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关键字　Key Words

新兴市场（Emerging Market）

“Emerging Market”一词诞生于1981年，是由当时任职于世界银行（World Bank）附属机构“国际金融公司”（International Finance Corporation, IFC）的范艾格梅尔（Antoine W. van Agtmael）提出。一般要判断一个市场是不是属于新兴市场，可以基于下列几项条件：1．经济发展水平，国内每人平均所得（GNI）未达高收入国家标准（10,066美元）；2．经济发展速度，通常以国民生产毛额成长率为指标（2005年为5.9％，2006年与2007年预估为5.5％）；3．金融制度，市场机制尚未成熟，限制外资投资以及外汇资本流动。目前国际金融公司认定的广义新兴市场国家，有将近160个，主要分布在亚洲、非洲、拉丁美洲以及东欧。新兴市场国家通常是开发中经济体，正在调整政治与经济制度（部分学者认为，应该包含军队中立程度），积极改善整体国家经济，可以看见“新兴”希望。根据投资机构“摩根士丹利”（Morgan Stanley）的定义，新兴市场国家的成长，必须是持续不断的。因此从实际上来说，贫穷而且经济停滞的国家，即使GNI未达标准，仍不能算是新兴市场。

新兴市场国家虽被称为“新兴”，经济表现却常常优于已开发国家。例如在过去4年中，韩国平均GDP成长率4.7％、失业率3.4％、经常帐顺差是GDP的2.3％、财政顺差是GDP的1.2％。反观同时期西班牙平均GDP成长率2.9％，失业率10.8％、经常帐逆差高达GDP的4.6％，财政则略有赤字。即便如此，由于新兴市场国家政策变化大、信息透明度低，使得经济与市场随时有大幅波动的可能，因此即便账面表现较佳，在国际评等机构眼中，还是不如已开发国家。例如巴西的财政状况与偿债能力，都优于意大利，但是巴西的主权债务评等还是低于意大利。

印度柑仔店（Paanwalla）

严格来说，“Paanwalla”是指槟榔摊。“Pan”就是印度的槟榔，是用槟榔叶包裹莱姆糊和磨碎的槟榔做成的点心，印度人习惯在餐后食用Pan来帮助消化。Paanwalla除了贩售槟榔、香烟与零食之外，还提供邻近居民各种服务，例如代售印花税票等，角色类似台湾的便利商店。与大型超市相比，Paanwalla有地点上的优势，通常就设在社区中人潮往来最密切的道路上，再加上与当地居民熟识，能够提供“客制化”服务（例如可以为某家的婚礼，调制特殊口味的槟榔），是相当具竞争力的零售通路。日前印度连锁复合式商店Fun Republic，就看上了这样的优势，花费近4亿印度卢比（约新台币2亿8,200万元），买下多个Paanwalla作为据点。
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英文



懂得见怪、反应快，全球86％人口都是你的市场！

已开发国家人口占全球14％，是全球最富有的人口。大多数全球企业一向全心争取这群顾客，却愈来愈不容易赚到这些人的钱，因为这块市场供过于求，竞争太过激烈。21世纪最大的商机是，争取那另外86％的人口，也就是开发中国家的人民。到新兴市场销售产品，可以为企业带来非常可观的成长率和获利。

然而，在新兴市场经商的“交战守则”，与在成熟市场大不相同，光是按照现有产品与服务转换成适应第三世界的版本，是不够的，还必须注意到新兴市场的9大特征，并且针对个别特征采行相对应的策略，充分利用市场特性。要在新兴市场成功，挑战主流商业概念是最基本要求。新兴市场的每一项特征都是商机，企业只要能够找出最适切的解决方案，就能取得竞争优势。

整体来说，这块由全球86％人口组成的市场，具有无限商机，所以最重要的问题不是该不该进入这块市场，而是自外于这个市场，你还能不能生存。


“这86％的世界能不能发展成熟？答案是肯定的，过去50年来的发展就是最佳例证。南韩、印度、中国、墨西哥、巴西、南非，以及埃及等国的创业家，用行动让我们了解，要找出这86％市场的解决方案，绝对做得到。新兴市场消费数兆美元在产品和服务上，这样的消费水平只会随着国家发展水涨船高。企业如果希望自己在未来10年、20年还能维持领导地位，就必须想办法成功打入这块市场。这是企业绝对不能错失的商机。”

——马哈雅＆邦佳





MAIN IDEA





中文



The developed world contains the wealthiest 14% of the world's population. Most global businesses have traditionally focused on selling to those customers, but it's getting harder to make money that way because these markets are over-served and hyper-competitive. The biggest marketing opportunity of the twenty-first century will be to sell to the other 86% of the population who live in developing nations. By selling products into emerging markets, tremendous rates of growth and profitability can be achieved.

The business "rules of engagement," however, are quite different when you serve emerging markets. It's not just a matter of offering a third-world version of your existing products and services. Instead, there are nine specific characteristics of emerging markets you need to be aware of and nine specific strategies for taking advantage of those market characteristics. At the very least, to succeed in these markets, you'll need to challenge the prevailing business wisdom. Each of these characteristics of emerging markets represent an opportunity to gain a competitive advantage for whichever companies come up with the most appropriate solutions.

In all, the 86% market is such a substantial commercial opportunity that the key question is not whether you should be in this market but whether you can afford not to be.


"Can the 86% world stand on its own two feet? The answer is yes. The past 50 years have proven that it can. Entrepreneurs in South Korea, India, China, Mexico, Brazil, South Africa, Egypt and other countries have shown that they can develop solutions for the 86% markets.These markets are spending trillions of dollars on goods and services, and this spending will only increase as they develop. Companies that want to continue to be major firms in a decade or two have to learn to play successfully in these markets. This is an opportunity not to be missed."

—Vijay Mahajan＆Kamini Banga





86％市场的人口与环境　
英文



主要观念1
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实用做法

人口老化是已开发国家非常关切的议题，这对退休金制度以及医疗体系造成相当的压力，也形成人力不足的挑战。开发中国家的情形却完全相反，这块市场的年轻人口源源不绝。据联合国估计，15到29岁人口占总人口40％以上的国家，在2000年有100多个。预计到2015年，20岁以下的人口光是在印度就将有5.5亿人。在2004年，奈及利亚有半数人口不满15岁，日本则只有14％。

开发中国家的人口成长，绝对是未来10年、20年全球经济成长的动力，而且随着已开发国家年轻人口比例持续减低，这个趋势会愈来愈明显。对开发中国家的政府来说，人口大幅成长是十分严峻的挑战，但是这个趋势同时也能带来极为可观的商机。

要充分利用新兴市场的充沛年轻人口，可以采用下列几项做法：


	把全副心力用在年轻人会购买的产品与服务上——例如手机、娱乐、服饰、快餐、音乐，以及杂志等。中国人每年花费24亿美元在整容手术等美容疗程上，可见新一代中国消费者，相当重视自我与年轻两项特质。在开发中世界，年轻族群对手机的接受程度，远高于年龄较长的消费者，使得手机相关产品在各个开发中国家形成庞大的市场，象是各种不同的手机铃声、数位相机、手机游戏，以及简讯服务等。同样地，娱乐产业也逐渐把重心摆在开发中国家，例如在北京举办世界小姐选美，最后由秘鲁小姐从中国、印度以及菲律宾等，进入决选的各国佳丽手中摘下后冠。现在有许多有线电视频道播放的节目，都会使用各种开发中国家的语言，显示娱乐产业未来在这块市场还有成长潜力。

	弄清楚遥控器在谁手上——也就是说要向年轻人推销，但是也要密切注意开发中国家的社会动态。年轻人或许会喜欢西化的产品，但他们还是不能无视于老一辈强烈的文化传统观念。要吸引年轻人，但是不要正面挑战社会规范。开发中国家通常比较不能接受自由开放的思想，不像已开发国家对这种思想已经习以为常。

	吸引兼具新旧文化特质的年轻人——他们一方面喜欢赶时髦，一方面也会尊重本地的文化和传统。沙乌地阿拉伯一家娱乐公司就是个很好的例子，该公司经营24小时的有线音乐频道，但是一到祷告时间就会暂停播放音乐，改为静止画面，配合严肃的教义宣扬，等到祷告时间结束再继续播放音乐节目。这就是全球文化在地化，以符合开发中市场现况的例证。

	善加利用“影响人物”——通常是年轻消费者的朋友。跟精心包装的宣传诉求比起来，前卫的促销活动与口碑推荐，比较能打动年轻人市场。想出创新的营销手法，让诉求真正打进开发中市场。

	开发新产品吸引年轻家庭——例如纸尿布、玩具、电玩，以及幼儿娱乐设施及服务。开设托儿所，也可以掌握到这波开发中国家人口成长的契机。如果产品能够吸引年轻父母与他们的幼儿，自然就能搭上这班顺风车。

	把握新兴的教育商机——因为父母都愿意花钱让孩子受教育，期望子女能够享受经济成长的好处。民营教育机构在开发中国家大幅增加，在线学习课程以及内建多国语言的电子学习玩具也行情看俏。医疗服务机构现在也会利用在线学习等工具，提升开发中国家的医疗保健知识。

	注意都市化的趋势——从乡村移居到都市，一向是经济发展的主要特征。到2007年，人类历史会首次出现全球都市人口超过农村人口的现象，而且这个趋势还会持续发展，同时带来无比商机。

	了解开发中国家经济发展过程中，妇女角色的转变——把握这个趋势带来的商机。例如，当妇女从过去以操持家务为主，转变成消费美容产品的大买家，庞大商机就此打开。未来几年，妇女会是大多数开发中国家中不容忽视的广大市场。



主要观念2

[image: no179-2c]


