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主题看板



创业需要创新思维


根
 据最近的一份调查，台湾有高达79％上班族有意创业。青辅会2010年青年创业贷款核贷人数达2514人，更创下青创贷款自开办以来新高，显示青年创业已成时下潮流。然而，创业是一件相当不容易的事，“创业维艰”对许多年轻人来说，更是摆脱老板脸色后，不能回避的事实。

21世纪的创业环境大异以往，过去熟悉的游戏规则和经营模式已在快速崩解，在全球化趋势、消费结构升级及科技进步等种种变动下，市场需求、市场结构急遽变化，提供了新产品、新服务的发展契机，产生无数新创事业的机会。新世代的创业者也不再只靠绞尽脑汁、苦干实干、祈祷天时地利人合；诚如作者艾瑞克·莱斯（Eric Ries）所言，想要成功打造新创事业是“可以学习的、可以传授的，创业本身就是一门经营管理。”

莱斯所提倡的“精实创业”（Lean Startup）就是一种科学的方法，他明白告诉你，新创事业追求的是现实世界中客户将会购买并感到满意的创意。你不必也不应该闭门造车，无边无际揣摩消费者的需求，而是要用科学实验的方法，把初期的原型品或最低可行产品送到消费者手上，实际验证你的假设，系统化地收集消费者的回馈，重新修正产品再向消费者请益；如此不断重复此“制造－检验－学习”的历程，且加快速度，缩短周期，愈早向客户学习，愈早确认创业的真正目标，你成功的机会就会更大一点。

在这样的情况下，你不必等到产品完美无瑕才上市，而是“先求有再求好”，必要的时候甚至要有进行关键转折（Pivot）的准备。这个思维也大大颠覆传统的想法，一改过去我们对创业者追求完美、百折不挠的坚毅形象。因为，今日创业者面对的“不确定性”数倍于以往，技术更迭与市场变动的速度愈来愈快，如何有效管理不确定性的风险，也正是“精实创业”的精髓所在——全神贯注顾客的需求，以最快的运作周期，用科学方法来做决策，创造顾客真正需要的产品。

“精实创业”不只适用于新创事业，也适用于公司内部创业或新品研发。大公司甚至可以同时拥有好几个创新团队，随时测试新的改良计划或激进的突破性想法；只要愿意接纳新时代的改变、采用新的方法及策略，健全的创新思考文化将成为创业者最强大的后盾，创业的不确定性也将成为创业者最华丽的实验舞台。
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5分钟摘要



为什么这么多人创业失败？　
英文



创业者多半具有冒险性格，及追求个人成就的动机。他们愿意面对不确定性，甚至将不确定性视为大显身手的好机会。但是许多人仍以为创业成功全靠孤注一掷的勇气，完全忘了消费者近在咫尺，只要你走出去，就可以直接连接现实世界，结束闭门造车。

商业神话总是这么说：一位孤独的创业家，埋首在实验室或车库之类的地方，历尽千辛万难、坚苦卓绝，终于开发出伟大产品，一炮而红。这听来颇令人心动，但事实上，多半创业者往往在烧光所有资源后，就消失无踪；因为他们从不走出来瞧瞧，听听潜在顾客对他们的产品有什么看法，他们只在意产品，认为顾客需求届时自然就会到位。

创业要成功，必须要有不一样的管理方式；与其费心发展营运计划，不如动手找出加速学习，与确认顾客需求的方法。要做到这点，最好的方法就是先制造出一个原型品（具备最低限度的功能特点），把它卖给具有早期接受者特质的人，然后不断修改产品——如有必要，每天改都可以；持续供应顾客改善后的新版产品，倾听他们的回应，采用他们的想法，制作出更好的版本，然后再取得更多的意见回馈。不断重复此迭代过程，直到产出顾客喜爱且功能完整的产品。

换句话说，尽可能的不断进行“制造―检验―学习”循环进程，如果能有效确认创业的真正目标，你成功的机会就会更大一点。全神贯注顾客的需求，以最快的运作周期，用科学方法来做决策，这就是精实创业法的精髓所在。
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第1章　精实创业法——愿景　
英文



切记，学习与知识的获取才是衡量创业进展的指标，新创事业的首要目标应是采用科学实验法探索如何打造永续事业，其余都是额外收获。

建立新创事业的标准模式通常是：
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	有人提出愿景，多半不脱这版本模样：“我们来搞个赚大钱的事业吧！生产一个受消费者热爱的世界级产品。”

	为了成就这个愿景，便根据以下描述发展出一套策略方针：
	我们将采取的营运模式。

	我们计划中的产品与服务规模。

	我们愿意共同合作的伙伴。

	我们的竞争者会是这些公司。

	我们的目标客户有这些特点。





	最后，依此策略产出一项产品或服务，在市场上销售。



在此模式下对创业家的传统印象是，辛勤奋斗、精力旺盛，不容易受一路的曲折绕道所困扰，有“做就对了”的态度与决心。这样的创业者上船掌舵，让产品顺利进入市场，让行销施展魔力，认为挫折只是迈向终极成功之路的学习机会。

在现实生活中，当一名创业者几乎就是一个不断磨练管理技巧的历程。任何一种新创事业都是千头万绪，而且同时发生。随时随地都要：


	招揽新客户。

	满足现有客户。

	不断在幕后推动主动创新。

	不断微调行销策略。

	决定是否要改变策略。

	持续不断进行产品改良。



对多数新创事业来说，做出产品是一切重心所在。伴随创业而来的任何学习，都只是过程中令人愉快的副产品；只有做出产品、上市，才是多数创业者评估成功与否的指标。

因此，许多新创事业最后意外打造出乏人问津的东西，也就不令人惊讶了。如果真是这样，你的新事业是否是在预算下达成目标，也不重要了。从较宏观的角度来看，那些制成品不过是一时兴起的产物。因此，任何新创事业的第一要务应该是，尽快且有效率的弄清楚顾客想要什么，以及他们肯花钱买什么。

要谈论新创事业，最好先厘清定义。一个理想的定义是：
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关于这个定义，有几个重要观点值得留意：


	新创事业是一种组织或官僚系统，不管创业者是否喜欢这样的用词——他们开发（通常是随意的）许多工作程序，来雇用新创意员工、协调统整活动、开发产品及整合其他所有必要的事物；成功的新创事业必然精于程序。

	新创事业专注创造新产品与新服务——利用科学上的发现、新技术或现有技术再利用来创新。有时，新创事业还会发展出新的商业模式，开发先前未发现的价值，让产品或服务有了新定位，或服务不同的顾客群。创新可以有许多形式，将这些形式转作商业利用，新创事业即应运而生。

	不确定性是所有新创事业的宿命——也是挑战；因为此意谓着，一般管理工具大多无法应付。这些工具通常适用于已稳定发展的管理结构，而非具有高度不确定性的新创事业。例如预测、年度预算、产品制造里程碑和详细营运计划等标准工具，都无法在新创事业发挥应有功效；新创事业需要不同的经营工具。



人们通常以为，新创事业必须在车库或实验室里进行，好与稳定运作的事业体区隔开来。虽然大致无误，不过事实上，也有在公司内部创业的案例。以美国最大的财务、租税和会计工具研发公司财捷为例，财捷拥有超过7700位员工，营收高达数十亿美元。尽管如此成功，财捷经营团队仍十分清楚，身为财星100大企业的一员，他们更要针对现有产品做额外变化，而不是发想崭新点子、开发新产品和服务。因此，财捷在创新与风险承担上皆用心融入公司现有的营运模式。

2009年，在财捷内部工作的5人小组想出一个极大胆的点子——人们应该可以通过手机来申请退税；而且他们果真找到方法做到了。顾客只要用手机把他们的W—2申报单拍下来，然后把影像传给财捷，财捷收到后便负责完成后续的文书工作，然后提出1040EZ退税申请，这项新产品就叫作“快照报税器”。

