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英文



在数字商品市场，消费者的购买决策，是依据企业永续提供产品或服务的能力，消费者不会购买那些未来无法升级的产品，或新技术推出时就无法延续的服务。因此消费者会毫不犹豫向最可能主导市场的公司购买产品或服务；换句话说，就是向那些市场“动量”够强的公司购买。

事实上也只有具动量冲力的公司能答复，下列三项以动人的价值主张为外衣的关键问题：
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为进一步了解“动量”的作用，因而展开一项针对超过两万名消费者及企业采购负责人的密集分析。最后这项研究找出“动量”形成的六大“数字差异力”及“相对比重”。按各自比重，这六大力量依序为：


	企业价值主张的相关力——质量——28％

	生态系统的潜力——质量——20％

	品类的领导力——质量——18％

	品牌的整合力——方向——17％

	愿景的经营力——方向——9％

	市场的反应力——速度——8％



其实现今企业领导者的主要挑战并不复杂，不外乎就是“建构”与“保持”企业的动量。任何企业若能将“动量”发挥到极致，不仅可主宰整个产业，还可为公司带进数百万甚至数十亿美金的总市值。凡具“动量”的企业会成为无可限量的市场主宰者，其他企业几无插手或染指其顾客的机会。此动量方程式可谓数字市场的终极竞争优势。



MAIN IDEA





中文



In the marketplace for digital products, consumers make buying decisions based on the viability of the company offering the products or services. They don't want to buy products that cannot be upgraded in the future, or services that won't be able to be extended as new technologies become available. Therefore, customers automatically buy from whichever company they assess has the best chance of dominating the market. Or, put another way, consumers buy from companies that have "momentum" in the marketplace.

A company has momentum when it can provide the answers to three key questions wrapped in a compelling value proposition：
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To study momentum in more detail, an intensive analysis was carried out of more than 20,000 consumer and corporate buyers who make large purchase decisions. As a result of this study, six key forces of digital differentiation that generate momentum were identified and weighted as to their relative importance. These six forces, ranked by their respective weightings are：


	Relevance of the company's value proposition—Mass—28%

	Ecosystem potential—Mass—20%

	Category leadership—Mass—18%

	Brand integrity—Direction—17%

	Management vision—Direction—9%

	Market agility—Speed—8%



The central challenge for business leaders today, quite simply, is to build and sustain momentum. Whoever does that the best will not only achieve industry dominance, they will also add millions or even billions to their own company's market capitalization. Companies with momentum will dominate their marketplaces indefinitely, making it almost impossible for another company to come in and access their customers. Momentum is the ultimate competitive advantage for digital markets.



分析——“动量”的展现是企业的关键驱动力　
英文



主要观念

自20世纪90年代晚期，大量数字产品与服务推出后，“动量”才开始成为企业重要课题。在这之前，我们都是以产品能做什么区别产品，但之后的数字产品与服务，则是以人们如何使用这些产品，呈现产品间的差异。而且这项事实，已经提升了“动量”对企业的重要性。

支持概念

历经三阶段较广义的经济演化过程，使得消费者在购买行为上的数字化心态愈趋成熟。这个三阶段市场演化分别为：
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形象市场年代


这个年代，事事崇尚品牌形象。企业营销商品的方式，是强调“与消费者互动良好的产品经验，是未来继续购买的理由”。此时，品牌就变得格外重要。因为消费者买的，是品牌所创造的形象，品牌价值就是企业市场价值的主要来源。


产品市场年代


第二个年代中，数字产品与服务开始普及大众市场。大家在选择产品时，讲究的是产品特点。企业对消费者的营销要求是“现在”。藉由深入的营销专业技术，驱动市场价值，广告宣传新的、改良的产品特点，则成为这个年代主要的商业活动。


创意市场年代


在这最晚近的年代，人们选择产品的方式，开始以“未来能做什么”而非“现在能做什么”为依据。现今营销主要专注于数字产品与服务如何改变商业流程，及其如何融入消费者的生活形态。事实上，“创意市场年代”的到来，已把消费者转变成“科技决策者”。因特网的普及性与其他通讯产品及服务更强化这项转变，因为现在大家可以每天散播个人的想法与喜好。当新科技愈多愈普及时，未来可成就更多事的情形是指日可待的。

这样持续不断的市场演化过程，多半是由数字产品与服务的出现所驱动，而数字产品与服务有两种与过去“模拟式”产品与服务的不同特质︰
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1．数字产品，永无终结

消费者买车多半打算几年后就换掉。相反地，大家购买数字产品时，则期望同款新一代产品推出时仍能升级。除此之外，更企望产品具逆向兼容性（backward compatibility），能把现有产品收集、储存的数据迁移至下一代产品，继续使用。

2．数字产品，永不孤单

某人买刮胡刀时，他绝对确认这把刮胡刀适用于所有刀片及任何种类的刮胡膏。这与数字产品和服务的购买态度恰好相反，购买者势必得先评估这项新产品是否能与其他现有数字设备成功相连。一般消费者对各种科技的相互整合能力，早有相当程度的了解，所以除非能与消费者既有装置的其他组件高度兼容，否则这项数字新产品将不具任何价值。

由于这两项数字产品与服务的特质，“动量”现已成为“创意市场年代”中，组织的关键原则。具动量优势的公司，即使身处产业一连串价值转换时，也能安然度过。而企业拥有动量的多寡和其市场价值是直接相关，所以企业最紧要的工作就是打造并维持动量。


关键思维

“在思科（Cisco）某次员工大会，首席执行官钱伯斯（John Cambers）提及当前公司要务时，说道：‘时时都具有最大影响力，可能就是一家杰出企业。’同时告诉员工：‘一旦思科无法解决顾客最大问题时，就永远无法成为杰出企业。’这句话最重要的意义是，为消费者解决各项问题，特别是像支持性产品与营销策略的开发，同样是具挑战性的重大问题。当然，这也并非易事。在‘形象市场年代’，品牌无法‘买到’消费者心中对产品的定位，而在‘创意市场年代’却可以，因为此时产品是针对顾客需求量身打造。在市场早期Absolut Vodka的品牌建立，甚至在产品上市前，就以广告形象存于消费者脑中。但在‘创意市场年代’，产品必须拥有某种生态系统潜力与品类领导力的组合能力，如此才能为面临无数选择的购买者，提出因差异化而产生的相关价值，这才是令人信服的主张。”

——李希与福克曼

“直觉上，‘动量’就像一家企业应具备的东西。不过，这个词一般都是用来形容股票、政客及运动团队成功的门槛，一旦越过此门槛，似乎就成功在望了。”

——李希与福克曼





Analysis—The Emergence of Momentum as a Key Business Driver　
中文



Main Idea

Momentum has only become an important business issue since the late 1990s when digital products and services have begun to be offered in greater numbers. Prior to that time, products were differentiated by what they did. Since then, however, digital products and services are differentiated by what people do with them. That fact, combined with the unique characteristics of digital product offerings, has increased the importance of momentum for businesses.