实用做法

已开发国家消费者或许会喜欢买大包装产品，但是小包装常常才是成功打进开发中国家的利器。要在新兴市场胜出，就必须推出低付款、小包装的产品（薄利多销），而且产品体积也要愈不占空间愈好。

已开发国家的顾客都很清楚，小包装商品因为包装成本比较高，所以会比较贵。开发中国家的定价模式却恰恰相反，企业常常会打折，提供顾客非常便宜的小包装产品，借此培养顾客的购买习惯。等到顾客开始买家庭包产品，企业就能赚进正常获利。借由这种方式，企业可以从零开始开创市场。

要在新兴国家应用小兵立大功策略，可以采取下列几项做法：


	让消费者“用多少买多少”——提供小包装产品，方便小杂货店销售。让消费者可以要用多少、就只买多少，还要想到，大多数人家里根本没有太多贮存空间。墨西哥水泥大厂Cemex公司拓展业绩的策略，就是在墨西哥等国销售小包装水泥，方便喜欢DIY的屋主一次只加盖一间房间。

	提供小额付款分期方式——方便低收入顾客采用小额分期方式付款。零售商发现，顾客到店里付款时，会顺道看看其他产品，等到前一项产品的款项付清以后，就会再买新的产品。许多银行以及其他微额放款机构也发现，低收入的贷款民众，能够带来高获利。

	把多种产品整合在一起，节省摆放空间——吸引家里空间非常有限的消费者。许多企业都在研发低成本的计算机∕电视∕DVD播放器∕电话复合机，销售给居住空间小的消费者，作为影音娱乐之用。也有企业会设计可以组装的产品，让消费者搬家的时候更方便。对于居住空间狭小、家庭预算吃紧的消费者来说，这种设计对他们很有吸引力。

	精简产品功能，让消费者能够买得起——换句话说，就是要拿掉那些为了拉高价格增添不必要的附属配件，产品只要具备基本功能，能够满足当地民众真实需求就可以了。处理器大厂AMD公司就是采用这种策略，开发出一款基本款的笔记型计算机，定价只要185美元。这款计算机功能当然比不上那些高阶计算机，但还是具备基本运算功能，也能够上网。这款计算机将由当地的电信业者经销，搭配上网服务一起销售，每月收费10美元。住宅市场也出现类似的情形，建造低价住宅已经成为成长迅速的庞大产业。

	运用合购方式，减轻消费者负担——让全村合购产品并且一起使用。我们常常可以看到在有些国家，会有人买手机供大家使用，再向使用者收取使用费，或是某个村落里的创业家会买一瓶2公升的可口可乐，再一杯一杯卖出去。在有些国家，就算看到零售商一根一根地出售香烟也不足为奇。这些做法听起来或许超怪的，但是在好几个国家试着都采用这种方式，你会很惊讶地发现，小生意竟然可以变成大市场。例如在2000年时，印度财团ITC公司在全印度各地农村，装设了5,000多部太阳能卫星网际网络终端机。不到5年，这些终端机处理的业务总值就超过1亿美元，农人利用这些终端机查询天气状况、谷物价格变动，以及其他重要信息。据估计，再过不到5年，这些终端机每年处理的业务总值会超过25亿美元。



主要观念3
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实用做法

每年都会有成千上万的开发中国家人民，移民到已开发国家。他们到已开发国家找寻发展机会，但是绝不会忘记，家乡的亲人每天为了生活在辛苦打拼。根据世界银行统计，2003年在国外工作的移民汇回家乡的金额，约达930亿美元之谱，这是开发中国家第二高的收入来源，仅次于直接外资（2003年为1,500亿美元）。这些汇款对于开发中经济体非常重要，在有些国家甚至占了国内生产毛额30％以上。

此外，许多新移民会在侨居地结识同文同种的同乡，建立起移民社会网络。借此，新移民会找到非官方管道，把钱寄给家乡的亲人。据估计，通过地下管道汇出的金额，可能与通过银行等正式管道汇出的金额相当。

这种现象，创造出下列几项值得注意的商机：


	建立新的售货或服务机制，让顾客在甲国付款、乙国取货——这样，侨居已开发国家的移民，就可以购买产品给开发中国家的亲友使用。只要大幅简化海外交易的付款程序，就能善用这个趋势。这么做的优点是，侨居已开发国家的移民，通常比较懂得选择合适的产品，他们的亲友就比较缺乏这方面经验。只要做到甲国下单、乙国出货，就能建立起新的销售管道，让业绩有机会大幅成长。网际网络日渐普及，也有助于加快这种交易流程的发展。

	提供流通管道，方便资金、人员与信息从已开发国家流向开发中国家——推出各种必要服务，例如处理跨国汇款以及长途电信服务等相关产品。有些企业会协助侨居在已开发国家的创业家返乡创业，为自己的亲友创造就业机会，这也是笔不错的生意。

	抢攻已开发国家的移民市场——从移民的家乡进口产品，或是针对这些移民建立新品牌。单是在美国，移民人数就接近加拿大的总人口，这是一个非常可观的利基市场。移民家乡的土产食品、翻译服务，以及英语学习教材等，都是相当受欢迎的产品。想办法增强产品与服务对移民的吸引力。

	协助移民返乡——参加婚礼、奔丧，或是参加其他家庭活动。因为这块利基市场，完整的服务产业已经应运而生，连相亲服务都会是赚钱的行业。航空公司整合已开发世界与开发中世界的服务供应商，提供顾客完整的接驳服务。从其他商业活动领域中找寻商机，提供类似的服务。

	开发新产品，连结移民与家乡间的全球网络——让移民有机会分享经验、观念以及意见。许多网络社群借此赚取了可观的广告收入，而广告主看上的就是这块移民与家乡沟通的市场。修改你的网络社群，利用移民网络产生的商机让企业成长。




关键思维

“未来数十年，开发中市场会有数以亿计的人口出生，这群新生代就是明日的市场主流。企业如果能体认到这一点，针对这群新生代修改产品设计，同时又能清楚辨别，这群人与已开发市场的年轻人有何不同，就能创造傲人业绩并且奠定稳固基础，等到这群新生代年龄逐渐增长，企业在未来也就会跟着成长。企业如果能在今天吸引到年轻消费者，等到他们年龄渐长，就能在他们心中建立起品牌认同。想要随着年轻市场一起成长，企业就必须锁定年轻人口。”

马哈雅＆邦佳

“由于开发中市场人口庞大，企业有机会靠小额交易创造可观的利润。只要每笔交易都有获利，小买卖就能积少成多，变成为高额获利。毕竟，麦当劳全球450亿美元的业绩，就是靠一客只要几美元的餐点，一点一滴累积起来的。”

马哈雅＆邦佳

“美国人口普查局预测，美国人口到2050年会有将近1/4是西语裔，虽然其中很多是在美国出生，但即使是第二代以后的西裔美国人，通常还是会与家乡紧密联系，而且可能有更强的经济能力，负担得起这种人际互动。科技的进步，例如宽带持续普及，也能促进家族成员以及社会网络间的往来。”

马哈雅＆邦佳

“不要把新兴市场与移民消费者切割开来，要想想两者间的关联。这些移民消费者并不认为，开发中世界和已开发世界是一刀两断的。想办法利用这些连结来规划策略，跨越收入差距与国界造成的门槛，就能充分掌握返乡经济带来的商机。”

马哈雅＆邦佳

“开发中市场的人口庞大，即使发展速度缓慢，但也许在不久之后，86％市场中的富裕人口就会超过14％的已开发市场。例如，开发中国家只要有接近6％的人口，能够达到平均国民生产毛额1万美元的水平，就代表有3.5亿人具有这样的经济能力，这个数字比美国总人口还要多。随着消费市场以及各经济体不断成长，通用电气公司等企业，都把自己未来的希望摆在开发中世界，因为这些企业体认到，成长的机会就在那里。”

马哈雅＆邦佳





The 86% Market—Demographics　
中文



Main Idea 1
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Application Methods

The aging of the population is an area of great concern for the developed world. This is putting pressure on pension systems, the health infrastructure and the challenge of finding a workforce. The complete opposite is true in developing countries. These markets are literally a fountain of youth. The United Nations estimates that over 100 countries had populations more than 40% made up of those aged 15 to 29 in the year 2000.It is projected that by 2015, India alone will have 550 million people under the age of 20.In 2004, half the population of Nigeria was aged under 15, compared to just 14% in Japan.

Quite simply, the population growth in developing countries will drive world economic growth for the next decade or two. This will become even more self-evident as the youth populations continue to decline in the countries of the developed world. This tremendous growth will generate substantial challenges for the governments of developing nations, but in sync with that trend genuinely impressive business opportunities will also arise.

To take full advantage of the youthfulness of emerging markets:


	Focus on providing products and services that youth buy—like mobile phones, entertainment, apparel, fast food, music, magazines, etc. The Chinese spend $ 2.4 billion every year on plastic surgery and other beauty treatments. This shows that individualism and youthfulness are highly valued by the rising generation of Chinese consumers. Cell phones have been adopted by youth much more rapidly than by older customers in the developing world, creating huge markets in every country for associated products like different ring tones, digital cameras, gaming and text messaging services. Similarly, entertainment is also becoming more tightly focused on developing countries, with the Miss World competition being held in Beijing and being won by Miss Peru, with runners up from China, India and the Philippines. Many cable channels now broadcast in the various languages of the developing countries, suggesting that even more growth is likely for the future.

	Understand who controls the remote—meaning market to the youth but keep a weather eye on the dynamics of the developing world. The youth may want to buy Westernized products, but they are still answerable to the strong countervailing forces of culture and tradition from the older generation. Appeal to the youth but don't try to challenge social norms head-on. There is usually less tolerance for free spirited thinking in developing countries than is typical for developed nations.

