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重要概念


餐巾纸的背后（The Back of the Napkin）


历史上有不少杰出的企划构想都是诞生在餐巾纸上，因为透过非正式且自由自在的讨论，容易发想出跳脱传统框架的好构想。而且可视化的分析方法可以帮助思考者本身厘清思绪、破除长久存在的迷思，也方便分析者和听者沟通、传达讯息。任何人只要手上有铅笔和白纸，就能运用视觉辅助的方法来分析、解决经常遭遇的商业问题。

世界通讯（World Com）创办人伯纳德·艾博斯（Bernard Ebbers）年轻时原本是旅馆老板。1983年，艾博斯对一家电话公司的业务产生兴趣，这家公司从AT & T低价购进长途电话服务，加上批发利润后，再以低于市价提供服务给顾客。艾博斯认为这个业务相当具有前景，他约了3个好朋友到咖啡厅畅谈自己的计划，并随手在餐巾纸背后上写下企划书，经过将近17年的努力，当时的原始构想在1999年已成为美国第二大长途电话公司，虽然后来世界通讯因为财务问题而破产重整，但是这段创业故事仍不断被各界传为佳话。

美国最成功的航空公司西南航空最初的创业构想也是在餐桌上诞生的，该公司创办人赫伯·凯勒赫（Herbert Kelleher）与好友罗林·金恩（Rollin King）发现，当时的大型航空公司都热衷于长途飞行，对于短期飞行却不屑一顾，他们两个人认为开一家票价低廉的航空公司是有利可图的，于是在餐巾纸上画下航线草图，直到今天这张书写潦草的餐巾纸依然高挂在西南航空的CEO办公室里。


视觉思考与分享（Visual Thinking & Sharing）


图像是一种比语言更为有效的沟通工具。愈来愈多企业利用简单的图像，把复杂的概念切割为容易分享与记忆的区块。不但可以用来推销产品和理念，也可以藉图像阐述经营策略。《Fast Company》介绍了以下的案例：皮特咖啡和茶（Peet's Coffee & Tea）的经营团队为了与3,500位员工沟通公司的新愿景、使命、价值观，运用了图像沟通让员工认同公司的4大信条：服务、管理、发展、激励。执行长欧迪亚（Pat O'Dea）说：“我们的任务是让这些看来使人头痛的理念，变得简单而有趣。”公司认为在店内所做的每件事，都可归为其中一个信条，一旦把4个信条兜在一起，就可以创造疯狂着迷的顾客。公司制作一个视觉指引，分发到所有店面、部门，随时提醒所有人员，上至总部高层主管，下至洗手间清扫人员。经理人在面试时，也会向应征者传达这个概念，强调公司希望员工不只是冲泡咖啡，而是扮演忠诚客户的招募者。

零售业巨擘沃尔玛，则用视觉沟通来凸显公司对永续发展的投入。现任沃尔玛自有品牌策略副总裁的鲁本（Andy Ruben）说：“只要在沃尔玛谈论到和永续性相关的事情，都会牵扯到数百项其他事物。”当沃尔玛针对公司的永续计划规划公关活动时，他们发现必须找出方法让消费者了解沃尔玛对环保议题的重视。等行动展开后，确实产生了如节省能源的正面成果，但也有负面效应。鲁本认为把复杂的构想可视化，有助于厘清其中的利与弊。于是让工作小组画了一些草图表达供应链每个环节的永续目标，再将草图转换成计算机绘制的图表，并将其张贴到网站上，与所有人沟通分享。


延伸阅读

放松、练习、感官、故事4种方式都有助于强化记忆。

每个人天生就有照相机式的记忆本能，虽然持续时间只有1/10秒。要让自己记得更多、更久，使记忆变成一种反射能力，只要3个步骤：

1．记忆，从注意开始。

善用观察、专注、触发点、同步化，就能增加记忆力。

2．把新信息转成视觉图像。

3．让新图像和脑中既有图像产生链接。

可用察觉、故事、模式、提示来链接。

在实际运用上，本期还要教你如何对付人事、口语、数字、文字4大类商业信息，让你识人、听话、记住数字文字不再有困扰，更能成为职场上，记性好、人缘好、更具优势的成功人士！


构想图学习法（Idea Mapping）



洁美·纳斯特（Jamie Nast）


人类大脑处理图像信息的效能，其实优于处理文字信息，把信息汇整成构想图，就可以让自己记住的信息再多更多。“构想图法”的12项重点分别是：

1．界定目的；2．自由联想；3．独一无二；4．捕捉构想；5．设定起点；6．整理构图；7．精简原则；8．观摩学习；9．绘图软件；10．熟能生巧；11．团队构想图；12．有效运用。

本期针对“构想图法”提供实际操作方式，辅以3个构想图范例，帮助你开发专属个人的图像思考方式，找出更多精彩创意！



五分钟摘要





英文



视觉思考是看待和讨论工作事务的全新方法。人类会运用眼睛及想象力去探索、发展和分享想法，而视觉思考则善用了我们这种与生俱来的能力。

其实我们原本就都在运用视觉思考，这也就是为什么随手在一张纸（例如餐巾纸）背面画下的简单涂鸦，有时比任何Excel电子表格或PowerPoint简报，更能有效呈现某个工作上问题的解决方案。

视觉思考对于工作之所以有帮助，是因为：


	在纸上画图，能够将模糊想法转化为清晰概念，帮助参与讨论的人了解。

	只用纸笔简单呈现，能让所进行的讨论具包容性而不会排他，也因此能够融合所有人的想法。

	画出图像，能帮助其他人快速而确切地了解你所表达的内容。图像有助于厘清思绪，而文字常常会混淆思考。

	运用图像来导引思考，就不需要依靠任何笔记或草稿，你可以专心和其他人讨论并了解他们的想法，而不是一心想着要有一场正式的简报。



总而言之，视觉思考是观察工作上问题的理想方式，也是找出有趣或创新解决方案的新方法。


“视觉思考的主要架构是一套非常简单的流程，仅仅由4个步骤构成，而这几个步骤的妙处是，我们早已经懂得如何去操作。事实上，我们对这些步骤已经非常熟练，根本不会意识到，但是去唤起自己对这些步骤的注意，并强调各个步骤之间的差异，可以让我们立即更加了解视觉思考的运作方式。话不多说，欢迎你来体验这种看待工作事务的全新方法。”

——罗姆





MAIN IDEA







中文



Visual thinking is a whole new way of looking at and discussing business. It is harnessing and applying our innate ability to use our eyes and our imagination to discover, develop and share ideas with others.

All of us are visual thinkers at heart. This is why sometimes, a simple drawing on the back of a piece of paper like a napkin can be more effective in visualizing the solution to some business problem than any Excel spreadsheet or PowerPoint presentation could ever be.

Visual thinking works in business because:


	By drawing something on paper, you can take a vague idea and clarify it for everyone involved in the discussion.

	By keeping it simple—using just a paper and pen—you make the activity inclusive rather than exclusive, which means everyone's ideas can get grafted in.

	By drawing pictures, you can quickly and concisely help others see what you're talking about. Pictures clarify, whereas words often confuse.

	By using a picture to direct your thoughts, you don't have to rely on any notes or a written script. You can focus on talking with other people and getting their ideas rather than on giving a formal presentation.



In all, visual thinking is a better way of looking at business problems and a new way to find interesting or innovative solutions.


"The backbone of visual thinking is a very simple process. It is com-posed of just four steps, and the beauty of these steps is that we already know how to do all of them. In fact, we're so good at doing them that we don't consciously think about them at all. But by calling attention to these steps and drawing out the distinctions between them, we can instantly improve our understanding of how visual thinking works. That's it. Welcome to a whole new way of looking at business."


