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七件事、27守则，创业必成

现在正是创业的最佳时机——只要你睁大眼睛投入，而不要轻易相信许多商业书籍披着糖衣的半吊子理论。在现实世界里，开创成功的事业并持续成长是一项挑战。不可避免地，经营的过程总会有出错的时候。如果生存是必须履行的责任，而非期望的目标，聪明的方法是遵循其他人成功的方式。下列27项守则，就是专门用在应付商场第一线的各种战况。

聪明人生意做得好，但即使是更聪明的人，也将他们的成功归功于从别人的错误中学习，仿效正确的作法，避免重蹈覆辙。这27项守则也是为此而设计的。

总之，使用正确的地图，而非以理想世界为出发点的地图，你将有更大的机会加入成功创业者之列。整体而言，27项守则正是你所需的那张正确地图，帮助你不会脱离正轨、提醒你应该避开的岔路，并指出许多人必须亲自走过几次才能发现的捷径。

别害怕自行创业，用对方法就能成功！


「我们没有制订这些规则：只是向各位报告我们对上千位创业者的观察和成功的经验。如果你要的是用来慰藉创业灵魂的励志语言，可以阅读充斥坊间其他有关小型企业的书。请别误会，我们对于励志和灵修没有任何反感，只是我们相信，『感觉舒服』的建议无法真正帮助你在艰困无情的市场上闯出一番名号。」

——史宾瑟和安尼克





第1件事　你有创业家的特质吗？　
英文



守则#1　要顺利开创事业，你需要有某种程度的偏执。

成功的创业者担忧每件事，时时陷于惶惶不安。事实上，这些人忧心的是大部分人不会想到的枝微末节，例如：


	产品和服务是否恰当。

	市场的趋势是什么。

	竞争者在做什么，该如何回应。

	公司是否有足够资金追求成长。

	投资人是否满意。

	是否已经组成适当的管理团队。

	公司面对的法律环境。

	公司的全体员工，以及所有人员所投射出的企业形象。

	每位员工是否都有适当的能力。



一旦创业者自认已经搞定这些问题时，才是真正应该开始担心的时候，因为这代表他会变得自满，而成为其他人可以轻易打击的目标。

成功的创业者对任何一件事永远有操不完的心。


「外界对创业家最大的迷思之一，就是他们都是自己命运的主人。恰好和一般既有的印象相反，成功的创业家对于自我定位和事业都极端缺乏安全感。」

“成功的创业者担忧每件事，时时陷于惶惶不安。”

史宾瑟和安尼克

「商业界只有两种伟大的动力：恐惧和热情。到目前为止，恐惧是两者之中比较好的动力。」

安尼克

「要作个成功的商人，你必须培养不安全感直到成为一种习惯。当你开始对事业及未来感到满足，自满就成为你必须战胜的习惯。」

史宾瑟和安尼克



守则#2　开创事业并追求成长，是世界上最孤独的工作，所以你必须心甘情愿。

创业的本质使其成为一项绝对孤独，有时甚至徒劳无功的任务。若资金有限，你必须事必躬亲；但若有钱聘请员工，你的心态就必须从参与者转变成管理者，许多人都无法做到这一点。

如果你无法接受必须每天面对自己不会永无过失这项事实，就别创业，替别人工作会是更好（且更快乐）的选择。

“外界对创业家最大的迷思之一，就是他们都是自己命运的主人。恰好和一般既有的印象相反，成功的创业家对于自我定位和事业都极端缺乏安全感。”


「创业生涯最严酷的现实之一是，创业者皆孤独。在新创的公司里，通常没有人能和你谈心，你无法和其他人激荡好点子，若有某项决策错误，没人可以做代罪羔羊，只能怪自己。」

史宾瑟和安尼克



守则#3　创业者都是乐观的，有着一本初衷，在失败中寻找机会。

在任何创业情境中，你无法确定每一件事，意外随时都会出现。创业者要学会随机应变，改变且适应外在环境的需要。

但除了适应力之外，创业者还要结合乐观与自信才能成功，即使他们必须用一点点创造力，加上全然的恐惧。成功的创业家不会被困难打乱阵脚，他们接受困难，寻找方法把困难变成优势，并且不断向上提升、前进。


「创业家在公司成立的前两年，每年平均作出三或四次以全公司作为赌注的决定。」

“创业生涯最严酷的现实之一是，创业者皆孤独。”

大卫·查普曼　北点创业投资公司



守则#4　困难出现时（事情总是如此），创业者绝对冷酷无情以对。

冷酷无情的人，会采取下列自认为最好的作法：


	不论其他人怎么想。

	不管一般人采用什么方法。

	丝毫不担心对其他人会有什么冲击。



「冷酷无情」是对创业者最崇高的赞美。这并不表示他不道德，反而表示创业者的择善固执。

冷酷无情的创业者具有下列特质：


	开除表现差的员工绝不手软。

	攻击竞争者的弱点绝不迟疑。

	必要时，有办法让债权人愿意多宽限一点付款期限。

	拒绝接受顾客不合理的要求。



总而言之，白手起家创业时，偶尔使出冷酷无情的手段，可保事业走得更长久。


「如果『冷酷无情』一词令你困扰或有违你的价值体系，你可以用政治上较友善的字眼，如『无私奉献』、『目标导向』、『坚定』，或甚至流行的『专注』来代替。至于我们，我们喜欢『冷酷无情』。」

史宾瑟和安尼克





Section 1　Do You Have What It Takes?　
中文



Rule#1　To survive starting your own business, you need a healthy dose of paranoia.

Successful business developers are worriers about everything—a mass of insecurities, in fact, about the fine points most people don't even think of, such as:


	Whether their products and services are right.

	What the trends are in the marketplace.

	What competitors are doing—and how to respond.

	Whether the business will have enough capital to grow.

	Whether investors are happy.

	Whether the right management team has been assembled.

	The legal environment, which the business exists in.

	The business offices, and the image they project.

	Whether they personally have the right mix of skills.



As soon as a business builder thinks they have this question nailed down, that's the time, they should really start worrying—because it means that have become complacent and thus an easy target for someone else to beat.

Successful business builders never stop worrying about everything and anything.


"One of the great myths about entrepreneurs is that they are masters of their own destinies. Contrary to the popular image, the people who succeed as entrepreneurs are extremely insecure about who they are and what they do."

Miles Spencer and Cliff Ennico

"There are only two great motivators in business: fear and passion. Fear, by far, is the better motivator of the two."

Cliff Ennico

"To be successful in business you must cultivate insecurity until it becomes a habit. Once you start feeling complacent about your business and where it is going, that very complacency becomes a habit that will have to be overcome."

Miles Spencer and Cliff Ennico



Rule#2　Starting and growing your own business is the loneliest job in the world—there's no one else to blame.

The nature of the task guarantees that building a business is a lonely and sometimes thankless assignment. If funding is limited, you'll have to do everything yourself. Alternatively, if funds are available for staff, you have to make the mental shift from "doer" to "manager"—a jump many people fail to make.

If you can't live with the idea of having definitive proof generated on a daily basis that you're not infallible, don't start a business. You'll be far better off (and happier) working for someone else.


"One of the hard realities of the entrepreneurial life is that business owners are lonely people. In an entrepreneurial company, there is often no one to talk to. You cannot bounce ideas off other people. If a decision turns out badly, there are no scapegoats you can blame (or fire) but yourself."

Miles Spencer and Cliff Ennico



Rule#3　All business builders are optimists. They take an original approach and find opportunity in disaster.

In any start-up situation, you're never going to be able to nail everything down with certainty. The unexpected always eventuates. Business builders learn to think on their feet—to change and adapt as circumstances demand.

But more than adaptability, business builders combine optimism with self-belief to make things work—even if they have to use a little creativity blended with sheer terror. Successful entrepreneurs don't get derailed by problems—they accept them, they look for ways to turn them to their own advantage and they keep moving onwards and upwards.


"Entrepreneurs make three or four 'bet the company' decisions each year in the first two years of their existence"

David Chapman, North Point Ventures



Rule#4　When things get tight—as they always do—business builders get ruthless.

A ruthless person does what he or she thinks is best:


	Regardless of what anyone else thinks.