	Cater to the youth who have "dual passports" —who want to be trendy on the one hand while at the same time respecting their local cultures and traditions. A good example of this is a Saudi Arabian entertainment company that runs a 24-hour cable music channel. At prayer times, the music pauses and a still image is shown along with a serious religious message. Once prayer time is finished, the music starts again. This exemplifies a global culture being localized to suit the market realities of developing markets.

	Work through "the influencers" —who are typically friends. Youth markets respond better to edgy promotional campaigns and word-of-mouth endorsements rather than packaged messages. Be willing to do some innovative marketing to get your message across in developing markets.

	Develop product offerings that will appeal to young families—like disposable diapers, toys, video games and entertainment for young children. Childcare facilities will also capitalize on the new population growth in developing countries. If you have a product that appeals to parents and their young children, it stands to reason you'll be on-trend.

	Recognize the emerging opportunities for education—because parents will pay for their children to be educated so that they can participate in the benefits of economic growth. Private educational services are booming in developing nations. So too are e-learning programs, and the use of electronic learning toys that can be programmed for multiple languages. Health services are now using these tools to improve health-care knowledge in developing countries.

	Allow for the urbanization trends—because migration from the countryside into cities is always a feature of economic development. By 2007, for the first time in human history, more people will live in cities worldwide than in rural areas. This trend will continue to gain momentum, generating substantial economic opportunities in the process.

	Understand the changing roles of women as developing countries progress economically—and access the opportunities this trend provides. As women change from being primarily involved in domestic duties into consumers of beauty products, for example, huge commercial opportunities will open up. This will become a substantial market in most developing countries in the years ahead.



Main Idea 2

[image: no179-2E]


Application Methods

Consumers in the developed world might like to be super-sized, but success in the developing world often comes in small packages. To succeed there, you'll need to offer small payment options, small package sizes (selling for pennies rather than dollars) and products that take up the smallest amount of shelf space possible.

In the developed world, customers buying small packages expect to pay a premium because of higher packaging costs. The opposite price model applies in the developing world. Customers can usually buy very cheap sachets at a discount to develop a buying habit. The companies then make their normal profits when customers move to buying the family-sized packages. In this way, markets are grown from scratch.

To grow big by thinking small in emerging countries:


	Work on filling the just-in-time pantry—by having small packages that can be sold easily by the neighborhood stores. Allow customers to buy only what they need and anticipate that most people won't have much storage space in their homes at all. Cemex has grown its business by selling small bags of cement that allow do-it-yourself home owners in Mexico and other countries to add one room at a time.

	Offer small installment payment options—where low-income customers can pay by small installments. Retailers find that when customers to come into the store to make their payments, they see other products they then move on to buying as soon as their first product is paid off. A number of banks and other micro-lenders have also shown that low-income borrowers can be the basis for highly profitable businesses.

	Combine several products into a single package to conserve space—so people with severe space restrictions can buy. Many companies are developing low-cost combination PC-TV-DVD-phones that can be sold as entertainment centers for small homes. Others take a modular approach to product design, allowing people to more readily move their possessions from one apartment to another. These approaches are highly attractive for people living in very small houses and on tight household budgets.

	Streamline your offerings to make them more affordable—or in other words remove the bells and whistles that drive up prices and offer a basic product that has only the features that are important to local users in emerging countries. AMD has done this in developing a bare bones portable computer that will sell for $ 185.It doesn't do many of the things a more sophisticated customer would expect but the system will provide basic computing capability and the opportunity to access the Internet. These will be marketed by local telecom companies who will offer them along with an Internet subscription for $ 10 a month. The same thing is happening in the housing market, where creating low-cost designs for housing is a huge growth industry.

	Use demand pooling to reduce costs—by allowing villages to purchase products and then share them. It isn't uncommon in some countries for one person to buy a cell phone and then charge others for the calls they make, or for one village entrepreneur to buy a 2-liter bottle of Coca-Cola and then sell it by the glass to everyone else. It is even common for retailers to sell cigarettes one at a time in some countries. This may sound extreme, but it's surprising how these small transactions can become big markets when consolidated across countries. For example, ITC placed more than 5,000 solar-battery-powered Internet terminals with satellite access in rural farming villages across India in 2000.Less than five years later, these terminals are handling over $ 100 million of transactions as farmers use the system to track weather, follow grain prices and find out other key information. It is estimated that within another five years, these terminals will handle over $ 2.5 billion in transactions annually.



Main Idea 3
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Application Methods

Loads of people migrate from developing countries to the developed world every year. They come seeking opportunity, but they never lose sight of the struggles of their families at home just to survive. The World Bank concluded that in 2003, foreign immigrants working abroad sent home an estimated $ 93 billion. This is the second largest source of income for developing countries with only foreign direct investment ( $ 150 billion in 2003) being higher. These remittances can be very significant to developing economies, in some cases representing 30% or more of the country's entire gross domestic product.

In addition, many new immigrants link up with social networks in their new countries that are centered around the ethnicity and culture that prevails in their home countries. In this way, new immigrants learn the unofficial channels by which funds can be sent to those still at home. By some estimates, these underground services handle just as much money as the banks and more formal channels.

This creates some interesting business opportunities:


	You can create systems by which products and services are paid for in one country and picked up in another—so immigrants in the developed countries can purchase products their relatives in developing countries will use. By taking all the hassles out of making payments for overseas transactions, you work with this trend. The advantage of this is that immigrants in the developed countries are usually better at making decisions about which options to go with than are their comparatively inexperienced relatives. By taking orders in one country for delivery in another, it becomes feasible to build a new sales channel that has the potential for impressive growth. The Internet's spread will also serve to accelerate and increase this process.

	You can provide an infrastructure for the flow of funds, people and information from the developed world to developing nations—by selling the types of services required. This would include handling international money transfers, selling telecommunication packages and other applicable products. Some companies also do a good trade helping immigrant entrepreneurs from the developed world start businesses back in their old countries so they can provide work opportunities for their relatives.

	You can serve the immigrant markets in the developed world—offer them products imported from their home countries or brands created specifically for them. The U. S. alone has a population of foreign immigrants roughly the size of Canada's population that is a pretty impressive niche. Ethnic food, translation services and learning English as a second language products have all become big products in and of themselves. Think about what you can do to make your products and services more appealing to immigrants.

	Facilitate people who travel back to their old countries—for weddings, funerals and other family events. An entire service industry has grown up around this market niche. Even matchmaking can be catered for profitably. The airlines use their alliances to offer a seamless service and hand-offs from service providers in the developed world and the developing world. Look for opportunities to do something similar in other areas of commercial activity.

	Create products that span the global networks between home and immigrants—and create opportunities for people to share their experiences, ideas and opinions. Many Internet-based communities are generating sizable advertising revenue from companies who want to sell into these markets. Tailor your community opportunities to these immigrant networks for growth.




Key Thoughts

"The hundreds of millions of people who will be born in developing markets in the coming decades will define the markets of tomorrow. Companies that recognize and tailor their products to these youthful segments, while appreciating

how they differ from youth in developed markets, will create significant businesses today and will lay the foundation for future growth as these customers mature. The companies that appeal to them today will create the brands these consumers recognize as they grow up. To grow with these markets, companies need to think young."

Vijay Mahajan＆Kamini Banga

"Given the high populations of developing markets, opportunities exist to make substantial profits on small purchases. As long as every purchase is profitable, these small purchases can add up to super-size profits. After all, remember that McDonalds built a $ 45 billion global business on meals that cost only a few dollars."

Vijay Mahajan＆Kamini Banga

"The U. S. Census Bureau projects that by 2050 nearly a quarter of the U. S. population will be Hispanic. While many of these people will be U. S. -born, even successive generations will often have deep ties to their native countries and perhaps a greater economic capacity to act on these social interactions. Improvements in technology, such as the continued spread of broadband, will also facilitate interactions across these extended family and social networks."

Vijay Mahajan＆Kamini Banga

"Instead of thinking about these markets and individual consumers in isolation, consider the connections. As consumers, these immigrants don't see a sharp separation between the developing and developed worlds. Look for ways to use these connections to build strategies that transcend income boundaries or national borders to take full advantage of the opportunities this ricochet economy presents."

Vijay Mahajan＆Kamini Banga

"Even though development will be slow, given the sheer size of populations of developing markets, there may soon be more rich people in the 86% markets than in the 14% markets.For example, if just a little less than 6% of the developing world achieved the $ 10,000 per capita GNP mark, this would represent a population of more than 350 million, greater than the size of the entire U. S. As consumer markets and economies expand, companies such as General Electric are staking their future on the developing world. These companies recognize that that's where the growth is."