Supporting Ideas

The digital mind-set in which customers have become more sophisticated in their buying behavior is the result of a three-stage evolutionary process which has taken place in the broader economy. Three distinct marketplaces have emerged:
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The Marketplace of Image


In this era, brand image was all-pervasive. Companies marketed their products by emphasizing the positive experiences of the past as a reason to buy more in the future. Product brands became very important because consumers were buying into the image created by those brands. Market value for many companies was derived mainly from the value of their brands.


The Marketplace of Products


In this second era, digital products and services started reaching the mass market. People chose products strictly on their features. Companies marketed the present to consumers. Advertising the new and improved features of products became the key commercial activity of this era, with market valuations being driven by the depth of marketing expertise available.


The Marketplace of Ideas


In this latest era, people have started choosing products on the basis of what they will do in the future more than what they do at present. Today's marketing mainly focuses on how digital products and services are transforming business processes and being incorporated into consumer lifestyles. The arrival of the ideas marketplace has effectively turned every consumer into a technology decision maker. The availability of the Internet and other communication products and services has enhanced this transition still further, since it has now become possible for everyday people to spread their ideas and preferences. There is also an expectation that many more things will be feasible in the future as more and more technology becomes available.

Much of this evolutionary process from one marketplace to the next has been driven by the emergence of digital products and services which have two intrinsic qualities which distinguish them from all previous analog products and services:
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1. Digital products are never finished.

When a consumer buys a car, he or she does so in the expectation of using it for a number of years and then replacing it. By contrast, when people buy a digital product, they do so in anticipation of being able to upgrade it in the future with the next generation of the same product. Plus, they expect backwards compatibility—so the data they collect and store with their present product will be able to be transferred to the next generation product and still used.

2. Digital products never work alone.

When someone buys a razor blade, they can be confident it will work on all beards and with any type of shaving cream available. By contrast, whenever someone considers buying a digital product or service, they have to evaluate whether the new product will interface successfully with all their existing digital equipment. Unless a digital product has a high degree of compatibility with other elements of the consumer's existing set-up, the new product will add no value. And ordinary consumers have become quite sophisticated in their understanding of how technologies can work together.

Taking into account these two qualities of digital products and services, momentum has now become the key organizing principle in the Marketplace of Ideas. Companies which have momentum excel, even as their industries move through a succession of value points. There is a direct correlation between how much momentum a company has and its market value. The imperative of the current business era is to do what it takes to build and sustain momentum.


Key Thoughts

"At an employee's meeting, Cisco's John Chambers once talked about the importance of being, in his words, 'a great company, perhaps the most influential of all time'. But he told the employees Cisco couldn't become a great company if it didn't solve the biggest problems facing its customers at the time, and into perpetuity for that matter. The key implication, of course, was that solving problems for customers, especially important problems, is not easy, which make developing supporting product and marketing strategies equally challenging. Brands cannot 'buy' a relevant position in customers' minds in the Marketplace of Ideas the way products tailored for the Marketplace of Image can. In that earlier marketplace, Absolut Vodka existed as an advertising image before the product was even launched. But in the Marketplace of Ideas, a product must have some combination of ecosystem potential and category leadership to credibly promise a differentiated and relevant value proposition among the myriad of choices available to the buyer."

—Ron Ricci and John Volkmann

"Momentum instinctively feels like something a company should have. It is used frequently to describe stocks, politicians and sports teams on the threshold of success—where success seems inevitable."

—Ron Ricci and John Volkmann





组成要件# 1　质量　
英文



主要观念

此处，“质量”是指为顾客、合作伙伴、供货商、员工及投资者，创造市场价值的能力。具“质量”的产品或服务，通常拥有以其为中心的周边小型生态系统（ecosystem），形成此系统的基础是为其他参与者创造更多附加价值。

为打造质量，企业必须经营三项差异力：


	企业价值主张与顾客间的相关力。

	协助其他公司的赚钱能力。

	在所处产业的主导能力。
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支持概念

消费者倾向运用下列两项要件，作为评断数字产品与服务优劣的基础：


	这项产品或服务的表现是否达到预期的标准或是否名副其实？

	产品或服务未来的可信度——是否有大规模接口设备开发的合作伙伴，及未来重大发展的可能性是什么？



换言之，在高度竞争的数字市场，进入价格就是市场的实力。产品若不能名副其实，自然就吸引不了任何使用者。然而，市场总有为数不少且实力相当的产品，如此一来，企业的未来可信度就大为重要。所以，最具吸引力的产品，总是那些能在未来为自己打造竞争地位的产品，而具有最大“质量”的企业，也会是未来最具可信度的企业。

为打造“质量”，企业能、也应该执行下列三种策略：


	发展与消费者高度相关的价值主张。

	建立与周边生态系统互补的数字产品与服务。

	成为该品类的领导者。




价值主张的相关力比重：总“动量”的28％


数字产品与服务能解决的问题愈困难，其价值主张与消费者的相关性也就愈大。最有价值的产品，是针对解决致命问题而设计，即“瞄准关键性任务”（critical mission）。而这条相关力之路，经常落在“牺牲”与“区隔”的交叉点上，高相关性产品不会企图去解决所有人的问题，而是专心致志在那些目标顾客群认为重要的事，也就是关键问题的解决方案。

要发展一个具相关力的价值主张，要做到：

■运用区隔

对现有或预期的目标顾客群进行研究，确认出二至三项最接近他们需求的应用方法。接着分析这些应用方法，然后找出目标顾客群企图解决的特定问题，怎么做才算是解决了他们的问题。

■免除对品牌“性格”不必要的担忧

品牌性格与寻求的相关性毫无关系，好好地专心致志帮顾客解决问题，才是最直接的销售之道。

■集中焦点

随时准备放弃与解决顾客问题无直接相关的事项，没有品牌能够解决超过一个以上（最多两个）真正重要的顾客问题。营销从业人有种倾向，就是企图创造出产品的每项特点都能解决顾客的问题，这根本就是本末倒置。聚焦就要像雷射般地只解决顾客某项真正问题，并能超凡入圣就足已。这种“以少做多”的方式，正是可以创造最大效益的典型，只要发展出一个高相关力的价值主张，就能同时创造质量。


生态系统潜力比重：总“动量”的20％


就生物学而言，生态系统是指某种特定环境。通常每个生态系统会由一到两个物种所主宰，这项理论也适用于数字产品与服务。每项产品与服务的品类都有不同形态的公司，每家公司能提供的都只是部分解决方案。顾客多能辨认出在这领域里哪些公司具有主导权，并能回报以投资或采购预算。所以整个生态系统愈大愈好。

依特定产品与实行的企业策略，数字化世界的生态系统至少可分为下列五种不同类别：


	专家生态系统——在此生态系统的品类领导者设定各项技术标准，所有参与的第三方都严守这些技术规格。其他公司则发展各种公用设备、配件、延伸、外挂、工具组及迷你应用程序等，以增加产品的附加价值。这类围绕在专家生态系统并同享成长的有：Autodesk的AUTOCAD, Adobe的Acrobat及IBM的Lotus Notes。

	内容生态系统——在这类生态系统的品类领导者提供一种商业模式，让人人都能运用这个机制销售自有资材，第三方只扮演内容开发者。这类内容生态系统有eBay、Intuit的Quicken及Real Networks等等。