为了了解此项产品是否有市场需求，快照报税器小组采取罕见的方式，他们先释出快照报税器的初期版本给只需申报简单退税的加州消费者，该小组在限量释出的情况下，第一年就把该软体所有的设计缺陷清除干净，隔年就贩售全国。快照报税器成了财捷公司的成功事迹，在2011年退税申报季节一开始的前几周，就创下超过35万次下载的佳绩。

快照报税器为财捷写下一页丰功伟业史，但该公司并不以此为满，财捷又开始针对它的旗舰产品TurboTax商务投资财务软体，进行各式消费者测试。在两个半月的报税季节里，财捷大约测试500种不同的变更，每星期执行高达70项不同的分径测试，测试流程是每周四在财捷网站上执行变更，周末进行系统的新微调测试，然后结果分析在周一出炉。隔周再进行其他更新，以此类推。

“哇呜，他们因此学到的东西真是丰硕，这就是在培养企业家，因为当你只进行一种测试，你有的不是企业家，而是政客，因为不管怎样，你都得硬着头皮去销售；既然是百中选一的好点子，你就是得去推销，结果你造就了一群政客和业务员。一旦你进行500种测试，每个人的想法都可接受检验，于是创造出来的是企业家，不同于政客，这群人测试、学习，然后再测试、再学习。因此，我们正试图要把这样的做法广泛运用于整个组织，采用与高科技无关的测试方法，如网站，如今每家公司都有网站，并非一定要用高科技工具，才能进行快速运转的测试。”

——史卡特·库客，财捷创办人。

采用此种方法，结果让财捷发展出一些新产品，这些一年前都还不存在的新产品，为该公司带进5000万美元的营收。过去，财捷一项成功的新产品销售额达5000万美元，需约费时5年半，但今天，创新产品很快就能达成同样目标，全拜公司快速学习周期所赐。

“这与人们在商场所学到的，以及领导者所受的训练大相迳庭。问题不在于经营团队或创业者，这些人巴不得尽快让他们的宝贝产品上市，他们宁可让消费者而非公司内部人士决定产品的命运。问题关键在于领导者与中阶经理人。许多企业领袖之所以会成功，是因为善于分析，他们自许是分析家，他们的工作就是做精密的规划、分析，然后得出一份计划。”

——史卡特·库客，财捷创办人。

精实创业法的整个精髓在于借由实验得出验证的知识，得知什么是顾客想要的（以及不想要的）。把初期的产品交到顾客手上，听他们的想法，然后根据他们的建议做修正，如此一来，你就破解了创业的致命难题，不致于成功地执行了一项计划，却压根没有前途。
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另一个新创事业会碰到的课题，也要靠精实创业法的核心概念——“制造—检验—学习”循环进程来解答，那就是“让产品出去，看看会发生什么事”的心态。许多公司都能顺利看到结果，但却无法从中学到顾客的需求，什么才是顾客愿意花钱买的。“制造—检验—学习”就是在不断修正中验证所学。每个新创事业的目标都应该单纯地放在成功打造永续事业究竟需要什么条件。

捷步是实践精实创业法的好典范，它是全球最大的网络鞋店，一年营业额超过10亿美元。有别于其他姿态较高的网络创业者，如网络超市Webvan.com与网络宠物商品店Pets.com，创办人尼克·史温默另辟蹊径成立捷步。史温默没有一开始就建造大型仓储与基础建设，反而先去当地鞋店，询问店家是否愿意让他拍摄库存货品，放到网络上，并承诺如果有人在线上购买鞋子，他便会以全额零售价向鞋店购买。如此一来，史温默就能够确认消费者的确会在网络购鞋，而这个概念正是他营运计划里的重要元素。借由此项实验，捷步让自己有机会与顾客、生意伙伴互动，从互动中获知他们的喜恶，然后再利用这些深入的观察，发展出可永续经营的营运计划。
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关键思维

“超过10年的创业经历，让我从自身和许多他人的成败中获益良多，深刻体悟最无趣的事物最为关键。新创事业能够成功不是因为有好基因，也不是天时地利的结果，而是可以借由遵循正确的程序规划出来的，此即意谓着，它是可以学习的、可以传授的，创业本身就是一门经营管理。”

——艾瑞克·莱斯





第2章　精实创业法——掌舵　
英文



经营新创事业，要把重心放在尽可能加速过“制造―检验―学习”循环进程；严格测试所有“大胆且自信”的假设，然后决定为了迈向成功，是要进行关键转折，还是坚持到底。

新创事业是一种将构想转化成产品的催化剂，然后将顾客与产品互动后产生的数据和意见回馈再转化成知识；或从另一个角度来看，一个理想的新创事业可以为以下4大问题找出解答：


	消费者是否认同我们正在帮他们解决的问题是个问题？

	如果有解决方案，他们是否真的痛苦到需要花钱买它？

	他们会买我们的解决方案吗？

	我们可以在享有获利的情况下，不断制造、持续提供解决方案，以便永续经营吗？



要有系统地回答上述问题，可采用“制造―检验―学习”循环进程方法：
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将科学方法应用在新创事业，首先须找出需要测试的假设是什么，对多数新创事业而言，最重要的2个假设是：

[image: c11]


这些假设可称为“大胆且自信”的假设，因为任何新创事业的生存与否都是靠这些假设来决定的，如果可以让这些“大胆且自信”的假设全部到位，所有的事都将水到渠成；只要让这2个假设发挥最大效益，并正确微调，它们就会成为未来企业成长的引擎；因此，每一次“制造―检验―学习”循环进程的迭代进行，都应以微调与改善这些“大胆且自信”的假设为最终目标。


	丰田汽车著名的精实制造系统采用日文“现地现物”，来形容这些大胆且自信的假设如何检测，意谓“眼见为凭”。通常，测试基本假设的最佳方法，就是走出去和真实世界里的人们互动，看看他们是否有为你企图要解决的问题所苦。以实例阐明这个想法：

	日本丰田汽车经理人雄二横田负责Sienna小型休旅车2004年款的改版，为了找出改善之道，横田跑了5万3000英里，遍及美国50州与加拿大13与地方；每到一个城市，他就租一台Sienna现有车款，亲自找顾客聊聊，取得第一手资料。他才了解到原来主宰小型休旅车市场的都是年轻小伙子，于是就带回了“如何让年轻人开Sienna开得更得心应手”的想法。2004年款的Sienna一出来，就成了当红炸子鸡，销售数字比2003年款高出60％。



史蒂夫·库克在1982年首次想到创办财捷的点子时，他做了大胆且自信的假设，假设人们有一天会愿意使用个人电脑来支付帐单和记帐，为了测试这项假设，他挑了居住地加州帕洛阿尔托与伊利诺州威利卡二地的电话簿，开始随机打电话，询问他们一些关于理财的问题。直到他确信人们对手工缴款感到厌烦，他才开始着手研究解决方案。

要测试这些大胆且自信的假设时，有2个问题常会突然蹦出来。许多时候，创业者会对准备动作感到不耐烦，他们喜欢直接着手去做；他们或许会与一些顾客匆匆聊个几句，但还是宁可埋首苦干，也不愿意多花点时间去讨论要做什么。反其道而行则是第二个潜在的问题——分析过度症候群：另一种创业者则是花太多时间在不断精进他们的计划，以至于一事无成。上述这2项错误都可以通过“制造―检验―学习”循环进程来避免。
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为了尽快展开循环进程，尽早获悉顾客想要什么，你必须先制造出“最低可行产品”（MVP），然后把它交到顾客手上，看看他们的反应。这与传统的产品开发流程恰好相反，传统做法是要等到产品发展臻于完美，才可出货；精实创业的思维则建议你，应该尽快把最阳春的最低可行产品交到未来顾客手上，听听他们对你的作品有何意见。


关键思维

“最低可行产品的范围很难界定，可从最简单的烟雾测试（比样品好一点）到问题清除、功能完整的初期原型品。如何决定最低可行产品需要发展到多复杂，其实没有任何公式可循，全靠判断。幸运的是，这种判断力并不难培养：多半的创业者和产品开发人员都过度高估一个最低可行产品应有的功能，如有怀疑，简化就对了。”



