探讨竞争对手在消费者心中的优缺点，找出这场心理战中最有效的关键战略”。

赖兹与屈特





THE CONCEPT OF BOTTOM-UP MARKETING　
英文



Main Idea

The most effective and profitable business strategies are developed from a knowledge of and involvement with the actual tactics of the business itself. Tactics dictate the most effective strategy for a company—not the other way round.

Supporting Ideas

Marketing

In essence, marketing is the strategy of a business. It is the battle of ideas taking place in the minds of potential customers. Whenever your company wins the marketing battle, you gain one more client or customer. When your competition wins, that client or customer buys from someone else.

Tactic

A tactic is an idea, a competitive mental angle which differentiates your product from all others on the market. A tactic is the benefit your customer considers your product delivers better than any other alternative.

Examples of tactics include:


	The U.S. pizza chain Domino's promises consumers free home delivery of pizza within 30 minutes of ordering. Home delivery is Domino's tactic to win sales.

	Federal Express offers next day delivery of packages anywhere in the United States. FedEx's tactic is dependable next day delivery.



Tactics are neither "good" nor "bad" in the real world. They are either effective—they generate sales, or ineffective—more sales could be achieved by using a different tactic.

Strategy

A business strategy is a coherent marketing direction. It is a program developed and run by a company to systematically organize all marketing activities in an effort to maximize sales. In effect, the strategy is the big picture combining all the individual tactics the company may be using to achieve its objectives.

Examples of strategies:


	Christopher Columbus wanted to find a shortcut to India (the strategy) by sailing west from Europe instead of east (the tactic). His strategy was unrealistic, but his tactic resulted in the discovery of a new continent.

	A dedicated surfer Jack O'Neill got tired of being cold while surfing (the strategy) so he developed a wet suit (the tactic) which is the main product of a multimillion dollar company.



A strategy is the big picture (where the company wants to go) while a tactic is the details (what to do to get there).

Strategy develops over a long period of time. For example, a sale is a commonly used retail tactic. A store which runs a sale every day is a discount store—an example of a strategy. The strategy is built on the ongoing specific tactic.

Tactics are communications-based. Strategies are product-, service- or company-based.

Analogy

If a tactic is a nail, strategy is the hammer used to drive the nail home.

The Traditional Top-Down Approach To Marketing

For most companies, the standard approach to developing marketing strategy has usually been:
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	The senior management of the company are generally the most isolated from the real world of the consumer. They are the most unlikely people in the entire company to be able to understand what customers are thinking.

	The senior management may dictate a strategy which cannot be efficiently executed. There may be no workable tactics which can successfully achieve the specified strategy.

	The middle managers may be tempted to provide a comfort level by adopting a number of tactics in the hope that one will come through. That spreads the company's marketing resources over a number of different fronts, thereby weakening effectiveness.

	The company is trying to make the consumer fit its strategy. Companies which have attempted to achieve this in the past have been unsuccessful.

	The planning process fails to allow for the moves of competitors or other unanticipated market conditions.

	The top-down approach fails to acknowledge that failure may result. Managers believe that any strategy can be achieved with the right tactic. A continual search for the magic tactic can be a major waste of capital and resources.

	A top-down approach lacks the flexibility for the company to exploit success.



Examples of top-down marketing approaches:


	In the 1950s, General Electric made a strategic decision to go into computers, like IBM. 14 years and $400 million later, General Electric abandoned the strategy.

	Xerox tried to move out of photocopiers in the 1980s (the strategy) by buying a computer manufacturer (the tactic). After losing hundreds of millions of dollars, Xerox again went back to concentrating on photocopiers.

	General Motors has lost considerable market share in the luxury car segment of the market to BMW, Mercedes-Benz and other imports. GM's top-down strategy was to introduce two small and expensive models, the Seville and the Cimarron. Both have been sales failures, and GM has continued to lose market share to Ford while it fights the expensive imports.



The Bottom-Up Approach To Marketing

Bottom-up marketing functions along these lines:

The essence of bottom-up marketing is to identify a specific marketing tactic which is already working successfully, and to develop a long-term strategy which puts the entire company's resources behind exploiting that tactic to the maximum.

A company with a bottom-up mindset understands that effective marketing works from the specific to the general—that is, from the short-term tactic to the long-term strategy which maximizes the effect of that tactic.

The advantages of bottom-up marketing are:


	Marketing battles are won or lost at the tactical level, not the strategic level. Tactics alone determine success or failure. Bottom-up marketing strategy is built on the foundation of one successful tactic.

	Top-down planners are trying to force things to happen. Bottom up planners are trying to find things to exploit.

	Top-down managers are chasing existing markets. Bottom-up managers are looking for new opportunities to profitably exploit, including new markets.

	　　4.The critical step in developing bottom-up strategy is to spend time at the front lines—where your company's product comes face to face with potential customers. Going down to the front means spending time observing the way prospects form their impressions of your product, and how they act on those impressions.

	The best bottom-up marketing strategies rarely look like winners in advance. If this wasn't the case, your competition would already be using the same tactic.



Examples of bottom-up marketing:


	Vicks developed a new cold remedy which had a side effect of inducing drowsiness. Instead of writing it off, they marketed the product as a nighttime cold remedy. Nyquill went on to become Vick's most successful new product ever. The tactic (the first nighttime cold remedy) dictated the strategy (introduce a major new cold remedy called Nyquill).

	Volkswagen introduced America's first small car (the beetle) in the 1950s when U.S. manufacturers were making big cars. VW was very successful building this tactic into the strategy of the whole company in the 1960s. When they changed their tactic in the 1970s by moving away from small cars, VW sales dried up.

	The Little Caesar's pizza chain uses a two-for-the-price-of-one tactic to attract customers who might normally go to Pizza Hut, Godfathers or Domino's. To turn this tactic into a strategy, Little Caesar's stayed focused. The company offers take-out pizzas only, avoiding the overheads of waitresses, restaurants and so on. Next Little Caesar's developed an advertising campaign using the slogan "Pizza, pizza" to stress the two-for-one tactic. Using this simple tactic, Little Caesar's became one of the most successful pizza chains in operation.