	网络生态系统——此系统品类领导者扮演的是整合者，组织各家产销通路与合作伙伴共同创造效能优势（performance advantage）。网络生态系统通常专注于基础建设，如思科、甲骨文（Oracle）及IBM。

	平台生态系统——平台生态系统的品类领导者，设定严密的技术规格并提供各种开发工具，在这样的组合下才有可能为顾客提供“无缝绵密”的消费经验。如英特尔（Intel）、微软（Microsoft）及新力（Sony）的PlayStation或Palm的PDA。

	开放来源的生态系统——此生态系统的品类领导者，鼓励免费并广泛开放各种特定技术规则，这些技术开放者本身也对外开放更深层的开发结果。第三方拥有对外开放的权力，开发任何想发展的服务，如Linux与Apache。



发展成功的生态系统和打造“动量”的方法是一样的，这些方法分别为：

■清楚并能证明自己的角色

不论是计划要实现某项解决方案或打算要参与某项解决方案，决定之后，就坚持不去尝试、抢占超过一个以上的角色。审慎地为公司定位，并努力成为该定位的佼佼者。

■鼓励品牌延伸

举办开发者论坛与合作伙伴活动，藉此了解自己所运用的商业模式，以及第三方的机会在哪里。发展一种使合作伙伴能为你的顾客开发出额外产品而获利的结构。让其他人易于展现支持能力，像是共享商标，或是为他们开放营销通路。愈是如此，造就真正高质量的第三方的可能性也愈高，而这些第三方也可能愈认真介入你的产品与服务。


品类领导力比重：总“动量”的18％


品类领导力与生态系统潜力是紧密结合的盟友，使得多数企业经营这两股力量的方式几乎相同。然而企业若想成为该品类的真正领导者，就必须符合以下三项通则：


	必须拥有最大市场占有率，通常是70％以上。

	必须享有最高规格及最具影响力的顾客群。

	必须被视为市场上最技术先进的产品。



任何声称具有市场领导力的企业，必定直接建立在这三项特质上。再者，动量也会流向这些能帮助其他公司赚钱的企业，还能与其他高质量企业结为事业伙伴。

想成为品类领导者，必须：

■是最先进产品的技术标准定义者

推出易于了解的衡量标准，让人们更容易判别产品效能的优越性，这点英特尔就做得很好。英特尔将微芯片处理能力的衡量标准，由传统的MIPS（每秒百万指令），改为megahertz（百万赫），然后就改变芯片的设计方式，以追求时间速度的极大化，进而提供连非专家也能检测的衡量标准。

■搜集各种佐证领导力的数据

搜集各项量化事实与数据，证明自己宣称的品类领导力，然后就可运用一些数据营销，强化、扩展领导地位。像其他很多事一样，一旦能证明品类领导力是名副其实，这时认知即是一切。

■握有领先指标性的顾客群

每个市场都有些能影响跟随者的早期采用者（early adopter），有些公司愿意为了真正的突破而得利，而忍受破坏。品类领导者透过培养、服务这类型公司，希望他们未来能扮演重大事件的领先指标，而建造自己的动量。光有这些具关键影响力的顾客还是不够的，品类领导者还要传播各种成功经验、个案研究及客户背书等丰功伟业。对志在成为品类领导者，口耳相传是极具威力的。

■拥有与企业性格、特性相符的首席执行官

在大部分数字市场中，拥有与企业企图解决问题态度相当的首席执行官，是非常有利的。在现今媒体主导的商业环境，各个首席执行官经常都是众所瞩目的焦点。如果企业首席执行官的性格与公司的价值主张一致，那么企业的动量肯定会增加。

■培养自有技术成为业界权威

许多品类领导者会有个在该领域的技术权威（通常是公司创办人）以支持首席执行官。如能做到，就能更进一步强化并延续品类领导力。



Component# 1　Mass　
中文



Main Idea

Mass is defined as "the ability to create value in the marketplace-for customers, partners, suppliers, employees and investors." Products or services which have mass usually have a small ecosystem which surrounds them and forms the basis for many others to create more added value.

In order to build mass, companies must manage three forces of differentiation:


	The relevance of their value proposition to customers.

	Their ability to help other companies make money.

	The dominance of their position in their own industry.
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Supporting Ideas

For digital products and services, consumers tend to judge superiority on the basis on two criteria:


	How well a product or service does what it is supposed to do, or how well it performs to expectations.

	The product or service's future credibility—whether there are loads of partners developing add-ons and just how likely major advances will be made in the future.



In other words, in highly competitive digital markets, competence is the price of entry. Unless a product does what it is supposed to, it won't even be able to attract any users. Most often, however, there will be a number of products which perform with comparable levels of competence. In that case, future credibility becomes important. The most attractive product will be the one which appears most likely to build on its competitive position in the future. The company which has the most mass will be the one which has the greatest amount of future credibility.

To build mass, companies can and should execute three strategies:


	Develop a value proposition which is highly relevant for the consumer.

	Build an ecosystem of complementary products and services around the digital product or service.

	Become the category leader.




Relevance of value proposition Weighting: 28% of total momentum


The tougher the problem the digital product or service solves, the greater the relevance of its value proposition for consumers. The most valuable products address areas that are "mission critical"—that do something which is considered vital. The path to relevance usually lies at the intersection of sacrifice and segmentation. Highly relevant products don't attempt to do everything for everybody. Instead, they focus intensively on doing something important (like solving a key problem) for their target customers alone.

To develop a relevant value proposition:

■ Use segmentation.

Study either your current or your desired target customers and determine which two or three applications matter most to them. Then analyze each of these applications and find what is the specific problem these customers are attempting to solve and how they measure success.

■ Avoid worrying about the "personality" of your brand.

This has nothing to do with projecting any sense of relevance whatsoever. Stay focused on helping people solve their problems. That will be a far more direct route to a sale.

■ Narrow your focus.

Be prepared to give up whatever is not directly related to the problem you're attempting to solve. No brand can solve more than one or at most two really important customer problems. Marketers have a tendency to take every product feature and try to create a customer problem this feature will address—the equivalent of putting the cart before the horse. Focus like a laser on solving a genuine problem your customers have and be very good at solving that problem alone. This is most definitely an area where a "less-is-more" approach can pay big dividends as you develop a value proposition that is highly relevant while at the same time generating mass.


Ecosystem potential Weighting: 20% of total momentum


In biology, an ecosystem is a particular environment. Typically, one or two species will dominate every ecosystem. The same is true for digital products and services. Every product and service category will have a variety of companies, each providing part of the total solution. Customers recognize which companies have the power to call the shots, and award them with their investment dollars or purchase budgets. The bigger the ecosystem, the better.

In the digital world, ecosystems come in at least five different varieties, depending on the specific product and business strategies which are used:


	The specialist's ecosystem—where a category leader sets the technical standards and all the third-party participants adhere to those technical specifications. Other companies add value by developing utilities, accessories, extensions, plug-ins, tool kits and mini-applications. For example, these types of ecosystems have grown around Autodesk's AUTOCAD, Adobe's Acrobat and IBM's Lotus Notes.

	The content ecosystem—where the category leader provides a business model which everyone else can use to sell their own individual materials. Third parties act solely as content developers. Examples of this type of ecosystem include eBay, Intuit's Quicken and Real Networks.