实际做出一个产品，然后看看顾客对它的反应是什么，这样做的确有悖常理。人们一开始多半会认为这样会导致浪费，然而事实上，如果打造出一个没人要的东西，其所投下的大量时间与资源，才是真浪费了。把具备最简略功能的初期原型品送到顾客手上，学习就开始了，也就不必再揣摩顾客心思。

显然，第一个产品一定不会是完美的，这比较像是个学习实验品，不像你脑海中精致成品的模样；但是，把最低可行产品递送到顾客面前，检测他们的反应，却是无价的。为此，有好几种做法可采行：


	如果你的产品很复杂，人们很难想象完成品的模样，不妨考虑制作一段影片与人分享，在影片中描述你的成品会有哪些功用。

	另一种方法是给予早期采纳者贵宾级的待遇——每周由公司执行长和产品开发副总亲自拜访顾客，征询顾客意见。一旦解决了该顾客的问题，就可以投资该解决方案，进行自动化生产，扩及更大的顾客群。

	或可先请工作人员在幕后用人工操作的方式，执行成品上市后会有的功能。

	可先打造出实体样品、仿真品和原型品。

	必须要承认的是，让初期原型品进入市场，的确会与打造高品质、世界级产品的理想相冲突，但别忘了，在确实知道顾客要什么、而且愿意掏腰包之前，你是不会真正了解什么叫品质。借由获取顾客需求和评价的有力证据，低品质产品扮演了未来高品质产品的推手；原型品让你的假设得以检验，形成未来发展的坚实基础。




关键思维

“精实创业法不是反对打造高品质产品，而是在协助赢得顾客支持。我们必须愿意把传统的专业标准放在一旁，尽快展开实证学习的过程。”



人们不愿意让初期的原型品进入市场的原因，通常有：


	法律问题——一旦产品进入市场，可能就无法申请专利。这需要寻求法律意见。

	害怕惊动竞争对手——这是有可能。不过切记，如果从长远来看，你无法胜过敌手，那你的新创事业也就注定失败，只要你能很快知悉顾客需求，竞争敌手知道什么也就无关紧要了。

	品牌风险——原型品可能会伤害到已享有知名度的品牌。原型品大可用另一个品牌上市，等到产品发展成熟后，再重新命名隆重上市。

	对士气的冲击——你或许会担心，让初期版本的产品上市，会让你的伙伴失去信心。尽管这的确是件令人担忧的事，但打一剂有益健康的现实针，也不是啥坏事，反而可以打破团队在不经意间对现实可能有的扭曲认识。要提醒他们，你的原型品只是第一次迭代下的产品，并非亮丽无瑕的版本。
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一旦让最低可行产品进入市场，就需要系统化检测后续迭代过程，了解是否有任何进展。因为新创事业的不确定性太高，预测和检测基准点的设定也很难正确，所以标准财会作业在这里不管用，你需要创新的财会制度。

创新的财会制度包含3步骤：
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创新的财会制度的优点是，它与每个新创事业必须知道的3大里程碑相辅相成：

1． 我们营运计划的假设正确吗？

要建立一个检测基准，有些公司只用单一原型品，有些则用多种原型品以兹比较，还有第三种方法，就是先执行试探性烟雾测试——提供顾客产品型录，让他们挑选，预订数量够多时，才开始制造产品。这3种方法都管用，因为都可以让营运计划的假设获得确认。

2．带动成长的主要动力为何？

一旦有了检测基准，就可以用实验来检验何种改变会影响成长，从而明了带动公司成长，需要有何种作为。

3． 我们的营运模式是否有延续性？

如果在真实世界里设定的基准线已接近损益平衡，你只需要再稍做微调与改进即可；但若真实世界里测试的结果远低于预期，那就代表你应该要进行关键转折、试试不同的东西。

这些学习里程碑很重要，因为它们可以让你免于白费力气执行一项看来冠冕堂皇，却了无意义的营运计划。当公司营运陷于泥淖、需要改变方向时，创新财会制度会发出响亮而明确的警讯，不是依据现状建构可持续发展的事业，就是另起炉灶。精确严格的使用创新财会制度，可避免陷入人人都在建议“行销多加点油”或“工程团队可以齐心齐力”就会没事的窘境。当有微调需要，或营运方向需要根本改变时，创新财会制度会响亮而明确的发出警讯。

在商业上，无益的“虚荣指标”容易让人失焦。所谓虚荣指标是指那些与你的目标几乎无关的计量，好比用户注册总数，这数目的稳定成长只是在报表上看来好看，但从要能维持生存的营运模式观点来看，与能为公司带来利润的顾客总数相比，用户注册总数显然无足轻重。若关注在此类虚荣指标数字上，你可能会误以为有大大的进展，但事实上，你并没有更靠近生存门槛。

要管理一个成功的新创事业，须把心思放在3个A指标上面：


	Actionable：有作用的——可展现明确因果关系的。缺少这项特质，就是虚荣指标。

	Accessible：可理解的——亦即非常简单，人人都能了解，并可提供未来决策之用。

	Auditable：可稽核的——因为是有系统地收集资讯，即使结果不尽人意，也不会有人因而成为代罪羔羊；因此，你需要作业透明的数据资料采集系统。
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关键思维

“每个创业者在发展成功产品的过程中，最后都要面对这项终极挑战：决定何时要关键转折、何时要坚持下去。新创事业的生产力不在于源源不断制造出更多的小玩意儿或功能，而在于能将我们的努力与事业和产品发展密切配合，创造价值、带动成长。换句话说，成功的关键转折可让我们朝向事业永续经营的大道迈进。”



综观历史上的创业者，都习惯把全部家当押宝在他们的愿景上。典型的好莱坞电影里，创业家都是在人人不看好的情况下仍全速前进的人，最后在公司或产品造成轰动时，才终于得到肯定。现实世界里，却有成堆那种卡在“生死边缘”的公司，他们赚的钱只够维持生存，要算真正成功又不够格，这些公司在那儿苟延残喘，只因他们觉得成功近在咫尺，只要微调一下他们的行销策略或产品，就可功成名就。

精实创业法会让“坚持既定方向或进行关键转折”的决定点明显浮出——因此，也就更容易做出决定。因为这套方法建议人们，要让多种版本的最低可行产品或原型品进入市场、接受检验，然后比较结果。当你回头检视自己大胆且自信的假设，看到现实世界里顾客的反应，便能让企业依据可信赖的创新指标，做出明智抉择。

从不同观点来看，把不同版本的原型品放进市场、采集实证数据后，一定可以获悉什么会让顾客觉得值得购买。比较不同版本原型品间采集回来的结果，可以探测出你的假设是否正确，如果正确，就继续做下去，创造更多的价值；如果数据显示你的假设根本不正确，可能就要尽快调整方向或是进行关键转折。

营运计划发生关键转折至少有10种不同的形态：


	放大型关键转折——取先前的单一特点或功能，进一步扩展，最后成为独立的产品。

	缩小型关键转折——把先前认为已经完成的产品，变成一个更大产品里的一个特点或功能。

	消费客层关键转折——你可以开始为不一样的顾客建立解决方案，而非原来设定的顾客。

	顾客需求关键转折——比起最初锁定的问题，现有顾客还有其他更重要的问题须先解决。

	平台关键转折——可以从开发、贩售应用软体，转型成为提供人人都可使用的平台，反之亦然。

	营运结构关键转折——可以从低产量、高利润的市场改攻大众市场，反之亦然。

	价值实践关键转折——改变产品营利方式或营收模式。

	成长引擎关键转折——从付费式成长模式转变成病毒式成长模式，或黏皮糖式成长模式。

	通路关键转折——通过不同的业务或配销管道，把产品或解决方案以不同方式送到顾客手中。

	技术关键转折——采行在价格与（或）成效上更具优势的迥异技术，产出同样的解决方案。



不单只是对创业，对任何事业经营而言，关键转折都是现实的一部分。从精实创业的角度来看，每当要用最低可行产品去测试新策略假设时，就有可能会发生关键转折，除非公司的关键转折经常性发生，否则它就无法与不断在变动的市场同步；然而，话虽如此，关键转折的能力绝不能取代扎实稳当的策略性思考与规划，策略性思考与规划仍须在幕后继续使力。