	Interstate Department Stores was struggling as a discount department store. It bought a small toy retail operation, went into bankruptcy and emerged as a toy retailer alone. The company was renamed Toys "R" Us and continued to exploit the toy sales focus. Today, Toys "R" Us has more than 350 stores and annual sales in excess of US$2.6 billion.

	Avis introduced a famous advertising campaign which stressed the fact that Avis was number 2 to Hertz in the rental car business. The company's tactic, however, was to turn this fact to Avis's advantage by explaining that because Avis was only number 2, it was trying harder to win business than Hertz was. The "We try harder" campaign eventually resulted in Hertz losing 6-percent of its market share and Avis gaining the full 6-percent. The shift was sufficient for Avis to start making profits after years of losses.

	Disney Studios realized that the most profitable movies feature more sex and violence than you tend to find in the average Disney movie. However, when Disney released adult movies under its label, consumer perceptions were such that not many adults wanted to see a Disney film. To change this perception, Disney Studios set up Touchstone Pictures to handle all the studio's adult films. The tactic has been very successful, and Touchstone has gone on to release several highly successful films.

	To promote tourism, the New Zealand Tourism Board in the United States developed a series of television ads showing New Zealand's stunning scenery. The tactic was to interest people who were traveling to Australia to take the time to stop in New Zealand while they were "down under." The competitive mental angle was to show New Zealand as the two most beautiful islands in the world. As a result, U.S. visitors to New Zealand increased markedly.



The differences between top-down and bottom-up marketing mindsets are clearly illustrated with the concept of line extension.

Top-down strategies suggest that line extension works effectively to increase market share. Line extension means to introduce another similar product—for example, Coca Cola introduced Diet Coke, Cherry Coke, New Coke and Classic Coke.

Bottom-up marketers, by contrast, are looking for ways to further strengthen the tactics which are currently working in the mind of the consumer. The tactic can be strengthened and built into a coherent and powerful marketing direction.

The bottom-up marketer takes the successful tactic and focuses on other ways to build on and strengthen that single tactic. This will be viable and profitable despite any moves the competition may make, or any other external factors.

The company which tries to become a generalist by introducing a number of products becomes vulnerable to the company which stays focused on one specific product. In the mind of the consumer, the specialist always delivers a better product than the generalist.

For example:


	Coca-Cola, despite introducing a wide variety of cola flavours, now has a lower total market share than it did when it was just a single product company. By contrast, Pepsi Cola has increased market share by staying focused on its product.

	Domino's Pizza has stayed focused on home delivery of pizzas, and resisted the temptation to establish dine-in restaurants like Pizza Hut. That allows Domino's to focus exclusively on home delivery while Pizza Hut needs to advertise and promote both home delivery and dine-in.

	Castrol focuses on oil for high performance engines. Pennzoil and Quaker State oils are marketed for all types of engines.




Key Thoughts

"The best strategic plan is useless if it cannot be executed tactically."

Erwin Rommel Field Marshall

"There's a tendency at the senior and middle-manager level to be too big-picturish and too superficial. There is a phrase, 'The devil is in the details.' One can formulate brilliant global strategies whose executability is zero. It's only through familiarity with details—the capability of the individuals who have to execute, the marketplace, the timing—that a good strategy emerges. I like to work from details to big pictures."

Andrew Grove Intel

"When you put the emphasis on strategy, or where you want to be in the years ahead, you commit one of the two cardinal sins of business: (1) the refusal to accept failure and (2) the reluctance to exploit success. Both sins result from top-down thinking."

Al Ries & Jack Trout

"A desk is a dangerous place from which to watch the world."

John Le Carre novelist

"The greatest strategic successes of the past few decades have been conceived by people who were thoroughly tuned in to the tactical marketplace they came to dominate.

To do the same, you have to put your mind on the tactics of the battle you want to win. You have to focus on your competitors and their strengths and weaknesses in the mind of the consumer. You have to search out that one key tactic that will work in the mental battleground."

Al Ries & Jack Trout





如何发展逆思考营销策略　
英文
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A．亲自到第一线

主要观念

发展营销策略的关键是你必须亲自到市场上去——顾客所在的第一线，找出你的服务或产品在消费者心中的竞争优势。

支持概念

一家公司的整体营销计划通常由最高执行长决定核可或否决，问题是，多数公司的最高执行长很可能是最不熟悉市场现况的人。

要克服这个疏离的问题，最高执行长必须花时间亲自到第一线去，了解潜在顾客的反应。派遣别人代劳总是不如亲自观察体验更有效果。

走到第一线这项工作绝不能委交他人代办，因为中阶管理者通常只会拣主管爱听的好话说。我们必须认清一件事，“走到第一线”是公司未来存亡的关键。

到第一线去是为了搜集资讯而不是确认资讯。换句话说，最高执行长是去观察什么可行、什么不可行，而不是寻找证据来确认他原来的看法。

追根究底，产品或服务的第一线还是存在潜在顾客的心中。因此，“到第一线去”意味着客观探讨顾客与潜在顾客的想法。


关键思维

“从来没有一种真正新的家电用品是大公司发明的，不管是第一部洗衣机、电炉、干衣机、熨斗或熨烫器、电灯、冰箱、收音机、烤面包机、电扇、热敷垫、刮胡刀、除草机、冰柜、冷气机、吸尘器、洗碗机、烤肉架。”

通用电气公司　前董事长　奎恩

“市场调查没有什么不好，只要你能记住，营销是未来的游戏。多数市调都是报告过去的现象，只能告诉你潜在顾客已经做过的事，未必能告诉你他们将来会怎么做（他们也不知道自己将来会怎样，问了只是徒增困惑）。”

赖兹与屈特

“必须经过全盘了解后才能学会的事，才是唯一值得学习的知识。”