Vijay Mahajan＆Kamini Banga





86％市场的硬件与软件　
英文



主要观念1
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实用做法

开发中国家的产品配销通路，基本上非常不成熟，多半都是村里的报摊、脚踏车、小杂货店等“据点”七拼八凑起来的，看起来既不实用又不好管理，最好的情况顶多就是由几家小杂货店构成的销售网络。然而，这就是开发中国家的真实现况，要把产品带到民众面前，就只能依赖这些管道。想到86％市场做生意，就必须创新，设法运用现有的配销方式销售产品。

基本上，你必须体认到，在这里必须把市场带到消费者面前，不要奢望产品能够在完备的配销网络贩售。要做到这一点，可以参考下列几项构想：


	设法善用“柑仔店”——这种小店铺在印度城市里随处可见，在菲律宾、墨西哥还有中国，也都能看到类似的小店。店老板的工作时间很长，而且对当地居民的喜好了如指掌。这些店面的面积多半只有8呎乘10呎（不到3坪），空间极其有限。这种小店铺在印度约有200万家，在菲律宾约50万家，在中国则有数百万家个体户小店，这些店铺贩卖面包、饮料、手机、电池、洗洁剂、香烟，以及槟榔等产品，方便民众晚饭后散个步买点东西。目前有些企业会通过这些小店销售产品，而且往往发现，尽管各个已开发国家都渐渐出现新式超级市场，但是通过这些小店的营业总额甚至超过超级市场。

	建立多层次配销通路——先从较大的零售商开始，然后可以增加一些在小村落里的零售商，他们可能拥有机车、人力车、吉普车或是牛车。下一步，或许就要采用“直接到府”的销售方式，批货给一些小贩，再由他们带回村落里转售。你可能必须利用好几种配销方式，才能吸引更多顾客。

	善用临时通路——例如市集、嘉年华，或是开着厢型车巡回各地，到每个村落做一天生意。你也可以跟其他企业合作，甚至与地方政府机关配合，开发这种推销机会。

	直接面对消费者——利用直销商挨家挨户拜访，推销你的产品或服务。免费送货到家，不论对开发中国家，或是对比较富裕的已开发国家消费者来说，都是非常受欢迎的热门服务。

	亲自了解当地市场——深入新兴市场，实地了解当地状况。到目标市场走一趟，亲身感受市场现况，绝对会激发出新构想，找出产品在其他地区的新功用。要记住的是，竞争对手也会面临相同的挑战，所以这么做或许可以让你了解，自己该怎么建立竞争优势。

	做好准备，从零开始建立配销通路——也就是说，必要的话还得自己投资各项必要的基础建设，才能够配销商品。只要能成功建立通路，很快就会有许多企业找上你，希望能利用你的配销网络。

	发挥创意——保持天马行空的想象力。有一家印度航空公司研发了能通过加油站、银行提款机，甚至手机来卖机票的系统，结果成功扩展业务；一家墨西哥的银行，靠着在家电行里开设分行，让业绩成长；印度一家化妆品制造商，在西雅图咖啡店铺货，因为这家咖啡店是高中生、大学生经常聚集的场所；南非一家啤酒厂，在原本卖私酒的私设小酒吧里销售啤酒，营业额大幅成长。



主要观念2
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实用做法

许多开发中国家可以直接引进尖端科技，不受旧有系统的羁绊，这是个开辟处女地的商机。这就是为什么许多新兴国家直接建立行动通讯系统，不去四处铺设铜缆或光纤。这些国家可以从头建立全新系统，不用担心自己还得先花费成本，处理旧有系统。

要把握这些“三级跳”的商机，必须做到下列几件事：


	做好准备，抓住快速采用新科技的潮流——因为这种潮流常常会释放出受到积压的庞大需求。到2004年底，开发中国家使用手机的数量，已经超过已开发国家。在新兴市场做生意，要做好准备因应庞大业务，因为这些市场可能会一飞冲天。

	尽可能数字化——因为在开发中国家，数位信息通常会比实体货物容易流通。在线学习在许多开发中国家已经蔚为风潮，新式远端医疗服务同样相当盛行，医师可以更有效率地为偏远地区民众诊断疾病。数字化让开发中国家人民更容易取得各个领域的知识，有效克服无法取得书籍的困难。

	要开发次世代科技，必须了解成本效益会依地区有所不同——找出能够成功应用在新兴国家的新科技。例如，太阳能科技在已开发国家也许不符经济效益，因为这些国家的供电系统十分完备，但是对开发中国家来说，或许就是十分理想的低成本能源。要找出各种科技在不同地区，会有哪些不一样的经济效益。

	用创新方式调整现有科技——因应86％市场特有的挑战。例如，中国工程师发展出一种迷你型核子反应炉，这种反应炉采用氦冷却技术，所以比现有反应炉更环保、更安全。在西方世界不会需要这种反应炉，但是在能源严重短缺的中国各城市，可能就会采购这种反应炉，自建配电系统。从开发中国家的角度来看，各种科技都会有不同价值。

	寻找模仿其他技术的低成本创新——例如，UTStarComm公司成功地在中国把高功率无线电话，当成低价位的市内手机来销售，该公司在市内建筑的屋顶上架设基地台，用户的通话范围只限在市内，通话质量比较低，但是费率也比较便宜。推出不到3年的时间，UTStarComm在中国各地已经有3,800万用户，对用户来说，这项通话技术已经够用了，他们不需要全区的行动通讯功能。

	尝试发展社区科技——让全村共同拥有并且使用某项科技，而不是锁定个别顾客。在开发中国家，共享电视、计算机以及手机的情形十分常见，报摊经常是分销产品的据点。另外，比较富裕的家庭，也常常让工人下班后把笔记型计算机带回家，让更多人可以利用晚上和周末使用这些产品。企业制造出来的产品必须方便大家共享，不要理所当然地以为，可以把已开发国家的社会结构套用到开发中国家。



主要观念3
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实用做法

开发中国家确实有电力供应不稳定、饮用水不足、道路不良，以及庞大非正式或黑市经济等各种基础建设问题。你可以拿这些当借口，坐视其他企业在新兴市场茁壮，或者你也可以把这些问题当作挑战。靠自己的力量弥补这些缺失，然后你可能就会发现，供应其他也想要打入这块新兴市场的企业不可或缺的基础建设，是能够成功拓展业绩的。

要把握这些商机，可以采行下列几项做法：


	开发新市场，为顾客解决基础建设不足的问题——例如，从其他国家买来发电机，然后把发电机、变流器引进当地市场，让厂商可以自行发电。许多当地厂商已经注意到这些基本资源的市场需求，所以你可以协助当地创业家，让他们靠自己的力量起步。供应干净用水也可以创造类似的商机，你可以供应瓶装水或是净水系统。另外，你还必须采行创意做法，例如威士国际组织拓展中国业务的策略是，与行动通讯业者合作，方便顾客通过手机缴款，或是进行小额交易。这么一来，顾客即使没有银行账户（也就没有信用卡），还是能够利用威士的交易机制购物。企业不断推出各种合作构想，借此培养并且开拓新兴国家的新市场。

	想出可行的权宜解决方案——把水源不足，看成是研发省水洗洁剂或是电胡刀的好时机；冰箱不普遍，当作是推出不必冷藏即食产品的诱因。运气好的话，原本为开发中国家推出的产品，甚至也能在已开发市场找到崭新用途。

	找出“垃圾里的黄金”——也就是说，把你平常会丢弃的工业垃圾，转变成对开发中国家有用的回收产品。许多工业副产品可以转变成燃料来源，在开发中国家会深受欢迎。把工业垃圾回收利用，看看能不能满足其他经济活动的基础建设需求。

	建立自己稳定的供应链——例如建立自己的社区冷藏设施，即使停电几小时，产品也不怕变坏，或是找当地供应商合作，协助供应商维持稳定而优质的供货质量。企业如果能够找到方法，克服开发中国家基础建设薄弱的问题，就能够创造无限商机。

	发挥创意，善用现有的基础建设——也许可以和当地经营稳健的厂商合伙，或是通过其他方式。分析其他企业的因应之道，找出未来的合作机会。

	寻找隐藏商机——因为在任何国家，有地下市场就表示有庞大商机，只要日后法令改变，地下市场就可能合法化。过去越南还是共党统治的时候，妇女常会走私口红，后来情势改变，化妆品公司的业绩也就跟着蒸蒸日上。同样地，许多制药公司会与开发中国家的药厂合作，推出合法的学名药，取代过去在黑市贩卖未经认证药物的做法。现在有些计算机软件公司会利用广告、升级版，或是置入性行销等方式，从自己被盗版的软件中创造营收。

	留意潜在的竞争对手——建立进入障碍，阻绝竞争对手。微软就是采取这种策略，在开发中国家推出被称为“Windows Lite”的简化版作业系统，订价远远低于标准版。各家企业当然有权利在自己的产品内建适当的作业系统，使得影子经济更难以运作。

	拉长供应链上的战线——把自己针对开发中国家设计的产品，推销到更大的全球市场，哥伦比亚的农民就是采用这种做法。农民对咖啡豆的收益非常不满意，通常只能拿到已开发国家一杯卡布奇诺咖啡零售价的1％左右。因此，哥国农民自创Juan Valdez品牌标章，代表100％纯正哥伦比亚咖啡，而且日后还开设连锁咖啡店，2007年连锁店总数将达到300家，美国至少就有8家。这些Juan Valdez咖啡店用比较高的价格向农民采购，价格远高于其他咖啡零售商。在印度也有类似的例子，印度农民自创FieldFresh品牌，把在印度种植的新鲜蔬果销售到亚洲、中东以及中亚各国。




关键思维

“在开发中国家，多数人口都住在交通不便的偏远地区，所以对企业来说，挑战在于怎么让自己和市场连结起来。开发中市场的大部分商机，来自小城市和农村，要进入这些分散的市场，就必须重新思考配销方式。另外，企业还必须降低成本，不过这一点往往是办得到的，只要通过信息科技、无线通讯，或是小型经销商构成的网络就行了。对荷包看得很紧的终端消费者来说，花出去的每一块钱都必须值得才行。”

马哈雅＆邦佳

“大型零售商正在开发中国家迅速扩张，改变了市场的竞争版图。长期来说，这些全球企业以及区域连锁商，都会持续整合配销通路，就像过去在已开发国家的做法一样。不过短期内，产品要流通，还是必须依赖分散各地的零售据点，或是直接深入农村。企业必须了解这些通路，以及如何利用通路打入市场。”

马哈雅＆邦佳

“在过去，开发中国家发展科技的重心，一直是针对当地市场的限制，修改出‘合适’的科技。但是现在，发展重心已经从‘合适’的科技，转变为‘三级跳’的科技。政府领导人、非政府组织以及民间企业都体认到，自己可以创造低成本的解决方案，而且技术甚至超越已开发国家所使用的。这些科技和创新策略，就是开发中国家三级跳的跳板。企业如果能够找到、开发，或是利用这些科技，就能随着这块市场的发展，创造出三级跳的业绩。”

马哈雅＆邦佳





The 86% Market—Hard and Soft Infrastructure　
中文



Main Idea 1
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Application Methods

The product distribution channels in developing countries are inherently weak. They normally consist of a patchwork of kiosks, bicycles, hole-in-the-wall stores and other arrangements that seem impractical and unmanageable. At the very best, all that will be available will be a network of tiny neighborhood stores. The stark reality, however, is that in developing nations, that's all there is available to get product to the people. If you want to sell into 86% country markets, you have to be innovative and find ways to make the current systems work for your product.