整体来看精实创业法，此法的优点在于每当企业要进行关键转折时，就会有可立即接受检测的新假设出现，一旦转错弯，精实创业法还会有警示工具发出警讯。


关键思维

“经验老道的创业家常会谈及他们的创业跑道还剩下多长，这话指的是，新创事业还剩下多少时间，就得面临不是成功起飞就是失败坠毁的关键点。真正测量此跑道的指标是，新创事业还剩多少次关键转折：还有多少次机会可以针对营运策略进行根本改造。”

“经验老道的创业家常会谈及他们的创业跑道还剩下多长，这话指的是，新创事业还剩下多少时间，就得面临不是成功起飞就是失败坠毁的关键点。真正测量此跑道的指标是，新创事业还剩多少次关键转折：还有多少次机会可以针对营运策略进行根本改造。”

——艾瑞克·莱斯





第3章　精实创业法——加速　
英文



即使试图要改变企业规模，也要持续延用标准的“制造―检验―学习”循环进程，而且尽可能快速运作。将精实制造概念注入企业，让企业良好地永续成长。这方法势必也确实奏效。

理论上来说，精实创业法看来缓慢、客观且简单。但在现实世界里，新创事业面对的所有决策，几乎都是混沌不明，且情势快速更迭；因此新创事业要频繁的快速通过“制造―检验―学习”循环进程，迅速做出决定。

如何把这些统整起来呢？要让精实创业法产出最好成效，你要：
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依次采取这些步骤：

步骤1　小批量产

精实创业法应用在小量而非大批生产，成效显然最好；因为你在执行的是求取实证的试验，而非试图求取最佳化结果；如果任何假设经证明为误，你不会想要为这错误付出昂贵代价，以至于造成组织致命伤害。

精实创业法的目的不在比他人更具生产效能，要牢记，你是在学习如何打造可长可久的事业。如果事实证明，顾客并不想要你正在制造的东西，即早发现总比砸下数百万美元、仓库堆满货品后才发现，要好得多。

一批的生产量愈小，就能愈快走完“制造―检验―学习”循环进程。只要你比竞争对手更快走完这个过程，你理所当然会比他们知悉更多的资讯。加上现在有了快速打造原型品的工具，使得原型品快速送到潜在顾客面前，听取他们的意见，变成一件可行且值得一试的事。

小量生产能让你以低成本的实验条件，尽快测试你对顾客需求所做的假设。先厘清你需要知道的资讯有哪些，然后将其融入试验里，取得有效的资讯，然后再继续前进。小批量产不仅压低成本，还可以让你更快找到答案。


关键思维

“光是敦促员工加倍努力是不够的，我们现在面临的问题就是太努力了——但却完全搞错方向。一心一意追求经营效率，让我们忽略了创新的真正目标：学习此刻所不知道的事物。精实创业运动主张，应用科学方法，可以为创新最迫切的问题找到答案：我们如何用一套新产品或服务打造出可以永续经营的事业？”

——艾瑞克·莱斯



步骤2　持续成长

想在业界长久存活，新创事业必须找出方法，同时保有现有顾客，并且年年招揽新顾客；换句话说，新创事业需要发展出所谓的“成长引擎”，成长引擎性能愈佳、马力愈强，新创事业也将成长得愈快。

3种成长引擎：
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	黏皮糖式成长引擎——因为顾客转换产品的成本高或喜好新品，此类型顾客忠诚度会高些、会待得久些。如果你打造的事业有黏皮糖特质倾向，就必须小心监测顾客流失率（顾客转移到他家产品）；如果你正在打造黏皮糖式成长引擎，就应该要把重心放在如何让产品一直保有无穷魅力。尽可能去做能做、该做的检测，让产品对现有顾客更具吸引力。

	病毒式成长引擎——产品知名度是靠口碑传播，或来自产品正常使用下的副作用。Hotmail是病毒式成长引擎最有名的范例之一，该公司当时正为扩增新客户所苦，直到他们在每封发出去的信件底下加注“附注：Hotmail提供免费电子邮件信箱”，并附网页连结，问题才告解决。加注这则点击连结后6个月内，Hotmail增加超过100万新客户。18个月后，Hotmail拥有1200万会员，微软便以4亿美元买下该公司。如果你打造的是病毒式成长引擎，你需要确认顾客意见回馈回路是畅通的，并针对如何能让这顾客意见回馈回路一直在顺畅运作，进行试验。

	付费式成长引擎——通过付费广告或在不同地点开新店，招揽新顾客。花钱刺激成长，成长来自于增加从每个顾客赚得的营收或降低招揽顾客的成本。针对付费式成长引擎，顾客的终身价值相对于顾客开发成本之间的关系，是你必须要测试的关键动态。



多数新创事业发现，一次专注在一个成长引擎上，是最佳策略。会这样做，通常也是因为只有一个成长引擎最适合该企业与该产品；然而，让这个抉择过程更有兴味的是，所有的成长引擎最终都会自然耗尽，若听其自然发展，成长便会变得缓慢或停止。这也就是为什么明智的公司会有好多组创业团队同时在幕后进行，持续开发下一代成长动能。这些团队应该要不断的把一些最低可行产品放到市场上，接受测试，找出产品存活之路，即使是稳定发展的公司也应该在稳固基础上持续采用精实创业法。

步骤3　适时调节

新创事业经常在为生死存亡奋战，这样说一点也不夸张，他们要努力在资源耗尽前，打造出可永续经营的事业。此外，新创事业还需内建一些速度调节器，协助员工把工作做到最好，没有这项协助，你的团队是不可能不断忙着推陈出新，又能维持高品质的产出。你必须质量兼顾，才能成功。

想知道是否会因为进展太快，以至于陷入问题麻烦的方法是：


	每当面对问题时，停下来，至少问问自己5次，为什么会这样。重复“为什么”5次，可帮助你找出问题症结所在，而非只看到问题的表象。

	在解决方案中，依比例分配投入的资源——问题小，就投入小量资源，只有棘手的问题，才分配大量资源。

	公司进展的速度不只与执行有关，也与知识的获得有关；随时准备好因应问题的出现，但对问题的回应，不要过度投资与过度规划。

	要抱持容许初犯的心态，但不容许同样错误再次发生。投入合理的资源，防范错误的再次发生。

	小心，不要把5次“为什么”，变成5次“责怪”——一出问题就指着别人骂，不仅无济于事也徒劳无功。如果问题发生，每个人都只想怪罪他人，就把每个关系人都叫到会议室，大家当面把问题彻底讨论一番，把讨论焦点放在必要的系统性变更上，而非涉事之人。

	考虑指派一名改造大师——邀请资深人士主持，进行问题讨论、研发解决方案。这位改造大师要负责分派任务，并追踪后续发展。他（她）把解决问题的责任承揽下来，并评估花在解决问题上的投资是否值得。




关键思维

“科学是人类最富创意的活动之一，我相信把科学应用在企业经营上，将可开启人类库藏的巨大潜力。”

——艾瑞克·莱斯

“当精实创业体开始成长时，在不放弃核心优势——加速通过‘制造―检验―学习’循环进程——的情况下，可采用自我调节技术发展更复杂的工法。事实上，采用这些源自精实制造法的技术，最主要的好处之一就是，当精实创业体逐渐茁壮时，它们也已做好万全准备，能依据精实原则发展卓越管理；它们已经知道如何有纪律地营运、如何依自身处境量身打造经营方法、以及如何使用精实技术。当一个成功的新创事业转型成为稳定成长的公司时，它也已经做好准备，将发展出有纪律的执行文化，这样的文化正是世界一流公司的表征，例如丰田汽车。”

——艾瑞克·莱斯



步骤4　不断创新

今日最成功的公司四周环伺着竞争者、紧追在后的追随者与斗志旺盛的新创事业，个个都想来瓜分市场占有率；因此，大公司要不断创新，同时还要追求卓越管理。但要同时二者兼顾，会是个挑战，有个好方法可以用来达成此项挑战，就是借用创投业者的想法，称作“组合式思维法”。