美国前总统　哈瑞·杜鲁门

“总统在评估他个人的相关利益时，根据的可不是一般的资讯，而是先观察各种琐碎的具体细节，在心中拼凑整理后，才能看清眼前问题被隐藏的面向。他必须尽可能伸出触角，接收每一件事实、意见、八卦，分析这些讯息对他身为总统的利益及利害关系会有什么影响。”

赖兹与屈特　政治学家 理查德·纽斯达



B．观测趋势

主要观念

观测趋势是指，观察可能对你市场产生影响的消费者生活形态长期的变化，同时必须能清处地区别短期流行与长期趋势之间的差异。

支持概念

很多人看了报章杂志耸动的标题，便以为人类的生活形态每天都在发生重大的改变。但就像多数情况一样，真实与宣传之间有很大的差距。

对大多数人而言，基本习性的改变总是缓慢渐进的。媒体耗费太多时间夸大这些短期的变化，反而常忽略了长期的趋势。对企业而言，最大的获利机会不在于这些短期的变化，而在于调整公司脚步以配合长期的趋势。

但要分辨哪些是短期流行、哪些是长期趋势，可不是容易的事。一般而言，一时的流行能使销售量在一夕之间遽增，趋势所带动的销售量则通常缓慢开始，渐渐增强力道。流行有新闻价值，易引起广大注意；趋势是渐进发展的，因不够戏剧化而引不起报章杂志的兴趣。

营销计划必须以事实为基础。有时候营销人员不免流于天马行空，仅凭当下的流行拟定计划，忽略其他现实情况。

传统由上而下的营销计划通常建立在对未来的预测上，有些是就目前的趋势推断，有的是假设未来必然会重复过去的趋势，或仰赖精确预估竞争对手会采取的行动。但很显然的，即使面对竞争或任何外在条件，真正高明的营销计划还是会成功的。

聪明的公司不会去预测未来，而是努力创造未来，发展出能够带领趋势的产品与服务。这类产品善于把握现有的潜在顾客，不会等待消费者行为改变再推出产品。

最后，即使是面对最强大的趋势，违反趋势的新产品总还是会有自己的市场。当你注意到所有人都在做同一件事，而你还能逆势而为时，就表示你将有可能发展出一种极为成功的产品。


关键思维

“无法预期的事情必然会发生。”

彼得定律



C．缩小焦点，找出战略

主要观念

战略是指，你的产品或服务在潜在顾客心中具有哪些竞争力。营销竞夺的是概念而不是产品或服务，有效的战略就是能达成效果的营销方法。

支持概念

传统由上而下型的营销人员总想改变人们的观感，一心沉浸在自己的产品或服务，深信只要采用正确的语言或形象，每个人都会爱上他的产品。

相对的，逆向思考的营销人员会坐下来思考，如何让消费者既存的观感发挥最大效益。换句话说，他们愿意改变公司或产品来配合现有的市场条件。

在营销活动里简单的概念总是比复杂的概念更优越、更有效。同样的，焦点集中的单一概念，其成效总是胜过分散到多项产品的复杂讯息。

任何产品若妄想取悦所有的人，最后必然谁都讨好不了；一家公司若想要讨好所有的人，通常都会被专精特定领域的对手击倒。原因有以下几项：


	专业公司专注发展单一产品、讯息，或消费者心目中的特定优点。

	专业公司会被视为特定领域的专家或顶尖者。

	专业公司甚至会被视为某类产品的代表品牌。



有效的战略通常具备下列特点：

1．有力的战略是建立在已有成效的营销角度上。推出新产品或服务的唯一理由是填补市场空缺，而不是公司产品线的断层。

2．你的战略应认清消费者有多种选择。营销的重点是抓住顾客，同时将竞争对手的顾客拉过来。

3．营销战略应该要时时想到消费者的需求，但也不能太过强求。消费者最喜欢的是你免费赠送产品或服务。

4．营销战略应该避免提供更多选择。最可能向你购买新产品的是你现有的顾客，务必专注在一项重点，不要同时推出太多产品。

5．评量战略优劣真正的标准，就是对消费者而言，你的产品是否有足够的优点可以作为营销的基础。有效的战略必须有一个核心想法或概念，无效的战略往往以产品为基础。

6．要取信于消费者，你的战略应该也可以从负面的角度促销产品，让消费者觉得你的战略很合理。高明的负面促销会让你的战略更具说服力。

举例来说，零售业者发现，拍卖时若以次级品或瑕疵品为号召，通常能提高存货周转率。这类的说辞刚好可以提供减价的理由。

当查尔斯·史瓦伯开设折扣券商时，便是以佣金低廉但不提供投资建议打广告。业务员绝不可打电话鼓吹投资人购买该公司的特别推荐股，这项规定提供了低廉收费一个很有力的理由，最后证明是极成功的战略。

7．高明的战略很难被竞争对手抄袭。

艾维士的战略是因为自己是老二所以更努力，这就是竞争对手无法抄袭的。赫兹总不能说他已经是第一名所以更努力，这是不合逻辑的。


关键思维

“要找出消费者心目中具有竞争力的认知角度并不容易，因为刚开始这些角度几乎都不像是很好的卖点（否则别人早就采用了）。”

赖兹与屈特

“好点子是美国企业界发行的新货币。”

华特·瑞斯顿

“一旦船漏水时，你不会把湖水抽掉，而会去修补船只。”

赖兹与屈特

“很多人以为努力一半也能成功。往前跨一小步总比一大步容易，但要跨越鸿沟绝不能先跨越一半。”

军事策略家 卡尔·克劳塞维茨

“在这个世界，唯一确定的只有死亡与缴税这两件事。”

本杰明·富兰克林



D．根据战略发展策略

主要观念

将战略转化为策略需要一些时间，战略必须变成公司长期营运重要的一环，甚至应成为整个公司存在的理由。

支持概念

要以战略为基础发展出策略，表示公司必须为了配合市场而改变产品（有时甚至要改变公司本身），而不是改变公司营运的环境。最重要的挑战是一心一意执行有效的战略，并持之以恒。