	The systems ecosystem—where the category leader acts as an integrator bringing together distribution channels and partners to create a performance advantage. Systems ecosystems usually focus on infrastructure. Examples include Cisco, Oracle and IBM.

	The platform ecosystem—where the category leader sets tight technical specifications and provides the development tools so a seamless customer experience is possible. Examples of this include Intel and Microsoft as well as Sony's PlayStation or Palm's personal digital assistants.

	The open source ecosystem—where the category leader encourages free and open distribution of certain technical rules which themselves are also open to further development. Third parties have open access to develop whatever they like. Examples include Linux and Apache.



To successfully develop an ecosystem as a way to build momentum:

■ Know your role—and prove it.

Decide whether you intend enabling a solution to be delivered or whether you will participate in the solution. Then resist the temptation to try and occupy more than one role. Position your company carefully and deliberately and then work hard to excel at the positioning you've chosen.

■ Encourage brand extensions.

Run developer forums and partner events. At these, be clear about the business model you're using, and where third-party opportunities exist. Develop an architecture whereby partners can genuinely profit by developing additional products for your customers. Make it easy for others to show their support—perhaps by using a shared logo or by you providing access to your marketing channels. The better you do at this, the more likely it becomes genuine high-quality third parties become serious about becoming involved with your product or service.


Category leadership Weighting: 18% of total momentum


Category leadership is so closely aligned with ecosystem potential most companies almost always manage these two forces in a similar way. To be credibly and genuinely perceived as a category leader, however, a company must meet three general criteria:


	The company must have the largest market share—generally 70-percent or more.

	The company has to have on board the highest-profile and most influential customers.

	The company's products have to be perceived in the marketplace as being state-of-the-art.



Any company's claim to market leadership will rest squarely on these three characteristics. In addition, momentum flows to those companies which help others to make money and which have partnerships with other high-quality companies.

To become a category leader:

■ Define a product metric which shows the state-of-the-art.

Make it easier for people to be able to judge superior product performance by introducing some metric which is easy to understand. Intel did this well when they changed the measurement of microchip processing power from its traditional measure of MIPS (millions of instructions per second) to megahertz. The company then changed the way it designed chips to maximize clock speed, thereby providing a measure by which non-specialists could gauge performance.

■ Have the numbers to back up your claims.

Collect the facts and figures which quantitatively back your claims of category leadership. Then, you can engage in a little numbers-based marketing to enhance and expand your leadership position. As in most things, perception is everything when it comes to category leadership claims.

■ Own the leading-edge customers.

Every market has some early adopters who are influential on those that follow. These are the companies that are willing to endure some disruption to benefit from genuine breakthroughs. Category leaders build momentum by cultivating and serving these companies in the hope they will act as leading indicators of greater things to come in the future. And it's not enough to have these key influential customers on board. Category leaders also need to communicate those successes—through the use of best practices, case studies and endorsements. Word of mouth can be powerful for aspiring category leaders.

■ Have a CEO with the right personality and profile.

In most digital markets, having a CEO who is aligned with the type of problem a company is attempting to solve is highly beneficial. CEOs tend to be in the limelight all the time in the media driven business environment of today. If your CEO's personality aligns well with your company's value proposition, momentum will increase.

■ Grow your own technology guru.

Many category leaders supplement the work of their CEOs by establishing another person (often the founder of the company) as a technology guru for that field. By doing that, category leadership can be further strengthened and enhanced over a period of years.



组成要件# 2　速度　
英文



主要观念

“速度”是指应付市场的混乱、转型及转折点，进而获取竞争优势的一贯能力。在诸多不可控制的市场情形下，具“速度”的公司才有快速因应各种变化的能力。为了打造并强化速度，公司必须经营一项要素，就是市场反应力。
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支持概念

不像其他产品市场可能数十年不变，数字化市场则变化莫测。个中理由早已众所周知，其中包括著名的“摩尔定律”（Moore's Law），这个现象是根据英特尔创办人摩尔（Gordon Moore）的一项预测，微处理器效能会以每18个月成长一倍的速度推进。结果使得消费者对数字产品与服务的效能定期提升，价格持续下滑的状况习以为常。

所以只当个数字市场快速跟随者是不够的，而是要成为能展现带领市场转变的“动量”企业。市场反应力能展现企业在某种市场条件下所累积的“动量”，未来仍能继续拥有该“质量”的能力。每项数字产品与服务都带有一份未言明的未来合约，这是源自数字产品永无终结的事实，顾客也会扪心自问：“这家供货商是否能跟得上市场的持续发展？”

企业展现的市场反应力，可由下列三点看出：


	能快速反应新市场机会。

	有市场先锋的企业理念，能精准反映出顾客的期盼与成熟度。

	谨慎地承担生意风险，保持领先整体市场。



市场反应力以不同方式，扮演企业在“质量”与“方向”间的桥梁：

■市场反应力与品牌整合力

1998年末，市场对以网络为学习基础的规划反应过于缓慢，令思科首席执行官钱伯斯深以为苦。不过，钱伯斯也很快认清问题所在，原来连思科本身也未能有效地运用“电子教学”（e-learning）。钱伯斯为改正这项缺失而创造一种顾问服务，协助顾客把未来的各种企业应用计划做得更好，并获得各个学习合作伙伴的支持。因此在很短的时间内，“电子教学”帮思科降低40％到60％的训练成本，同时也减少80％花在正式课程的时间。自此思科才能本着自身经验的优势，帮助其他企业实现“电子教学”的规划工作，后来创造出对思科网络设备的新一波需求。

■市场反应力与生态系统潜力

Real Network是种多媒体流格式的市场领导者，尽管面对许多强劲的竞争对手，还是打造出一个强大的生态系统，并成功地建立专有文件格式，如同网络影音档案传送的市场标准。上述成果是首席执行官葛雷瑟（Rob Glaser），运用数字营销及不断推出各种新产品与新服务达成的。Real Network网站上有整列令人印象深刻的统计数字，都是该公司产品影音媒体播放程序（media player）的下载次数，及透过网络可播放的影音内容数量相关数据。这些都有助巩固并确认Real Network的市场领导地位，使竞争者愈来愈难取得市场动量。Real Network同时也运用身为此媒介的供应者，推出各种自有版权的搭配业务，如早已推出的Realjukebox（能搜寻并储存影音档案的程序），Goldpass（提供进入各大唱片公司音乐目录许可的订阅服务）等，这即展现出一种强而有力的市场反应力。

■市场反应力与品类领导力

企业史上，大概没有任何公司比英特尔经营主要市场的步调更有效。部分是因为摩尔定律的协同效应，但也因为英特尔特别懂得如何有效掌控各种市场认知。以贩夫走卒都能辨别的表现指针，如微处理器频率（频率），即是英特尔精明经营技巧的明证。依照惯例英特尔还会较业界提前一年发布产品路线图（product road map），以展现其市场领导力。这些活动都为英特尔造成相当可观的动量。