—Dan Roam







第1部分　视觉思考的3项基本工具　
英文



主要观念
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要能熟练运用图像解决问题，其实只需要3项工具：你的眼睛、想象力（也就是心智之眼），再加上些许的手眼协调。你不需要任何科技，在这方面，手的力量可比鼠标强大得多。

支持概念

视觉思考是一种用画图来说明工作上问题的解决方案的能力。这个方法真正的威力在于，你不需要利用计算机来绘图，只要用手画在随手可以拿到的任何纸张上就可以了，如果临时找不到其他任何纸张，就算是用餐厅的餐巾纸也行。

要注意的是，用来解决工作上问题或说明想法的图像，不是艺术作品，也不是要画蒙娜莉萨的素描或水平相近的图像。视觉思考运用的反而是手绘的草图，包括基本形状、线条与箭头，以及画成火柴人的肖像。

手绘图像之所以比计算机绘图要好，是因为：

我们乐于欣赏其他人画的图——对于一笔一画的亲手涂鸦，人们的反应会比明显用计算机绘制的精美图案更好。

手绘草图很快就可以画好——因此在需要修改的时候，可以很方便地重新画过。这在某种程度上会鼓励我们尝试错误，这是非常正面又有激励效果的。

绘图软件通常提供太多选择——绘图软件通常会提供各种不同方式来画同一个东西，有时候你会沉迷在玩弄这种种功能之中，偏离了自己的原意。

少即是多——想要让人听懂自己的论点，简单图像的效果会比精美图像好得多。

运用视觉思考最为人所称道的成功案例，大概要属西南航空的创立。在1967年时，西南航空创办人之一赫伯·凯勒赫当时还是在纽泽西执业的律师，另一位创办人罗林·金恩想要结束掉自己经营不善的区域型航空公司，聘请凯勒赫来协助处理。有一天晚餐，金恩拿起一张餐巾纸快速画了个草图：
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金恩提议，与其像其他人一样成立一家飞美国各大城市的航空公司，倒不如经营一家专门飞德州3大城市的小型航空公司。当时其他各家航空公司都是采取轴辐式的营运模式，也就是先将乘客载运到某个大城的枢纽机场，再到另一个枢纽机场，然后才到比较小的城市。这表示乘客有时必须转机很多次，才能从一个城市到达另一个城市。


“据说，当时凯勒赫在2件事情上和金恩的看法一致：首先，这是个疯狂的点子；其次，这是个非常聪明的点子。他们那个简单的航线图清楚说明了西南航空的基本经营原则，而凯勒赫与金恩在当晚就同意要开始实行，那就是：只飞往返于航班密集城市的短程航线，避开枢纽机场，而且尽量在规模较小的次要机场起降。一张餐巾纸、一个好点子，造就出一家赚钱的航空公司。”


——罗姆





到了4年之后的1971年，西南航空在凯勒赫的推动下，开始经营画在那张餐巾纸上的3座城市。西南航空结合了营运效率、便利性、低价位、古怪的企业性格以及积极的营销攻势，因此得以聚焦在少数几个城市上而获得成功。该公司在初期奠定的基础上持续成长，并且累积了一项令人印象深刻的数据，就是连续30年获利的无敌纪录，这在航空史上是前所未有的辉煌成绩，也刚好能让我们了解，一个画在餐巾纸背面的构想草图，能够达到何等的成就。

凯勒赫等人的经验，验证了视觉思考流程，也就是靠画图来解决问题的好处。这种做事方法的好处还包括：

画出简单图像，你脑中模糊的想法会变得更加清楚，画图会比光是用文字叙述更能让你的想法变得具体；

用手在随手可以拿到的任何一张纸的背面画出草图（即使是餐巾纸也行），你就不必具备运用某项科技的技能，只要有你一个人、再有想法和一枝笔就行了；

在团体讨论时画出简单的图像，必然能吸引其他人提出建议与评论。将讨论的内容简单描绘出来，能够引起热烈的讨论，这是很有帮助的；

最后也是最重要的一点，如果借由草图来进行简报，你会发现自己可以有系统地进行讨论，不需要笔记、要点或书面草稿的辅助。用草图来规划商业简报的架构，可说是绝佳的方法。



Part 1　The Three Basic Tools of Visual Thinking　
中文



Main Idea
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There are really only three tools you need to become great at solving problems with pictures: your eyes, your mind's eye or imagination and a little eye-hand coordination. You don't need any technology—this is a case where the hand is mightier than the mouse.

Supporting Ideas

Visual thinking is the ability to draw pictures that illustrate the solutions to a business problem. The real power in this method lies in the fact that you don't need to use a computer to generate the drawings for you. Instead, you do them by hand using whatever materials are close at hand—even the paper napkins in a restaurant if that's all you have available.

Note that the pictures used to solve business problems or to explain ideas are not works of art. They are not line drawings of the Mona Lisa or anything of that caliber. Instead, visual thinking uses hand drawn sketches that incorporate basic shapes, lines and arrows and stick drawings of people.

Hand-drawn pictures are better than those generated by computer because:

People like to see what other people have drawn—they respond better to hand-drawn crude pictures drawn step by step than they ever do to polished graphics that are obviously computer generated.

Hand sketches are quick to create—and therefore easy to start over if you need to change something. This encourages a certain degree of trial and error, which is healthy and stimulating.

Software often gives too many options—drawing packages generally offer a number of different ways to draw the same thing. Sometimes you can get so caught up in playing with these that you lose track of what your original point was.

This is a case where less is more—simple drawings gazump the impact of highly sophisticated drawings when you're trying to get a point across.

Probably the most acclaimed success story of visual thinking was the establishment of Southwest Airlines. In 1967, Herb Kelleher was a New Jersey lawyer who had been hired by Rollin King to help him close King's failed regional airline. At dinner one night, Rollin picked up a napkin and made a quick sketch:
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Rollins suggested that instead of creating an airline that tried to serve large cities like everyone else was doing, it would be better to run a small airline that served just the three biggest towns in Texas. All of the other airlines were operating a hub and spoke model—fly people to a central hub first, then to another hub and then to a smaller city. That meant people had to catch multiple flights to go from one city to another sometimes.


"Southwest legend says that Herb agreed with Rollin on two things: first, that the idea was crazy, and second, that the idea was brilliant. On its own, their simple map illustrated the fundamental operating principles of the company that Herb and Rollin agreed to start that evening: fly short routes between busy cities, avoid hubs, and where possible fly into smaller, secondary airfields. One napkin, one good idea, one profitable airline."


—Dan Roam





Four years later in 1971, Herb Kelleher helped launch Southwest Airlines to serve the three cities specified on that napkin. By combining operating efficiencies, convenience, low prices, a zany corporate ethos and some very gung-ho marketing, Southwest became successful by focusing on just a very small group of cities. The company has gone on to grow from that early base and has managed to rack up one very impressive statistic—it has an unbroken record of thirty years of profitability. This is a feat never before achieved in the history of aviation. It just goes to show what sketching an idea on the back of a napkin can achieve.

The experience of Herb Kelleher and others illustrates perfectly the benefits of the visual thinking process—of trying to solve problems by drawing pictures. The advantages of this approach to business are:

As you draw simple sketches, you can clarify what exists in your own mind only as a vague idea. Drawing pictures makes your ideas more concrete than if you just try to describe them using words.

By drawing sketches by hand on the back of any piece of paper that is available—even a napkin if necessary—you don't rely on having the skills to make some other kind of technology work. There's just you, your thoughts and a pen.

As you develop simple sketches in a group setting, this invariably invites suggestions and comments from other people. The act of sketching out what is being discussed encourages some inspired discussions, which is good.

Finally and importantly, if you're making a presentation from a sketch, you'll find that you can discuss things systematically without the need to rely on notes, bullet points or a written script. Sketches are excellent ways to structure a business presentation.



第2部分　视觉思考的4个步骤　
英文



主要观念

视觉思考的主要架构，是4个反复循环的简单步骤，包括：
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观察——搜集信息，锁定重要信息并把其他信息过滤掉。

发掘——看出模式，选用可行模式并整合各项细节。

想象——运用心智去发掘应该要有、却还尚未出现的事物。

展现——让其他人理解你的想法，并且让这些想法变得清楚明白。

支持概念


观察
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所谓观察就是从周遭环境取得视觉信息的过程，也就是要搜集数据并进行初步的概略评估。观察还包括要综观周遭环境，并对现况建立起全面的了解。观察是整个视觉思考流程的起点，当你更懂得如何去观察，你就能更熟练运用视觉思考。

要培养出良好的观察技巧，必须依循以下4项基本法则：


	搜集观察对象的全部数据——先求量再求质，整理出详尽的样本，纳入想象中未来你可能会需要的一切数据。尽可能搜集到最多的原始资料，作为起步的依据。

	把所有数据排列在同一个地方——最好紧接着摆放在一起，这样你的眼睛浏览过去就可以一览无遗。把所有数据排列在同一个地方，你就能有系统地加以分析。

	建立适用于现况的坐标系统——也就是列出几项变量，用来比较各个项目之间的优劣。在某些状况下这可能是指相关的金额，而在其他状况下，则可能会综合运用到6个W的坐标系统，这6个W分别是：
	会需要哪些人或哪些条件？