In essence, you have to be prepared to take the market to the people rather than simply push product into an established distribution network. Some ideas for doing this:


	Plan on using the "paanwallas" —small shops that are crammed into every nook and cranny of Indian cities. Similar stores exist in the Philippines, in Mexico and in China. The shop owners work long hours and get to know their local people's preferences in fine detail. These stores are typically only about 8 by 10 feet, so there is intense competition for space. India has about two million of these shops, the Philippines about half a million and China has millions of independent street-corner shops. They sell bread, soft drinks, cell phones, batteries, detergents, cigarettes, beetle nuts and other products that might be purchased on a walk after dinner. Companies that are currently using these tiny stores to sell their products often find they account for a larger volume of business than the newer supermarkets that are gradually being built in every developing nation.

	Create multiple layers of distribution—start with the larger retailers, then perhaps add those in the smaller villages who have access to motorcycles, rickshaws, jeeps or bullock carts. Next, you might set up a direct-to-home system using those who will pick up your product and back-pack it to their villages for resale. Plan on needing to use several distribution systems to reach as many customers as possible.

	Use temporary channels—like market days, carnivals or vans that roll into a village and create a market for a day before moving on. You might be able to work in conjunction with other companies or even local government agents to create these types of marketing opportunities.

	Go direct to the people—have direct-sales agents who call on people in their homes to sell your products or services. Free home delivery is as popular a draw card in developing nations as it is for the more affluent consumers in the developed world.

	Develop your own on-the-ground insights—by getting out into these markets and gaining your own local knowledge. Invariably, as you get out in the field and experience what's happening there first hand, you'll come up with some new ideas on how to adapt what has worked elsewhere. Remember, your competitors will be facing the same challenges so doing this may give you some ideas around which a competitive advantage can be built.

	Be prepared to develop a distribution system from scratch—meaning invest in the infrastructure required for distribution yourself if there are no other options. If you do a good job, you'll soon have a whole range of other companies approaching you to make use of your distribution network.

	Be creative—and think expansively. An Indian airline increased its business by developing a system to sell airline tickets through gas stations, bank ATMs and even mobile phones. A bank in Mexico grew by setting up branches in appliance stores. A cosmetics manufacturer in India sells its products through Barista coffee shops, a favorite hangout of high school and college students. A South African brewer has grown impressively by selling through backyard pubs that were initially set up to sell moonshine home brews.



Main Idea 2

[image: no179-5E]


Application Methods

Many developing countries offer a green field opportunity to leap to more advanced generations of equipment rather than becoming locked into legacy systems. This is why some of these emerging countries are moving straight to cellular phones rather than attempting to lay copper or fiber cables everywhere. These countries can build their new systems from the ground up, without worrying about the costs of first having to pay for old systems previously put in place.

To take advantage of these leapfrog opportunities:


	Be prepared to ride the wave of rapid adoption—because often there will be a huge pent-up demand that will be unleashed. By the end of 2004，there were more cell phones in use in the developing world than there are in the developed world. Be geared up to handle large amounts of business when you're selling into these markets because they can take off in a hurry.

	Digitize as much as possible—because it's generally easier to move digital information around a developing country than it is to transport physical goods. E-learning is taking off in many developing nations. So too are new services that allow doctors to diagnose patients in remote areas more effectively. Digitization lets whole areas of knowledge become available to people who have no access to books.

	Understand the differences in the cost/benefit calculations for developing next-generation technologies—and identify the new technologies that will become viable in these emerging countries. For example, solar technology may have questionable economics in a developed nation where there is a well-entrenched power generation system, but it might be the ideal low-cost solution for a developing nation. Look for these types of differences in respective valuations.

	Modify and adapt existing technologies in new ways—to address the challenges specific to the 86% nations.For example, Chinese engineers have developed mini-nuclear-reactors that are cleaner and safer than existing models because they are helium cooled. These reactors would have minimal demand in the Western world, but in energy-starved China local municipalities might purchase them and build their own local distribution grids. All kinds of technologies look different when viewed from the perspective of a developing nation.

	Look for lost-cost innovations that mimic other technologies—for example, UTStarComm in China sells what is effectively a turbo-charged cordless phone as a low-priced local cell phone. The company has set up a series of base stations on city rooftops and users cannot roam beyond their home cities. Call quality is lower, as are usage prices. Within three years of its launch, UTStarComm had gained 38 million users across China. For them, this technology is good enough rather than requiring full cellular phone capabilities.

	Try and develop community technologies—where ownership and use can be spread across an entire village rather than concentrated in individuals. In developing countries, shared televisions, computer terminals and cell phones are not uncommon. Kiosks are widely used for product distribution. It is also common for the more affluent households to allow their employees to take laptops home with them at night, further allowing other people to use these products at nights and on weekends. Companies need to build products that allow for collective use rather than assuming the social structures of the developed world will automatically apply.



Main Idea 3
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Application Methods

It's quite true that developing countries have unreliable electrical grids, undrinkable water, poor roads, large informal or black market economies and all sorts of other infrastructure gaps. You can either use this as a reason to let others grow with these markets, or you can think of this as a challenge. Fill in the gaps yourself, and you may find that you can grow a thriving business by providing infrastructure requirements to other companies who are looking at the same market opportunities.

Some ideas on these opportunities:


	Create new markets by filling in the gaps for customers—for example, source power generators elsewhere and bring in generators and inverters so people can generate their own power. Many of the local people will already be aware of the demand for these basic resources, so help local entrepreneurs get set up in business for themselves. Similar opportunities exist in providing clean water either as water bottled elsewhere or local water purification systems. Highly creative approaches are also required. For example, Visa International is growing its business in China by partnering with a cell phone company to allow customers to pay bills and make small purchases through their cell phones. In this way, customers who don't have bank accounts and therefore have no credit cards are able to make purchases using Visa's processing infrastructure. All sorts of collaborative ideas are being developed to seed and grow new markets in emerging nations.

	Create viable work-around solutions—see the lack of water as a key spur to develop low-water detergents and waterless shaving razors, or the lack of refrigeration as an incentive to develop ready-to-eat meals that don't require cooling. With any luck, the products you develop for sale in developing countries may even have new and novel applications in your developed markets as well.

	Look for "treasures in trash" —meaning convert the waste products that you would normally throw away into recycled products of value for developing countries. A number of industrial by-products can be converted into fuel sources that will be warmly welcomed in developing countries. See if you can meet the infrastructure requirements in other parts of the economy by recycling your own waste products.

	Build your own robust supply chain—which may mean developing your own community chillers to keep your product cold even when the power system is out for hours at a time. Or find local suppliers and then work with them to help them maintain consistently high standards. Tremendous opportunities exist for all those companies that learn to overcome the infrastructure weaknesses of developing nations.

	Use the existing infrastructures creatively—perhaps by partnering with already established local businesses or by other means. Analyze how other companies have managed to cope, and look at collaborating with them on more projects in the future.

	Look for opportunities in the shadows—because any country's unofficial markets highlight the commercial opportunities that might be met legitimately when the regulations change. In Vietnam, women used to smuggle in lipstick when the country was ruled by the Communists. Since then, things have changed, and cosmetics companies are doing very well there. Similarly, many drug companies have teamed up with local drug makers in developing countries to offer legitimate versions of generic drugs rather than having unauthorized versions available on the streets. Some computer software companies are adding advertising, offers for upgrades or product placements to generate revenue from pirated copies of their products.

	Recognize that you may have unseen rivals—and build barriers to keep them out. This is what Microsoft did when it offered a "Windows Lite" version of its operating system software in developing countries for a fraction of its standard price. Companies are perfectly entitled to build in systems that will make the shadow economy harder to operate.

	Ride up the supply chain—and take the products you design for developing markets and sell them in the broader global markets as well. This is what Columbian farmers did. They were frustrated with their returns for coffee beans, typically receiving only about one percent from the retail costs of a cappuccino in the developed world. They therefore developed their Juan Valdez logo as the symbol of 100% Columbian coffee. They then set up a chain of Juan Valdez coffee shops. By 2007, they will have 300 branches worldwide including at least eight in the United States. These shops are paying the farmers a much higher proportion of their retail sales than they would otherwise have received. The same thing is happening in India with their launch of the Field Fresh brand to sell fresh vegetables grown in India to consumers in Asia, the Middle East and central Asian countries.




Key Thoughts

"Since much of the population of the developing world is 'off the grid,' the challenge is to connect companies to the market. Most of the opportunities in developing markets are in small cities or rural villages. To reach those diffused markets, companies have to rethink their approaches to distribution. Costs need to be streamlined, but this can often be done by applying information technology, wireless communications, and networks of small entrepreneurial distributors. Every dollar invested needs to be justified in value created for extremely cost-conscious end consumers."