这种由下而上的逆向思考方法才能发展出务实的策略，亦即可行的策略。反之，由上而下的传统营销法是先拟定整体策略，再发展出许多战略来达成策略。理论上或许很吸引人，执行起来却很不实际。

逆思考营销必须能弹性调整产品与公司，而不是强迫市场改变。

要将成功的战略转化为策略需要时间。营销的目标应该是了解消费者心中对你的产品或服务的观感，据以发挥最大的优势。

逆思考营销的关键不是强迫消费者接受你的讯息，而是你要接受消费者心中既定且难以改变的参考点，据以型塑你的产品。也就是说，要变动调整的是公司内部，不是市场。

下面是将战略转化为策略的一个例子：

一家银行最近发现，只有他们能在24小时内核办贷款，其他竞争对手都需要48小时以上。为了将这个战略转化为策略，该银行改变作业程序，进一步强化这项竞争优势。银行同时调整内部组织，以期能维持一贯的服务效率。接着他们更推出一系列广告，将自己定位为“作业最快速的银行”。

他们其中一则广告强调，“时间就是金钱”。另一则广告的诉求是：“消费者不应抢银行，银行也不应让消费者枯候”。


关键思维

“为昨日辩护远比创造明日更危险。”

彼得·杜拉克



E．说服高层接受你的策略

主要观念

除非你能争取公司高层（及多数员工）的支持，否则再成功的战略纵使能发展为有效的策略，也无用武之地。

支持概念

切记下列几点：


	由下而上发展的策略是无可取代的。因此，不要误以为多提几项策略比较好，你的提案重点应该强调，选定的战略是对公司最具获利潜能的行动方案。

	要明白，有些构想会被拒绝并不是因为构想不好，而是因为高层主管无法从中获益，你要想办法将这个事实转变为对你有利的因素。

	不妨考虑提名一位“斗士”专门负责战略的成败，成则飞黄腾达，败则玉石俱焚。

	如果你必须得到跨部门的合作才能发挥有效的战略，你应该由下而上广结善缘，直到有权统合各部门的主管也能支持你为止。

	当你与最高执行长或高阶主管打交道时，别忘了这些人是离第一线最远的人。比较聪明的做法是，以公司的信誉为名推销你的战略，指出你的战略将如何提升公司信誉，自然能争取管理阶层的肯定与支持。

	切记产品名称是很重要的战略考虑。如果你必须把产品名改成一个没有战略意义的名称，才能得到管理阶层的认可，那你最好完全放弃这个战略，不要固守一个没有机会赢的产品。务必坚持符合原定战略的产品名称。

	营销战打的是概念与竞争的产品。一切都需要有充足的资源，也就是要有足够的财力提供必要的营销工具。



冲劲十足的小公司通常有很多点子，但欠缺财力来执行。这种情况下，小公司应该缩小地理范围，专注经营一个能妥善发展的市场，或是与具备开拓全国市场资源的公司形成策略联盟。

市场上既有较大型的公司虽然拥有财力，却往往把资源分散在多项计划上，未能专注在单一策略的竞争优势。这时候，逆思考营销的人员必须说服高层主管接受这种方法，如此主管才能抵抗政治压力，避免资源过度分散，削弱营销效能。

F．推动逆思考营销计划

主要观念

成功的营销计划应该由下而上发展，实际推动时却必须由上而下。这种下层计划而上层执行的模式，恰与一般企业的做法相反。

支持概念

一般推出新产品有两种方法：

1．闪电出击

以闪电式的广告与促销方案推出产品，制造大轰动。这种方法旨在创造新鲜刺激的印象。

2．渐进推展

这不同于全国性的闪电出击，而是先在一个城市推出新产品，再慢慢扩及全国。

一般而言，资源充足的企业偏好闪电出击法，小公司则通常采取渐进推展的方式。只要是由下而上采取有效的营销计划，这两种推动方式都可以成功。

即使是小公司也可以采取积极的营销手法。与其做一家受欢迎的小公司，不如做一家备受尊敬的小公司。

军队是推动营销计划的最佳典范。一般而言，军队的策略是由战略往上发展而成的。然而策略一旦确定后，前线的指挥官便必须切实执行，低阶军官几乎没有个人的决策空间。


关键思维

“尊敬比友谊更有利销售。在美国，我们向过往的宿敌德国与日本购买的汽车，是我们向昔日的盟邦英国与法国购买的四十二倍。

“如果你希望别人爱你，你就要对他好。如果你希望别人尊敬你并向你买东西，就要击中他的要害。”

赖兹与屈特



G．乘胜追击或断然停损

主要观念

继续强化成功的营销战略，但要尽快放弃失败的战略，以免耗损太多资源。

支持概念

许多管理阶层有一种倾向，会投入许多时间、精力、资源想要让每一种产品都畅销。其实更能获利的管理风格是完全放弃失败的产品，初期便有销售佳绩的产品则要充分发挥。

分权管理的公司通常拥有丰富的战略知识，但欠缺足够的领导人才可以将战略转化为公司整体的一贯策略。

策略能够奏效的初期指标包括以下几点：


	媒体的报道（不管是正面或负面），代表市场注意到你的产品，尤其重要的是产业刊物与专业媒体的报道。

	销售量持续累增，显示这是趋势而非一时的流行。

	某种证据显示，你的策略让竞争对手感到不安（如果对手威胁要控告你，表示你击中了他的重要神经）。



一旦你确定一项新产品可以成功时，就要想办法充分把握优势，将更多资源投入新的产品或服务中，让已经奏效的战略继续维持动能。

在新兴市场里，如果你能确立市场的优势地位，长期的效益自然会显现。一项产品在消费者心目中的领导地位绝不容低估。

反之亦然。如果初期的营销活动未能在市场上制造任何印象，就应断然停损，进行下一个战略。

营销战失败的理由包括以下几点：


	策略错误。

	资源不足。

	发生完全出乎意外的事情。



切记，眼前的战役不代表全部。整个营销活动是由一系列的小战役构成的。目标不是赢得每一次战役，而是赢得最后的胜利。

多数公司即使战略失败了也不愿意优雅引退。将每一次失败当作宝贵的实战经验，当机立断减少损失，将来再想办法运用这得来不易的教训，反而才是最明智的做法。



HOW TO DEVELOP BOTTOM-UP MARKETING　
中文
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A．GOING DOWN TO THE FRONT

Main Idea

The most crucial step in developing an effective marketing strategy is to go down to your company's marketplace—your customer front line—and find a competitive mental angle for your service or product which works.