■市场反应力与愿景经营力

1999年，奎斯特通讯（Qwest，全美第四大通讯公司）并购美国西方电讯（U.S. West）时，首席执行官纳齐欧（Joe Nacchio）即展现，对创造一种结合数据与语音服务新商业模式的急迫感。奎斯特通讯运用令人向往的商业通讯未来愿景攻击AT&T，打造自己的品牌动量，并纳入数个策略性伙伴与联盟以充实愿景。2年后，当奎斯特通讯达成这个画时代事件时，市场现值成长了200％，AT&T却仍在原地踏步。

■市场反应力与质量

有天，史考特·库克（Scott Cook）看到他太太每月不辞辛劳地整理家庭账单时想到一个主意：“我为何不干脆写个程序，让大家可以利用自己的个人计算机付账、追踪预算及打印支票呢？”库克的公司英提优特（Intuit）推出名为Quicken的程序，精确地达成这个目的。20年后，每月有超过400万人造访Quicken.com
 网站，管理自己的财务。Quicken赋予人们一种可以自己掌控财务的感觉，降低夫妻间的压力。在研发过程中，提供一个几乎没人发现的问题解决方案，英提优特攫取的动量，大得连微软都无法撼动其市场领导地位。

■市场反应力与价值主张的相关力

思科财务长卡特（Larry Carter）曾面临一个难题：网络的出现有可能改变他在公司的定位，所以他希望藉由提供最新财务信息的方式，使自己从单纯的财务守门人，变成完全参与经营决策的角色。就因心存此念，卡特才想到让思科做到在24小时内虚拟结账的主意。但这必须靠营销、制造、销售、人力资源及其他功能部门快速地分享信息，于是卡特为了落实虚拟结账，而进行内部必要变革。思科也猛然发现，这是许多思科顾客有兴趣且想做到的，此时思科才开始以较全面、跨部门观点检视自己所能提供给顾客的服务。思科因卡特的问题发展自有的解决方案，实际上也为公司开发一个极可观的新市场机会。更让人兴奋的是，当思科向许多客户的部门经理人解释这项新商业概念时，他们对这项解决方案显得异常热衷。甚至有很多部门经理人准备用自己部门的预算支持这项新提议，坚持不从公司的IT预算提拨，使得思科的销售过程更容易过关。


市场反应力比重：总“动量”的8％


运用市场反应力，打造动量：

■了解顾客的期望

以顾客需要为核心，建立一些里程标并做好沟通，协助顾客了解该期盼的与该找的是什么。比如甲骨文节省数十亿美金的方法，与英特尔利用微处理器的速度，建立有意义的概念性架构方法是一样的。

■准备承担风险

大胆作出积极性预测，公司过于保守是永远无法累积市场反应力或动量的。

■保持机动性

别让产品或服务停滞不前，把它们与研发路线图摆在一起，并与首席执行官紧密结合，让他们把研发路线图当作发布下一代产品与服务的架构。


关键思维

“看起来，在无法预期改变的冲击与节奏的情况下，要维持动量并在顾客心中保持独特的定位，市场反应力的功用正能缓和人们心中疑虑。我们发现具动量的品牌，可以运用市场反应力，来满足每项伴随数字产品与服务而生的‘未来合约’。我们也相信，在顾客加入‘未来合约’的新考虑时，可让品牌整合力与市场反应力互为帮衬。再者，市场反应力具双向质量，能为依品牌而累积的动量建立可信度。简言之，对顾客而言，市场反应力是在建立品牌关系的过程中，持续感到满意的领先指标，并在延续顾客忠诚度上扮演举足轻重的角色。”

——李希与福克曼

“市场反应力让各企业根据各种竞争机会及所须克服的劣势，创造不同的动量汇集方式。藉由调整品牌整合力、愿景经营力、生态系统潜力或品类领导力，企业可以利用市场反应力作为维系顾客价值承诺差异化的关键来源。”

——李希与福克曼

“在品牌动量模式，我们是以市场反应力或该公司是否在未来仍能维持动量的可能性，衡量品牌速度。企业必须不断说服数字产品的顾客，相信该企业能领导市场转型的步调，而不是跟随者或追赶现状而已。”

——李希与福克曼

“数字产品模式愈来愈短的生命周期，让大家不断预期数字产品会改变，期盼它们变得更小、更快及更便宜。”

——李希与福克曼





Component# 2　Speed　
中文



Main Idea

Speed is defined as "the ability to consistently manage market disruptions, transitions and inflection points to gain a competitive advantage." Companies which have speed execute quickly enough to respond rapidly to changes in market conditions which are beyond their own control. In order to build and enhance their speed, companies must manage one factor: their market agility.
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Supporting Ideas

Digital markets evolve rapidly, unlike the markets for other commodities which may not change for decades. The reasons for this are well documented, and include the phenomena known as "Moore's Law" which was a prediction by Intel founder Gordon Moore that microprocessor performance would double every eighteen months. As a result, consumers have become well conditioned to performance going up regularly while prices continue to come down for digital products and services.

Thus, in digital markets, it isn't enough to be a fast follower. Instead, momentum flows to those companies which definitively demonstrate they are ahead of the market transitions. Market agility demonstrates that a company which has accumulated mass under one market condition has the ability to sustain that mass in the future. Every digital product and service comes with an implicit futures contract. Due to the fact digital products are never finished, customers ask themselves whether the supplier can be counted on to keep up with the ongoing developments.

Companies demonstrate their market agility by:


	Responding quickly to new market opportunities.

	Having business philosophies which are at the cutting edge and which accurately reflect the sophistication and expectations of customers.

	Taking prudent business risks in order to succeed in staying ahead of the general marketplace.



In many ways, market agility acts as a bridge between a company's mass and its direction:

■ Market agility and brand integrity.

In late-1998, Cisco's CEO John Chambers was frustrated by the market's slow uptake of Internet based learning programs. He soon realized the problem was Cisco itself was not using e-learning effectively. To correct this, Chambers created a consulting service to help customers better plan their future business applications and enlisted the help of learning partners. In a short time, e-learning helped Cisco reduce its own training costs by 40-to 60-percent while at the same time reducing the amount of time spent in formal classes by 80-percent. Cisco was then able to help other companies implement e-learning programs on the strength of its own experience. This, in turn, generated a new wave of demand for Cisco sourced network equipment.

■ Market agility and ecosystem potential.

Real Networks is the market leader in media streaming. The company has built an impressive ecosystem and established its file format as the de facto market standard for the distribution of audio and video files across the Internet despite facing some aggressive competitors. CEO Rob Glaser achieved that by numbers-based marketing and by continuing to roll out new products and services. The company's Web site has an impressive array of statistics about the number of downloads of its media players and the amount of video and audio content which is available over the Internet. This consolidates and validates the company's claim to market leadership and makes it progressively harder for a competitor to gain marketplace momentum. Real Networks has also introduced complementary businesses in their own right which take advantage of this source of material. For example, the company has released RealJukebox (a program that stores and finds music and video files), Goldpass (a subscription service that provides access to the music catalogs of major music companies) and more. This is an impressive demonstration of market agility.

■ Market agility and category leadership.

Probably no company in the history of business has been more effective at managing the pace of its key markets than Intel. In part, this is a flow-on effect from Moore's Law but Intel has also handled market perceptions particularly well. One evidence of Intel's adroit management skills lay in the company's promotion of processor clock speed as a performance benchmark the man on the street could identify with. Intel also routinely publishes its product road maps a year in advance, demonstrating its market leadership. All of these moves have generated an impressive level of momentum for Intel.