Vijay Mahajan＆Kamini Banga

"Major retailers are expanding rapidly in the developing world, changing the competitive landscape. In the long run, these global firms, as well as local chains, will continue to consolidate distribution channels, as they have done in developed markets. But in the near term, products will flow through many fragmented retail outlets and directly into rural villages. It is vital to understand these channels and how they can be used to connect to the market. Companies need to recognize and take advantage of the idiosyncratic distribution systems that already exist in these markets."

Vijay Mahajan＆Kamini Banga

"In the past, the focus of technology for developing countries sometimes has been on 'appropriate' technologies that are tailored to their market limitations. But now the focus is shifting from 'appropriate' technologies to 'leapfrog' technologies. Government leaders, non-governmental organizations and companies are realizing they can create low-cost solutions that are even more advanced than those of the developed world. These technologies and creative strategies are the launch pad for leapfrogging. Companies that can recognize, create, or utilize these technologies can develop businesses that leapfrog with the development of these markets."

Vijay Mahajan＆Kamini Banga





86％市场的多样与多变　
英文



主要观念1
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实用做法

在开发中国家区隔林立的市场上，全球品牌其实没有太大的影响力，这些大型知名品牌，表现往往比不上小型地区品牌，因为地区品牌更能切合市场需求。在开发中世界，本土品牌业绩超过全球品牌是很普遍的现象。

出现这种现象的主要原因是，开发中国家的市场，多半是由许多彼此区隔的地区市场结合起来的，不是单一的全国市场。这些地区市场如果是在已开发国家，每个都算得上是相当有规模的市场，所以区隔并不代表这些市场一定微不足道。支撑这些地区市场的基础，常常是当地的活动与利益，在这种环境下，靠广告建立全球的品牌知名度，其实很难压过市场杂音，也很难引起注意。

所以，开创商机最好的办法是，结合当地品牌与全球品牌。要结合这两种品牌，可以参考下列几项构想：


	尽量把品牌在地化——根据当地市场状况修改产品。例如，MTV音乐频道不会在世界各地都播放美国音乐，印度的MTV频道就主打当地的印度歌手。针对不同国家，研发不同版本的产品与服务。

	先利用当地品牌建立市场知名度——等到更多消费者认识你的品牌之后，再逐渐推出全球品牌。可口可乐就是采行这种做法，先在200个国家收购400多个不同品牌，等市场成熟之后再逐渐推出自己的旗舰品牌，而不是强迫顾客突然改变消费习惯。

	扩大自己的当地品牌——开发新产品与服务，紧密贴近当地市场需求。只要找到市场新商机，就要扩大自己的当地品牌，满足新的顾客需求。

	要注意的是，全球品牌进入新兴市场后，效果可能会打折扣——因此必须谨慎行事。花时间评估自己的全球品牌，了解品牌在开发中市场的文化里代表什么意义。弄清楚外国品牌的形象，是会提升产品的市场定位，还是会让消费者觉得你的产品与当地需求格格不入。先弄清楚市场状况，不要冒然躁进。

	扩展品牌——发挥创意。有的时候，要销售珠宝与流行服饰，必须找西方模特儿展示商品，因为回教国家妇女是不能“抛头露面”的。另外有些国家禁止厂商刊登酒类广告，企业只用自己的品牌销售汽水与蒸馏水，刊登这些产品的广告，可以建立品牌知名度，同时又不会违反当地禁止酒类广告的规定。

	要想出有创意的广告方式——甚至有可能是把广告放在大象背上或是牛车上，因为这就是偏远村落的交通工具。例如，高露洁棕榄公司在印度就用厢型车跑遍大小村落，教育顾客用牙膏刷牙的观念。该公司在厢型车上播放30分钟的倡导影片，说明注重口腔卫生的益处，同时赠送免费样品。这就是从草根建立品牌的做法，你也应该想想要从哪些基本观念着手。



整体来说，要在开发中国家建立品牌，不能用公式化的做法。新兴市场包含了全球、全国以及地方品牌，所以你必须随着个别的市场调整策略，不要奢望策略能一体适用。另外，还必须熟练运用各种不同要素，才能够在新兴市场胜出。

主要观念2
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实用做法

想让产品与服务受到欢迎，就必须顺应当地环境，并且满足当地文化与宗教的需求。因此，不要只想把在其他市场销售的产品，改成第三世界版本就可以了，反而必须针对开发中国家，研发具有特定功能的产品。彻底重新设计，让产品符合当地状况。

要设计出符合当地需求的产品，可以参考下列几项建议：


	要了解，价格低并不表示质量一定要跟着降低——因为开发中国家的顾客会要求，自己花辛苦钱买到的产品，要能物超所值。想办法修正生产及管理的作业方式，让各项作业比过去在已开发国家时更节省成本、产品质量更佳。如果能用尽全力找出实际的做法，降低产品维修成本以及使用期间的持有成本，那会是很好的第一步。

	找出产品在其他地区的创新用途——把新用途引进开发中国家。例如，在美国当作露营用品的抛弃式牙刷，在开发中国家，也许会吸引缺乏干净水源的居民。为产品找出其他用途，就可以开发出多种广大的次级市场。

	一定要记住，你要争取的顾客，还不清楚顾客该有的权利义务——所以在提供终身保固等保证时，要小心谨慎。顾客还没有这种消费观念，因此在提供产品保固时，最好附加其他使用者的推荐或是独立测试报告，证明产品的质量。你可能还必须小心谨慎订定商业交易的规范，不要以为人人都会正派行事。

	尊重当地宗教与文化的影响力——检讨产品与服务必须怎么修改，才能符合当地的民情风俗。例如，回教地区的正字标记称为“halal”（穆斯林适用），如果你准备到回教徒众多，或是回教人口逐渐成长的国家做生意，最好弄清楚怎么让产品符回教的相关规定。

	了解产品的深层意义——才能善用这层认知来设计产品，让更多顾客接受产品。例如印度的家庭主妇认为，用肥皂替家人洗衣服，是关爱家人的表现。因此，洗衣精与肥皂粉就会让人产生负面联想，因为这表示家庭主妇不再细心照料自己亲爱的家人。印度斯坦利华公司（联合利华印度分公司）考量到这种文化差异，所以研发出一种洗衣皂，既有普通肥皂的所有优点，又非常适合在硬水中使用。这种新式洗衣皂在印度非常畅销，但是在其他国家可能就乏人问津。要在新兴市场胜出，就必须随时调整产品，想要一种产品走遍天下，是绝对行不通的。

	锁定“贵夫人”或家庭主妇——因为在许多开发中国家，家庭主妇才是真正的流行教母。开发中国家的富太太通常会请兼职帮佣，这些帮佣都会跟着富太太的流行走。在许多开发中国家的市场，向家庭主妇推销可以创造可观的乘数效果。只要尽力让产品或服务打进这块市场区隔，就能为未来成长奠定稳固基础。



主要观念3
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实用做法

开发中市场永远在变动，就在你以为自己逐渐抓到窍门，可以掌握局势的时候，马上又会出现新的变化。这就是为什么我们称这些国家为“开发中”，因为一切随时都在变。

要跟上新兴市场持续变动的脚步、从中获益，可以采行下列几项做法：


	找出循环模式——循环模式出现的时机是，平均国民生产毛额突破1,000美元、5,000美元，以及10,000美元门槛的时候。每个里程碑都可能迫使企业调整定位、发展方向，或是配销政策。其他开发中国家也经历过相同发展的过程，从中找出可用的经验，根据经验调整营运计划。

	合作——与政府机关以及非政府组织等机构配合，克服营运上面临的挑战。这些机构都希望能有更多像你这样的企业，协助他们开拓市场，所以跟这些机构合作会是非常值得采行的策略。

	输出成功经验——把自己在某个开发中市场的成功经验，应用在其他市场上，克服类似的限制与挑战。许多产品的设计，是为了配合某个开发中市场的落后环境，这些产品同样适用于其他所有类似的市场。创造机会，让自己能一再复制成功经验。

	寻找“逆殖民”的商机——换句话说，就是要善加利用过去殖民时代遗留下来的副产品。印度会讲英语的人口比例很高，原因之一就是印度过去是英国的殖民地，使得客服中心产业蓬勃发展，也让许多印度工程师有机会进入计算机软件产业。同样地，澳门半岛的葡萄牙文化，也为中国企业打开大门，争取全球2.2亿葡语人口的市场。

	把一个国家的“生长痛”视为重要商机——供应当地必要的基础建设，或是提供其他替代方案，解决重大问题。如果能够提供可行的解决方案，就能把该国的问题转变为庞大商机。

	从开发中国家出口产品到已开发国家——因为耐用、省事又价廉的产品，永远都会有市场。有些产品原本的设计是针对开发中国家，后来却因为各种理由，在已开发国家大受欢迎，这种例子比比皆是。尝试善用这种策略，寻找值得开发的跨界产品。

	从已开发国家引进顾客——这并不是天方夜谭。通过数位科技，企业可以把业务委外，利用开发中国家的低廉工资。医疗观光现在也相当发达，病患会前往开发中国家动手术、整容、接受器官移植，或是眼科手术。光是在印度，医疗观光市场到了2015年将突破20亿美元。在美国要花费20万美元的手术，到了开发中国家往往可能只要1万美元，而且这笔费用还包括机票以及术后照护。

	为旧技能找出新用途——例如，传统的印度工匠只要稍加训练，就能成为绝佳的影视与动画艺术人才。有几家中国企业在全球动画市场的地位，已经足以挑战迪斯尼与皮克斯。许多开发中国家的传统技能，都能够应用在新的用途上。




关键思维

“开发中市场与已开发市场往往天差地远，企业必须根据两种市场间的差异，定位产品与服务在开发中市场要发挥的功用。有时候产品的功用可能必须更接近牛车，而不是传统的汽车。产品质量一定要高，但是评量质量的标准，可能就得视个别市场的状况而定。有时候产品必须要能同时解决新问题与旧问题，发挥现代功用与传统功用。企业只要能了解市场差异，就能打造出高获利、高成长的‘牛车’，因为‘牛车’才真正能够满足市场需求。”