	会产生的成本或营收是多少？

	会在何时发生？

	会在何处发生？

	要如何达成？

	为什么会发生？





	练习用“视觉筛选”——先浏览过一次，排除掉那些明显不适用的部分，只留下少数值得进一步观察和分析的选项。




“任何问题都可以借由图像呈现得更清楚，而任何图像都可以利用同一套工具和规则来绘制。”


——罗姆



“视觉思考的基础和在计算机上绘制图表完全无关，是要我们学会用眼睛思考，根本不需要任何先进科技。依靠我们这项与生俱来的工具最重要的理由是，视觉思考的重点毕竟不在于能否做出完美的简报，而是我们能否自如地运用眼睛思考。”


——罗姆






发掘


[image: 286-20C]


在观察阶段要做的是搜集视觉信息，并初步评估目前状况，而在发掘阶段，则是要让眼睛能够更有目的性地积极参与。观察是综观整体状况，发掘则是要筛选出对于手边的任务来说具重要性的事物。能够有效发掘，表示你可以看出造成问题的确实原因，或者表示你可以提出某种机会，并且全力加以把握。

广泛来说，你在现实环境中发掘的事物会有下列6种：


	发掘特定主体——也就是在特定状况下，“谁”以及“什么”在产生互动。不同主体往往会表现出我们已知的特性和具体属性。

	发掘并注意各个主体的数量或类别——也就是属于这种状况的主体有“多少”。由于你非常习惯去注意主体的数字是多少，使你甚至没有留意到自己其实已经很会把各种事物加以归类计算。

	发掘所处的位置——也就是特定状况在“何处”发生。同样地，你已经相当擅长注意主体所在的实际位置，这是人类心智具备的一种基本功能。

	发掘一段时间下来的位置变化——也就是特定状况“何时”会发生。根据你对实际主体的了解，你会发现某项事物是否按照预期的方式变动。

	发掘因果关系——也就是特定状况将“如何”演变。你可以看出某个主体对其他主体的行动造成什么影响，以及为何一切会演变成目前的结果。

	发掘不同主体之间的复杂互动——也就是“为何”会发生特定状况。基于你的了解，你可以有根据地推测出演变结果，然后将实际状况和预期演变加以比较。如果演变不如预期，你在接下来就可以全心全意去探究，为什么实际互动的常规不适用于这个状况。




想象
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当你搜集到所有视觉数据，而且已经准备开始灵活运用时，你就会展开想象。在你想象的时候，你的心智之眼会看见实际上并不存在的事物。换句话说，想象就是在看到现实中的事物后，将这些数据转化成在脑子里灵活运用的抽象图像。

就商业来说，想象往往表示针对某项问题或挑战，想出原创构想或新解决方案。要达成这个目的，有个好方法就是进行SQVID，也就是问自己5个问题：
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S　要用图像来表现问题的解决方案或眼前的机会，简易的方式是什么，相对繁复的方式又是什么？

到底要用简易还是繁复的图像，通常取决于你要要求的对象和他们对相关议题的熟悉程度。然而，在你就简易和繁复两种形式，思考哪一种方法最能说明解决方案时，通常就会浮现崭新而有创意的构想。能够在简易与繁复解决方案中做出选择，并且能用图像表现出两种方案，会是相当强大的力量。

Q　在说明解决方案时，是该着重于质，还是该着重于量？

换句话说，是该采用深入探究单一个案的图像，还是要同时思考大量案例？量化和质化方法都有较为适用的时机，而两种方式都尝试运用，你就能得知哪种方式最适合目前的状况。

V　是该呈现强调愿景的解决方案，还是用显然比较务实而可行的解决方案？

有时候，向你的要求对象传达以下讯息是非常重要的：“我们很清楚自己在往哪个方向前进，而且我们拥有非常光明的未来。”在这种状况下，强调景的方式应该会引起最大的共鸣。然而在其他时候，传达以下讯息则比较重要：“我们非常了解该采取什么行动，才能达到目标。”在这种状况之下，较为务实、按部就班的执行方案，比较能引起兴趣，也比较有价值。在第2种状况下，最被广泛运用的图表就是甘特图，其实就是转成侧向的直方图，用各个长条的长度来代表完成特定任务所需的时间。不论你最后采用哪一种方式，如果能设计出图像来清楚说明这两种方案，你所要传达的讯息就能让人透过眼睛产生联想。

I　我应该着重在单一个案，还是该去比较多个案例的特性？

有时候，如果锁定在个案上并全力加以探索，会得到最大的启发。另外一些时候，则应该去比较大量数据以及数据分类的状况。同样地，如果能针对这两种情境设计出图像，你就能选择最理想的方式来处理自己要陈述或思考的内容。

D　是该讨论目前的状况，还是该详细探讨如果稍做些改变将会如何？

这两个面向同样能够引出不同的观点，而比较这两者的差异会相当有帮助。清楚说明并画出图像来表现目前的状况，能够激励大家起而行，以突破明显的瓶颈。另外一种方法，则是设计出能精要呈现未来理想世界景象的图像，这也会很有帮助，能够给人可以依循的心智模式，并当成行动的指引。跟前面谈到的其他问题一样，最好两种方式都加以尝试。你可以用两种不同的角度来观察，并且掌握住过程中迸出的各种点子。这能让你的想象力发挥到极致，并且让你想法的重点更清楚呈现出来。


展现
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当你找出有趣的模式、理解其内涵，并且想出创意方式加以灵活运用，因而激发出新的想法，接下来就是要将成果展现给别人看的时候了。要有完善架构将构想以视觉形式精要呈现，才能让其他人了解你的想法。展现阶段就是要清楚表达你的最佳构想，以达到宣传和说服的效果。

要能完美展现，必须经过下列3个步骤：


	选择适当的“展现和说明”架构——这应该不会太困难，因为只要在6种架构中择一即可，至于什么架构最适合，要视你想要解决哪种问题而定。如果回到前面“发掘”的步骤，你会发现有6个基本问题：
	“谁”或“什么”？

	“多少”？

	“何处”？

	“何时”？

	“如何”？

	“为何”？





	利用架构绘制出能当作说明起点的图像——其实就是要加上适当的坐标系统，以及任何能够使你要绘制的图像有更好效果的细节。

	展示图像并加以说明——加进必要的图说，让人能够了解你的图像所代表的意义。有时候会需要详尽说明，有些时候则只要用非常简单而直接的说明就够了。




关键思维

“视觉思考就是要我们利用自己天生的发掘能力，用我们的眼睛和心智之眼，去找出容易被忽略的构想、迅速且直觉地发展这些构想，然后以容易理解的方式将构想分享给其他人。”

“我们可以利用图像所具有的简单和直接特性，来发掘并厘清我们的想法，并且利用同样的图像让其他人清楚了解我们的想法，帮助他们在过程中发现新事物。”


——罗姆







Part 2　The Four Steps of Visual Thinking　
中文



Main Idea

The backbone of visual thinking is four simple steps, repeated over and over:
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Look—collect information, focus on what's important and screen out everything else.

See—recognize patterns, select those that are applicable and group details together.

Imagine—use your mind to see what's not there yet but should be.

Show—get others to catch on to what you've thought up and make it all clear.

Supporting Ideas


Look
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Looking is simply the process of taking in visual information about the world around you. It means to collect data and make some rough initial assessments. Looking includes scanning the environment to build a big-picture sense about what's going on. Looking is the starting point of the entire visual thinking process. If you can learn to look better, you can become proficient at visual thinking.

To develop good looking skills, there are four cardinal rules to follow:


	Collect everything you want to look at—start with a quantity over quality approach. Put together an exhaustive sample which includes every conceivable thing you may need in the future. Gather as much raw data as is reasonably available to you to start the ball rolling.

	Lay everything out in one place—side by side preferably so your eyes can scan everything in a few passes. Put everything in one place so you know you're able to analyze everything systematically.

	Establish a coordinate system that makes sense in this situation—some variable that you can use to compare the relative merits of different items. In some cases, this will be the amount of money involved. In other cases, you'll use a combination of the 6W coordinate system:
	Who/What is involved?

	How Much does it cost or generate?

	When will these things happen?

	Where will these things take place?

	How will these things be achieved?

	Why are these things happening?





	Practice some "visual triage"—make a first pass to eliminate what will obviously not apply, leaving just a few options that are worthy of further examination and analysis.