	Irrespective of what the commonly used approach is.

	Without worrying about the negative impact on others.



Calling a business builder ruthless if the highest compliment you can pay them. It doesn't mean to be unethical, but instead suggests an undeviating commitment to consistency.

Ruthless business builders:


	Have not trouble firing staff that isn't performing.

	Will not hesitate to exploit a competitor's weakness.

	Are prepared to make creditors wait for payment if necessary.

	Refuse to meet unreasonable demands from customers.



In the final analysis, a little ruthlessness will go a very long way when building a business from the ground up.


"If the word 'ruthless' bothers you or cuts across your value system, you can substitute more politically friendly words like 'dedicated', 'goal driven', 'determined' or the ever popular 'focused'. As for us, we like 'ruthless'."

Miles Spencer and Cliff Ennico





第2件事　关键——适当时机的适当构想　
英文



守则#5　别忽略缺乏魅力的市场中稳当且有利可图的机会。

在追求财富的过程中，有些创业家的眼光超越现阶段的一般商机，反而专注在未来的特殊计画。

商场上没有所谓「适合」个人教育背景的事业，你必须能预期哪些产品能够成功、赚钱，对你而言，这才是所谓「适合」的定义。

以每个人都能作的事业致富，永远胜过耗尽一生等待「正确的机会」出现。


「每当我们听到创业家说，『这是前所未有的』，我们会担心之所以『前所未有』，背后可能有一个非常好的理由。」

史宾瑟和安尼克



守则#6　别浪费时间开发对自己完全无益的构想。

不论自己的商业计画有多健全，如果你是资源不足的创业新手，没有人会资助你几百万美元的开发资本。投资人支持那些能够展现过往实力的人——不是自认未来可成就一番大事业的人。

因此，在你为一项新商业构想投入多年光阴和数万美元准备金之前，先回答下列几个困难的问题：


	实际上，在产品能够试卖前，需要多少开发资本？

	依据类似产品的创业经验，该计画能够承受多久的开发时间？

	如果换做你是投资人，即使这些构想听似非常合理且可能有赚头，但你会资助一个跟自己一样的人吗？



“商场上没有所谓「适合」个人教育背景的事业，你必须能预期哪些产品能够成功、赚钱，对你而言，这才是所谓「适合」的定义。”

一般来说，如果你能专注在以目前可取得资源（或是确定握有的最少时间和金钱）就能做到的事，而不是耗费多年发展一个需要庞大资金才能获得进展的计画，你的成就会更高。


「实现伟大构想所需要的钱，不会是出自单纯幼稚的小型投资人（即使你完全遵守证券法规）。实现伟大构想需要庞大的资金，只有最大和最有力的投资人具备这种优势。问题是，这些业界大亨可能自己想要开发那个构想，（最多）只给你一小笔创意费，及史书上的一小行注脚。」

史宾瑟和安尼克



守则#7　根据常理，大多数一夕成功的事业都要花上20年的努力。

坚持、运气并努力存活到大环境成熟，是真实世界中大多数成功故事的关键要素。

你在个人职业生涯所累积的经验、知识和人脉，迟早会成为最大的利器。专心致力在一个构想，直到开花结果，加上愿意结交能够为自己增加价值，但又能让你保持平衡的人，就能建立往前进的动力。


“「冷酷无情」是对创业者最崇高的赞美。这并不表示他不道德，反而表示创业者的择善固执。”

「每项事业都有某些成功的基本关键；当你发现这些关键通常是简单易懂的，恐怕也已经耗去你好几年的时间。有时候『一夕成功』得花上好几十年的功夫，坚持下去，你的时代总会来临。」

史宾瑟和安尼克

「运气是事业成功的要素之一（我们不会否认这一点），但商场的变化如此快速，只要你撑得够久，好运迟早会降临到你身上。」

史宾瑟和安尼克

「1950年代，『美国梦』代表拥有自己的家，外加车库里一辆八汽缸、耗油、美国制造的大轿车。今天，『美国梦』代表拥有自己的事业。至少五分之一的美国人梦想创立自己的小事业，把一项嗜好转变成印钞机，加入一家快速成长的新创公司，或只是单纯地不再为别人工作。你不相信？去任何一个社交聚会问问有没有人有新的事业构想，我们敢保证，几乎每个人都有一个已经考虑一阵子的想法。」

“专心致力在一个构想，直到开花结果，加上愿意结交能够为自己增加价值，但又能让你保持平衡的人，就能建立往前进的动力。”

史宾瑟和安尼克

「成功创业家的背景层面涵盖相当广泛，并打破大家心中对传统成功创业家的刻板印象。」

史宾瑟和安尼克





Section 2　The Key—The Right Idea at the Right Time　
中文



Rule#5　Don't ignore sound and lucrative business opportunities in unglamorous fields just because you're hoping to get into something more exciting and challenging.

Some entrepreneurs, in their rush to riches, look beyond the obvious business opportunities they find all around them and instead focus on exotic projects way off into the future.

There is no such thing as a "proper" business for someone with your educational background. You need to have the perspective that whatever works and whatever makes money is, by definition, "proper" in your book.

Getting rich in a business anyone can do is always going to be much better than spending life waiting for the "right opportunity" to come along.


"Whenever we hear an entrepreneur tell us, 'it's never been done before'，we worry that there might very well be a very good reason why it has never been done before."

Miles Spencer and Cliff Ennico



Rule#6　Don't waste time developing a great business idea you'll never be in a position to exploit for your own benefit.

Regardless of how sound your business plan is, if you're a first-timer with few resources of your own, nobody is going to back you with millions of dollars in development capital. Investors back people who can show where they've been—not where they think they can go in the future.

Therefore, before you spend years of your life and thousands of dollars in preparation costs on a new business idea, ask a few hard questions:


	Realistically, how much development capital will be required before the product can be test marketed?

	Based on the start-up stories of comparable products, how much development times will the project entail?

	If the roles were reversed and you were an investor, would you back someone like yourself—even if the idea looks very sound and potentially profitable?



Generally speaking, you will achieve more if you focus on something you can do with the resources you currently have available (or can secure with a minimum of time and money) than if you spend years developing a project that will require a massive injection of funds before it can make any progress.


"The kind of money it will take to realize a truly great idea will not come from unsophisticated mom-and-pop investors (even if you fully comply with the securities laws). It takes great capital to realize great ideas, and only the largest and most powerful investors have the leverage to make it happen. Trouble is, these titans of industry will probably want to exploit the idea themselves, leaving you (at best) with a small finder's fee and a footnote in the history books."

Miles Spencer and Cliff Ennico



Rule#7　As a rule of thumb, most overnight successes take about twenty years.

Persistence, luck and managing to "stay in the game" until the planets are in alignment are key elements in most real-world success stories.

Sooner or later, the experience, knowledge and personal contacts built over a career will come to the fore. When combined with a commitment to focus on a single idea until it is seen through to fruition and a willingness to surround you with people who can add value while keeping everything in balance, for-ward momentum can be built.


"In every business there are certain fundamental keys to success; while they are usually simple and straightforward once you recognize them, it often takes years before they make themselves apparent. Sometimes an 'overnight success' can take decades. Stick it out until it's your turn to shine."

Miles Spencer and Cliff Ennico

"Luck is a factor in business success—we don't deny that—but things change so fast in the business world that sooner or later things will break your way if you hang around long enough."

Miles Spencer and Cliff Ennico

"In the 1950s, the 'American Dream' meant owning your own home along with an eight-cylinder, gas-guzzling, American-made automobile in the garage. Today, the 'American Dream' means owning your own career. At least one in five Americans today dream of starting their own small business, turning a hobby into a moneymaking machine, getting in on the ground floor of a fast-growing entrepreneurial company, or just plain not working for somebody else anymore. Don't believe us? Go to any social function and ask people if they have ideas for a new business. We guarantee just about everyone in the room has one that they've been thinking about for quite a while."

Miles Spencer and Cliff Ennico

"The demographics of successful entrepreneurs are broad and shatter all traditional stereotypes you may have about the type of person that succeeds in the entrepreneurial environment."