组合式思维法意指一直不断进行许多不同的创新试验，要让这做法奏效，则须：


	创新团队需要足够安全感的资金，且不可转作他用。

	创新团队进行开发与测试他们的假设，需要有完全的自主性，无需过多管理阶层的审批。

	公司内部创业需要有个人绩效作为奖励，如股票选择权或红利，端视创新的长期表现。



精实创业法是创造优良试验平台的理想方法，为此，你可以创造一个“创新沙盒”，让公司内部创业者可以在这里公开地孕育自己的想法，而不是被遣送到遥远的研究单位或偏远地区进行研究。

创新沙盒要如何进行，才能奏效？可以组成跨部门团队，负责创新研发，并允许这个团队：


	创造并执行真正的分径测试，比较顾客对目前产品与创新品的反应。

	明确指定试验执行期的长短，或只对特定顾客或地区进行测试。

	然后，分径测试要接受5到10个可执行的成效衡量指标的评估，所有的创新计划都要接受相同的衡量指标检验，所得的检验结果才有一致性。

	分径测试进行中，团队必须同时监测顾客反应与基本衡量指标，如果有灾难性事件发生，可立即停止测试，并回复原状。

	分径测试必须从头到尾由同一团队执行，不可中途走马换将。



依此方式采行精实创业的想法和系统，即使大公司也可以拥有永续的创新文化。这种创新沙盒法可让快速更迭持续进行，加速判断，并不断累积回馈；管理阶层可以同时有好多这样的专案团队，随时测试新的微调与改进，以及激进的突破性想法；采用小批量产来确认状况，健全的创新思考文化于焉诞生。


关键思维

“精实创业运动追求的是，确保我们这些渴望打造出下一个伟大事物的人，能有改变世界所需的工具。”

——艾瑞克·莱斯




延伸阅读

《大师轻松读》之《创业成功16撇步》

The Knack

本期重点

好机会总是留给准备好的人，以正确心态努力打拼，你也能抓住良机成就事业！


精彩内容

成功心态（Mindset of Success）

一开始创业的人，总是在寻找创业公式或成功法则，但事实的真相是，根本就没有这种魔法灵药。然而却有一种心智想法能帮助创业家解决问题并追求发展的机会。布劳斯基称之为“The Knack”（译为本领、诀窍），这种心智习惯帮他成功创立了8家公司。如今他们要教导大家运用这项成功心态，当中蕴含的商业智慧包括：


	以数字经营企业，如果你不了解数字，简直就像闭着眼睛在开车：一旦你创立自己的企业，就要开始着手追踪这些数字。

	没收到款项都不算成交：应收帐款就像是借出去的钱一样，一定要确认你的客户是值得信任的。

	当你的短期负债超出你的短期资产时，你就已经破产了：要密切注意在未来一年所能赚取和花费的金钱。

	创业，没有捷径。经营事业是一辈子的事：以长远来看，你的捷径只会让你在达到目标前绕更远的路。

	毛利是损益表上最重要的数字：别只为了追逐高营收而犯下大错。

	找出你的真正竞争者，并以尊敬的态度相待：他们对你的评价将会决定你在市场上的声誉。

	企业文化能推动公司前进：老板必须决定公司的企业文化并贯彻实行。

	生涯规划永远优先于事业计划：在你出发前一定要想清楚要到哪里去。布劳斯基和柏林罕要证明街头智慧与商业理论都是创业者伸手可及、而且人人都能运用这些成功心态。





MAIN IDEA



Why do so many startups fail? 　
中文



The business myth says: A lone entrepreneur - beavering away in a labor a garage somewhere - through hard work, grit and sheer perseverance develops a great product which then becomes a blockbuster hit. That sounds appealing but the reality is most startups tend to burn through their resources and then disappear because they never get around to seeing what their potential customers think of what they're developing. They worry about the product first and assume customer demand will be there automatically.

To succeed with a startup, you've got to manage it differently. Instead of developing a business plan, find ways to accelerate your learning and validate customers demand. The best way to do this is to build a prototype (with minimal features) and sell it to some early adopters. Then change the product repeatedly - daily if necessary - and keep supplying your customers with the new and improved versions. Listen to their feedback and use those ideas to make a better version and then get more feedback on that. Keep iterating until you get a fully featured product which your customers love.

In other words, go through the Build-Measure-Learn loop as often as you can. If you make validated learning the real aim of your startup, you stand a better chance of success. Focus on what customers want, utilize an extremely fast cycle time and take a scientific approach to making decisions. That's the essence of the Lean Startup approach.
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Chapter 1　The Lean Startup methodology—Vision　
中文



Never forget that learning is the true measure of progress for a startup. The aim of any startup should be first and foremost to use scientific experimentation to discover how to build a sustainable business. Anything else is a bonus.

The standard approach to building a startup usually goes something like this:
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	Someone comes along with a vision which is often a variation of "Let's go build a thriving business which produces a world-class product that consumers love."

	To achieve that vision, a strategy gets developed along the lines of:
	This is the business model we will use.

	Here is our planned product and service lineup.

	We'd like to work with these partners.

	Our competitors will be these firms.

	Our target customers will have these traits.





	The end result of that strategy is a product or service then gets made and sold in the marketplace.



Using this model, the conventional view of an entrepreneur is someone who is hard driving, not easily distracted by detours along the way and who has a "Just do it" attitude and determination. Entrepreneurs come on board and steer the startup through to where the product is in the marketplace and marketing is working its magic. Setbacks are merely learning opportunities along the way to ultimate success.

In real life, being an entrepreneur is more of an exercise in management skills than anything else. Any startup is a portfolio of activities, all happening simultaneously. At any time:


	New customers are being acquired.

	Existing customers are being supported.

	The innovation initiative is happening in the background.

	Fine-tuning of the marketing is going on.

	A decision is being made on whether to change the strategy.

	The product is still being optimized.



It's safe to say the emphasis for most startups is on results achieved more than on anything else. Any learning which arises out of the startup is just a happy by-product of the process but it's getting a product made and then to market that constitutes the measure of success for most startups.

Therefore it should come as no real surprise many startups end up accidentally building something nobody wants. If that happens, it really doesn't matter whether your startup has hit its targets and come in under budget or not. Those items are just of passing interesting the bigger picture view. Job #1 for any startup should be to figure out what customers want and will pay for as quickly and cost effectively as possible.

In talking about startups, it might be useful to define the term first. A good working definition of a startup is:
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A few key points to note about this definition are:


	Startups are institutions or bureaucracies whether they like the term or not- they develop processes (often haphazard) for hiring new creative employees, for coordinating their activities, for developing their product and for putting together everything else which will be required to get results. Successful startups are good at processes.

	Startups focus on creating new products and services - by making use of scientific discoveries, new technology, or perhaps repurposing an existing technology for a new use. Sometimes startups will develop new business models which unlock previously hidden value, bring products or services to a new location or to serve a different set of customers. Innovation can take many forms and startups can be formed to commercially harness any of these forms.

	Uncertainty is a given for any startup- which is a challenge because it means most general management tools will not work all that well. These tools are typically intended to be used within an established management structure rather than in the extreme uncertainty in which startups operate. Standard tools like forecasts, yearly budgets, product milestones and detailed business plans don't work at all well with startups. Different tools are needed when growing a startup.



It is often assumed startups have to happen in a garage or in a skunk works operations separate from the established business. That's true often enough but the reality is startups can happen inside established companies as well. To Illustrate, look at the example of Intuit, America's largest producer of finance, tax and accounting tools. Intuit has more than 7,700 employees and billions of dollars of revenue. Yet for all its success, Intuit's management team were aware Fortune 100 companies like it were more likely to make incremental changes to existing products rather than come up with radical next-generation ideas for new products and services. Intuit has worked hard to build innovation and risk taking into the way the company operates.

In 2009, a five-man team working within Intuit came up with an audacious idea - that people should be able to file their tax returns using just their mobile phone. This team came up with a way to make that happen. Customers can take a photograph of their W-2 form on their cell phone and send that image through to Intuit who then go ahead and do the rest of the paperwork and file a 1040 EZ tax return. The new product was called SnapTax.