"Any problem can be made clearer with a picture, and any picture can be created using the same set of tools and rules."


—Dan Roam



"The basics of visual thinking have nothing to do with creating charts on a computer. Visual thinking is learning to think with our eyes, and it doesn't require any advanced technology at all. The most important reason to rely on our built-in tools is because in the end, visual thinking isn't about how polished our presentations are, it is in how comfortable we are in thinking with our eyes."


—Dan Roam






See
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While looking involves collecting visual information and making an initial rough assessment about what's out there, seeing is where your eyes get more consciously active and involved. Looking means to scan the big picture whereas seeing means to select what's important to the task at hand. Good seeing means you recognize what exactly is causing the problem or presenting an opportunity and focus on that.

Broadly speaking, there are six ways you see things in the physical world:


	You can see objects—the "Who" and the "What" is interacting in any situation. Discrete objects always exhibit known measures and physical attributes.

	You can see and note quantities or grouping of different objects—the "How Many" or "How Much" of the situation. You're so used to seeing numbers of objects that you get good at grouping things together without even realizing you're doing it.

	You can see position in space—the "Where" of any situation. Again, you're already good at noticing where objects are in a physical scene. It's a basic part of the way the human mind is hardwired.

	You can see position changes over time—the "When" of any situation. Based on your knowledge of physical objects, you notice whether something is moving in a predictable or anticipated way.

	You can see cause-and-effect relationships—the "How" of any situation. You can tell how what one object did influenced the actions of other objects and how everything came to end up the way it did.

	You can see a complex interaction of different objects play out—the "Why" of any situation. Based on what you already know, you can make an educated guess on how things should turn out and then compare reality with what was anticipated would happen. If things don't go as planned, you can then become intensely focused on uncovering why the normal rules of physical interaction did not end up applying in this context.




Imagine
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Imagining is what happens when you've collected all your visual material and you're now ready to start manipulating it. As you imagine, you see things that aren't there physically in your mind's eye. Put another way, the act of imagining means you take what you see in the real world and translate this data into abstract pictures that you manipulate inside your head.

In a business setting, most times imagining means coming up with an original idea or a new solution to a problem or challenge. A good way to do this is to use the SQVID exercise. Ask yourself five questions:
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S What is a simple way and a corresponding elaborate way to draw a picture that proposes a solution to the problem or opportunity at hand?

Whether you ultimately decide to use a simple or an elaborate picture is usually dictated by the audience you'll be speaking to and their familiarity. However, often when you think about the best way to describe your solution in both a simple and an elaborate format, new and creative ideas will come to mind. Being able to choose between a simple solution and a more elaborate solution and showing each graphically is very powerful.

Q Am I better off talking about quantity or quality in my solution?

In other words, will it be better to use a graphic that focuses on one example in depth or is it preferable to consider what happens to a large number of examples simultaneously? There are times when either the quantitative or the qualitative approach is superior, and by trying both, you get a feel for what the best will be in this particular setting.

V Is it preferable to show a solution that is visionary in its nature or a solution that is much more obviously practical and executable?

Sometimes, it's important to convey to your audience the message: "We know where we're going and we have a very bright future." In these cases, the visionary approach will probably resonate best. At other times, however, it's more important to send the message: "We know exactly what we need to do to get there." In these cases, a more practical set-by-step execution pathway will be of greater interest and value. The most widely used chart in this second setting is a Gantt chart, which is in effect a bar chart laid on its side with the length of each bar representing how long a specific task will take to complete. Whichever of these two approaches ends up getting used, if you can come up with some graphics that illustrate both alternatives clearly, then you'll have a message that people can relate to through their eyes.

I Should I focus on one individual example or compare the characteristics of a large group of samples?

Sometimes, the greatest illumination will come when you zoom in to the individual level and focus there. At other times, comparing a large group of data and how they break down will be better. Once again, if you can come up with graphics for both scenarios, you can then choose the optimum approach for what you're trying to say or think about.

D Is it better to talk about the way things are at present or to dwell on the way they could be in the future if we make a few changes?

Again, both these perspectives can throw up different points of view and comparing both can be quite helpful. By articulating and drawing a graphic showing what's happening at the present time, people can get motivated to act to free up the more obvious logjams. The other side of the coin is that developing a graphic that encapsulates what the ideal world of the future will look like is also helpful. It can give a mental model to aim for that can act as a guide. As with the other questions previously discussed, doing both is a great idea. You can look at things from two different perspectives and capture the various ideas that get interjected that way. This stretches your imagination and brings your ideas into clearer focus.


Show
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Once you've discovered some interesting patterns, made sense of them, and figured out some creative ways to manipulate them so you come up with something new, it's now time to show this to others. You need a good framework for summarizing your ideas in visual format so everyone else can get up to speed with what you're thinking. To show means to make clear your best ideas so you can inform and persuade.

In order to show well, there are three steps involved:


	Select the right "show-and-tell" framework—which shouldn't be all that hard, because there are just six to choose from. The most appropriate framework will correspond to the type of problem you're attempting to solve. If you go back to the See step, you'll note that there are six basic problems:
	"Who/What"?

	"How Much"?

	"Where"?

	"When"?

	"How"?

	"Why"?





	Use the framework to create a suitable starting-point picture—which in effect means adding the appropriate coordinate system and then whatever details will enhance the picture you're trying to draw.

	Present and then explain your picture—add whatever explanatory text is required for someone to understand what your graphic represents. Sometimes, this will need to be a detailed explanation, while at other times a very simple and straightforward explanation will suffice.




Key Thoughts

"Visual thinking means taking advantage of our innate ability to see—both with our eyes and with our mind's eye—in order to discover ideas that are otherwise invisible, develop those ideas quickly and intuitively, and then share those ideas with other people in a way they simply 'get'."

"We can use the simplicity and immediacy of pictures to discover and clarify our own ideas, and use those same pictures to clarify our ideas for other people, helping them discover something new for themselves along the way."


—Dan Roam







第3部分　应用视觉思考——6类常见的问题　
英文



主要观念

在运用视觉思考的时候，大多数问题都可以归入以下6种常见类别之中：
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“谁或什么”的问题——利用画像来串连可能的解决方案。

“多少”的问题——利用图表来呈现出各项数字的比较。

“何处”的问题——利用位置图来呈现各项目间彼此的相对位置。

“何时”的问题——利用时间轴来呈现各项目随其生命周期的演变状况。

“如何”的问题——利用流程图说明不同事物的运作方式。

“为何”的问题——利用多个变量的坐标图来说明所发生的变化。

支持概念
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“从各种架构中择一使用，可以促使我们认真思考，在我们所发掘的事物当中，有哪些是我们应该要呈现的。每种架构都会为我们带来明确的坐标系统和具体的起点，让我们了解该以什么为基础去绘制图像。”


——罗姆
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画像是用质化的方式来表现你所要传达的内容，形式可能是描绘图、侧写图、平面图、正视图或是图解等。实务上来说，画像会展现能够让人认出某个主体的特性。

画出有效画像的经验法则有下列几项：

尽量简单——记住，你是要说明构想，不是要让大家称赞你是新一代的大画家林布兰。如果你画得太过繁复，会让大家的注意力脱离你要传达的内容。你手绘的图案要愈简单愈好。

设法用简单图示来凸显你列出的要项——因为这会让你列出的项目鲜活起来。这些小小的视觉象征还能激发不同见解，光靠文字条列是做不到的。

用视觉来呈现你的构想——因为在大多数的商业场合中，时间都非常宝贵。利用图像做比较，效果一向会比光用口语描述来得好。即使只是在所列出的要项之外，加上一连串简单的笑脸图案，都会让信息变得生动又好记。


“画像虽然无法表现某件事物的数量、位置、时间和互动状况（这些都有其他特定的架构可以处理），不过的确可以帮助我们确实找出并追踪‘人’和‘事’，作为我们讨论的基础。在商业上，画出画像的目的在于激发出人意表的质化构想，而这种构想会在我们的手和心智之眼通力合作下浮现出来。”


——罗姆
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图表非常适合用来展现某项事物有多少，不仅可以显示数量、说明评量标准，还能呈现不同群组的相对规模。图表是理想的量化表现方式。