Miles Spencer and Cliff Ennico





第3件事　市场和竞争　
英文



守则#8　绝不要尝试让市场配合你的事业计画。

倾听市场的声音，了解市场需求并调整计画，你才能提供更多产品给市场。以回应市场需求为依据建立事业，永远会比试图「教育」市场接受你提供的产品更为成功。

通常你想卖到市场的东西和市场愿意花钱购买的东西，是完全不相干的两件事。聪明的创业者会找到方法结合两者，而不是一意孤行，徒劳无功地试图说服市场的选择是错的。

人们只会买他们想买的东西、或担心不买会吃亏的东西，他们不会理性且有逻辑地行动——在日常生活中保持理性和逻辑根本不符合人性。

下列几项错误是创业者最常犯的错误：


	只因为他们自己会买就开发一项产品，自以为其他人的想法和他一样。

	开发亲友喜欢的产品，事实上，朋友很少有愿意正面批评你的，他们宁可说些你想听的话。

	把行销测试的失败归咎于统计上的异常，因为样品数过小不具代表性。




“倾听市场的声音，了解市场需求并调整计画，你才能提供更多产品给市场。”

「很多时候，想找出市场真正的目标消费者是困难的。人们不见得永远说实话，或许因为他们还没发现自己购买某项产品或服务的真正原因，也或许因为他们喜欢你，只愿对你说他们认为你想听的话。市场有可能是含糊不清的，有时候必须用诱骗的方式套出它的秘密。」

史宾瑟和安尼克



守则#9　在淘金热潮中，最后通常是卖铲子的最赚钱。

换句话说，那些提供大家都用得着的赚钱工具的人，通常比自己大多数顾客的获利要来得多。因此，你应该寻找一个让自己占据有利位置的机会。

要永远都能正确地遇见下一波商业热潮并非不可能的事，但确实相当困难，要牢记以下几点：


	当你在正确的时间、地点，具备了适当的才能，生活将变得非常有趣。

	任何产业绝大多数的财富，通常不是来自光彩夺目的目标，而是深入核心工作。

	保持足够的灵活度以回应市场变化，永远是最理想的方法。

	随着一股趋势成熟，不同的需求将出现，聪明的创业者会预期到，并准备好存货，在市场改变方向和焦点时即刻退出市场。（预测市场和试图用一己之力影响市场是完全不同的作法。）




“聪明的创业者会找到方法结合两者，而不是一意孤行。”

「在热门市场里，最有赚头的地方不见得是最让人兴奋或最着迷的地方，你必须在赚钱和成名之间有所选择。」

“很多时候，想找出市场真正的目标消费者是困难的，因为人们不见得永远说实话。”

史宾瑟和安尼克



守则#10　每一项事业都是从一个伟大的点子开始，但并非每个点子都能成功。

下列是要切中核心的关键问题：

「人们为什么会购买这项产品或服务？」

要避免着重的问题是：

「人们为什么『应该』买这项产品或服务？」

任何无法区别这两个问题的人，注定要浪费大量的生命追寻毫无结果的构想和计画。

很明显地，创业者对他们的事业构想都充满热情。一次又一次，那份热情让他们不断向自我推销自己的构想，从不担心必须等待市场跟上脚步。这是个大错误。

另一个创业者常犯的错误是，以亲朋好友（喜欢这个构想但没有钱投资）或其他人的高度兴趣的反应，作为市场研究的基础。他们应该针对更理性公平的态度看待产品的人搜集资料。


“任何产业绝大多数的财富，通常不是来自光彩夺目的目标，而是深入核心工作。”

「就连拥有伟大构想的创业家，偶尔都会被自己无法控制的问题打败。但如果你养成忽略这些问题的习惯，当然就更有可能碰到这类困难。」

史宾瑟和安尼克

「创业家通常是绝佳的业务人才——有时候好到甚至能推销自己。如果你真心相信自己能改变这个世界去配合你的小构想，你将会得到一个悲惨的报应。」

史宾瑟和安尼克





Section 3　Markets and Competition　
中文



Rule#8　Never try to make the marketplace fit your business plan.

Instead, listen to the marketplace, learn what it wants and adjust you plan so you can give it more. You'll always be far more successful if you build a business based on responding to what the market shows it wants rather than attempting to "educate" the market so it will want what you have to offer.

Very often, what you want to sell the market and what the marketplace will buy and pay for are two different issues altogether. The smart entrepreneur finds ways to align the two, rather than launching forth on a futile effort to convince the market of the error in its ways.

People will buy only what they want to buy—or are afraid not to buy. They won't act logically and rationally—it's simply not human nature to do that day-in and day-out.

The most common mistakes entrepreneurs make are:


	Developing products simply because they would buy it themselves—therefore, everyone else thinks the same way.

	Developing products their friends and associates like—when in reality friends will hardly ever criticize you preferring instead to tell you whatever you want to hear.

	Dismissing a lack of success in test marketing as a statistical aberration because the sample was too small to be representative.




"Many times, it is difficult to figure out what people in your marketplace really want. People don't always tell the truth, either because they haven't admitted to themselves the real reasons they buy certain products and services or because they like you and will tell you only what they think you want to hear. The marketplace can be coy and must sometimes be coaxed into giving away its secrets."

Miles Spencer and Cliff Ennico



Rule#9　In a gold rush, the guy who sells shovels usually ends up doing best of all.

In other words, the people who provide the tools everyone else wants to use to strike it rich will usually do better than almost every one of his or her customers. Thus, look for opportunities to position you advantageously.

It's extremely difficult, if not impossible, to always accurately forecast what the next hot business trend is going to be. But keep in mind these points:


	When you do end up in the right place at the right time with the right set of skills, life can become pretty interesting.

	The most money in any industry is not usually made at the glamorous end. It's usually made somewhere deep in the inner workings.

	Being nimble enough to respond to where the market is heading is always going to be the optimum approach.

	As the trend matures, different needs are going to emerge. A smart entrepreneur will anticipate that—and be there ready with stock to sell when the market changes direction and focus.（Anticipating the market is an entirely different approach to attempting to move the market yourself）.




"In a hot market, the most profitable place to be isn't often the most exciting or glamorous place to be, and you will have to choose between making money and making a magazine cover."

Miles Spencer and Cliff Ennico



Rule#10　Every successful business begins with a great idea, but not every great idea grows into a successful business.

The key question to focus on is:

"Why will people buy this product or service?"

The key question to avoid focusing on is:

"Why should people buy this product or service?"

Anyone who cannot differentiate between these two questions is destined to spend large chunks of life pursuing ideas and projects that lead nowhere.

By definition, an entrepreneur gets passionate about their ideas for business. Frequently, that passion allows them to sell them-selves on their idea, without bothering to wait for the market-place to catch up. That's a big mistake.

Another common mistake business builders make is to base their market research on feedback from friends (who like the idea but have no money to invest themselves)，from family or from other with vested interests. They would be far better off gathering data from people who look at the product or service more rationally and dispassionately.


"Occasionally, even entrepreneurs with great ideas are run over by freight trains over which they have no control. You are much more likely to be run over by freight trains, how-ever, if you develop the habit of not looking for them."

Miles Spencer and Cliff Ennico

"Entrepreneurs are usually terrific salespeople—so good they sometimes even sell themselves. If you truly believe you can change the way the world works with your little idea, you will be in for a sad comeuppance."