Supporting Ideas

A company's chief executive officer (CEO) is generally the person who approves or rejects the company's overall marketing program. Unfortunately, in most companies, the CEO is also the person most likely to be out of touch with the realities of the marketplace.

To overcome this isolation, the CEO must make the time to personally visit the customer front lines to see how potential customers react. Sending someone else to carry out this observation function is not nearly as effective as a CEO hearing, seeing and experiencing it for himself or herself.

Going to the front cannot be delegated out because middle managers will generally only tell senior managers what they think the senior managers want to hear. The trip to the front should be viewed in its true light—as the key to the survival of the company in the years ahead.

A visit to the front should be made for information rather than confirmation purposes. That is, a CEO should be there to observe what does and does not work rather than looking for facts which confirm previously formed opinions.

Ultimately, the front line for a product or service is in the mind of the prospect. Therefore, going to the front line means being able to objectively explore what customers and prospects are thinking about.


Key Thoughts

"Not a single distinctively new electric home appliance has ever been created by one of the giant concerns—not the first washing machine, electric range, dryer, iron or ironer, electric lamp, refrigerator, radio, toaster, fan, heating pad, razor, lawn mower, freezer, air conditioner, vacuum cleaner, dishwasher or grill."

T.K. Quinn Former Chairman, General Electric

"There's nothing wrong with market research as long as you remember that marketing is a game of the future. Most marketing research is a report on the past. Research tells you what prospects have already done, not necessarily what they are going to do. (They don't know what they're going to do, so don't confuse them by asking.)"

Al Ries & Jack Trout

"The only things worth learning are the things you learn after you know it all."

Harry Truman

"It is not information of a general sort that helps a President see personal stakes. It is the odds and ends of tangible detail that, pieced together in his mind, illuminate the underside of issues put before him. To help himself he must reach out as widely as he can for every scrap of fact, opinion, gossip, bearing on his own interests and relationships as President."

Richard Nuestadt Political Scientist



B．MONITORING THE TRENDS

Main Idea

Monitoring the trends means to watch for long-term shifts in consumer lifestyles that may influence your markets. It also means to make the important distinction between short-term fads and long-term trends.

Supporting Ideas

Many people take the sensational headlines of newspapers and magazines to develop a perception that vast lifestyle changes are taking place every day. Reality, as usual, is quite different from the hype.

For the majority of people, basic habits change slowly and gradually. The press spends so much time trumpeting these short-term variations that often the long-term trends are ignored. For a business, the big profits lie not in the short-term variations but in aligning the company with long-term trends.

Telling the difference between a short-term fad and a long-term trend is tricky. As a general rule, fads have sales levels that increase dramatically overnight while sales volumes for trend items tend to start slowly and build momentum gradually. Fads are newsworthy and get lots of attention while trends happen so gradually they aren't dramatic enough to sell any newspapers or magazines.

Marketing plans need to be founded on the bedrock of reality. There is sometimes a temptation to go off into the wild blue yonder with plans based on the fad of the moment while ignoring other realities.

Top-down marketing plans are usually based on predicting the future. Some use an extrapolation of present trends. Others assume the future will be a replay of the past, or depend on accurately predicting what the enemy will do. Clearly, good marketing plans are workable and successful in spite of the competition or any external conditions.

Smart companies don't try to predict the future. Instead, they work to create the future, by developing products and services whose success will create their own trends. These products tap into the pool of existing potential customers and don't wait for a change in consumer behavior to occur before the product can make a start.

And finally, even in the strongest trend, there is always a market for a new product which runs against the trend. If you notice that everyone else is doing one thing and you develop a way to do the opposite, you just may end up with a hugely successful product.


Key Thoughts

"The unexpected always happens."

Peter's Law



C．NARROWING YOUR FOCUS TO FIND A TACTIC

Main Idea

A tactic is a competitive mental angle in the mind of a prospect for your product or service. Marketing is a battle of ideas rather than products or services. An effective tactic is a marketing approach which produces results.

Supporting Ideas

The traditional top-down marketer is always trying to change people's perceptions. He's so caught up in his own product or service he believes that if the right words and images are used, everyone will also fall in love with the product.

By contrast, a bottom-up marketer sits down and figures out how to use the perceptions that already exist to best advantage. That is, the bottom-up marketer is willing to change the company or the product to suit any market conditions which already exist.

Marketing is a business activity in which a simple idea is always superior and more effective than a complex one. Similarly, one tightly focused concept will always out perform a host of messages spread over a wide number of products.

Any product which tries to appeal to everybody ends up appealing to nobody. The company that tries to be all things to all people is always going to be vulnerable to another company which is a specialist. This is because:


	The specialist can focus on one product, one message, one specific benefit in the mind of the consumer.

	The specialist can be perceived as an expert or the best in that field.

	The specialist can even become accepted as the generic brand within that product category.



The characteristics of an effective tactic are:

1．A strong tactic is built around an existing successful marketing angle. New products or services should only be introduced to fill a void in the marketplace, not to fill a gap in the company's product line-up.

2．A tactic should acknowledge the reality that consumers can choose between a number of options. Marketing consists of holding onto your customers while attempting to take customers away from your opposition.

3．Tactics should keep the consumer's needs in mind, but not excessively so. What would please the consumer most is if you gave your product or service away free.

4．Avoid tactics which offer more choice. The most likely prospect to buy your new product is one of your existing customers. Maintain your focus and concentration rather than trying to bring a number of products to market.

5．The true measure of a tactic is whether it contains a strong consumer benefit around which your marketing can be based. Effective tactics have a central idea or concept which is an integral part of the tactic. Ineffective tactics are product based.

