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5分钟摘要



如何让你的好点子闯关成功　
英文



提案上阵，要牢记4个步骤，留心4种攻击类型、24种攻击模式，运用草船借箭的概念，借力使力，非但不致遭到封杀，还能安全上垒。要如何让别人采纳自己的好点子、建议和提案？你大概开宗明义会先向其他人说明自己的构想，但接着，要使用下述4个步骤的策略：


	评估自己的状况

	留心4种基本攻击策略

	适当的回应

	着手实现构想



这套方法可说是有点反直觉式的。传统方法是排除任何唱反调者参与会谈，你却要反其道而行，鼓励他们大肆批评你的提案，借此将众人的注意力吸引到你的提案内容上。接着不要尝试压制对方让他们屈服，而是以常识为基调，简洁而明确地回应这些攻击。

这种利用攻击来借力使力，促成提案获得接纳的概念，新颖而值得注意。在现实世界中，人们往往引以为乐的是让别人的构想胎死腹中，而这套概念在现实世界的确能够发挥作用。将攻击转为助力有绝妙的效果，因为利用这些攻击不仅会取得忙碌无暇的众人注意力，还可以帮助大家理解你心中的想法。用这一套方法来使人采纳你的提案，既聪明又能奏效。总而言之，这是一套绝佳的运作方式。


“假设好点子遭到扼杀的两种情况：（1）一家大公司里每天发生20次（若以员工上万的企业来说，这个数目并不大）；（2）一个国家内每一千人每天发生一次（听起来也是很小的数目）。计算之后你会发现，每年阵亡的好构想在一家大公司里有超过5千个，在整个北美洲则超过3百万个。在这每年3百万个阵亡的好构想之中，最好的1％——也就是3万个！——原本也许会对我们某些人，甚至是绝大多数人产生相当大的影响。算算数目，再算算后果。显而易见，这结果非但不妙，而且也是不必要的。让我们停止这种无谓的损失。”


——科特&怀海德







第1章　评估状况，运用一切做沟通　
英文



花功夫让自己的意见获得采纳之前，先停下来确认自己没有任何明显的疏漏。要清楚而完整地沟通过你的构想，再尝试说服别人采纳。记住，没有所谓过度沟通这回事。
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在开始花功夫让自己的意见获得采纳，接着着手实现之前，先停下来确认自己没有任何明显的疏漏：


	重复检查自己的计划。是否合乎逻辑？一切都合理吗？收益可以远超过所有的成本吗？彻底检验，务必让计划听起来有道理。

	检视到目前为止你所收到的全部反馈意见。你已经将所有好的建议纳入自己的计划了吗？你有纳入可能有助益的建议或小意见吗？

	检讨自己与相关人士沟通构想的成效。你有没有运用一对一的会谈、较大型集会场合、电子邮件或备忘录的方式来推广自己的构想呢？你说明构想的成效如何？而这些初期的努力所产生的采纳程度又如何？你很可能会高估了已经了解你所谈构想的人数，所以要十分审慎地分析自己沟通的成效。你可能做得还不够。

	你现在知道要推动自己的构想就必须让哪些人采纳吗？这些人是否已经表示愿意采纳？是否有具体证据显示这些关键人物正逐渐明了你的构想，且开始朝构想的目标移动？

	你可以用30秒以内的时间精简地推销自己的构想吗？你是否已经将各个面向思考得够彻底，可以用几句话就表达出构想的精髓？要达到这个目标，你必须对于所有利弊一清二楚。你已经达到这么清楚而简扼的程度了吗？

	你是否已经集结了一些盟友，并且和支持者做过讨论呢？有时候人们会先按兵不动，看看你的构想进展如何，再公开表态支持。在你的支持者当中，有没有人比你更能让攻击者的子弹射偏？如果有的话，你有要求他们这样做吗？除非你清楚他们的打算，否则不能假设他们与你是同一阵线。