Miles Spencer and Cliff Ennico





第4件事　人　
英文



守则#11　成功与失败的差别通常在能不能将不重要的活动授权其他人办理。

在大部分公司里，只有三到五项活动是必须由创建者亲自执行的。找出这些活动，专心投入，然后把其他所有事情下放，交付其他人处理，事业才能成长。

假装每一件事都非常重要只会减缓公司的运作，并且严重限制创新和有趣的方案。付钱请人完成这些会分散自己注意力且阻碍生产力与效率的工作，是非常合理的。

守则#12　绝不要混淆了伙伴关系和朋友关系

当商业利益与友情冲突时，输家永远是友情，因为：


	商业沟通生硬直接的本质，与朋友间相互沟通的方式对立。

	商场经常需要冷静、超然的洞察力，与好友之间的温情交流正好相反。

	在商场上，直率是令人高度赞赏的。在朋友之间，圆滑通常比较得体。



总之，聪明的策略是不要把两者混在一起。

「与朋友和爱人一起闯事业时，最好把每件事都用白纸黑字写清楚，如同与完全陌生的人合作一般，好比罗伯·佛洛斯特（编注：美国诗人）所写的『好篱笆制造好邻居』。大多数的律师都会告诉你，好的法律合约创造良好的商业关系，甚至还可能拯救几次友情。」

守则#13　绝不要和自己不想为伍的人合伙作生意。

创业者在公司草创初期会被迫牺牲许多事情，有家庭生活的牺牲或其他利益以及个人精力。

因此在做任何牺牲之前，先调查哪些你考虑合作对象的背景，如果他们不是你或你重要亲人所尊敬、欣赏和绝对信任之人的话，你会在事业刚要起步之前就面临彻底的失败。


「许多创业者对他们的生意伙伴视而不见，尤其当他们是朋友、大学室友或家庭成员。有时候，创业者会自愿和某个他根本不认识或不怎么信任的人合作，认为『他不可能那么坏，况且，商场的经验会改变他』。那些曾经与某个不是百分之百适合的人结婚，只因为相信自己可以改变对方的人，可以在悲剧发生之前及时阻止它。至于信任……如果你问自己，『我是否真的信任这个人？』需要花上一秒以上的时间才能回答『是』，那么你的答案应该是『不』。」

史宾瑟和安尼克



守则#14　绝不找一个和自己特质完全相同的伙伴。

有太多创业者试图独揽一切，但一家公司绝对不能缺少下列两种人：


	专注在如何创造业绩和带进新生意的人。

	辛苦应付所有的细节，确保每项承诺都能兑现的人。



“创业者在公司草创初期会被迫牺牲许多事情，有家庭生活的牺牲或其他利益以及个人精力。”

这两组能力是互斥的，一人不能两项兼备。因此，聪明的创业者了解自己的天赋优势，并且寻找另一个互斥的，能够信任且共事的人，提供另外一组必备的能力。


「社会心理学的一项基本规则是，我们倾向被我们认为与自己相像的人所吸引，一般人真的很少能与自己意见完全相左的人结为好友。在商场上你必须抗拒这种倾向，有时候，最糟糕的事情莫过于和亲近好友共同创业，只因为这个人是自己的好友。」

史宾瑟和安尼克



守则#15　有大公司的经验不一定就能成为成功的创业家。

在大企业工作的经验不一定能让所有人有能力面对创业生涯严酷的现实，这与新创公司过一天算一天维持生计的方式、瞬息万变的弹性和万事自己来的心态，是完全不同的。

大企业经验也可以非常有用，然而，只因为你曾经成功带领过大公司旗下的一个部门，就假设经营一家较小的公司也将轻而易举，是相当危险的讯号。

“许多创业者对自己的生意伙伴视而不见，尤其这些人原先就是朋友、大学室友或家人时。”

守则#16　要学着小心提防事业伙伴有隐藏的意图。

大多数创业者满怀的热诚，会扭曲你判断他人动机的能力，也会让你不自主地掩饰自己的缺点。

当下列情况发生时，你就该知道，谨慎通盘思考所有事情的时间到了：


	你想要提供重要股份给某个仅认识几天（或几小时）的人。

	某人开出好得令人难以相信的条件希望成为你的伙伴。

	你害怕和伙伴讨论他们的不良行为，因为你不想冒犯他们。

	你与生意伙伴的事业及个人生活过度纠结，以致无法将两者厘清。



“社会心理学的一项基本规则是，我们倾向被我们认为与自己相像的人所吸引。在商场上你必须抗拒这种倾向，有时候，最糟糕的事情莫过于和亲近好友共同创业，只因为这个人是自己的好友。”

吊诡的是，如果你对伙伴的动机保持适度的怀疑，直到事情稍有进展，你就会发现，这样反而比全盘接受事情的表象要来得更好、更顺利。

开创新事业最困难的挑战之一，就是把情感和逻辑分开考虑。然而，与创业伙伴合作时做到这一点，比任何事情都来得重要。



Section 4　People　
中文



Rule#11　The difference between success and failure is often the ability to delegate nonessential activities to others.

In most businesses, there are only between three and five activities that must be performed by the business builder personally. Find those activities, focus on them—and delegate everything else if you want your business to grow.

Pretending that everything is of monumental importance will only slow the business down, and severely limit new and interesting initiatives. Paying someone else to complete all those tasks, which divert your attention and hinder productivity and effectiveness makes very good sense.

Rule#12　Never confuse partnership with friendship.

When business interests and friendships collide, the loser is always the friendship because:


	The blunt and direct nature of business communication is at variance with the ways friends communicate with each other.

	Business often requires a cool, detached perspective—the exact opposite of the warmth found in good friendships.

	In business, forthrightness if highly desirable. In friendships, tact is more often exercised.



In short, the smart strategy is never to mix the two.

"When doing business with friends and loved ones, it is a good idea to have everything documented in legal agreements, just the same as if you were doing business with a total stranger. Just as Robert Frost once wrote that 'good fences make good neighbors'，most lawyers will tell you that well-crafted legal agreements make for good business relationships and may even save a few friendships as well."

Rule#13　Never go into business with someone you wouldn't like to be in a tight spot with.

Business builders will be called on to make lots of sacrifices in the start-up stage. These sacrifices will extract a price on families, on other interests and on personal reserves of energy.

Therefore, before making those sacrifices check out the back-grounds of the people you're considering going into business with. If they're not people you and your significant other respect and feel good about—and trust implicitly—you're headed for a disaster before the heat comes on.


"Many entrepreneurs turn a blind eye to their business partners, especially if they started out as personal friends, college roommates or family members. Sometimes an entrepreneur willingly goes into business with someone he really doesn't like or trust all that much, in the belief that'he really can't be all that bad, and anyway, working in the business will change him'. Those of you who have been married to someone who wasn't 100 percent right for you in the mistaken belief that you will change the person can spot that train wreck coming ten miles away. As for trust……if you ask your-self, 'Do I really trust this person?' and it takes more than a second for you to answer yes, the correct answer is no."

Miles Spencer and Cliff Ennico



Rule#14　Never look in the mirror for a partner.

Too many business builders try to be all things to everyone. Yet a business will never go anywhere without:


	One person who focuses on how to make sales and generate new business.

	One person who sweats out the details and makes sure everything promised gets delivered.



The two sets of skills are exclusionary—one person cannot have both. Therefore, smart business builders know where their natural strengths lie, and find someone they can trust and work with to provide the other set of skills that will be required.


"A basic rule of social psychology is that we tend to gravitate towards people whom we perceive as being like us—it is truly rare to have a close friend with whom you disagree on just about everything. This tendency has to be resisted in business life. Sometimes the worst thing you can do is start a business with a close friend simply because he or she is a close friend."

Miles Spencer and Cliff Ennico



Rule#15　Big company experience does not necessarily translate into success as a business builder.

The experience of working for a large corporation does not really prepare anyone for the harsh realities of start-up life: the hand-to-mouth way of paying bills, the turn-on-a-dime flexibility and the do-it-yourself mindset of start-ups is entirely and completely different.

Corporate experience can be highly beneficial. However, assuming that since you successfully ran a department for a large company, running a smaller company will be a breeze is a major danger signal.

Rule#16　Learn to be paranoid about the hidden agendas your partners really have.

The rush of enthusiasm that accompanies most business start-ups can also distort your ability to gauge people's motives. It can also help you unintentionally gloss over shortcomings.

You should realize it's time to think things through carefully and deliberately when:


	You're tempted to offer a substantial equity position to someone you've only known for a matter of days (or hours).

	Someone offers to become your partner on terms that are just too good to be true.

	You're afraid to talk with partners about the counter-productive things they are doing because you don't want to offend them.

	You and your business partner's business and personal lives become so intertwined it's impossible to tell where one ends and the other starts.



Paradoxically, if you remain a little suspicious of your partner's motives until such time as things progress a little further, you'll find that things will go better and more smoothly than if you accept everything at face value.

One of the most difficult challenges in starting a new business is to separate emotions and logic. Nowhere, however, is it more important does so than in working with the other people involved in building the business.