■ Market agility and management vision.

When Qwest merged with U.S. West in 1999, CEO Joe Nacchio expressed a sense of urgency in creating a new business model which would combine data and voice services. west built its brand momentum by attacking AT&T with a compelling vision of the future of business telecommunications. west also supplemented that vision by entering into a number of strategic partnerships and alliances. As a result, over the next two years, as the company achieved its milestones, Qwest's market capitalization grew by 200-percent while that of AT&T stayed about the same level.

■ Market agility and mass.

Scott Cook had an idea one day as he watched his wife painstakingly work through paying the family bills each month. He thought, "Why don't I write a program that will let people pay their bills, track their budgets and print checks from their PCs?" Cook's company, Intuit, introduced a program called Quicken which did precisely that. Nearly 20-years later, more than four million people visit the Quicken.Com
 Web site every month to manage their finances. Quicken gives people a sense of control over their finances and reduces stress between husbands and wives. And in the process of developing a product that offers a solution to a problem nobody else even knew existed, Intuit has gained so much mass even Microsoft has been unable to dislodge it from its position of market leadership.

■ Market agility and value proposition relevance.

Cisco's CFO Larry Carter had a problem. The advent of the Internet meant he could change his position within the company from being a financial gatekeeper to participating fully in management decisions by providing up-to-date financial information. With that goal in mind, he came up with the idea of doing a "virtual close" of Cisco's books in less than 24-hours. That would require the marketing, manufacturing, sales, human resources and other functional departments to share their information quickly. By the time Carter had made the internal changes needed to make a virtual close possible, it suddenly dawned on the company this was also something many of Cisco's customers were interested in achieving. Cisco began taking a more holistic, cross-department viewpoint on what it offered its customers. Cisco actually opened up an impressive new market opportunity by developing its own solution to Carter's problem. And even better, when this new business concept was explained to many functional department managers at Cisco's customers, they were so enthusiastic about the solution many of them were prepared to fund this new initiative out of their own departmental budgets rather than insisting it come from their company's IT budget. This made the sales process much easier to navigate for Cisco.


Market agility Weighting: 8% of total momentum


To build momentum through market agility:

■ Understand your customer's expectations.

Develop some milestones around your customer's needs and communicate them. Help your customers know what to expect and what to look for. For example, Oracle used billions of dollars in savings in just the same way as Intel used microprocessor speeds to establish a meaningful conceptual framework.

■ Be prepared to take some risks.

Be bold. Make some aggressive predictions. Companies that play it safe never accumulate market agility or momentum.

■ Keep in motion.

Don't let your product or service sit still. Instead, put together a development road map. Align your CEO with that road map. Let them use that road map as their framework for announcing next generation products and services.


Key Thoughts

"In the context of sustaining momentum and maintaining a differentiated position with the customer, market agility contributes to easing the natural human doubts that exist when the tempo and the impact of change are unpredictable. We have found that momentum brands manage market agility to satisfy a portion of the futures contract that comes with every digital product or service. We also believe that brand integrity complements market agility in addressing whatever new considerations customers add to their futures contracts. In addition, market agility has a bidirectional quality that causes it to build credibility for the mass accumulated around a brand. In short, to customers, market agility is a leading indicator of continued satisfaction over the course of a relationship with a brand, and it plays a significant role in the likelihood of continued customer loyalty."

—Ron Ricci and John Volkmann

"Market agility allows companies to create different concentrations of momentum, depending on where competitive opportunities exist and where weaknesses need shoring up. By turning up the dial on brand integrity, management vision, ecosystem potential, or category leadership, market agility can be used by a company to sustain its key sources of differentiation in the context of a customer promise of value."

—Ron Ricci and John Volkmann

"In the brand momentum model, brand speed is measured in terms of market agility, or the likelihood that a company can sustain mass into the future. Digital customers need to be constantly convinced that a company is leading the pace of any market transition, rather than falling behind or just keeping up with the status quo."

—Ron Ricci and John Volkmann

"With increasingly shorter life cycles in the digital product model, it is a given that people expect digital products to change, to get smaller, faster and cheaper."

—Ron Ricci and John Volkmann





组成要件# 3　方向　
英文



主要观念

“方向”是指当科技遍及各类市场后，公司对新兴市场机会的预期及执行能力。许多科技公司充分运用公司首席执行官的公众形象，由于大众对这些首席执行官的信赖，有助大众理解新科技及其对解决顾客问题的影响。

为打造方向，公司必须经营两个重大要项：


	品牌整合力——也就是公司要说到做到。

	愿景经营力——对产业具远见又能让人信赖的企业领导者。



[image: no015-42C]


支持概念

近期，多数陈述愿景的内容主要还是针对企业内部而非对外，直到数字市场进一步演进，这些愿景的内容才开始成为产品与服务差异的来源。恰巧与某些扮演创新者及技术专家的新型首席执行官的出现有关，这些首席执行官以高科技引领消费者的方式，赢得媒体赞誉。

在数字产品永无终结的基本前提下，指引公司未来方向的愿景，对多数消费者是非常重要的。目光远大的愿景不仅能激励企业，更能对数字产品与服务周边更广阔的生态系统，注入各种协同效应。极具吸引力的愿景会激励企业的合作伙伴，与企业朝着相同的方向前进。

总而言之，企业的方向由两个要件所组成，分别是：


	愿景的经营力——明确且经过充分沟通的表现方式，说明随科技的演进与改良，未来的数字产品与服务将何去何从。

	品牌的整合力——指企业贯彻承诺与履行价值主张的能力与效果。顾客信任拥有品牌整合力的企业，能在未来协助他们解决更多的问题。




品牌整合力比重：总“动量”的17％


企业赢得顾客信任与打造品牌整合力的两项基本方法：

1．行动，尤其是在产生错误时。

当产品与服务发生问题时，企业所采取的行动，更能突显该公司在未来是否仍能受人信赖。偶一为之的问题，大家是可以接受的，尤其是各种尖端产品。如果企业能全体上下一心、真诚遵守承诺，尽其所能致力解决顾客介意的事，顾客自会相信这家企业，未来也能继续获相同的支持。反之，如果企业让顾客自生自灭，那么顾客也会铭记在心的。

2．采用并应用各种新兴科技。

顾客会寻找那种“会吃自家狗食”的企业；也是说，这家企业会使用自己企图卖给别人的数字产品或服务吗？如果是，那么顾客就会觉得这家公司值得信赖；如答案是否定的，那么多数顾客就会对此企业有所质疑。

事实上，品牌整合力对数字公司拥有的动量数量，具明显影响力。想打造并增强品牌整合力，必须做到下列几项：

■传播企业的价值体系

顾客认知会因每次与企业生意上的互动而强化或削弱。如果能将公司的价值观根植于企业内外的各项操作系统，顾客就会获得一致的讯息。企业必须发展、运用衡量成功的检测标准，同时协助顾客了解这些标准。然而其中最重要的是，要利用每次机会传播各种价值观。有了因特网可以运用，只要有一星期没和顾客、员工及合作伙伴接触，就是不应该。