6．To generate credibility, the tactic should have a negative angle which also can be promoted. This generates credibility for the tactic's rationale. By skillfully promoting the negative angle, the tactic becomes even more compelling.

For example, retail stores have found they generate better turnovers when a sale is advertised as being for "seconds" or "shop damaged stock." These descriptive terms give a reason why the prices are lower.

When Charles Schwab launched a discount brokerage firm, he advertised that his brokerage fees were lower than the competition because he doesn't give investment advice. Nobody would ever call investors trying to get then to invest in the company's special promotional stock. That was a powerful rationale for lower prices which was turned into a highly successful consumer tactic.

7．A good tactic cannot be copied easily by the competition.

When Avis developed the tactic of trying harder because they were number two, they were introducing a tactic that their competitors could not copy. For example, Hertz could not logically state they were trying harder because they were already number one.


Key Thoughts

"Most angles are hard to spot because they almost never look Jack Trout like big winners in advance. (If they did, others would already be using them.)"

Al Ries & Jack Trout

"Ideas are the new currency in corporate America."

Walter Wriston

"When the boat is leaking, you don't try to drain the lake. You try to fix the boat."

Al Ries & Jack Trout

"Many assume that half efforts can be successful. A small jump is easier than a large one, but no one wishing to cross a wide ditch would cross half of it first."

Carl von Clausewitz Military Strategist

"In this world, nothing is certain but death and taxes."

Benjamin Franklin



D．Building a tactic into a strategy

Main Idea

Turning a tactic into a strategy takes time. The tactic must become an integral part of the company's operation over the long haul—in fact, the tactic must become the company's entire reason for existence.

Supporting Ideas

Building a tactic into a strategy means the company changes its product (or sometimes the company itself) to meet the market rather than trying to alter the environment in which the company operates. The challenge is to maintain a single minded focus on the tactic over a period of time.

The bottom-up approach leads to the development of strategies which are grounded in reality. That is, the strategy is executable. By contrast, a top-down marketer will start with an overall strategy and develop a number of tactics to set out to achieve that strategy. That's impressive in theory but impractical in reality.

Bottom-up marketing requires a willingness to change your product and your company rather than trying to force a change on the marketplace.

The process of turning a successful tactic into a strategy takes time. The objective of marketing should be to take advantage of the ideas and perceptions already existing in the minds of consumers for your product or service.

The essence of bottom-up marketing is not to try and force your marketing message into the mind of the consumer, but to accept the fixed reference points that already exist there and to mould your product offering around those fixed points. That is, the variables are inside the company, not out in the marketplace itself.

Example of turning a tactic into a strategy:

A bank recently discovered that it processed a loan in 24 hours while all its competitors took 48 hours or longer. To turn this tactic into a strategy, the bank changed its procedures to fur-ther reinforce that competitive advantage. It also reorganized internally so it could continue to deliver on the turnaround time consistently. The bank then introduced a series of ads positioning itself as "the fast-moving bank."

"Time is money," aid one ad. "People shouldn't hold up banks and banks shouldn't hold up people either," aid other ads.


Key Thoughts

"Defending yesterday is far more risky than making tomorrow."

Peter Drucker



E．SELLING THE STRATEGY TO TOP MANAGEMENT

Main Idea

A successful tactic which has been built into an effective strategy is powerless until your company's top management (and most of the employees) are sold on it. Fortunately, this step is not as hard as you may imagine since by definition, a tactic will be simple. You will be presenting a bold stroke which is dramatic and effective.

Supporting Ideas

Keep these thoughts in mind:


	There are no alternatives to a strategy developed from the bottom up. Therefore, don't fall into the trap of presenting several strategies. Your presentation should focus on the chosen tactic as the most profitable move the company can make.

	Be aware that sometimes ideas are rejected not because they are unsound but simply because nobody in upper management will benefit from them. Find a way to turn this reality to your advantage.

	Consider nominating a designated "champion" who will be responsible for the success of the suggested tactic, and who will either soar with its success or crash-and-burn if the tactic bombs.

	If you need to cut across divisions within the company to exploit an effective tactic, build goodwill from the bottom up until you reach the level at which someone can authorize programs which cut across internal company organizations.

	When dealing with a CEO or top managers, keep in mind they are furthest from the front lines. The smart approach is to sell the benefits of your tactic on the "reputation" of the company. By showing that the suggested tactic will impact favourably on your company's reputation, you provide a rationale for acceptance and management support.

	Keep in mind the name of a product is an important tactical consideration. If management approval hinges on a name change to something that makes no tactical sense, it is better to abandon the tactic altogether than to continue on with a losing product. Stand firm and insist on a product name that fits the proposed tactic.

	Marketing is a battle of ideas and competing products. Nothing can be achieved without sufficient resources—which translates to sufficient money for the marketing tools required.



Small, entrepreneurial companies, are usually rich with ideas but lack the financial resources to properly exploit these ideas. In this situation, the small company should narrow its geographical focus to a market that can be properly developed, or form a strategic alliance with a company with the resources for a national attack.

Larger established companies have the financial resources, but they tend to be spread over a number of projects rather than focused at a single strategic competitive advantage. In this situation, the bottom-up marketer needs to convert the top managers to the approach, so they can withstand the political pressures to spread resources wide and far, thereby diluting effectiveness.

F．LAUNCHING A BOTTOM-UP PROGRAM

Main Idea

While the development of an effective marketing program should be made from the bottom-up, the launch must be made from the top-down. This "bottom-up for planning but top-down for execution" pattern is the exact opposite of common business practice.

Supporting Ideas

The general alternatives for market launches are:

1．The big bang approach.

Create big up-front excitement by launching your product with a blitz of advertising and promotional offers. With this approach, something new and exciting is being done by your company.

2．The gradual roll out approach.

Instead of a big bang national blitz, the new product is launched in one city at a time until it eventually goes national.