To establish whether or not there was consumer demand, the SnapTax team did something unusual. They released an early version of SnapTax which worked only for consumers in California who were filing very straightforward tax returns. The team got all the bugs worked out that first year in a limited release setting and then the following year went nationwide. SnapTax has turned out to be a great success story for Intuit and the software has been downloaded more than 350,000 times in the first few weeks of the 2011 tax return season.

SnapTax has been a real success story for Intuit but the company refuses to rest on its laurels. Intuit runs multiple consumer tests on its flagship product TurboTax as well. During the two-and-a-half month tax season, Intuit will test about five hundred different changes. Up to seventy different split tests will run each week where changes are made on the Intuit Web site on a Thursday, the new tweaks are run over the weekend and then the results analyzed on a Monday. Other changes are then tried the following week and so on.

"Boy, the amount of learning they get is just immense now. And what it does is develop entrepreneurs, because when you have only one test, you don't have entrepreneurs, you have politicians, because you have to sell. Out of a hundred good ideas, you've got to sell your idea. So you build up a society of politicians and salespeople. When you have five hundred tests you're running, then everybody's ideas can run. And then you create entrepreneurs who run and learn and can retest and relearn as opposed to a society of politicians. So we're trying to drive that throughout our organization, using examples which have nothing to do with high tech, like the website example. Every business today has a website. You don't have to be high tech to use fast-cycle testing."

— Scott Cook, founder, Intuit

As a result of this kind of approach, Intuit has developed several new products which have generated $50 million in revenue which didn't even exist a year ago. It used to take about five-and-a-half years for a successful new Intuit product to reach $50 million in sales but today's new innovations are getting there much faster thanks to the company's rapid learning cycle.

"It goes against the grain of what people have been taught in business and what leaders have been taught. The problem isn't with the teams or the entrepreneurs. They love the chance to quickly get their baby out into the market. They love the chance to have the customer vote instead of the suits voting. The real issue is with the leaders and the middle managers. There are many business leaders who have been successful because of analysis. They think they're analysts, and their job is to do great planning and analyzing and have a plan."

— Scott Cook, founder, Intuit

The whole essence of the Lean Startup approach is you learn what customers want (and don't want) by carrying out experiments which provide validated learning. You get early version products out to customers and see what they think and then make the changes they suggest. In this way, you have the antidote to the lethal business startup problem where you end up successfully executing a plan which leads nowhere.
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The Build-Measure-Learn loop at the heart of the Lean Startup methodology also answers the other issue may startups have which is an attitude of: "Let's just ship a product and see what happens." Many companies have succeeded in seeing what happens but have failed to learn what customers want and will pay for. Build-Measure-Learn is all about validating your learning as you move forward. The goal of every startup should be simply to discover what will be required to succeed in building a sustainable business.

Zappos is a good example of the Lean Startup approach. Zappos is the world's largest online shoe store with revenues exceeding $1 billion a year. Founder Nick Swinmurn took a different approach to building Zappos than that of other high profile Internet startups like Webvan and Pets.com. Instead of building massive warehouses and infrastructure first, Swinmurn asked local shoe stores if he could take pictures of their inventory and post them online. In exchange, he promised he would come back to buy the shoes at full retail price if a customer bought them online. In this way, he was able to validate the notion consumers would in fact buy shoes online which was an important element in his business plan. By running this experiment, Zappos placed itself in a position where it could interact with customers and partners and learn from them what they wanted and what they did not. Zappos could then take those insights and use them to develop a sustainable business plan.
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Key Thoughts

"After more than ten years as an entrepreneur, I have learned from both my own successes and failures and those of many others that it's the boring stuff that matters most. Startup success is not the consequence of good genes or being in the right place at the right time. Startup success can be engineered by following the right processes, which means it can be learned, which means it can be taught. Entrepreneurship is a kind of management."

— Eric Ries





Chapter 2　The Lean Startup methodology—Steer　
中文



To run a startup, focus on getting through the Build-Measure-Learn loop as quickly and as rapidly as possible. Test all your leap-of-faith assumptions rigorously. Then decide whether you need to pivot or persevere to succeed.

A startup is a catalyst which transforms ideas into products, and then generates data and feedback as customers interact with those products to generate learning. Or put another way, a good startup will generate the answers to four key questions:


	Do consumers recognize they have the problem which we are trying to solve for them?

	If there is a solution available, do they feel enough pain to actually buy it?

	Would they buy a solution from us?

	Can we build and then continue to deliver that solution profitably and therefore sustainably?



The way to answer those questions systematically is by applying the Build-Measure-Learn loop:
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To apply the scientific method to a startup, you first have to figure out what hypotheses you need to test. For most startups, the two most critical assumptions are:

[image: e11]


These assumptions can be termed "leap-of-faith" assumptions because any startup's viability hinges on them. If you can get these leap-of-faith assumptions right, everything else will come together. If you can optimize these two assumptions and fine-tune them correctly, they become the engine for growth of the enterprise in the future. Therefore, each iteration of the Build-Measure-Learn loop should be aimed at fine-tuning and improving these leap-of-faith assumptions.

Toyota's famed lean manufacturing system uses the Japanese term genchi genbutsu to describe how these leap-of-faith assumptions can be tested.

The English translation is to "go and see for yourself." Usually, the best way to test your underlying assumptions is to get out and interact with some real-world people and see whether or not they struggle with the problem you're proposing to solve. To illustrate this idea in practice:


	A Japanese Toyota manager Yuji Yokoya was assigned responsibility for revamping the Sienna minivan for 2004. To figure out what improvements he should make, Yokoya went on a 53,000 mile road trip to all fifty U.S. states and all thirteen provinces and territories in Canada. In every city, he rented a current-model Sienna and spoke with real customers firsthand. He learned that kids rule minivans and came back with ideas on how to make the Sienna much more kid friendly. The 2004 Sienna was a huge hit with sales figures 60 percent higher than those of the 2003 model.

	When Steve Cook first envisaged the idea of Intuit in 1982, he made the leap-of-faith assumption people would someday be willing to pay bills and keep track of expenses using their personal computers. To test that assumption, he picked up a phonebook for Palo Alta, California where he lived and one for Winnetka, Illinois. Cook then started calling people at random and asking them a few questions about how they managed their finances. It was only after he became convinced people found paying their bills by hand to be frustrating that he started working on a solution.



When it comes to testing these leap-of-faith assumptions, two problems frequently crop up. Many times, entrepreneurs are impatient to get started and would prefer to just do it. They might have a few cursory chats with some customers but then they'd rather get busy than spend more time talking about what to do. At the other end of the spectrum is the second potential problem - analysis paralysis. Other entrepreneurs spend so much time refining their plans they never get around to doing something. Both these errors can be avoided through using the Build-Measure-Learn loop.
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To start the loop going as soon as possible and to begin learning what customers want, you need to build a minimum viable product (MVP) and get that in front of customers for their feedback. This is the opposite to the traditional product development process where you work on your product until it is perfect before you start shipping. Lean Startup thinking suggests you should get a bare bones MVP out into the hands of future customers as soon as possible and see what they think of what you're working on.


Key Thoughts

"Minimum viable products range in complexity from extremely simple smoke tests (little more than an advertisement) to actual early prototypes complete with problems and missing features. Deciding exactly how complex an MVP needs to be cannot be done formulaically. It requires judgment. Luckily, this judgment is not difficult to develop: most entrepreneurs and product development people dramatically overestimate how many features are needed in an MVP. When in doubt, simplify."

— Eric Ries



To actually build a product and see how customers react to it is really quite counterintuitive. Most people assume at first this would lead to a lot of waste, but the reality is if you end up building something nobody wants, a lot more time and resources will ultimately be wasted. By getting an early prototype product with minimal features into the hands of your customers, learning starts and speculation about what they're thinking ends.

Obviously, your first product won't be perfect. It will be much more like a learning experiment and much less like the polished product you have in mind but getting a minimum viable product in front of customers and gauging their reaction is invaluable. There are several ways you can do this:


	If you have a complex product and it's hard for people to visualize what the finished thing will look like, you might consider making a video which you can then share. The video can describe what your end product will do.