第5件事　我要钱！　
英文



守则#17　对自己的产品或服务没有热情，就不要创业。

要成功，你必须脱颖而出。换句话说，大胆无惧和冷酷坚决比羞怯和谦逊更有机会成功。你就是不能让潜在客户或投资人还没见识到你三寸不烂之舌的威力之前，就让他们弃你而去。

如果创业者无法直视投资人的双眼，以全然的信念和真诚告诉投资人这个计画会成功，那么这个计画就注定要泡汤了。同样100%的信念也必须表现在业务计画上，才能获得成功。

在商场上，所有的恩宠都集中在最积极进取的人身上，这些人的销售行为通常游走在乐观行销和全然欺骗一线之隔的道德边缘。


“如果创业者无法直视投资人的双眼，以全然的信念和真诚告诉投资人这个计画会成功，那么这个计画就注定要泡汤了。”

「有时过度承诺是在严苛市场创业的唯一手段，但你迟早必须兑现那些承诺。欺骗得来的钱通常只是短期的借款，公司成长所需的长期财务保障，是根据对顾客、投资人、员工等利害关系人。」

史宾瑟和安尼克



守则#18　别因为某个投资人看起来不符合期望，就断然拒绝他。

有时候，供应商、顾客或甚至竞争者会有兴趣投资，不要立刻回绝这些人，给他们审慎考虑的机会。

你或许已经属意完全从另一个来源取得资金，但如果眼前就有可得的资金，就必须有非常坚强的理由才能拒绝。

别忘记，投资协议中可以选择保留与他方签订适当商业协议的自由。


「在实际操作上，你带进公司的每个投资人，都应该被视为事业上的伙伴。银行的作法与创投基金公司大不相同，创投公司也和『天使』或有钱的个别投资人不一样，因此确保自己了解不同资金的性格，并且也有兴趣依此评估潜在事业伙伴的性格，是非常重要的。」

“有时过度承诺是在严苛市场创业的唯一手段，但你迟早必须兑现那些承诺。”

史宾瑟和安尼克



守则#19　只有一个投资人时，很难提高自己的筹码。

因此，不论你卖的是什么，实现真正市场价值的机会，有赖于成功吸引至少两个独立单位的兴趣。你会发现，当大家知道有人正在寻求相同的商机时，决定加入行动的速度之快，令人惊讶。

在实际操作上，这表示你必须抗拒急切接受第一个潜在投资人的冲动。一点点制衡是必要的。当然，你不该用不道德的方式对待潜在投资人，或用捏造的竞争者提高价格，因为这种作法也会回头伤害自己。如果这个机会被过度推销，某些潜在投资人也会拒绝出价。

含蓄一点，通知潜在投资人他们的价格表必须在某个时间准备好，否则就失去资格。这么做就传达出其他单位也在寻求同样机会的讯息，因此他们应该尽量提高竞争力。


「有些创业者与现有投资人培养出一种和谐、满足的关系，因此当公司需要更多资金时，创业者觉得背叛初期投资人是不道德的。但事实上，许多初期投资人并无法在财务或其他方面，帮助一家公司成长至能够发行IPO或出售给大型企业的阶段。成功地谈成第二、第三和第四轮的增资，让公司上市，并让他们实现一大笔的投资获利，决不是背叛投资人。」

“不论你卖的是什么，实现真正市场价值的机会，有赖于成功吸引至少两个独立单位的兴趣。”

史宾瑟和安尼克



守则#20　潜在投资人拒绝你时，要问清原因，每一次都能让你获益良多。

创业者需要一张非常厚的脸皮。某人拒绝你时，别把这当成对你个人事业的最后宣判，学点东西，问他们为什么拒绝你的提议，他们对你说的话或许是下一次成功的关键。

此外，请教他们是否愿意介绍某个可能有兴趣的人，投资人通常会有准备，万一这笔生意没谈成，大家还是可以互相推荐其他生意机会。

当然，一连串明显的拒绝，就应该是不能忽略的线索，但这还不算世界末日，只是提醒你应该重整计画、改善提报方式，并且在下一次尝试不同的作法。

如果你坚信自己的计画，少数几次拒绝应该能让你的腰杆挺得更直，而不会击垮你的斗志。


「被拒绝对创业者犹如家常便饭，有鉴于此，最好能从中学习并让自己更坚强，否则你会演没在无情的打击下。」

“你不该用不道德的方式对待潜在投资人，或用捏造的竞争者提高价格，因为这种作法也会回头伤害自己。”

史宾瑟和安尼克





Section 5　Show Me The Money!　
中文



Rule#17　If you can't sell your own product or service passionately, don't start your own business.

To success, you have to stand out from the crowd. In other words, audacity and ruthlessness are more likely to succeed than modesty and humility. You simply cannot let potential clients or investors get away without giving them the full benefit of your powers of persuasion.

If the business builder cannot look an investor in the eye and tell them (with one hand on a Bible and the other on their heart) that this project will succeed it's as good as dead in the water already. The same type of 100% commitment also has to be present for a sales proposal to succeed.

In business, the spoils go to the most aggressive—whom are usually the very people who sell right up to that thin ethical line separating optimistic marketing from outright fraud.


"While over promising is sometimes the only way to build a business in a tough market, sooner or later you must live up to those promises. The money that comes from hype is very often a short-term loan—the longer term financial security a company needs to grow is based on solid performance for customers, investors, employees and others."

Miles Spencer and Cliff Ennico



Rule#18　Don't turn down an investor just because he doesn't look like you expected.

Sometimes, a supplier, a customer or maybe even a competitor will be interested in investing. Don't dismiss these approaches out of hand—give them careful and deliberate consideration.

You may have your heart set on securing funds from another source entirely, but if the money is available, there has to be an extremely strong reason to turn it down.

Don't forget that any issues such as remaining free to deal with other parties in suitable commercial arrangements can be provided for in the investment agreement.


"As a practical matter, every investor you bring on board should be treated as if he were your business partner. A bank behaves very differently from a venture capital firm, which in turn behaves differently from an 'angel' or wealthy individual investor. It's very important to make sure you understand the personality of the money you are attracting the same way in which you would size up the personality of a prospective business partner."

Miles Spencer and Cliff Ennico



Rule#19　When there's only one bidder, you're going to have a very short auction.

Therefore, whatever you're selling, the chances of realizing the true market value depend on successfully attracting the interest of at least two independent parties. And you'll be amazed at how quickly other people will join in the action when they realize someone else is pursuing the same business opportunity.

In practical terms, this means resisting the urge to jump at the first offer that comes along. A bit of balance is required, of course—you don't want to treat potential investors unethically or jack up the price artificially with phantom bidders either, because that can come back to haunt you as well. And some potential investors will refuse to make an offer if the opportunity is being shopped around too extensively.

Just be subtle. Inform potential investors their term sheets must be in place by a specified time or they will not be accepted. That sends the signal other parties are looking at the same opportunity, and therefore they should be as competitive as possible.


"Some entrepreneurs develop a cozy, complacent relation-ship with their existing investors, such that the entrepreneurs feel it would be unethical for them to betray those early-stage investors when they need more money. The fact, however, is many early-stage investors are not in a position, financially or otherwise, to help a company grow to the stage where it can launch an IPO or be sold to a major corporation. It is not betraying investors when you successfully negotiate second-，third-and fourth-round financings, take your company public and enable them to cash out at a huge return on their investment."

Miles Spencer and Cliff Ennico



Rule#20　When a potential investor says no, ask them why.

You will always be able to learn a little more each time. Business builders need a very thick skin. When someone turns the offer down, don't take that as the definitive last word on your—ask them why they've turned the offer down. What they tell you may be the key to pulling it off the next time around.

Also, ask if they would be willing to provide an introduction to someone that may be interested. Investors are often prepared to do that in anticipation of reciprocal referrals and other business opportunities.

Certainly, a constant stream of emphatic rejections should be a clue that can't be ignored. It's not the end of the world though—just an invitation to restructure the offer, improve your presentation and try a different approach next time around.

If you believe strongly enough in what you're offering, a few rejections should stiffen the spine rather than crush the spirit.