马哈雅＆邦佳

“竞争激烈、顾客群变化，再加上新科技兴起，迫使企业再也不能原地踏步。企业即使拥有目前可行的成功方程式，还是必须不断尝试各种新方案，这样持续试验能够帮助企业更了解市场，找出最适切的策略，在特定时机抢占特定市场。在开发中市场的发展过程中，总是充满突发状况，企业必须亲自接触顾客，了解市场需要什么样的创新。进行各种小规模的试验，能够帮助企业减少意外突发状况，并且降低意外损失，同时还能找到庞大商机。”

马哈雅＆邦佳

“长期来说，优势是在开发中国家这一边的。中国和印度在近几年崛起，让我们看到这群庞大的人口，能够以多么惊人的速度，发展成蓬勃的消费市场。20年前有谁会想到，这两个国家竟会成为全球经济的动力？有谁能预见饱经战乱的南韩，竟会成为重量级的国际要角？要不是新加坡前总理李光耀，证明了新加坡经济能够大幅成长，又有谁能料到新加坡会有如此荣景？转变才刚刚开始，转变过程中会遇到一些颠簸，而且未来10年、20年之中，随着更多‘中国’与‘印度’兴起，会出现更多惊人发展。唯一可以确定的是，86％的市场正蓄势待发，这块市场非常年轻，而且成长潜力无穷。尽管开发中国家不会一夕之间晋身已开发国家，但是未来就系在这些国家身上。企业如果能够开发出适切的解决方案，满足这些市场的需求，就能找到丰沛的资源，让企业成长。”

马哈雅＆邦佳
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Main Idea 1
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Application Methods

Global brands really don't have much pulling power in the fragmented markets of the developing world. Frequently, these big well-known brands are humbled by small, localized brands that resonate with the marketplace with more relevance. It is common to see local brands sell better than global brands in the developing world.

The main reason for this phenomena is that in developing countries, the markets are more likely to be a collection of fragmented local markets than uniformly run national markets. Each of these local markets would be reasonably-sized markets in and of themselves if they were located in the developed world, so fragmentation doesn't automatically mean the markets are minuscule. These markets are often organized around the local activities and interests. In this type of environment, advertising to build a global brand name really doesn't break through the background noise and get noticed.

As a result, the best way to create commercial opportunities is to mix local and global brands. Some ideas on how to do this:


	Find ways to localize your brands—by tailoring your products to the local markets. For example, MTV does not try to broadcast American music worldwide, but in India it features local musicians who speak Hindi. Develop different versions of your products and services for different countries.

	Use local brands to establish a market presence first—and then gradually introduce your global brands when the consumers are more aware. Coca-Cola does this. It has purchased more than 400 different brands in 200 countries. The company then gradually phases in its flagship brand name as the markets mature rather than forcing customers to change their habits too suddenly.

	Grow your local brands—by creating new products and services that are finely attuned to the requirements of the local markets. As you identify new opportunities in the marketplace, expand your local brands to meet these customer needs.

	Recognize that your global brands may lose something in the translation—and therefore you need to move forward deliberately. Take the time to assess what your global brands will mean in the context of the developing market's culture. Being perceived as a foreign brand may make your product up-market or it may make you appear out of touch with local requirements. Find out which before you move forward.

	Stretch your brands—and think creatively. In some cases, Western models are used to sell jewelry and fashion accessories because in Islamic countries, a woman's face cannot be shown. In other countries that ban liquor advertising, companies market soda water and distilled water only under their brand names. They can advertise those products to build awareness of their brand name without violating the rules against liquor advertising.

	Be prepared to do some creative advertising—perhaps to the extent of putting advertisements on elephants or on the carts that are used for transport in remote villages. In India, for example, Colgate-Palmolive has vans that drive into villages and educate customers about the concepts of brushing their teeth with toothpaste. The vans are used to show 30-minute infomercials about the benefits of better dental hygiene and to distribute free samples. This is brand building at the grassroots level, and you should be prepared to start with some very basic ideas.



Overall, brand building in the developing world defies a set formula approach. The mix of global, national and local brands means a market-by-market approach is needed more than a one-size-fits-all approach. You need to become skilled at managing and mixing a number of different elements to succeed.

Main Idea 2
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Application Methods

Your products and services need to address the realities of the local environment as well as the demands of the local culture and religion if they are to succeed. Therefore, don't look at simply producing a third-world version of products sold elsewhere. Instead, develop products with features specific to the developing country involved. Redesign them from the ground up to meet local conditions.

Some suggestions on how to do this:


	Understand that low price doesn't automatically have to mean low quality—because customers in the developing world will expect high quality products for their precious money. Look for ways to do things cheaper and better than they have been done in developed countries. Focusing on practical ways to lower maintenance and the lifetime cost of ownership may be a good starting point.

	Look for innovative solutions that work elsewhere—and import those ideas into developing countries. For example, a disposable toothbrush sold in the U. S. as a camping product may appeal to the people in a developing country with limited access to clean water. Grow some sizable secondary markets for the products developed for other applications.

	Always keep in mind that you're catering to customers who don't yet know how to act like customers—so be careful about offering lifetime guarantees or such. Customers don't expect these kinds of consumer concepts so you're better off sending the same messages with endorsements or independent tests that certify quality. You may also need to be careful about the business practices you use rather than expecting everyone to always do things above board.

	Respect the power of the local religions and culture—and examine how your products and services need to be tailored to take culture into account. For example, the Muslim seal of approval is that a product is "halal." If you're planning on selling in any country that has a large or growing Muslim population, you'd better make sure you understand how to make your product conform to these requirements.

	Become aware of the deeper meaning of products—so you can use this knowledge to design products that will be more widely accepted. For example, in India, housewives view the use of a bar of soap to wash clothes for their family as an outward expression of love. For this reason, laundry detergent and soap powders have negative connotations because they suggest housewives are no longer looking after their loved ones. To allow for these differences, Hindustan Lever has developed a laundry soap bar that offers all the benefits of ordinary soap plus superior performance in hard water. This new laundry soap bar has become a highly successful product in India, but would probably not sell anywhere else. These sorts of product adaptations need to be made all the time to succeed in emerging markets. Selling a global product just won't do it.

	Market to the "memsahib" or housewives—because in many developing countries these are the genuine trendsetters. Often the wealthy housewife in developing countries has domestic part-time workers, all of whom take their lead from her. Selling to housewives has an appreciable multiplier effect in many of these markets. Do whatever you can to get this market segment on board with your product or service first and you lay a good foundation for future growth.



Main Idea 3
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Application Methods

Developing markets are always a moving target. Just when you think you're getting a good fix on what's going on, something new will come along. This is why these nations are termed "developing" —everything is changing and in a constant state of flux.

To keep up with these ongoing changes and benefit from them:


	Look for recurring patterns—which happens as the per capita gross national product breaks through the $ 1,000, $ 5,000 and $ 10,000 thresholds. Each of these milestones might trigger a needed change in your company's positioning, direction or distribution policies. Learn from what has happened in other developing countries that have traveled this same path and adjust your business plans to suit.

	Collaborate—work with government agencies, non-government organizations and other players to address some of the challenges facing your business. They want more companies like yourself to be involved in growing their markets so working with others can be a worthwhile idea.

	Export your successes—take what works in one developing market and apply those same ideas in other markets facing the same constraints and challenges. Many products that are developed for the ruggedness of one developing market will work equally well in all other similar markets. Create opportunities to duplicate what works over and over.

	Look for some "reverse colonialization" opportunities—or in other words take advantage of any of the byproducts of past colonization efforts that still exist. India has a high concentration of English speakers partly as a result of having been a British colony. This has led to a flourishing call center industry and the opportunity for many Indian engineers to work in the computer software industry. Similarly, the Portuguese culture of China's Macao peninsula has served as a gateway for Chinese businesses to sell to the 220 million people who speak Portuguese around the world.

	Look at a country's "growing pains" as the source of some worthwhile economic opportunities—and help supply the necessary new infrastructure or offer other alternatives to the key problems. If you can offer viable solutions, you can turn a country's problems into vast business opportunities.

	Export products from the developing nations to the developed world—because there is always a market for products that are rugged, low maintenance and low cost. There are many examples of products that were designed to meet the challenges of the developing world becoming highly successful in the developed world for different reasons. Try and use this strategy to good effect by looking for interesting cross-over products.

	Import customers from the developed world—which isn't as strange as it may sound. Digital technologies mean you can outsource operations to take advantage of the lower wages in developing nations. Medical tourism is also very well established, with patients traveling to developing nations for operations, cosmetic surgery, organ transplants or eye surgery. The medical tourist market in India alone will exceed $ 2 billion by 2015. It isn't unusual for operations that would cost $ 200,000 in the U. S. to be available for around $ 10,000 in a developing nation, including the airfare and post-operative care.

	Utilize old skills in new ways—for example, traditional Indian craftsmen make excellent video and animation artists with a little training. Several Chinese companies now challenge Disney and Pixar in global animation projects. Many developing nations have historical capabilities that can be applied in new ways.




Key Thoughts

"Developing markets often differ in fundamental ways from developed markets, and the products and service solutions for these markets need to reflect these differences. Sometimes the resulting solutions need to be more like bullock carts than traditional automobiles. Quality needs to be high, but it might be defined differently. Sometimes solutions require merging the old and the new, the modern and the traditional. By understanding the differences, companies can build 'bullock carts' that they can ride to profits and growth by meeting the market's true needs."