	Another approach is to give any early adopters the concierge treatment - each week have the CEO of the company and the vice president of development personally visit that customer and solicit their feedback. Once you solve that person's problems, you then invest in automating that solution and scaling it up to the broader customer base.

	You might manually have people working behind the scenes performing the functions you will build into your product when it is finished and on the market.

	You can develop mockups, simulations and prototypes.



Admittedly, getting an early prototype product out into the marketplace will conflict with your aspirations to build a high-quality, world-class product. That's true, but don't forget until you really know what customers want and will value enough to pay for, you don't yet know what quality is. A low-quality product can act in the service of the great high-quality product of the future by providing solid evidence about what customers want and will value. Prototypes lay a solid foundation for the future because they put your assumptions to the test.


Key Thoughts

"The Lean Startup method is not opposed to building high-quality products, but only in the service of winning over customers. We must be willing to set aside our traditional professional standards to start the process of validated learning as soon as possible."

— Eric Ries



The most common reasons people are reluctant to get an early prototype out into the marketplace are:


	Legal issues - you may not be able to file for a patent once the product reaches the marketplace. Seek legal advice.

	Fears about alerting the competition - which are possibly valid. Keep in mind, however, if you can't outperform a competitor over the long haul, your startup is doomed anyway. If you learn quickly what customers want, it doesn't matter what the competition knows.

	Branding risks - a prototype product may damage a well-known brand. You can always launch a prototype product under a different brand name and then re-brand it and relaunch it with fanfare once it's finished.

	Impact on morale - you may worry that having an early version product out there will make your people lose their confidence. While that's a concern, a healthy dose of reality is not a bad thing to have either. It can punch through any reality distortion fields your team have inadvertently put in place. Remind them your prototype is only the first iteration, not the polished version of your product.
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Once you get a minimum viable product out there in the marketplace, you then need a way to systematically figure out whether or not you're making progress with successive iterations. Standard accounting won't work here because startups are too unpredictable for forecasts and milestones to be accurate. Instead, you need innovation accounting.

Innovation accounting involves three steps:
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The good thing about innovation accounting is it aligns with the three learning milestones every startup needs to know:

1. Are our business plan assumptions correct?

To establish a baseline, some companies have a single prototype, others have multiple prototypes which gets compared while a third approach is to perform a smoke test - have customers order from a brochure and only build if there are enough pre-orders. All of these approaches work because they allow business plan assumptions to be validated.

2. What will be our key drivers of growth?

Once you have that baseline, you can then test how changes will affect growth by running experiments. You can learn what you need to do to grow the business.

3. Is our business model sustainable?

If your real-world baseline is near break-even, you will be able to tell you'll get there with a little more fine-tuning and improvement. If your real-world results are far below expectations, that's a good sign you should pivot and try something different.

These learning milestones are important because they prevent the possibility that you end up executing a nice sounding business plan that doesn't make sense. Innovation accounting will signal loud and clear when your company is stuck and needs to change direction. Either you can build a sustainable business around what you're doing or you should go do something else instead. The rigorous use of innovation accounting avoids the situation where everyone suggests they will be alright if "marketing works a bit harder" or if the "engineering team get their act together." Innovation accounting will signal loud and clear when tweaks are needed and when a fundamental change of direction is required.

In business, it's easy to get distracted by "vanity metrics" - measures which bear little or no relation to what you're trying to achieve. A vanity metric might be something like total registered users. Steady growth in that number may look nice on a chart but from a sustainable business model perspective, total registered users is far less important than the total number of profitable customers. If you focus on a vanity metric number, you may think great progress is being made but in reality you're not getting nearer your sustainability hurdle.

When it comes to running a successful startup, you need to focus on metrics which are:


	Actionable - that is, which demonstrate a clear cause-and-effect. Without this, all you are left with is a vanity metric.

	Accessible - which are so simple everyone understands them and can use them to make decisions in the future.

	Auditable - which have been gathered in a systematic way so people don't try and shoot the messenger when bad results are delivered. You need transparent data gathering systems.
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Key Thoughts

"Every entrepreneur eventually faces an overriding challenge in developing a successful product: deciding when to pivot and when to persevere. Startup productivity is not about cranking out more widgets or features. It is about aligning our efforts with a business and product that are working to create value and drive growth. In other words, successful pivots put us on a path toward growing a sustainable business."

— Eric Ries



Entrepreneurs throughout history have made a habit of betting the farm on their vision. The classic Hollywood perception of an entrepreneur is he forges ahead when everyone else says the effort is fruitless and ultimately gets vindicated when the company or product becomes a huge blockbuster success. The reality is loads of companies get stuck in a "land of the living dead" where they are making enough to stay alive but not enough to be genuinely successful. These companies hang in there because they feel success is just around the corner if they can tweak their marketing or their product.

The Lean Startup methodology makes the persevere-or-pivot decision more obvious - and therefore more likely to be made. It does this by suggesting you should get multiple versions of a minimal viable product or prototypes out into the marketplace and then compare results. By returning to your leap-of-faith assumptions and seeing how they play out in the real world of customers, you then position your enterprise to make smart decisions on the basis of solid innovation metrics.

Put a different way, as you get different versions of a prototype product into the market place and gather empirical data, you can learn definitively what customers value enough to pay for. Comparing the results achieved by one version of the prototype product with those generated by a different version will signal whether or not your assumptions are correct. If they are, you keep improving what you're doing to deliver more value. If the data shows your assumptions are in fact incorrect, then you want to be heading off in a different direction or pivoting as soon as possible.

Business plan pivots come in at least ten different flavors:


	Zoom-in pivot - you can take what was previously just a single feature and expand that so it in fact becomes the entire product you offer.

	Zoom-out pivot - you can take what was previously thought to be an entire product and make it just one feature of a much larger product.

	Customer segment pivot - you can start building a solution for a different customer than was originally envisaged.

	Customer need pivot - you can discover other problems to solve for your existing customers which are more important than the problem you first targeted.

	Platform pivot - you can change what you're developing and selling from being an application to where it is an entire platform others can use or vice versa.

	Business architecture pivot - you can change from being low-volume/high margin to mass market or vice versa.

	Value capture pivot - you can change the way you attempt to monetize your products or the revenue model you use.

	Engine of growth pivot - you can change from using a paid growth model to a viral growth model or to a sticky growth model.

	Channel pivot - you can deliver your product or solution to customers through a different sales or distribution channel.

	Technology pivot - you can seek to achieve the same solution by using some completely different technology which offers superior price and/or performance.



Pivots are a fact of life for every business, not just startups. From a Lean Startup perspective, a pivot can arise whenever you have a new strategic hypothesis you test with a minimum viable product. Unless a company pivots on an ongoing basis, it will be become out of sync with the ever-changing marketplace. Having said that, however, the ability to pivot is no substitute for sound strategic thinking and planning which should also be going on in the background as well.

The good thing about the Lean Startup methodology as a whole is whenever an enterprise pivots, it will have a new hypothesis which can be tested immediately. The Lean Startup approach provides tools which will readily signal when a wrong turn has been taken.


Key Thoughts

"Seasoned entrepreneurs often speak of the runway that their startup has left: the amount of time remaining in which a startup must either achieve lift-off or fail. The true measure of runway is how many pivots a startup has left: the number of opportunities it has to make a fundamental change to its business strategy."

"The decision to pivot is so difficult that many companies fail to make it. The decision to pivot requires a clear-eyed and objective mind-set. The telltale signs of the need to pivot are the decreasing effectiveness of product experiments and the general feeling that product development should be more productive. Whenever you see those symptoms, consider a pivot."

— Eric Ries





Chapter 3　The Lean Startup methodology—Accelerate　
中文



Even as you attempt to scale the enterprise, keep working through the standard Build-Measure-Learn loop as rapidly as you can. Apply lean manufacturing ideas to your enterprise to grow it in a smart and sustainable way. This will and does work.