在制作图表时，要记住下述的经验法则：

切记，数据最重要——所以要让数据说话。如果你的图表充满了饶富深意的信息，就不会让人觉得无聊。

尽量只用最少的数据项数——才不会令人混淆。让你的要求对象能够在随后详细检视图表时，对其中的奥妙大感讶异。

一定要选择用最简单的模式来说明——通常来说就是：


	使用直方图来说明项目本身的数量。

	使用线形图来比较不同方案。

	使用圆饼图来比较相关项目的数量。

	使用泡泡图来比较两个变量。



选用某种图表之后，就要一路用下去——不要在中间突然改变，造成大家混淆。把大家带领到某个方向之后，就要坚守同样的方向。


“图表和画像不同，需要有数字、指针和数据。对于比较小的数字，我们会在心中快速计算；对于稍微大一点的数量，我们会做粗略估算，至于比较庞大的数量，我们只会简单称之为‘很多’。要对其他人呈现这些数字，我们要运用图表，将抽象的数字，转换成能够具体呈现数量的图像。”


——罗姆
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位置图是6种视觉思考架构中最具弹性的，能够说明空间关系，也就是某个主体和另一个不同主体的相对位置。位置图有很多不同的形式，包括组织架构图、文氏图（基本上就是一连串重叠的圆圈），和用打“X”标示出藏宝地点的可靠藏宝图等。

在绘制位置图时，要谨记下列的经验法则：

只要有心，任何事物都可以标示出位置——因此在绘制位置图时，要发挥些许创意。设法找出两个不同构想之间的共通边界，以及可以让人一眼看出其关联性的相关构想。

在绘制位置图时，要记住北方只是一种心理状态——只要是合理的，任何项目都可以随你的意放在位置图的正上方。试着在垂直轴和水平轴上，分别用“好、坏”来对照“昂贵、便宜”的关系，或是用“高、低”来对照“赢、输”的关系。只要为位置图想出有意义的坐标系统，要在图中实际标示出各个选项的“地标”就会变得比较容易。

跳脱明显的阶级——并尝试绘制探讨不同主题的位置图。例如，不画简单的组织架构图，改绘制代表影响圈的位置图，用以探讨决策过程中的主从关系。想要了解潜藏在组织正式管道之下的真实状况，像这模拟较不常见的位置图效果会比较好。
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如果要说明事情在之前何时发生，或是未来何时可能发生，时间轴会非常适合。利用时间轴可以清楚呈现特定主体在一段时间内的不同状态，或是不同主体长时间下来的关系演变。

要绘制有效的时间轴，可以参考下列经验法则：

一定要用单一方向来显示时间——可以利用生命周期图、流程图、甘特图、进度图及泳道图等工具。时间轴非常适合用来表现事物的顺序，所以千万不要把顺序弄乱。

只要时间轴是会重复的，就要搭配上适当的生命周期图——清楚表示一切都会从头来过。如果没有明显的起点，就随意挑出一个重大的里程碑当作循环的起点，让情况马上变得清楚而且鲜明。

画时间轴尽量用直线，不要用圆圈——因为线条比较容易绘制，也比较容易让人了解和记忆。圆圈的时间轴适合在画时钟时用来当作钟面，但是表现其他状况时，都应该用直线来绘制时间轴，大家都喜欢这种方式。如果再加上日历，你的时间轴就会更容易了解也更确切。


“时间轴是简单、质化、执行导向、针对个案，以及呈现现状的视觉表达方式。为了便于我们使用，我们会把时间想象成一条直线，时序一定是从昨天到明天，而方向一定是由左到右。虽然前者对时空旅行者来说不一定正确，而后者也不过是文化偏好，但是两者都是我们认同的有用标准。”


——罗姆
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流程图是非常有价值的绘图工具，能够详细显示你得出结论的推演过程，也能详尽指出要达成目标必经的各项步骤。简单来说，完善的流程图能够说明结论推导的过程，也就是所有的因果关系。

制作流程图要谨记以下经验法则：

大家所习惯的流程图，方向是从行动到反应——因此要设法坚守这种模式。起点要合理，终点也要同样合理。

流程图愈简单愈好——排除所有不相干的细节，让读者能够同时看到界定清楚的问题，和考虑周全的解决方案。

切记，流程图是用来让读者了解发展过程——或是特定结论的推演过程。你所制作的流程图只要能导引出可能的解决方案，效果就会不错。


“视觉思考是非常简单的流程，我们的眼睛是用来观察周遭环境和发掘其中视觉模式的工具，而心智之眼则是用来将这些模式加以灵活运用、拆解后重组、彻底颠覆，借此看看能得出什么结果。在我们处理过这些模式，并产生值得探究、记录和分享的成果之后，就必须靠双手和眼睛合作，将成果画在纸上，以便于修正和分享。不论是经营环境、项目指派还是工作时程表，任何问题最后都能归类于我们之前讨论的6种基本问题。”


——罗姆
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X-Y坐标图，或者比较正确的名称是“多变量坐标图”，非常适合用来传达决策形成的过程。当我们看见两笔不同数据结合起来，就会浮现清楚的概念。愈是了解不同因素为何能相互作用而产生某种结果，就愈容易绘制出有效的多变数坐标图。

这方面的经验法则包括：

保持耐心——因为多变量坐标图相当艰深，你必须了解许多不同架构之间的互动情况。不断尝试，直到你找出适合放入图表的变量，以及最能清楚显示各项变量演变状况的方法为止，这会需要经过一些练习才能做好。

在变量过多和不足之间寻求平衡——因为要真正获得见解，就必须做好这一点。如果你的变量太少，画出来的会是直方图而已；如果混杂太多变量，结果只会让所有人感到混淆，所以你必须找出对彼此和结果有最大影响的少数几项变量。要求取平衡，往往需要经过不断尝试。

区别“相关效应”和“因果效应”——并且确认你所说明的是某项变量对其他变量的直接影响。有时一不小心就会想把两个没有关系的事物描绘成彼此相关。深入检视不同数据之间的假设关系，确保你想追踪的变量确实是受到其他变量的影响。

视觉思考流程的真正试炼，就在你要对其他人介绍自己想出的构想的那一刻。经过“观察、发掘、想象、展现”的程序，并运用上述6种架构之后，你应该就能画出具前瞻性的图像，可用以进行简报。

在你要进行要求或正式简报时，介绍自己的构想的最好方法就是从头到尾采用固定的模式，引导要求对象经历视觉思考流程的4个步骤。以下举例说明：
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观察


“我们做出这个模型的目的，是要建立对产业的基本认识。我们认为，如果从全面的角度来观察我们的产业，就可以找出新的商机。接下来请容我来说明各位眼前所看到的这个图表，纵轴表示我们自己和直接竞争对手提供的所有功能，而横轴则表示各家企业的整体营收。这张图能让我们大致理解各家企业的现况，以及现况所导致的结果。”


发掘


“接下来，我们再画一个图表，以反映各家企业针对未来一年所订出的目标业绩。请注意，这家公司盼望能达成10倍的营收成长，而紧追在我们之后的公司也正在扩充商品类别，以期让营收加倍成长。如果他们的目标成真，我们就可能被打到第3名，失去我们公司现有的市场领导地位。”


想象


“那么，我们该如何因应这些竞争对手的威胁？几经考虑之后，我们找出2个可行的方案供大家参考。这张图表显示的是方案1，也就是要提升我们现有产品的功能，让它能够领先竞争对手将推出的升级商品，而要执行这个方案的预估成本是500万美元。接下来这张图显示的是方案2，与其花500万美元提升我们的现有产品，不如用900万美元来研发出使用完全不同平台的次世代产品，这样我们就有机会在新兴市场建立起领导地位。”


展现


“我们建议实行方案2，而不是方案1，从下面这张图可以看出我们所持的理由。不论我们把现有产品提升到什么程度，只要产业中有人跃升到新平台，我们就完全无法与之竞争。如果让其他公司抢先一步，我们就会丧失领导地位。”

重点是，即使你已经绘制出能让人一看就懂的简明图像，你还是得做好准备，在大家思考你所提出的概念和构想时，针对图像加以讨论。做好准备，你才能引导大家去理解这些图像并加以说明。大多数商业会议的状况是，大家希望获得数据、做出决策，然后转到下一个主题。如果是在比较正式的场合，你可能就需要在必要时加上详细的说明，但是不要以为你的图像本身就可以胜过千言万语，反而应该把你的图像当作理想的跳板，让有价值的构想和共同理念得以借此壮大。


关键思维

“视觉思考是解决问题的强力方法，虽然看起来像是新方法，不过我们其实都已经懂得如何运用。每个人都具备了良好的视觉思考技能，也很容易就能提升这些技能。更进一步了解这些我们已经具备的视觉工具（然后再学习运用几项新的工具），我们就能学会运用图像漂亮解决问题。”

“我希望让各位了解的，是一种看待问题的新角度，以及一种寻求解决方案的新方法。哪一些问题可以利用图像来处理？答案是几乎所有问题都可以。”

——罗姆





Part 3　Putting Visual Thinking to Work—The Six Common Problem Clumps　
中文



Main Idea

When using visual thinking, most problems will fall into one of six general categories:
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A "who or what" problem—use a portrait picture to organize potential solutions.