Generally speaking, companies with sufficient resources prefer the big bang while smaller companies usually work on a gradual roll-out. Either approach will work successfully for the launch of an effective bottom-up marketing program.

Even small companies can be aggressive in their marketing. It is much better to be small but respected than to be small and well liked within the industry.

The military is a good model for the launch of marketing programs. Generally speaking, armies develop a strategy from the tactical level upwards. However, once a strategy is decided upon, the front-line leaders are expected to carry it out with little room for individual decisions to be made by lower-level commanders.


Key Thoughts

"Respect moves a lot more merchandise than friendship. In the United States, we buy 42 times as many automobiles from our former enemies, the Germans and the Japanese, as we buy from our former friends, the English and the French. If you want someone to love you, be nice to them.

If you want someone to respect you, and to buy from you, punch them in the nose."

Al Ries & Jack Trout



G．POUR IT ON OR CUT YOUR LOSSES

Main Idea

Reinforce success. Abandon marketing failures quickly before they drain too many of your resources.

Supporting Ideas

The natural management tendency is to spend time, energy and resources on trying to turn every product into a winner. A far more profitable management style is to completely abandon failure and take full advantage of those products which have enjoyed early market success.

Decentralized companies tend to have a lot of tactical knowledge, but insufficient leadership to turn a tactic into a coherent company-wide strategy.

The early indicators that a strategy is working are:


	Media coverage (either positive or negative) indicating market awareness of your product. Especially important are the trade journals and specialist press.

	A gradual and sustainable build up in sales volumes showing a trend rather than a fad.

	An indication that your competitors are uncomfortable with your strategy. (If they threaten to sue, you've struck a responsive chord).



Once it becomes clear the new product will be successful, look for ways to push home the advantage. That is, increase the resources available to the new product or service. This allows the successful tactic to maintain its momentum.

In an emerging market, establish a dominant market position and the long-term benefits will flow. Leadership as a position owned by a product in the mind of the consumers should never be underestimated.

The converse is also true. If early marketing has failed to make any impression on the market, cut your losses and move on to the next tactic.

Marketing battles are lost because:


	The strategy was wrong.

	Insufficient resources were available.

	The totally unexpected occurred.



Keep in mind that the present battle is not the whole story. Marketing is a series of minor battles making up the overall campaign. The objective is not to win each battle along the way but to win the campaign.

Most companies hate to beat a graceful retreat from an unsuccessful tactic. A better approach is the exact opposite —look at each failure as a valuable lesson in the real world, cut your losses quickly and look for ways to apply that hard earned lesson in the future.



在地观点


靠营销，台湾猪也可以走出台湾


《逆思考营销》（Bottom-Up Marketing）出版于1990年，作者艾尔·赖兹（Al Ries）的“营销大师”声誉自此奠定，至今仍然著作不断。在十多年后的今天，我以一介非营销背景的专业经理人，借由实务市场累积的销售经验，为本土研发的动物药品挂上跨国集团拜耳公司的牌子，成功营销进入标的潜在市场，对应起作者最初始的想法，颇有鉴古照今的趣味。

这里要提到的台湾拜耳个案中，既为在地研发团队打开国际的销售通路，也说服跨国集团逆向操作，挖掘出地方特色的一流产品，增强营销全球的力量。或许，这不仅限于“逆思考营销”的观念，作者近年来和女儿萝拉．赖兹（Laura Ries）合组的赖兹赖兹公司（Ries& Ries），专事营销的策略咨询，融合了品牌、公关、科技等在营销议题和活动，都能在这个个案中看到足迹，甚至跨进更前瞻的产学合作、专利授权等新世代热门话题。


疾病打击，畜产市场萎缩


“经济部工业局”的统计资料显示，制造业和服务业两大类，占GDP的98%；换句话说，扣除工业、服务业之外的最后一项经济结构要素－－农业，在台湾的GDP比重既不高、对经济发展的贡献度自1980年代后也江河日下，及至2002年仅约占GDP的1.9%。在如此低生产力的农业项目项下，要再细分为蔬果类、畜牧类、渔产类等，可以想见其比例的微小。

然而，尽管占台湾GDP的比重有限，在日本偏好台湾猪、渔等肉品的传统下，冷冻肉品曾经排名在“台湾输日前十大产品”的榜单上，直到1997年爆发口蹄疫为止。以猪只为好发对象的口蹄疫，乍时关掉九成的猪肉外销管道，留下来的猪只被下令销毁，严重打击台湾的猪只畜养行业，也打垮了多家跨国集团的台湾营业绩效，多数已经规划的销售计划，包括饲料添加剂、猪只疫苗与用药等，都陷入推销无门的窘境。这不是营销策略的无效，而是非人为可控制的环境变化。

在国人痛定思痛的决心下，口蹄疫情逐步获得控制，2002年间日本也愿意尝试恢复自台湾进口熟猪肉，显示日方心头上的口蹄疫阴影正逐渐散去。不幸的是，香港、越南和广东地区，SARS的疫情方歇，就又流行起禽流感，换成大家对鸡肉敬而远之。一连串的流行疫病，降低消费者对肉品的口欲，影响到本地的畜产市场连年萎缩。

身为跨国集团动物保健部门的主管，我有义务和责任，防止自己的单位因为市场消失而被缩编或撤除，那会影响到部门员工的职涯升迁与家计问题，也会冲击到台湾在跨国集团的全球布局角色。在周围环境实在不利的情况下，唯有重新就“策略”进行思考，才能期待出现突围的机会。


拜耳取得第一剂营销代理权


策略的拟订，从需求的一端开始思考。当今台湾的畜产市场，需要培养产出更高品质、更健康的肉品，让每一次的销售都能达到最高价值，套句经济学用语，是说追求“单位生产效率最高”的经营方式。就投入面而言，饲养猪只的土地面积，在台湾地区不可能轻易增加，唯有改善饲养家畜的健康状况，排除可能长成不良成体的基因或病菌。这正是台湾养猪户的需求，却也是一般业者无法供应的新产品。而拜耳传统的全球营销概念，引发我进而构思：是否，一旦找出台湾畜产市场所需的新产品，将能扩大销售到相近的亚洲其他市场，诸如韩国、泰国等有食用猪肉的地方？