"Rejection is so much a part of entrepreneur's lives that it's in the air they breathe every day. Given that, it's best to learn from it and make yourself stronger or it will bury you."

Miles Spencer and Cliff Ennico





第6件事　商场上的法律事务　
英文



守则#21　一旦闹上法庭必定两败俱伤。

因此，避免兴讼要像躲避瘟疫一样。每当自己有控告的冲动，或某人威胁控告你，就问自己一个简单的问题：你真的那么喜欢你的律师，愿意供养他的小孩念完大学吗？如果不是，在法律程序开始前寻求一个双方都能接受的和解方案。

“某人拒绝你时，别把这当成对你个人事业的最后宣判，学点东西，问他们为什么拒绝你的提议。”

永远专注在商业解决方案而非法律解决方案，如果你当真觉得有必要聘请一位律师，就要藉助他的专长在未来避免法律问题。


「每当坏事降临你的公司，在打电话给律师之前，先数一到一百，或甚至10万。仔细权衡正反双方的情势并寻求商业的解决方式。若是没有其他选择，就忍下这口气继续往前进。」

史宾瑟和安尼克



守则#22　大部分情况下，书面契约和人们真正的作为是两码子事。

事实上，把契约当成一张法院的入场券即可，契约只能有助厘清模糊地带，但无助于执行任何有意义的事。

良好的商业关系从不会建立在书面契约上，唯有大家齐心合作追求共同的目标才能做到。因此，你应该少花时间考虑书面的承诺，多花点时间担心如何创造双赢的商业结果。

不论用什么方式，要举证任何违约都是出了名的困难，即使违约事实非常明显。就算你能清除这项障碍，只要对方执意坚持且精明狡猾，最后还不见得拿得到赔款，就算拿到了，恐怕也不足以支付律师费用。

与其试图执行任何契约，不如更努力地讨好伙伴。在事情还未爆发之前随时调整事态，长期下来你会发现，这比抓人上法庭要更有生产力。


「人们努力达成协议，不是争讼。只要愿意，人们会遵守他们签字的协议。如果对方没有赢面，身为一家成长公司的创业者，也不应该天真地以为单凭一张纸就能规范他们的行动。在商业交易中，正直和道德标准与任何律师的条款相比，都是更好的约束因素。要确定与你签约的人也有同样的感受，因为如果双方不是百分之百诚心希望建立关系，是没有任何书面契约能让彼此结合的。违约行为是商业世界的一部分。」

“每当自己有控告的冲动，或某人威胁控告你，就问自己一个简单的问题：你真的那么喜欢你的律师，愿意供养他的小孩念完大学吗？”

史宾瑟和安尼克



守则#23　签署任何文件前务必仔细了解内容

就算你认为会因此丢了这个合约，也不要签署任何自己不满意的文件。唯一能分辨自己满不满意的方法，就是任何文件都要逐字逐句详读，直到完全了解内容。

一旦签署了某样文件（即使是没有约束力的文件），你的谈判筹码都会大幅且永久性地减少。因此，尽量不要签署任何约定。

商业协议的「杂项」部分中看似无害的小条款，可以让你损失数千美元的额外成本，并陷入无穷的纠纷。

只因为你不期望别人会遵守对他们无利的协议，并不表示你也有权利和自由这么做。你很有可能遇到某个够疯狂的人，对你提出一个日后导致双方破产的告诉。别给对方不必要的弹药。

绝不在不清楚或匆忙的状态下签署任何文件，质疑每一件事，不要冒任何风险。


「奇怪的是，许多创业者签署一些他们根本不该签的文件。尤其是对经验不足的创业者来说，经过一串冗长的谈判后，英雄式地签下名，然后进入下一笔交易，有时是难以抗拒的诱惑。」

“绝不在不清楚或匆忙的状态下签署任何文件。”

史宾瑟和安尼克



守则#24　早晚你会发现，保存完整的公司纪录会救了你的财务一命。

任何严谨的投资人，都会进行一个三阶段的严格查核程序：


	针对会计师核对过的财务报表。

	公司的营运状况，是否与商业计画相符。

	如果投资的话，可能出现的法律风险和责任。



几乎没有例外的，创业者都忽略了保存如董事会等重要事件的纪录，或因为他们已经成立两、三年都没有碰上官司，就以为一切都没问题。

通常，这种类型的创业者会有下列这些问题：


	记不清楚谁握有公司多少股份，或谁曾经承诺过什么。

	向来忽略要与员工或承包商签订工作协议的需要。

	想不起来用谁的名字申请专利。

	记不得是否与任何政府单位接触过。

	从来没有提出年度报告或任何类似的东西。



“商业协议的「杂项」部分中看似无害的小条款，可以让你损失数千美元的额外成本，并陷入无穷的纠纷。”

缺少这些细节当中的任何一项，都可能迅速地扼杀一项潜在的投资案。有什么解决方法？现在花一点时间和精力替未来作准备，和一位律师建立长期的关系，让他们帮你保存完整且最新的纪录，并且遵守所有的法律规定。

这种方式至少能让你在潜在投资人出现时，不会自毁长城。



Section 6　The Legal Side of Business　
中文



Rule#21　When something goes to court, there are always two losers—even if you ultimately win the case.

Therefore, avoid litigation like the plague it is. Whenever you feel the urge to sue, or someone threatens to sue you, ask your-self one simple question: "Do you honestly like your lawyer so much you're willing to put his kids through college? "If not, seek a settlement both sides can live with before the legal meter even starts running.

Always focus on a business solution rather than a legal solution. If you absolutely feel the urge to support a lawyer, use him or her to help you develop ways to avoid legal problems in the future.


"Whenever bad things happen to your company, count to a hundred, or even a hundred thousand, before you call your lawyer. Weigh carefully the pros and cons of litigation and look for a business solution to the problem. When there is no other alternative, swallow your pride and get on with your life."

Miles Spencer and Cliff Ennico



Rule#22　Most of the time, written agreements will have little or nothing to do with the way people actually act.

In fact, view a contract simply as an admission ticket to a court-room-great for clearing up ambiguities but hopeless at enforcing anything worthwhile.

Good business relationships are never built on written contracts. Only people working together to achieve a common aim can do that. Therefore, you should spend less time worrying about what's committed to paper, and more time worrying about what you can do to create win-win business outcomes.

It's notoriously difficult to prove any breach of contract anyway—even if the blatant facts stare everyone in the face. And even if you manage to clear that hurdle, actually getting punitive damages out of someone or even getting enough money to cover your legal fees is next to impossible if they are determined and street smart.

Instead of trying to enforce any contract that has been signed, work harder at keeping partners happy. Be prepared to adjust things and fine-tune as events unfold. You'll find that approach far more productive over the longer term that dragging people off to court.


"People make agreements, not the other way around. When people want to, they keep the agreements they sign. As an entrepreneur with a growing business, you shouldn't think that a piece of paper will keep someone sharp if they don't see a win for their side to motivate them. Integrity and a moral code are much better binding factors in a deal than any lawyer's clause anywhere. Be sure you feel that way about the people you sign contracts with, because no piece of paper will keep you together if you both aren't 100-percent committed to making the relationship happen. Breaches of contract are a part of the business world."

Miles Spencer and Cliff Ennico



Rule#23　Always read whatever you sign.

Even if you expect other people to break their contracts, never sign anything you aren't totally happy with. And the only way you can tell whether or not you'll be happy with anything is by going through it line by line until you understand it.

Once you sign something—even a supposedly "non-binding" letter of intent—your negotiating options are reduced dramatically and permanently. Therefore, sign as little as possible, if at all.

Seemingly innocent little provisions in the "Dmiscellaneous" section of an agreement can bind you to thousands of dollars in additional costs and myriad complications.

Just because you don't expect people to honor their agreements if it doesn't suit them doesn't give you license and freedom to do the same at will. You just may come up against someone who is crazy enough to bring lawsuits against you that have the potential to send both of you broke. Don't give them ammunition unnecessarily.

Never sign anything in haste or sight unseen. Question everything. Leave nothing to chance.