A "how much" problem—use a chart to show how the numbers compare to each other.

A "where" problem—use a map to show where items are in relation to each other.

A "when" problem—use a timeline that shows how items change over their life cycle.

A "how" problem—use a flow chart that illustrates how different things work.

A "why" problem—use a multi-variable plot that shows what is happening.

Supporting Ideas
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"The act of simply selecting one of the frameworks forces us to think through what it is that we see that is important to show. By providing us with a defined coordinate system and specific starting point, each framework gives us the way to get our picture started."


—Dan Roam
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A portrait is a qualitative representation of what you're trying to say. This may take the form of a rendering, a profile, a plan, an elevation, a diagram, etc. In practice, a portrait shows the recognizable attributes of an object of some kind.

The general rules of thumb for drawing effective portraits are:

Keep it simple—remember, you're trying to illustrate your idea rather than win acclaim as a new Rembrandt. If your drawing is too elaborate, it draws attention away from what you're trying to say. The simpler you can keep your hand-drawn drawing, the better.

Try to illuminate your lists with simple icons—because this has the effect of making your list come to life. These small visual representations can also trigger insights that a written list alone can't.

Visually describe your idea—because time is short in most business settings. Pictures consistently make for better comparisons than verbal descriptions alone. Even adding a simple series of smiley faces to a list brings the information to life and makes it memorable.


"While portraits don't show how many of something there are, where they are, or when or how they interact—all of which will be addressed by the other specific frameworks—they do provide the starting point by helping us identify and keep track of who is who and what is what. The purpose of creating a business portrait is to trigger the unexpected qualitative ideas that emerge when the hand and the mind's eye work together."


—Dan Roam
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Charts are excellent for showing how much of anything is involved. They can show quantities, illustrate measurable criteria and show the comparative size of different groups. A chart is an ideal quantitative representation.

When developing charts, keep these rules of thumb in mind:

Never forget that it's the data that matters—so let the data show. If you fill your chart with insightful information, nobody will get bored.

Try to use the fewest possible number of data points—so people don't get confused. Make it feasible for them to be surprised as they later examine the chart in fine detail.

Always pick the simplest model available to make your point—which generally means:


	Use a bar chart to explain absolute quantities.

	Use a line chart to compare one option with another.

	Use pie charts to compare relative quantities.

	Use bubble charts to compare two variables.



When you start using one type of chart, stay with that chart throughout—don't confuse people by suddenly changing things around in midstream. Once everyone is oriented one way or another, stick with that orientation.


"Unlike portraits, charts demand numbers, measures and data. For smallish numbers, our minds do a quick count. For slightly larger quantities, we make rough estimates. For large quantities, we just say to ourselves, 'A lot'. To show these numbers to others, we use a chart in which we turn abstract numbers into visually concrete pictures of amounts."


—Dan Roam
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Maps are the most flexible of the six visual thinking frameworks. They illustrate spatial relationships—where one object is in relation to an entirely different object. Maps can come in lots of different formats, including organizational charts, Venn diagrams (basically a series of overlapping circles) and tried-and-true treasure maps where X marks the spot.

When developing maps, keep these rules of thumb at the front of your mind:

Anything and everything has a geography you can map out if you really want to—so be a little creative when developing your maps. Look for ways to common borders between two different ideas and connecting ideas that intuitively lead from one to the other.

When drawing your map, remember that north is only a state of mind—you can put anything you like at the top of the map if it makes sense. Try developing some maps that use good-bad versus expensive-cheap, or high-low versus winners-losers on the horizontal axis and vertical axis, respectively. Come up with a meaningful coordinate system for your map and actually plotting the various "landmarks" of your choice will then become relatively simple.

Look beyond the obvious hierarchy—and try to draw maps that explore alternative themes. Instead of a simple organizational map, for example, develop a map of circles of influence that explores who listens to who when making a decision. Some of these less obvious maps can be much more helpful when you're trying to understand what's actually happening underneath the official channels within an organization.
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Timelines are excellent when you're trying to illustrate when things have happened in the past or are likely to happen in the future. Using a timeline, you can clearly show the various states of any object over a period of time, or how the relationship between different objects varies over time.

Rules of thumb for effective timelines:

Always show time as a one-way street—make use of devices like life cycles, process maps, Gantt charts, progressions, swimming lanes, etc. Timelines are great for sequencing, so don't do anything to muddy the waters.

Anytime you have a repeating timeline, create a suitable life cycle diagram—where everything clearly returns back to start over. If there is no obvious starting point, pick a major milestone arbitrarily and begin the cycle there. Make it instantly clear and obvious what's going on.

If at all possible, show timelines as straight lines rather than circles—because lines are easier to draw, to comprehend and to remember. Circular timelines are good when used on the face of any clocks you draw, but for all other purposes, set out a timeline as a straight line. People will appreciate that. If you add in a calendar as you go along, your timeline will become even more understandable and accurate.


"A timeline is a simple, qualitative, execution-oriented, individual, as is view. For our purposes, we're going to think of time as a straight line that always leads from yesterday to tomorrow, and always tracks from left to right. Although the former rule may not be true for time travelers and the latter is nothing more than a cultural bias, both are useful as standards that we agree on."


—Dan Roam
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Flowcharts are valuable drawing devices. They can detail how you arrived at the conclusion you did. They can also specify all of the steps involved in making something happen in precise detail. Simply put, a good flowchart will show how a conclusion was reached—all the cause-and-effect relationships.

Flowchart rules of thumb to keep in mind:

People are used to seeing flowcharts that run from an action to a response—so try and stay with this kind of setup. Start somewhere logical and end somewhere equally logical.

Simple flowcharts are best—leave out all of the irrelevant details so the reader can see a well defined problem and a well thought out solution come together.

Never forget that a flowchart tells the reader how something happens—or how a particular conclusion was arrived at. Make every flowchart you develop lead to a potential solution and you'll do just fine.


"Visual thinking is a very simple process. While our eyes serve as the tools by which we look at the world around us and see visual patterns within it, it is in our mind's eye where we manipulate those patterns, take them apart and rebuild them, hold them upside down and shake them in order to see what falls out. Then once we've rolled these patterns around and have something to explore, record, and share, we rely on coordination between our hands and our eyes to get those ideas down on paper for fine-tuning and sharing. Regardless of business circumstance, project assignment or timetable, every problem eventually breaks down into the six fundamental questions we've already seen."


—Dan Roam
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X-Y plots or more accurately "multiple-variable plots" are great ways to communicate why some decision was reached. By seeing two different pieces of data tied together, a clear picture can emerge. The more you understand why different things work together to produce one result or another, the easier it becomes to develop effective multiple-variable plots.

General rules of thumb here are:

Be patient—because multiple-variable plots are hard. You have to understand the interaction between lots of different frameworks. Keep working away until you have identified which variables belong on the chart and how best to show the variations in each. This will take a bit of practice to get right.

Hit a good balance between too many variables and not enough—because to generate real insight, you have to get this just right. If you have too few variables, all you end up with is a bar chart. Integrate too many variables and you only end up confusing everyone. You need to plot the few variables that have the greatest influence on each other and the results. Finding this balance is always a matter of experimentation.

Keep "correlation effects" distinct from "causation effects" —and make very sure you're illustrating the direct impact of one variable on another. It's all too easy at times to try and map correlations where no relationships between the two exist. Give all your pro-posed data relationships a gut check and ensure that what you're trying to track is genuinely influenced by the other variable.

The real acid test for the visual thinking process comes when it's time to present the ideas you have developed to other people. By going through the Look-See-Imagine-Show sequence and applying the six frameworks, you will hopefully have a forward-thinking picture to present.