因此，我整理出两项得自市场分析的讯息，是拟订营销策略的原始点：


	需要引进市场需求的新产品，该项产品应具有突破现状的关键优势，且蕴含国际普级性的条件与能力。

	与第三部门（third party）结合，例如研发单位，以加快新产品问市，在同业表现均走下坡之时，抢到销售的先机。



所幸个人的兽医学专业背景和人脉网络，以及拜耳的全球布局（umbrella），让上述两点能够推动起来。我找到国立中兴大学兽医病理学研究所教授简茂盛的研发团队，把他们钻研出来的全球第一个利用基因工程生产的“猪萎缩性鼻炎重组次单位毒素疫苗”(简称ＡＲ)，透过本地的制药厂生产，挂上拜耳的“拜有福猪萎缩性鼻炎重组毒素及不活化混合菌苗”商标，营销进入市场。

简茂盛教授的研究做得很扎实，他说，猪萎缩性鼻炎是猪只常见的上呼吸道疾病，一旦感染，毒素会破坏猪的骨头生长机制，长得很慢，也容易引发肺炎，甚至变成严重败血症，造成死亡，而且会相互传染，类似SARS好发于人体般，很容易造成大流行。经过多方协调，尤其是中兴大学技术授权中心的专业协助，“猪萎缩性鼻炎疫苗”顺利在2004年6月取得农委会销售许可，第一步在台湾上市。记得台湾拜耳公司医疗保健事业群前总经理史瑞德，高兴地在记者会上宣称，“这是结合台湾先进的研发及制造技术，透过拜耳遍及全球的营销网路，为台湾生物科技产业开创的国际性商业模式。”

据估计，“猪萎缩性鼻炎疫苗”在台湾地区每年的产值约新台币6、7千万元，全球市场新台币15亿元左右，简茂盛教授还在持续研发，希望朝更具实用性的“一剂多用”多价疫苗方向改进，除抗萎缩性鼻炎外，同时能够防止其他疾病，潜在市场不可计量。拜耳取得第一剂的“拜有福猪萎缩性鼻炎重组毒素及不活化混合菌苗”台湾营销代理权，第一年保证销售量60万剂，第二年70万剂。除了台湾市场外，韩国、泰国、越南和菲律宾都是预设的市场目标，拉丁美洲和东欧市场也具有相当发展潜力，拜耳的全球通路将是最大助力。

台湾的销售，上市后就供不应求，今年也初步卖进韩国市场，显示市场的需求确实存在，印证当初的策略分析。而与台湾中兴大学、制药厂的合作关系上，中兴大学研发团队因此跻身拜耳全球营销体系，与国际级的跨国产销平台一同切磋。拜耳集团发迹于德国，350个分支机构遍布世界各国和地区。直至2003年底，全球员工人数约为115,400名，年营业额超过新台币１兆元，是化学及制药工业领域中首屈一指的国际性企业，其中，动物保健处目前在全球动物保健市场中排名第四，致力于经济动物和宠物的保健与护理。


在地经销商也应记一笔


与中兴大学的合作案中，拜耳提供高达30%的技术授权回馈金，创下产学合作最高的纪录，而总公司对此百般肯定，应允继续出资协助研发团队进行多元的技术商品化。有趣的是，双方人才也就此进行交流，我自己在去年考进中兴大学社管学院EMBA在职班，简教授的多位高徒门生也为拜耳延揽，双方合作相当绵密；而以拜耳架设的此一产学平台，导引台湾的其他动物研发机构跟着进来，可以预期未来的无限扩大。

作者赖兹提示的“最高明的营销策略家，应该是由下而上，把心思放在市场上，从顾客与产品（或服务）的直接接触里寻找灵感”，这在已见到有效营销的中兴－拜耳个案中，不仅应用到，由管理阶层分析战略，并强化并扩充成效融为公司的策略，总部高阶主管也接受部门主管的策略建言，第三步且让管理阶层整合公司所有资源发展策略。这当中，新产品具市场吸引力，符合顾客消费趋势的观测，而且把初步营销焦点缩小到猪只疫苗，在我看来，还有另一项成功关键：在地经销商的配合。

台湾面积虽然不大，但是在动物保健商品的通路却自成体系，销售权掌握在各地的经销商手上。经销商是第一线与农民接触的业务人员，还兼扮技术服务、新知介绍、甚至合作伙伴的推荐等多重身份，部分养猪户位处乡间深山，在地的经销商照样能够到府服务，经营方式有其独到之处。赖兹认为，“亲自到市场上去”是找出逆向思考的重要参考，在地经销商掠取了消费者心中的竞争优势。

然而，台湾拜耳提出的另一项营销策略，与经销商达成共识，前一年先把来年的进货支票开出来，一方面保证经销商不至在旺季时断货，公司方面也掌握到来年六至七成的预期营业规模，是一项双赢的营销策略。为成功说服经销商晋用此法，我们义务地帮经销商授课、提供国际市场新知，以合作伙伴的立场共同发展。此一做法经过三年来的测试，如今足以见证其有效度。

拜耳在台湾，已走出多年前在台中建厂失败的印象，从逆向营销思考，如今在台湾建置起研发、营销的国际平台，我们有信心将以此而往，成为台湾医疗保健事业群的长期营运策略之一。

本文作者简介

国立中兴大学高阶经理硕士班(EMBA)在职班，大学主修兽医学。曾任本土公司、外商企业，亦自行创业过，从事动物相关工作逾20年，遍及中国大陆36省、台湾乡间与城市，目前办公室位于台北101大楼。拜耳医疗保健事业群为拜耳集团事业群之一，2003年之营业额超过89亿欧元，执全球医疗保健及药品产业之牛耳。拜耳医疗保健事业群包括动物保健处、生物制剂处、消费品处、糖尿病检验处、专业医疗检验处及西药处，全球员工超过34000人。
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