不可能有过度沟通这回事。

许多人都尝试过要大家接纳他们的新构想，最后都因为一些太明显的疏漏，搬石砸脚，这样的例子多到令人诧异。清楚评估情况，并反复查核确定自己已经面面俱到，就能够避免提早出局。


“有能力创造及实现好的构想是一项基本的生活技能，它与21岁的大学毕业生、50岁的企业执行长，或几乎每一个人都息息相关。这项技能的具备或缺乏会影响到经济、政府、家庭，尤其是我们自己的人生。当前的挑战在于，用在创造好构想的脑力及教育之数量，远超过投入于实现这些构想所需的知识和指导。以企业界为例，过去20年间，策略领域有长足的发展，相对地，在策略执行方面却只有些微的长进。”


——科特&怀海德



“千万别忘记这条管用的经验法则：只要运用不同的沟通情境和模式，不可能有所谓的过度沟通。”


——科特&怀海德







第2章　留心4种基本攻击策略，避免构想胎死腹中　
英文



制造恐惧、拖延战术、混淆视听、嘲弄揶揄别人攻击你的构想，所用的招数其实只有这4种。注意这些招数，做出正确研判，可帮助自己提出适当的回应，不让构想阵亡。
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在实务上，有4种方法可以让一个好构想阵亡。

方法1　制造恐惧

有些人可以造成大家对你的构想产生高度焦虑，高到让你无法冷静、理性地做说明。制造恐惧的目标在于让人们相信你的提议是鲁莽的、风险大又没有必要。

制造恐惧的标准方式是：某人先举出一项无法否认的事实，接着铺陈一连串假设的不幸状况，最后是可怕的后果将一发不可收拾。即便该一连串事件发生的机率微乎其微，但其存在的可能性足以吓坏大家。特别是假使你的构想涉及新的业务，或是企业要投入全新的领域时，这种情况尤其会发生。大家会吓呆了。

批评者有时候是蓄意利用恐惧制造混乱，但有时候是不知不觉就这么做了。恐惧来自于对未知事物的焦虑和忧心。这些造成恐惧的人或许以为自己是为了公司的利益着想，所以阻止你犯下天大的错误。逻辑分析性的反驳会有帮助，但是这种做法通常无法充分消除已经产生的忧虑，你要做的更多。

方法2　拖延战术

另一个扼杀好点子的招数是提出许多的疑问和忧虑，多到使得构想永远都不会有付诸行动的机会。一大堆疑问会使得沟通变得相当缓慢，导致没有足够的时间进行具体的讨论以获得广泛的采纳。这种方式诡诈之处在于：这些问题看起来合理，但是如果你花上所有的时间去分析解说而不是讨论推动，那么机会的窗口可能就此关闭或错失了。

拖延战术威力强大，因为它很容易运用。例如，某项提案的讨论应该暂时搁置，等到其他计划结束、下一个预算年度，或是有机会组成委员会时再讨论等等，借口听起来都相当的合理。而因为迫在眉睫该处理的议题太多了，可以用来拖延的借口也就有无限的可能。

造成延宕的原因有：


	突然或未预期的预算短缺。

	出奇不意的竞争者出现。

	法制部门正在审查新法规。

	目前这一代产品的问题渐增，威胁到新产品的可行性。

	市场问题逐渐浮升。

	认为大家都已经有一箩筐工作待完成，最好避免过度劳累。

	呼吁回头专注核心业务，别再尝试多重计划。



拖延战术的操作非常简单，公司内几乎任何层级的人都能够使用这项武器，因此也就特别危险。


“攻击并不一定只采用这些策略当中的一种，最大的炸弹通常并用了二到三种策略。所以不合理、不公平或恶意的关切，其目标或许是要制造混乱和延宕，或是人格中伤和制造恐惧，是多重的。运用多重策略的狡诈攻击，威力惊人。”