The best way to present your ideas is to stick to that same established pattern when it comes time to make your pitch or formal presentation. Take the listeners through the four-step visual thinking process. For example:
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Look


"Our goal in creating this model was to build a baseline for our industry. We believe that by looking at our industry in an integrated way, new commercial opportunities can come to light. So let me explain what you're looking at here. On the vertical axis, we have plotted all of the features offered by ourselves and our direct competitors. On the horizontal axis, we've plotted how much revenue each company earns in total. This gives an approximate idea of how everyone is positioned at present and the results of that positioning."


See


"Next, we have redrawn the graph to reflect what each company is projecting to achieve in sales revenue in the coming year. Note that this company is expecting its revenue to grow ten times. The company immediately below us is also expanding its offerings and projects to double its revenues. If that happens, it could well knock us into third position in the marketplace rather than the leadership position we currently enjoy."


Imagine


"So what can we do about these competitive threats? We've given this some thought and we have identified two possible options for you to consider. Option 1 is shown on this chart. It means to upgrade the features on our existing product so it will still be positioned above the enhanced offerings our competitors bring to market. The cost to achieve this would be $5 million. Option 2 is shown on this next chart. Instead of spending $5 million to enhance our existing product, we could spend $9 million to develop a next-generation product which uses a completely different platform. We could then move into a leadership position in what is an emerging market."


Show


"Our recommendation is to go with option 2 rather than option 1. Our reasoning for this is shown on this next chart. Regardless of how much we enhance our existing product line, there is no way we will be able to compete once someone in our industry makes the leap to the new platform. If we let someone else get there before us, we lose our leadership status."

The whole point is that even when you've developed concise graphics that are perfectly self-explanatory, you've also got to be prepared to discuss them as people get their heads around the concepts and ideas being put forward. Be prepared so you can walk people through the graphics and explain them. Most business meetings tend to be like this—people want to get the facts, make decisions and then get on with it. In a more formal setting, you may need to be able to add more detail as required, but don't think of your pictures as being worth a thousand words in and of themselves. Instead, view your pictures as the ideal launching pad from which worthwhile ideas and agreements can grow.


Key Thoughts

"Visual thinking is an extraordinarily powerful way to solve problems, and though it may appear to be something new, the fact is that we already know how to do it. Everybody already has good visual thinking skills, and everybody can easily improve those skills. By better understanding the vision tools that we already have (and then learning to use a few new ones) we can learn to solve problems with pictures in remarkable ways."

"Here's what I hope you get—a new way of looking at problems and a new way of seeing solutions. What kind of problems can be solved with pictures? The answer is almost all of them."


—Dan Roam






名人博客

成功靠自律（中）——Donald J. Trump（The Trump Organization）


球形的大老板


上回，我们看过川普自律的“职场七宗罪与四美德”，这次，来看他对工作技术的具体指导。整体而言，约可分3个面向：态度面，直接、积极；行动面，快速、勇于开创；技术面，非常用功。若用棒球选手来比喻，属于速球型的投手，凡事掐重点，干净利落，绝不拖泥带水。

他在2008年6月12日《Father's Day Advice from My Father》，提到父亲Fred C. Trump传授完成事情的4步骤：Get in. Get it done. Get it done right. And Get out.，简单明了，让人不由得联想圣严法师所说的“面对它、接受它、处理它、放下它”，两者几乎异曲同工。


成功心法


川普最知名的莫过成功学。要成功，先从心法说起。2007年12月26日《The Secret of Your Success in 2008》，在年尾时激励读者：


	自问为什么计划这么小，然后想办法扩大它。

	专注经营未来。从过去学习是好事没错，但不要停在那里。

	别把眼睛老盯着问题看，要将心力花在找出解方。



紧接着，新年头2008年1月2日《Donald J. Trump's 20 Top Success Tips》再追加20帖良方：


	先想大，才能做大。

	要积极。

	做感到有热情的事。

	每天学点新东西。

	放胆去做。

	要有耐心。

	组个好团队。

	不只做完，还要完美。

	学习如何从妥协中找到答案。

	如果可以，尽量扩大赢面。

	投资不动产。

	学着冒险。

	学着造势。

	把自己当成品牌般经营。

	乐在工作。

	学会说不。

	试着跳出舒适圈。

	必要的时候，顽固到底也在所不惜。

	永远要有备案。

	永远不满足于只当第二。



对于态度应谨言慎行，2007年8月15日《Mind Your P's and Q's》的提醒是，态度就像金钱一样，需要时常维护。


	要诚实、要准时。

	要低调自谦，日后才可能得道多助。

	做足功课。出于未准备好而浪费别人时间，会让你留下坏形象。

	多让别人说话。

	整理人脉档案。

	要在第一时间叫得出人名并说出对方的特殊事迹。这会让你更受欢迎。




简明易懂的How to教学


川普博客的How to教学很多，涵盖面向深浅都有，分类举例如下。

如何面试——2007年6月6日《Interviewing 101》给的建议，菜鸟老鸟都适用：


	多说、多问，秀出你对这家公司、这份工作的热忱。

	适度包装自己，但不要吹牛过头了。

	不谈前上司、前同事的是非。

	拿到工作前，要对这家公司的每个人客气有礼，包括总机小姐。



职场技巧——2008年2月6日《What Not To Say To Your Boss》，谈不该跟上司说出口的话。


	老板，那不是我的事。

	老板，别跟人家讲是我说的。

	老板，我4年没加薪了。

	老板，这不是我的错。

	老板，我昨晚喝挂了。

	老板，我只是时间不够而已。



简言之，就是少废话，一定要使命必达。

如何谈判——2007年6月20日《The Art of Negotiation》，讲谈判的艺术，先点出几招：


	弄懂谈判主题的专业事项。懂得愈多，胜算愈大。

	偶尔来一下扮猪吃老虎，探测对方真懂假懂，或者有无敌意。

	相信直觉。事情未必是非黑即白，临机应变也许会有意外进展。

	不被既有期望绊住。保持弹性，有时新商机就是这样谈出来的。

	懂得何时说不，让谈判底线浮现出来。

	要有耐心。有些等待是值得的。

	假装漠不关心。有时这会意外使对方着急，而加速谈判进度。

	最好的谈判结局是双赢，这样日后人家还会想找你做生意。



2007年7月25日《How to Say No》，进一步阐述如何说不。他说是从律师身上学到“说不”的技巧，当说不的时候，也就是希望对方以更精简、信息更透明的角度再说一次。过程中，那些原本拗口的条文会变得口语化，有利的、不利的条件就会自动浮现出来。2007年11月28日《Know Your Audience》讲的正是知己知彼，如何在谈判中化阻力为助力。他提到某次洽谈，起初对方一直有敌意使得进展不顺，但当他探测出对方喜欢高尔夫时便搭着这话题前进，最后宾主尽欢，谈成一桩好生意。

如何带领团队的工作节奏——2007年9月19日《Keep Your Tempo》川普以“乐团指挥”来比喻领导者在带领团队上的价值。当然，他在意的还是如何加快速度：


	确认现在的节奏是自己想要的吗？

	留意自己以什么样的节奏工作最自在。

	观察组员以何种节奏工作，以及他们最快能配合到什么程度。

	加快节奏时，可以用逐渐加快的方式做，而非一次就要到位。




做，再做，多做


对许多老板来说，录用人才时究竟学历重要还是经验重要，时常两难，川普在2007年4月1日《Experience vs. Education》提到一个实际经验，或许可以为诸多老板们解惑。他说曾在《谁是接班人》刻意以“高学历”和“一般学历”分组比赛，实验一季结果发现，一般学历、实作经验较多的那组，会比高学历、实作经验较少的容易胜出，他的结论是：教育程度固然重要，然而“行动”更为关键，不断地从做中学，是迈向成功的不二法门。

读到这，有没有问题想问川普先生？好的，我们下次来看看来自世界各地的粉丝在“有话问川普大赛”中，究竟问了哪些问题，又得到了怎样的解答。

【本期撰稿：胡文】


7月逛书市


看穿生活真相，理解经济原因



书　名：经济自然学（The Economic Naturalist：In Search of Explanations for Everyday Enigmas）



作　者：罗伯·法兰克（Robert H. Frank）



所有权的迷思：谁才是主人？


在西方现代化工业国家成长的人，总会理所当然地认为，只要拥有某样东西，你就可以随心所欲处理它。这种观念在合理的范围内是可以成立的，例如你有辆脚踏车，你爱什么时候骑就什么时候骑，你可以不让别人骑，也可以决定要卖给谁。