■鼓励各种口耳相传的背书

顾客每次与企业接触愉快的经验，都能提升品牌整合力。要为顾客创造各种彼此分享愉快经验的机会，或许包括赞助在线新闻组或是使用者论坛。这对任何新一代产品在上市过程必然出现的各种升级问题上，更显重要。

■若犯错，就该认错

若真的搞砸一桩新创生意，企业就该公开坦承错误，然后努力把事情做对。如果处理得直截了当且充满诚意，顾客会因此尊敬你。具有新闻价值的并非这个错误，而是事后处理方式。这类事情处理得好，能让企业赢得真心赞赏，同时打造品牌整合力。


愿景经营力比重：总“动量”的9％


“创意市场时代”，到处都有让首席执行官说明愿景的机会，像各种业界活动、试卖会、顾客研讨会、投资说明会、媒体专访等。坦白说，光有位性格独特的首席执行官并不会自动带来动量，而是这位首席执行官能有效地运用各种论坛，传递令大众激赏的未来愿景，才能制造出动量。

拥有能言善道的首席执行官固然重要，但真正的重点在其解决的问题本身是否意义重大。如果企业产品与服务是专心致志在某些重大问题上，那么就能提高愿景经营力的层次。同理，某数字产品周边的生态系统愈大，这个愿景本身具备的影响力就愈大。在重要产业中扮演主角的企业，当然要比位居边陲的配角有机会获取更多动量。

就像流行时尚，顾客期盼具有动量的品牌领导者，能说明一些他们还不知道的事。也就是说，顾客期望在“如何以新方式来解决老问题”上，得到一些想法，寻求各种“观念上的革新”，求以最便捷的方式了解新兴数字科技，将对商业造成何种冲击，以及还有哪些策略、创意或商业模式能利用这些新兴科技。简言之，愿景的经营力就等同于思想的领导力。

藉由愿景经营力打造动量的方式有：

■谨慎定位及营销企业的首席执行官

最具影响力的首席执行官，通常会把自己的谈论主题集中在“新科技将造成何种冲击”，如：


	未来会被广泛使用的各种商业程序。

	未来能赚钱的各种商业模式。

	顾客要如何使用各种新科技。



将此铭记于心，鼓励企业首席执行官始终如一地专注在其中的某项领域。发展一套能持续到未来的规则，然后收集已被市场确认的实证。并让首席执行官在充分的时间内，培养在业界的独特风格，之后才将他推向大众市场的群众面前。

■同时，首席执行官要谦虚

避免过于花俏，让首席执行官的言行专注在企业的产品与服务。首席执行官个人的荣耀皆应视为过程中的副产品，而非努力的目标。只要不断使用自己的产品与服务包装企业愿景，首席执行官的所作所为应该是展现企业价值主张与各种动量的来源。别让企业首席执行官自命不凡，企业的产品与服务应该才是真正的明星。

■扩大首席执行官效应

首席执行官要特别擅长藉由公开演讲、个案研讨、著书立说及研究报告，提供思想领导力。让企业首席执行官专注这些领域，然后将这些素材的电子拷贝四处发送，这样首席执行官努力的成果，才能事半功倍。


关键思维

“信任是努力争取来的，且向来如此，事实证明也适用于数字化产品与服务。对品牌的信任程度，是赢得顾客后，维系顾客忠诚度的唯一要素，特别是数字产品模式下，数字产品与服务的购买行为永无终结时，更是如此。”

——李希与福克曼

“如果要以单一要素表达数字市场特征，就是那种绕着该产品品类不断转动的感觉。产品看起来永远不会朝向任何一个绝对方向移动超过四到五年，而且不只是技术性进展的步调，各种价值点快速演进，带动成群的企业与创投资金进入市场，也导致这种围绕着数字市场转动的感觉，获得一种动能。数字市场的运作看起来就像是一座风洞（wind tunnel），在风速持续增加的同时，各种飘扬其中的对象会入侵风洞，而重新调整风洞存在的条件。每个数字市场会有某些特定公司，运用产品策略、品牌及特别的市场价值链，组成一个独特结构，在顾客心中形成各种势不可挡的力量，这就是动量。”（编注：风洞为一种可控制气流的设备，用来研究飞机和其他物体的模型，在空中运动时的效应或气流的阻力。）

——李希与福克曼





Component# 3　Direction　
中文



Main Idea

Direction is defined as "a company's ability to anticipate and execute on the emerging market opportunities which arise as technology reaches various markets." Many technology companies are closely aligned with the public personas of their CEOs who are relied upon to help make sense of new technology and its impact on solving the customer's problems.

In order to build direction, companies have to manage two key factors:


	Brand integrity—if the company practices what it preaches.

	Management vision—having credible business leaders.
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Supporting Ideas

Until recently, most vision statements were internally focused rather than externally. It was not until digital markets started evolving further that vision statements started becoming differentiators of products and services. This coincided with the emergence of a new breed of high-profile CEOs as innovators and technologists. These CEOs gained media fame by acting as high technology guides for consumers.

Taking into account the basic premise digital products are never finished, the company's vision of its future direction is important to many consumers. Not only will a far-reaching vision energize the company itself but there will also be flow-on effects into the broader ecosystem around each digital product and service. A highly attractive vision will energize a company's partners to head in the same direction as the company itself.

A company's direction, however, has two key components:


	Management vision—a clear and well communicated expression of where the digital product or service needs to head in the future as the technology evolves and improves.

	Brand integrity—how competent and effective the company is on following through on its promises and delivering a compelling value proposition. Customers trust a company with brand integrity to continue to help them solve more problems in the future.




Brand integrity Weighting: 17％ of total momentum


A company earns the trust of its customers and builds brand integrity in two basic ways:

1. By the way it acts—especially when mistakes happen.

The actions a company takes when problems arise with its products and services speak volumes about whether or not it can be trusted in the future. Everyone accepts problems will arise at periodic intervals, especially for leading edge products. If a company makes a concerted and genuine effort to live up to its promise and does everything in its power to address customer concerns, customers will feel confident that same level of support will continue in the future. Conversely, if the company leaves customers to fend for themselves, customers will take note of that behavior as well.

2. By the way it adopts and applies emerging new technologies.

Here customers are looking for companies that "eat their own dog food"—that is, does the company itself use the same digital products or services it is attempting to sell to others? If the answer is yes, then customers feel the brand is trustworthy. If the answer is no, most customers will wonder why not.

In practice, brand integrity has an appreciable impact on the amount of momentum a digital company enjoys. To build and enhance your own brand integrity:

■ Communicate your value system.

Customer perceptions are strengthened or weakened every time a customer interacts with your business. If you embed your values into all your internal and external operations, customers will get a consistent message. Develop and apply metrics which measure success and help customers understand those metrics. And above all, communicate your values at every opportunity. With the availability of the Internet, a week should never go by that you don't get in touch with customers, employees and partners.

■ Encourage word of mouth endorsements.

Brand integrity increases every time a customer has a great experience with your company. Create opportunities for customers to share those experiences with each other. Perhaps this will involve sponsoring online news groups or user forums. This will be especially important whenever you're in the process of launching next-generation products with all their inherent upgrade difficulties.