"Strange as it may seem, plenty of entrepreneurs sign documents that they really shouldn't. Especially after a lengthy negotiation, the temptation to sign with a big flourish and get on to the next deal is sometimes irresistible to the inexperienced entrepreneur."

Miles Spencer and Cliff Ennico



Rule#24　Sooner or later, having kept good corporate records may just save your financial life. Never ignore it.

Anyone serious about investing will conduct a three-phase due diligence:


	Of your audited financial statements.

	Of how closely your business matches its business plan.

	Of the legal risks and liabilities assumed by investing.



And almost without exception, business builders have ignored keeping accurate records of things like board meetings, or assume that since they've been in business for two or three years without getting sued, everything is fine.

Frequently, these type of business builders:


	Can't quite recall who owns how much stock in the company, or who has been promised what.

	Has ignored the need to write agreements in place with employees or contractors working for the company.

	Can't recall in whose name patents have been applied for.

	Can't recall ever having received any communications from federal or state government agencies.

	Never get around to filing annual reports or anything like that.



Yet the absence of attending to any one of these details can kill a potential investment deal extremely quickly. The solution? Spend a little now to save a lot in the future by establishing a long-term association with an attorney. Have them keep you totally and completely up to date and compliant with all legal requirements.

At least that way, when a potential investor comes along, you won't have already shot yourself in the foot more effectively than they ever could.



第7件事　退出——继续前进　
英文



守则#25　绝不能失去客观理性，毕竟这只是自己所建立的一项生意。

当人试图用感性的措辞解释某项商业决定，他的立场一定不稳。这显示，他的思考过程（良好决策的出处）受到非相关因素干扰，开始变得混乱。

虽然热情是基本的重要元素，太过投入事业却是没有必要。到最后，公司并不会知道是谁拥有了它，被卖掉了也不会感到难过。公司只是达到目标的手段，如此而已。

把公司事业当成家庭成员之一（好像自己的「小孩」），否则你永远无法在适当的时间，用好的价格把公司卖给正确的投资人。


「情感和事业最好不要混在一起，但讽刺的是，许多最好的创业者都是感性的人。创业者必须热情地投入事业，但也必须保持冷静、悲观且冷酷无情，这需要某种程度的客观和距离。」

“创业者都忽略了保存如董事会等重要事件的记录，或因为他们已经成立两、三年都没有碰上官司，就以为一切都没问题。”

史宾瑟和安尼克



守则#26　确保创业的报酬与担负的风险相当。

归根究底，创业是一项高风险的活动，原因如下：


	存款和资本会被吃光。

	波及祖产。

	会动用退休储蓄。

	亲朋好友投资的钱可能会血本无归。

	信用卡的额度会被用光。

	会减少和亲密家人相处时间。

	婚姻关系可能会受损或甚至失败。

	会有好多年无法休假。

	个人收入水平可能非常低。

	破产的阴影扩大。



如果你将经历这一切，最好确保在这段探索的最后，自己还有些好处可拿。否则，你最好还是认命当个朝九晚五的上班族。


“情感和事业最好不要混在一起，但讽刺的是，许多最好的创业者都是感性的人。”

「虽然拥有自己事业的浪漫情怀非常吸引人且真实，但却无法让你维持生计。我们总是惊讶有这么多创业者耗费多年的生命，每周工作80个小时以上，年薪却不到3万美元（税前）。如果单就财务上来说，这些人就算去当地的汉堡店担任经理赚得都比这多。请不要误解我们的意思，我们并不是说拥有自己事业的唯一报酬就是金钱，只是建议，你从自己的事业所获得的报酬，不论是什么都要和自己的付出相称。我们可以想出许多比在艰困市场中经营一家高风险公司更没有压力的方式，赚取3万美元的年薪。」

史宾瑟和安尼克



守则#27　绝不因为自己还没准备好而放弃机会，你必须把握当下，因为没人知道明天会是怎样。

有好机会可以出售公司，或有新投资人出现时，要好好把握良机，即使此时你仍觉得自己还没准备好，因为你无法确定类似机会是否还会再度上门。

举例来说，只有下列两种情况，你才有办法决定把公司卖出去：


	当自己准备好时。

	当投资人准备好时。



主动接触投资人或公司买主，比较有可能付出最高价码收购符合他们目前标准的公司；反之，如果你迫使他们非等到你准备好不可，谈判的优势就转到他们手中，而你会被迫接受他们提出的条件。

明确地说，如果你要让投资人等到你一切就绪，最后可能会发现投资人有了以下变化：


	改变优先顺序。

	发现其他机会。

	已经分配好所有可用的资金。



因此，每当出售公司或不在名单上的投资人出现时，督促自己去抓住这项优势。趁着真正实现某些理想的合理机会就在眼前，拿出你最好的表现。



Section 7　Getting Out—And Moving On　
中文



Rule#25　Never lose your objectivity. At the end of the day, it's a business you're building—nothing more, nothing less.

When a person tries to explain a business decision in emotional terms, they are on shaky ground. It shows the thought process-by which good decisions should be made-is starting to cloud over and become distorted by non-relevant factors.

While passion is important and essential, identifying too closely with the business isn't. At the end of the day, a business doesn't know who owns it, and doesn't feel offended when it gets sold. A business is just a means to an end—nothing more, nothing less.

Starts thinking of your business like a member of the family (your "baby") and you'll never be able to bring yourself to sell it to the right investor at the right price at the right time.


"Emotions don't mix well with business, but ironically, many of the best entrepreneurs are emotional people. Entrepreneurs need to be passionately committed to their business. They also need to be cold, cynical and ruthless, which requires a certain amount of objectivity and distance."

Miles Spencer and Cliff Ennico



Rule#26　Make sure the rewards of building your own business are commensurate with the risks involved.

In the final analysis, building a business is a high risk activity:


	Your savings and capital will be chewed up.

	Your home equity will be eaten into.

	Your retirement savings will be raided.

	Your friends and relations may lose any money they give you.

	Your credit cards will be totally used up.

	You'll have less time to spend with close family members.

	Your marriage may suffer or even collapse.

	You're not going to get a vacation for years.

	Your personal income level may be very low.

	The shadow of bankruptcy court will loom large.



If you're going to go through all that, you'd better make certain a substantial pot of gold sits at the end of the quest. Otherwise, you'd be better off working 9-5 for someone else and getting on with life.


"While the romance of owning your own business is very seductive and very real, it doesn't pay the bills. It never fails to surprise us how many entrepreneurs spend years of their lives working eighty hours a week and more for a return that comes to less than $30,000 a year (pretax). They could do better, financially speaking, by taking a job as a manager at the local burger joint. Please don't get us wrong. We're not saying that the only rewards of owning your own business should be monetary rewards. We merely suggest that the rewards you receive from your business—whatever they are—be commensurate with the amount of effort you put into the business. We can think of a lot less stressful ways to make $30,000 a year than owning a high-risk enterprise in a tough market."

Miles Spencer and Cliff Ennico



Rule#27　Never pass up an opportunity simply because you don't feel ready. You've got to make hay while the sun shines—because nobody knows what tomorrow will bring.

When an opportunity to sell your company or take on a new investor comes along, jump at it—even if you feel you're not ready. You simply cannot tell if a comparable situation will ever arise again.

For example, there are only two times you can realistically sell your company:


	When you're ready.

	When the investors are ready.



An investor or business buyer who approaches you is going to be far more likely to pay top dollar for something that meets their current criteria. Conversely, if you force them to wait until you feel ready, they're in a stronger bargaining position—and you'll be forced to take whatever they're offering.

Specifically, if you make the investors wait until you're ready, you may find:


	Their priorities have changed.

	They have been presented with other opportunities.

	They've already allocated all available funds.



Therefore, whenever an opportunity to sell your business or to bring in an additional investor materializes, mobilize yourself to take advantage of it. Give it your best shot while there's a reasonable chance of actually pulling something together.