18世纪晚期迄今，美国等多数工业国家的生活水平已提升40倍以上，界定清楚且有效执行的财产权厥功甚伟。相较之下，欠缺这种制度的社会通常很难富裕起来。如果财产无法建立清楚的法定主权，会让人不愿投资可创造新财富的资本设备。

不过财产权虽然效益很大，也有其成本。财产权的界定与执行须耗用资源，有时可能还超过相关利益。而且进一步检讨下来，也会发现所有权的观念仍有颇多可议之处。下面几个例子就直接探索我们对所有权理解的局限。

◎为什么过去居住在美国西北部太平洋海岸的原住民会界定并施行私有产权，而居住于中西部大平原的原住民却没有这样做？

对过去居住于中西部大平原的美国原住民来说，最重要的经济资源就是这片区域内成群的野牛。大批牛只在方圆几百平方英里的范围内移动，想确保野牛草场的私有产权，就得在广阔无边的草地上筑起几千哩的围篱。由于每年猎捕的牛只只占庞大牛群的极小部分，因此为施行私有产权而耗费巨资筑篱并不划算。

反之，以往居住西北海岸的美国原住民主要以诱捕小动物取得皮毛与肉食维生。这些动物通常只在很小区域内活动，因此对住在这里的原住民家庭而言，确认土地产权也就赋予他们捕猎这片土地上动物的权利。因此从成本—效益原则着眼，可以相当精简地解释为何这两个不同原住民族群会遵循如此不同的产权制。

◎为什么法律允许非法占用土地10年以上者取得所有权？


最深刻的一句话——


“规则就是数据：观察各个群体制定的规则，然后试着了解背后的目的何在。”

根据纽约州的法律，持续10年以上占用同一土地者，尽管过去买主另有其人，仍可主张对这一土地的所有权。为何法律要保障违法的人？

这一类型的法律被统称之为僭据人（squatter）权利或时效取得制，其实是基于一个简单的经济考虑——允许有价值的土地闲置，不符社会的利益。一些开发潜力雄厚的土地，所有人却不见踪影，又没有法定继承人，还有些所有人则对名下的土地长期不闻不问。透过僭据权的规定，可以促使所有人善用自己的土地或干脆卖掉。不当占有的法定等待期长达10年，对合法所有人权益的侵害应降至最低。毕竟，这么长的期间都毫不受理会的财产，对所有人而言想必没什么经济价值可言。

产权制实际遭遇到的困难，有助于我们了解为何某些案例在资源管理上比较有效率，有些则否。

◎为什么鲸有灭绝之虞，而鸡则没有？

每年环保人士都会在街头示威，谴责危及大型哺乳动物生存的猎捕行为。但就我所知，似乎没有任何示威呼吁大家要保护鸡。为什么？最简单的答案是，鸡从来就不是濒临灭绝动物。但我们会接着问，为什么有的物种可能灭绝，而有的则不会？

鲸数量一直在减少，就是因为它们不属于任何人。鲸在国际海域巡游，而好几个国家拒绝遵守相关的保护公约。日本与挪威的捕鲸人都很清楚，他们目前的做法将危及鲸的存续，也影响自己的生计。可是他们也知道，你不捕自会有别人捕走。因此对捕鲸人而言，自我设限没有好处。

反之，鸡绝大多数都有饲主。你今天杀一只鸡，明天你的鸡就少一只。如果靠养鸡为生，就一定会留意该送几只到市场卖，又该购入多少雏鸡，以求取最佳的平衡。

鸡和鲸都有经济价值，但鸡有主人，而鲸鱼没有，这就是为何前者不虞灭绝，而后者却濒临生存危机。

◎为什么地中海的污染问题比美国的大盐湖严重？

许多濒临地中海的国家都把未经处理的污水和一堆污染物直接排入，而对比之下，犹他州的大盐湖几乎没有什么污染。为什么会有这种差异？

有人或许认为，这是由于住在大盐湖附近的摩门教信徒比较尊重自然，和地中海沿岸各国世俗性浓厚的文化不同。这或许有些道理，不过更符合经济学理论的解释是，大盐湖隶属单一政治辖区（犹他州），而地中海周边却有超过20个国家。如果犹他州法令禁止倾倒有毒物质到湖中，这些法令的成本会完全由州内居民承担，但他们同时也享受到百分之百的相关好处。

反之，如果某个濒临地中海国家片面施行这样的禁令，那么该国人民就得承受全部的成本，但却只能享受小部分的好处，大部分好处都便宜了其他各国。这种成本与效益的不一致，使得地中海沿岸各国都采取观望态度，等待其他国家先行动。


解读市场讯号：不完整信息的因应之道


经济学者经常假设，个人与厂商决策时对相关成本与效益拥有完整信息。事实上，即使面对重大决策，我们也经常苦于信息不足。不过这种情况下，成本—效益原则仍然适用，也就是与其为追求更完整信息而付出过高代价，不如将就运用不完整的信息。

正如以下第一个例子显示，由于握有相关信息者没有充分揭露的动机，因此为决策者取得信息的努力增添变量。

◎为什么证券分析师很少建议卖出特定公司的股票？

为找出问题的症结，我们不妨回过头来看看分析师提出投资建议时，面对怎样的成本与效益。假设有5位分析师都以某支股票为研究对象，他们当然希望自己能精确预测未来几个月的股价走势，可是同时也希望能与这家上市公司维持良好关系，因为对方往往也是公司的客户，或是希望争取的潜在客户。

现在假设有位分析师准备提出自己的观点，这时他会考虑其他分析师可能的建议，因为要是自己建议错误，所付出的代价部分取决于其他4位分析师的建议如何。首先他很清楚，其他分析师也和自己一样偏向多头，因为他们的上司也希望和被评估的上市公司维持良好关系。就算碰到最极端的状况，5位分析师全部建议买进，而那家公司股票却开始下跌，这位分析师也不致太受责难，因为大家预测都不准。

反之，如果他独排众议，在其他4位分析师喊进时建议卖出，结果股价却开始走扬，一定会成为众矢之的。由于其他分析师全都预测正确，更加突出他的错误，而且雪上加霜的是，他的老板还会因而得罪潜在的客户。

在这样的背景下，个别分析师最保险的策略，就是和其他分析师可能提出的建议方向一致。大家都心知肚明，其他分析师也和自己处境相同，建议买进较符合老板的利益。而且其他分析师除了预测股价走势，也同时在预测其他分析师的建议。由此不难理解，买进建议为何会成为分析师最安全的选项。细心的投资人最终会发现，分析师的买进建议对股价未来走势没什么参考价值。

本书作者


罗伯·法兰克（Robert H. Frank）


美国加州大学柏克莱分校经济学博士，现任康乃尔大学琼生管理研究所经济学教授。著有《赢家通吃的社会》（The Winner-Take-All Society），并与现任美国联准会主席柏南克（Ben Bernanke）合著《经济学原理》（Principles of Economics）等。法兰克教授曾获奖无数，其中包括：苹果计算机杰出教学奖、并以开拓经济新知荣获列昂替夫经济学奖（Leontief Prize）。他自20世纪80年代开始就主张，将经济学回复到它立足于观察和经验、根植于消费者、劳工、投资人、企业家的日常生活的社会科学。这观点也影响了后来几位重量级的作家与学者，如：《决断两秒间》一书的作者葛拉威尔（Malcolm Gladwell），以及《苹果橘子经济学》的利瓦伊特（Steven D. Levitt）等。他的网站为：www.robert-h-frank.com。


编辑推荐学习重点——


1　从生活中的大量例子，了解无所不在又实用的经济学原理。

虽然长期而言，股票市场以上涨年度居多，但有些投资人总是希望自己操作绩效能优于标准普尔500指数等主要指标。为达成这一目标，许多人会仰仗证券分析师的建议。可是研究结果显示，分析师建议严重地一面倒。以2000年为例，券商分析师针对美国公司的2万8,000项建议中，超过99％是强力买进、买进或持有，卖出个股的建议还不到1％。可是该年度许多美国公司股价下跌，不少跌幅超过5成。为什么分析师的建议如此偏向买进？

2　透过趣味问答，可当成自我思考训练之用，或是聊天话题。

或许最现成的解释是，受到20世纪90年代后期多头市场氛围感染，让投资人抱持非理性的乐观心态，连分析师也难以避免。可是研究显示，其他年度分析师的建议同样偏向多头。

3　学会可以相信什么信息，何时又该有所保留的分析判断力。
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