In theory, the Lean Startup methodology looks slow, clinical and simple. In the real world, almost all of the decisions startups face are not clear-cut and circumstances change rapidly. Startups frequently run through the Build-Measure-Learn loop quickly and then make decisions on the fly.

So how does that all come together? The Lean Startup methodology works best if you:
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Taking each of these phases in turn:

Step 1　Batch

The Lean Startup methodology clearly works best when applied to small rather than large batches. This is because you're undertaking validated learning experiments rather than trying to optimize what's going on. If any hypothesis turns out to be wrong, you don't want that mistake to be so expensive it is fatal for your organization.

The Lean Startup approach is not about trying to produce stuff more efficiently than someone else. Remember, you're trying to learn how to build a sustainable business. If it turns out the customer does not in fact want what you're starting to make, it's far better to figure that out now rather than down the road when you've sunk millions into warehousing finished products.

The smaller your batch size is, the faster you can get through the Build-Measure-Learn feedback loop. If you can get through that loop faster than your competitors can, then it stands to reason you will learn more than them. With today's rapid prototyping tools, it's feasible and desirable to get prototypes in front of potential customers very quickly to see what they say.

Small batches allow you to form a hypothesis about what customers want and then test your Idea in a low-volume experimental setting as quickly as possible. You can figure out what you need to know, put together an experiment that will provide that learning and then move on. Small batches are inexpensive plus they allow you to discover the truth much faster.


Key Thoughts

"It is insufficient to exhort workers to try harder. Our current problems are caused by trying too hard - at the wrong things. By focusing on operational efficiency, we lose sight of the real goal of innovation: to learn that which is currently unknown. The Lean Startup movement stands for the principle that the scientific method can be brought to bear to answer the most pressing innovation question: How can we build a sustainable organization around a new set of products or services?"

— Eric Ries



Step 2　Grow

To stay in business over the long haul, startups have to figure out ways to both keep their existing customers and bring in new customers year after year. In other words, startups need to develop what can be termed "engines of growth." The better and more powerful those engines of growth are, the faster the startup will grow.

The three engines of growth are:
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	Sticky engine of growth - where a customer is expected to be around for a long time because of high switching costs or their desire to buy the latest items. If you're building a business which intends to be sticky, you have to watch your customer churn rate (where they switch to an alternative product) carefully. If you're building a sticky engine of growth, then you should be focusing on making your product progressively more engaging over time. Run experiments around what you can and should be doing to make your product more attractive to your existing customer base.

	Viral engine of growth - where awareness of your product is driven by word of mouth or as a side effect of normal product usage. Hotmail is one of the most famous examples of the viral growth engine. The company was struggling to gain new customers until it started adding a message to the bottom of each piece of e-mail Hotmail handled which stated: "P.S. Get your free e-mail at Hotmail" along with a clickable link. Within six months of adding this signature line link, Hotmail signed up more than a million new customers. Eighteen months later, Hotmail had 12 million subscribers and the company was sold to Microsoft for $400 million. If you're building a viral growth engine, you need to show your feedback loop is working and run experiments around how you can make that loop happen more consistently.

	Paid engine of growth - where you generate new customers through paid advertising or by opening new stores in different locations. When you're paying for growth, you increase that growth either by increasing the revenue from each customer or by lowering your customer acquisition costs. The key dynamic you've got to test with the paid growth engine is lifetime value of the customer vs. the cost of customer acquisition.



Most startups have found the best approach is to focus on just one growth engine at a time. There's frequently just one growth engine which will be a good fit for an enterprise and for a product. And just to make this selection process even more interesting, all engines of growth eventually and naturally run out of gas. They run their course and then growth slows or stops. This is why smart companies have a portfolio of startup teams working in the background to keep developing the next generation of sources of growth. Those teams should be putting a number of minimally viable products into the marketplace and figuring out how to make them work. Even established companies should be using the Lean Startup methodology on an ongoing basis.

Step 3　Adapt

While it's true a startup is usually in a life-or-death struggle to build a sustainable business before running out of resources, there's also the need to build in some speed regulators which help people do their best work as well. Without this, it won't be possible for your people to do high quality work as they will be constantly obsessing over getting new stuff out the door. You have to achieve both scale and quality to succeed.

To figure out if you're going so fast that you're in danger of causing more problems than you're solving:


	Whenever you're confronted by a problem, stop and ask why at least five times. Repeating "why" five times will help you get to the root of a problem rather than just describing what is only a symptom.

	Plan on making a proportional investment in a solution - meaning you make a small investment if the problem is minor and a large investment only if the problem is painful.

	Link your company's rate of progress to your learning and not just to your execution. Be prepared to respond to problems as they appear without overinvesting or over-engineering your response.

	Have the mindset that while you're going to be tolerant of first-time mistakes, you will never allow the same mistake to be made twice. Make sensible investments in prevention.

	Be careful not to replace the five "whys" with the five "blames" -where you point the finger at everyone else all the time when things go wrong. That's not helpful and it's not at all productive. If everyone's trying to blame someone else for the problem, get everyone who is affected in the same room and hash the issue out. Focus on the systemic changes which are needed rather than the personalities involved.

	Consider appointing a change master - someone senior enough to run these get togethers where problems are hashed out and solutions are developed. This change master needs to assign tasks and then follow up on what was done. He or she assumes ownership of the problem and measures whether the investments which have been made to address that problem are paying off.




Key Thoughts

"Science is one of humanity's most creative pursuits. I believe that applying science to entrepreneurship will unlock a vast storehouse of human potential."

"As Lean Startups grow, they can use adaptive techniques to develop more complex processes without giving up their core advantage: speed through the Build-Measure-Learn feedback loop. In fact, one of the primary benefits of using techniques that are derived from lean manufacturing is that Lean Startups, when they grow up, are well positioned to develop operational excellence based on lean principles. They already know how to operate with discipline, develop processes that are tailor-made to their situation, and use lean techniques. As a successful startup makes the transition to an established company, it will be well poised to develop the kind of culture of disciplined execution that characterizes the world's best firms, such as Toyota."

— Eric Ries



Step 4　Innovate

Today's most successful companies face competitors, fast followers and scrappy startups all aspiring to steal market share. Therefore, great companies innovate and seek operational excellence at the same time. Doing both simultaneously is a challenge and one good way to achieve that is to borrow an idea from venture capitalists and use what can be termed "portfolio thinking."

Portfolio thinking means lots of different innovation experiments are underway all the time. To make this work:


	The innovation teams need to have a secure level of resource funding which cannot be diverted elsewhere.

	Innovation teams need complete autonomy to develop and test their own hypotheses without requiring excessive management approvals.

	In-house entrepreneurs need a personal stake in the outcome in terms of stock options or bonuses tied to the long-term performance of the innovation.



The Lean Startup methodology is the ideal way to create a good platform for experimentation. What you can do is create an "innovation sandbox" where in-house entrepreneurs can develop their ideas in the open rather than being sent off to a distant skunkworks or other remote location.

How would an innovation sandbox work? A cross-functional team can be formed to develop some innovation. That team is then permitted to:


	Create and run true split-test experiments which compare how customers respond to the innovation as opposed to how they respond to the current offering.

	The experiment will run for a specified amount of time or only for specified customer segments or territories.

	The split-test experiment will then be evaluated on the basis of between five and ten actionable metrics. The same metrics are used for all innovation projects so there is consistency of measurement.

	While the split-test is underway, the team must also be monitoring customer reaction and the underlying metrics. If something catastrophic happens, the experiment can be ended immediately and the status quo restored.

	The same team must see the split-test through from beginning to end rather than being changed in midstream.



By using Lean Startup ideas and systems in this way, even large corporations can have a sustainable culture of innovation. An innovation sandbox approach like this would allow rapid iteration to be ongoing. Verdicts would be delivered quickly and feedback accrued. The management could have a number of these project teams testing new tweaks and enhancements as well as radical breakthrough ideas at all times. By using small batches to validate what's going on, a robust culture of innovative thinking would result.


Key Thoughts

"The Lean Startup movement seeks to ensure that those of us who long to build the next big thing will have the tools we need to change the world."

— Eric Ries
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