■ If you make a mistake, admit it.

If the company completely fouls a new business initiative up, openly and candidly admit it and then go to work putting things right. If this is done in a straightforward manner and with candor, customers will respect you for it. It's not the making of a mistake that's newsworthy but the way you handle it afterwards. Do that well and you can earn some genuine accolades while at the same time building your brand's integrity.


Management vision Weighting: 9％ of total momentum


In the marketplace of ideas, there are loads of opportunities for the CEO to explain their vision—industry events, trade shows, customer seminars, investment conferences, media articles, and so forth. Admittedly, simply having a high profile CEO does not generate momentum in and of itself, but if the CEO can effectively use these forums to communicate a compelling vision of the future, momentum can be generated.

Having an articulate CEO is worthwhile but the real context comes from the importance of the problem being solved. If the company's products and services address some serious problems, the vision of the management increases in stature. Similarly, the bigger the ecosystem surrounding a digital product, the more impact the vision itself will have. Companies that play key roles in important industries will naturally have the opportunity to garner more momentum than the bit players who are on the outer edges.

In like fashion, customers expect the leaders of momentum brands to tell them things they don't already know. That is, they expect to get some ideas on how to solve their old problems in new ways. They look for "conceptual innovations" about how best to understand the coming impact of the new digital technologies on their own businesses—and which strategies, ideas or business models will take advantage of the emerging technologies. In short, management vision often equates to thought leadership.

To build momentum through management vision:

■ Position and market your CEO carefully.

The most influential CEOs generally focus their talks on the topic of how new technologies will impact on:

1. The widely used business processes of the future.

2. The business models which will make money in the future.

3. How customers will use new technologies.

With that in mind, encourage your CEO to focus on one of these areas consistently. Develop a set of rules that will hold in the future and then gather empirical evidence these rules are already being validated in the marketplace. And allow enough time for your CEO's profile to grow in the industry first before moving to the mass market.

■ At the same time, keep your CEO grounded.

Avoid the gimmicks. Keep your CEO focused on your products and services. Any fame they achieve should be viewed more as a by-product of the process than the aim of your efforts. If you continually use your own products and services to package your vision, what the CEO does should showcase your own value proposition and sources of mass. Don't let your CEO gain delusions of grandeur. Your products and services should be the real star.

■ Scale your CEO.

CEOs are particularly good at providing thought leadership through public speaking, case studies, books and research papers. Have your CEO focus on these areas and then deliver electronic copies of those materials elsewhere. That way, the CEO's efforts become multiplied far beyond the constraints of his or her time.


Key Thoughts

"Trust is earned, as it always has been; it is also demonstrated, as it always will be for digital products and services. The degree of trust ascribed to a brand is the single most important factor in maintaining customer loyalty after a customer is acquired—especially in the digital product model when the product or service purchased is never finished."

—Ron Ricci and John Volkmann

"If any single factor seems to characterize digital markets, it was the sense of constant motion around any product category. Products never seemed to move in any absolute direction for more than four of five years. And it wasn't just the pace of technological advancement; the rapid evolution of value points brought swarms of companies and venture capital dollars into the market. As a result, the sense of motion surrounding digital markets possesses a kind of kinetic energy. Digital markets seem to work like a wind tunnel, in which the wind speed constantly accelerates while waves of different flying objects invade the tunnel to rearrange the conditions for survival. Certain companies in every digital market have leveraged a combination of product strategy, brand and the unique structure of a particular market's value chain to become unstoppable forces in the minds of customers. That's momentum."

—Ron Ricci and John Volkmann




响应与讨论

“求职”，真的这么难吗？


林婉萍



1111人力银行　总经理特别助理


由于经济不景气持续冲击台湾就业市场，使得失业率屡攀新高，这也是大家最不乐见的事。然而更无奈的是，即使失业率不断攀升，各企业在招募员工时，其挑剔程度却也不减反升。这些迹象显示出，在这个不安定年代，没人愿意花钱作冤大头，也就是说，没有任何老板愿意拿辛辛苦苦挣来的钱，冒险雇用无法在工作上有所表现的员工。即使有身好本领，也未必获得青睐，求职者只会更加辛苦。

此时，笔者建议大家扪心自问：“Are you ready？”或“Are you really ready？”

在这里笔者特别使用“really”的目的，是要提醒许多求职者，撰写履历表时，“真的”成功推销自己了吗？绞尽脑汁写自传时，“真的”能在最短时间就获得雇主认同吗？当走进面试会场的剎那，“真的”整理好服仪了吗？或在最后面试阶段，“真的”从容地把握每分每秒，呈现自己最好的一面吗？从笔者过去的工作经验，到目前担任人力资源管理顾问公司特别助理，面试过不少求职者，有的不是履历抓不到重点，就是面试时不能适切展现优点，还有的更是一开始就缺乏自信、过度紧张，最后当然只有“落选”。

相信大家都知道，从“撰写履历自传”到“面试”，各个环节都紧紧相扣。履历自传无法吸引雇主目光，自然就无法向前迈进，因此每个步骤，都与是否能获得一份好工作关系密切，确实做好求职步骤的每样功课，也是门大学问。毕竟，一份好工作，值得人人用心看待、追寻，掌握每个步骤的要领，吸取多方知识与经验，再运用到自己的求职实战经验中，方有开花结果的一天。在读完之前的《大师轻松读·成功求职10妙招》后，作者柏蒙特以有系统、循序渐进，提纲挈领的方式，整理出求职各步骤，可谓极实用的一本书。

作者在文章中五分钟摘要即开宗明义的说：“知己知彼，提高求职成功率。”这的确是事实，在求职过程中，求职者不只该在自己身上多下点功夫，同样的，对面试公司，甚至面试主考官，也要加以判断其求才心态与想法，了解雇主公司的发展，才能“投其所好”。不过前提是你必须真的很想得到这份工作、在那家公司上班，否则一切都是空谈。要知道雇主才是决定录取与否的关键，因此，如何捉住面试者注意力，从众多面试者中脱颖而出。

在《求职10妙招》文中，还有一点值得大家思考的，就是“花时间界定自己想要的工作”。笔者认为这也是众多求职者需要厘清的，因为，这将深深影响自己未来是否能乐在工作、获得成就感，符合个人生涯规划。毕竟，一份适合的工作、一间好公司，不但能提升自我潜能，更能从工作的待人处世中，使自己心智成长、思维灵活，帮助生命旅途更上层楼。这也正是读者可在本文中获得的启发。

“求职，真的这么难吗？”对你我而言，也许真有那么点挑战性。在瞬息万变的社会，大家不该只是闭门造车，寄出一封封的履历表，期盼哪天会遇到伯乐。应该学习以有效且适合自己的方式，挥洒出属于自己的一片天。笔者很高兴见到有这么一篇灵活实用的《求职10妙招》，作为现代人求职的必备工具，相信能带给大家的，不只是教你如何在求职时拔得头筹，更重要的是，透过如此学习，巧妙地发挥自我效能，在求职新世纪中找到就业新契机！

本文作者简介

东海大学中文系毕业，曾任元碁信息资深经理、宏碁科技企划主任、至诚广告企划部经理，现为1111人力银行总经理特别助理。
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