Vijay Mahajan＆Kamini Banga

"With intense competition, a shifting customer base, and emerging technologies, companies cannot afford to stand still. Even if they have a successful formula for today, companies need to keep testing the waters. These ongoing experiments help them learn about the market and reveal the strategies that will work

for that particular market at that particular time. Developing markets are full of surprises as they develop. Companies need to be there with customers to understand the next innovations that are needed. A variety of small experiments can help keep the unpleasant surprises small and inexpensive while identifying rich opportunities."

Vijay Mahajan＆Kamini Banga

"In the long run, numbers are on the side of the developing world. The recent emergence of China and India demonstrates how quickly these large populations can become thriving consumer markets. Two decades ago, who would have expected these two countries to be driving the global economy? Who could have seen that war-torn South Korea would emerge as a thriving global player? Who would have thought that Singapore could have emerged as such a strong economy before former Prime Minister Lee Kwan Yew proved it could be done. The transformation is just beginning. There will be hiccups along the way and further surprises over the next two decades as the next 'Chinas' and 'Indias' emerge. The only certainty is that 86% markets are here to stay. These markets are young and growing. Even though they won't become developed tomorrow, they are the future. And the companies that can develop the right solutions to meet their needs will find a rich source of growth."

Vijay Mahajan＆Kamini Banga





在地观点

台商在新兴市场的另一种战略


丁重诚



马来西亚彦武纸业公司董事长


个人从进入职场、到自行创业，经历过1980年代的台湾、1990年代的马来西亚，以及2000年至今的越南，比本期《大师轻松读》两位原著作者累积的印度和美国经验，有过之而无不及。谈起新兴市场的心得，理应由台商当主角，把酸甜苦辣的故事加以整理，萃取而成的经营策略，更值得管理人士用心参考。

面临抉择

彦武纸业的总部设在马来西亚马六甲，是我和创始股东们于1990年前一年，来到大马考察投资环境之后，决定的落脚地点。纸业，在产业分类上属于传统产业，马来西亚厂的产品销售，目标在大马在地市场，以马国2,300万的人口，是我们这样的中小企业能够掌握的。

然而，1994年之后，马来西亚出现劳工短缺的现象，马国政府开放引进外劳，却又顾忌当地的就业机会，外劳政策极不稳定，在马国发展的外国企业面临两难，若是选择留下来，会有生产不稳定的问题；不然，就要放弃在马国的多年耕耘，外移到其他合适的生产地点。

彦武纸业最后的决策是，双管齐下：一则把马国的生产线留下来，转而生产高单价的创新纸制品，控制质量、服务顾客，做到业界的模范生。另一方面，去年再到越南同奈设厂，进军另一个新兴市场，引进第一级的制纸机器设备，原料符合国际标准，同时注意出口的商机，避免只在越南内部市场和其他台商竞争。

无论是管理学者、或是企管顾问，相信对我们这样的决策，都会点头称是。

可是，市场的反应，让我们失望了。

包含消费者、客户以及售价等市场的实际情况，没有因为厂商的严格自律，而得到消费者或买家以行动反馈。彦武纸业的产品没有因此多卖一分钱，反而因为原物料涨价35％，生产成本急速垫高，客户在生产端竞争激烈下，供应来源不虞匮乏，不肯接受调高售价，生产者的获利大幅缩水。公司所有人员每天忙忙碌碌，月底结算却没赚几个钱。

向低价看齐？

原料从源头涨价，带来的成本问题不是只发生在我们彦武纸业，多数大马同业采取不同的因应方式。其中，首打“蒙”术：为了争取订单，先答应买家客户开出来的价格，再回过头来调整产品的原料成分，维持必要的获利率。

举例说，纸板每单位的市场一般价为100马币，扣除运送、通路等之后，正常净利是10％；厂商A可以提供稳定质量的产品，不良率降至5％以下，惟价格订在105元；厂商B提出均价100元，但交货时间视生产线的排班而定；厂商C开出90马币、正常货。买家先以价格取决，90元的厂商C顺利拿到订单。

在经济已开发的成熟市场，厂商A获胜的机会其实最大，产品生产必须符合规格、契合买卖双方的商业标准。产品交到客户手上，质量马上就看到，唯有每一步骤都好好掌握，才能确保下一张订单还会进来，商誉与诚信，是这些社会所重视的。厂商C能在开发中市场拿到订单，价格是胜算，至于产品成分、质量控制，没有制式标准来检验，买卖双方没有白纸黑字的合约签订，厂商C于是苛扣成分、调换原料，用低劣质量的添加物，唯一目标就是把生产成本降下来，维持净利在10％，或是赚得更多。

俗谚说，一分钱、一分货，对生产厂商而言，一旦成本和获利达不到预设目标，就只好降低质量，反正开发中市场的消费者，也看不懂产品的好坏。中国大陆是最明显的例子，上百万家厂商在争取相同的单品商机，买家想要的便宜价格，一定找得到供应厂商，客户开得出来的订单回扣，生产厂商也照单全收，所有因此产生的额外成本，全都从原料、制工上扣抵减掉，最后生产出来的成品，质量堪虑，但符合大陆人的基本需求：便宜就好。真是向下沉沦！

只能抢先，别想通吃

我们自律为优质厂商，但因身处开发中市场，面对的买家不够优质、消费者有待教育，不肯选购我们的高价品，一再重复的结果，是竞争不过其他同业、营业获利缩水。如果是发生在台湾，正确的策略选择是教育消费者，呼吁质量的重要，经年累月地推动，买家也会跟着只要好货、不爱便宜货。如今是在马来西亚、越南，我不认为，消费者的教育是由像我们的优质厂商来做。

一如原著作者所指出，开发中国家的商业基础建设非常薄弱，厂商必须自己引进或兴建基础建设，这是一项大投资，中小企业哪来的通天本领，连教育消费者都要投资。作者所言的“切入市场的机会”，借由自己引进发电机、变流器、净水系统或其他资源，从提供给其他市场后进者中，创造自己的获利空间，实际而言，机会不大。

厂商进军新兴市场，争取的就是独有、抢先一步的商机，若想要更进一步的“通吃”，必须付出的能耐、成本，属于另一个层次，不是台湾的中小企业能玩的。

开发大量运用纸器

当初，我选择到马来西亚设厂，是着眼于马国的廉价劳工、原料，以及大英国协的优惠关税等，也是因为台湾的小型纸器加工厂生产成本高涨、产业外移蔚为风潮。在马六甲爱极乐工业区租地创设彦武纸业有限公司，初期只能算是一个纸箱加工厂，再随当地客户需求，在马国各州另设新厂，营业额很快就冠居同级厂首位。由于生产线已供不应求，于是进行扩厂，引进全马最宽的2.5m瓦愣纸板机，晋身为纸板纸箱，一贯化加工厂。

我的看法和其他人有些不同，纸器业是劳力密集的行业，但不应该是落后、没有远景的产业，在商业导向的现代社会，运输与贩卖货物都少不了包装，基于环保的概念，纸器包装最合乎绿色精神的包装工具，只要改善质量和创新印刷技术，纸器的用途应是不可限量的。所以，彦武纸业一方面从开发技术，赋予纸器新的生命和商机，除了以往耐重防水的功能，还开发彩色印刷技术，使得纸箱不仅是包装运输的工具，更兼具营销展示效果。

开发新的印刷技术，突破以往的限制及加工程序繁复的缺点，让我们顺利取得ISO9002的国际品保认证，并计划每年都开拓新的研发成果，以相同的原料及通路条件下开发新产品。目前已进行的研发，是围绕在瓦楞纸的其他用途上，开发出以Paper House为品牌的生活精品，以坚硬瓦楞纸制成的“纸制家具”、“纸制文具盒、笔筒”、“纸制书架”，以及“纸制立体模型拼图”，并且取得专利，规划在相同的通路上，以OEM的方式，销售Ornapaper品牌的包装材料。

真正的战场

我的构想是，在市场竞争不断扩大下，彦武不能够只死守一种业务，不只依赖工业纸箱获利，以区隔市场的策略，让瓦楞纸的衍生产品成为业务的新核心。实际的结果，又不如我们所想象，马国客户没有热烈反应，新产品能占营业总额的比重很低，唯诚如作者所言，“新兴市场变化迅速”，马来西亚和越南都在转型，例如大马政府有意发展新科技领域，许多大马台商看准未来的市场，连奈米科技都准备引进来，但我希望台商朋友能够看到下一句：“86％市场的科技非常落后”。即使是南亚国家中较高水平的大马，是远不及科技发达的台湾，台商朋友听我讲句真心话：不必想太远、不必想太美。

个人在市场上30多年以来，多数是在情况未明的新兴市场，作者描速的庞大商机确实存在。越南的出口成长每年45％，越南人普遍有工作、有收入，消费能力随之增加。东协国家的5亿人口消费市场被凸显出来，马来西亚是串连这个市场的平台，以及通往回教世界的关口。只要质量规范确立，各式成本就能透明，至于获利可以到什么程度，全凭组织管理的优劣，这样才是真正的战场啊。


本文作者简介

美国西太平洋大学硕、博士，1990年从台湾赴马来西亚投资纸厂，专心经营彦武纸业公司，10多年的时间从资本额台币250万元，成长为年税后净利马币1,100余万元，并于2003年在大马交易所挂牌上市，2005成立越南彦武纸业有限公司。获选台湾政府颁赠的海外青年创业楷模奖、国家磐石奖；马来西亚颁封DMSM拿督勛衔。为反馈国家的栽培，他为海外台商奔走，曾任马六甲台商协会会长、马来西亚台商总会秘书长，去年起担任马来西亚台湾商会联合总会会长。
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Don’ t build a car when a
bullock cart is more appropriate
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