在地观点

善用环境，创业不孤独


陈碧芬



工商时报经济研究室召集人


创业是多元因素融合而成的氛围现象，无法透过强制性置入学习，也不可能一夕间成为全民运动。在某些社会，创业家精神自然融合在每个成员的血液，但其他社会，即使创业资源已摆在眼前，所谓的创业人士不过只是个样板而已。

依照本期《大师轻松读》之〈白手起家七件事〉一书作者史宾瑟和安尼克的观点与作法，创业则是一种严格的锻炼过程，需要「业师」（tutor, mentor）的教导与指正。业师的来源涵盖各个领域，有华尔街的金融分析师、财经法务人员、业界人士，以及美国特有的长春藤大学商学院学生。

创业，不应当是件独孤的事，即使多数个案仅有一、二位发起人，以现代社会的型态，应该积极、主动求教任何领域的业师。创业个案固然情况不一，也不一定都要付出代价、换取失败之后，才算是教训学习，别人走过的路、解决过的问题，早一步了解认识，导入到自己的创业教战手册，就是一种学习历程。

创业天堂——台湾

大家公认，台湾社会是最适创业的温床。日据时代起，台湾就有王永庆一路从送米少年，走到称霸全球的台塑集团；美国硅谷带动的网路创业风潮，台湾没有片刻落后，网路经济该有的热情、达康公司募资的疯狂，从台北一路延烧到香港、上海。

根据经济部中小企业处统计，台湾中小型企业约有98万家，占总企业数的95%以上，每年约有10万家关闭，但新设立的企业家数也约为10万家，显示自然循环的健康生态。在台湾创业，不会有社会阶级认同的障碍，创业所需的人脉、资金，在台湾的网络关系和家族情愫之下，可以获得充分的滋养。有趣的是，台湾的历史背景与周边环境，不仅让台湾人视创业如自然天成，连非本地出身的华侨或华裔，一旦在台湾感受过创业的相关经验，同样容易感染创业的气氛。

潘健成是交大的马来西亚侨生，他和四位同学在新竹科学园区成立群联电子，抢到电脑储存个人设备快闪记忆体的第一波市场，交大实验室研发出来的控制芯片与模组技术，成为群联电子的核心关键技术。在创业草创期，一群平均年龄不到28岁的年轻人，已经知道要把新创公司开在工业技术研究院的育成中心里，自然吸收工研院的技术导正和产业人脉。「若是当初选择回到马来西亚，我怀疑同样的创业模式，是不是会有今天立足市场的地位。」潘健群坦然地说，台湾才是创业天堂。

三大创业模式

资讯科技大幅进步与知识经济蓬勃发展，持续研发出新的商品进入市场，或创新出知识产业的转型发展，已成为中小企业持续生存发展的最佳途径，也是当代创业的主流。就现代台湾的多元化经济社会，市场需求和消费服务让创业模式更加灵活，新型服务业、SOHO族等创业型态业者有增加的趋势。综观论之，下列三项创业模式，正逐步在台湾形成较适的现代创业模式。

1．多层次传销、连锁事业型：多层次传销或连锁型商业模式，产品来源、经营操作因由直销公司或加盟授权商全权处理，甚至销售通路上也能够由资历老道的「上线」协助开拓，大幅降低新创事业的不确定风险。

此一创业模式，在台湾面临千喜年后的经济不景气时期，特别受到欢迎。景气低迷造成台湾失业率飙高，以「十万元创业，给自己一条活路」的加盟连锁店广告，等于是失业者的前途明灯。根据中华民国直销协会的最新统计，单在2003年，整体多层次传销业的销售量、直销从业人员，都出现历年来少见的大幅增加，显示台湾创业者充分认同此传销模式。

此外，此模式也是企管学界认同的新创事业的最适通路，因为市场通路是需要投入庞大资本才得以建立的工程。新创事业通常资金柜乏，在技术研发和培养团队之外，很难有能力在通路上着力，因此透过人与人面对面接触的销售方式，虽然销售速度比较缓慢，但有机会逐步架构起自我网络，创业的每一脚步都稳扎稳打。

2．技术核心型：群联电子只是个案之一，放眼北、中、南各地的科学园区，其间的企业厂商哪一家不是因为握某项关键技术，才得以创业、生存？回顾台湾经济发展史上的二大重要创业流，都是环绕在此一创业模式。

其一，是80年代中期之后，拥有高学位的海外学人纷纷举家返台创业，其中不乏来自加州硅谷邻近名校，及硅谷科技人的经历，轻易把美式创业模式移植回台。这一批留美工程师，秉持国际学院派的先进技术，以及美国高科技的实务经验，正好契合台湾寻求产业转型的期待。政府与民间如泉水般的资金，纷纷流向这些科技新创公司。其二，是另一批台湾本土培育出来的技术人员，如早期的三爱电子、工研院赴美受训的RCA团队，成功地衍生出联华电子、联友光电等资讯大厂，累积出电子资讯业在台湾的绵密垂直分工。

这两股汇流，以先进技术奠基，导引国家产业升级、经济发展，也衍生出绵延不断的创业生机，以台湾产业紧随国际供应链的特色，技术核心型新创事业在台湾繁衍，发展速度更快、技术更为前瞻，机会也更多，是台湾国际新象的希望。

3．法人育成型：在经济部中小企业处的策略分析中，新创以及小企业若要在经济自由化与国际化趋势下，有效开展生存空间，特别是劳力密集的传统小企业，由于厂商规模过小，先天条件较为不足，已经无法以「内部成长」（internal growth）模式解决经营困难，势必须靠「外部成长」（external growth）模式，借重社会资本所提供的经济环境，内化为本身的优势来源。据此逻辑，创造知识的大专院校，已被视为小企业可以依赖的外部成长要素来源。

以创新育成作为中小企业养成的推动模式之一，从民国87年在国内开始试办，历经7年来的朝野投入，已在社会蔚为风气。由中小企业发展基金每年编列经费，在各大学（占八成）、工研院等机构设立的创新育成中心，如今已有63所，累计历年培育的新创企业超过1,400家，地区分布北、中、南，企业类别含括前瞻科技及传统产业，显示创新育成对于中小企业有创育和升级的多重关键功能。

连颖科技就是由大学育成中心培育出来的新创事业。创始合伙人张莹珠、李信颖等，原本是中原大学资讯管理学系学生，跟着指导教授刘士豪研究智慧财（Intellectual Property, IP）管理议题后，开始创业，掌有我国专利界近年来的关键资讯系统Patent Guider（专利分析软体），并逐步成功开发经济部智慧财产局、亚太智慧财产权发展基金会（APIPA）等重要客户，2002年推出Pat Explore（专利探索），2003年得标中华民国专利资讯网BOT案，每一次的成长都为自己奠定更扎实的基础，也为专利界带来无限希望与激励，具有革命市场生态的雄厚潜力。

至于民间育成企业宏远育成科技公司，近二年来所推动的创业模式，具有更深远的意义，也相对上较为困难。该公司把手上创投基金所投资的美国新创事业搬回来台湾继续孵育，该公司总经理吴作乐认为，他们是凭藉三项理由来推动这件事：一、台湾的各项成本只需美国的四分之一；二、全世界最好的系统厂商、晶圆代工都在台湾，若是手上的育成公司是IC设计业，更应该在台湾育成长大；三、华裔的科技新创事业在台湾较有找到资金的机会。

寻求资金首重规画

说到资金寻求，新创事业的初始并不会有这类的困扰，因为小额资本是新创事业的共同点，而台湾社会的家庭亲友关系，每个人愿意出资10万、20万元支持家人创业，这如同是美国社会的天使基金（Angel Fund），对创业者踏出创业的第一步具有激励作用。
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但政大会计系教授康荣宝仍建议，一旦商业营运计画获得亲友支持，新创事业进入实际经营一段期间，新构想历经测试也确实可行，便可以开始考虑将企业的未来发展与计画撰写成完整的财务计画书，其中包括企业将在多久时间内上市/柜？上市/柜之前每段期间或每年需要多少外援资金？依短、中、长期经营策略，利用财务计画书，规画短、中、长期资金需求，同时向创业投资寻求资金奥援。

创投业者检视创业者的「眼光」，在《白手起家七件事》一书中的27则故事，彻底地「彰显」出来——严苛、小心、私利、冷血、竞争；然而，一旦创投基金决定挹注资源，没有任何一位创投经理人会把此一投资标的搁着不管，他们会想尽各种办法、运用各种管理知识，让新创事业真正地成功、赚大钱！
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