——科特&怀海德





方法3　混淆视听

扼杀好构想的第3招是制造一池浑水。这一招同样可以轻易达成，它不就手边的构想进行讨论，反而是不停地拿不相关的事实、费解的逻辑把状况搞得一团混乱，必须花时间加以厘清；或是提出一大堆不同的替代方案，使得大家因此而分心。混淆视听的作用是让人根本无法进行清楚、理性的对话，遑论采纳构想。

当某人提出一个接一个的论点时，很可能是希望以此引来各种角度无穷尽的讨论，让与会者忘记原本的构想。而一旦发生这种情况，人们很容易会认定：


	原本的构想未经深思熟虑，因为它留下了许多未解的疑问。

	这个构想牵涉了太多议题，所以很难立刻做决定。

	这项议题太过复杂，一般人难以理解，所以应该留给专家来决定。

	一切讨论应该无限期的暂停，等各个枝节问题都获得解决再说。

	这些不停地讨论的数据实在扑朔迷离，并没有指出一条明确的康庄大道。




“有些人实在聪明绝顶，能够把你引入一场复杂的讨论中，复杂到让一个明理的人干脆放弃而离开。”


——科特&怀海德



“平心而论，提出这些疑问和论点的人，未必是奸诈地想让一个好构想落空。但即便如此，这些攻击处理起来并不会因此比较容易。这种无辜的动机强烈牵动回应方式能带来的效果。”


——科特&怀海德



“混淆视听这一招要奏效，并不需要复杂的论题。即便是最简单的计划也可能被拖入复杂纠结的丛林，使得所有人都迷失。”


——科特&怀海德





方法4　嘲弄揶揄

第4种用来攻击构想的常见招数，就是嘲弄揶揄或人格中伤。它不对构想本身的具体利弊进行讨论，而是分析提出构想的这群人，对他们的能力提出严厉的质疑。这是一种狡滑的攻击招数，因为与会众人若是对提案策划者有不安感，提案就很难获得广泛采纳。

这种攻击招数同样也有多种形式：


	这案子过去从来没有人做过，以此看来，你们觉得我们公司成功的机会有多大？这群人已经深陷泥淖，自己甚至还不知道。

	提出这一点让我觉得有点尴尬，但是我研究过这些人的背景，发现……。

	你知道吗，以非专业的眼光来看，这场合伙人的会议似乎有点可疑，它比较像是……。不是啦，这样说不太公平，当我没说。



嘲弄揶揄这一招通常使用者会十分小心，因为它有可能让提出这个议题的人偷鸡不着蚀把米，但是它能削弱一个好构想的力道。不论公平与否，借着抹黑这个人的名声，就会使他较难推动他的好点子。


“这些手法并不保证奏效，而且有可能倒打自己一耙，有时还相当疼痛。讽刺的是，过往的痛苦往往固着成愤世嫉俗，而可能导致我们恶意地使用这4种攻击手法去阻挡他人。不管是有意或无意，我们总认为大家都这么做，那我们为什么不可以，或是认为只要目的正当，就可以不择手段。长远来看，这种愤世嫉俗的想法鲜对我们有利。”


——科特&怀海德



“比起其他的手法，嘲弄揶揄这一招较少被使用，大概因为它有可能回火。”


——科特&怀海德







第3章　掌握5大原则，做出适当的回应　
英文



反直觉的5大原则让你不是凭直觉做反驳，而是有准备地欣然回应。鼓励别人尝试击倒你的新构想，从而吸引众人的注意力，借此充分说明你的构想，赢得多数人的认同。
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以下这5项步骤确实违反直觉，但是却能够解救自己的好点子，让它免于胎死腹中。

步骤1　做好迎击的准备；攻击是免不了的

别尝试贬低对手的可信度，反而要让他们成为讨论的中心。观察他们关切的问题是否经得起大家的检验。事实很简单：鼓励别人尝试推翻你的新构想，反而能够因此吸引注意；而除非得到了大家的注意，否则你无法充分说明自己构想的优点。


“当人们注意的时候，心智就会投入。这对于了解及克服错误的印象至关重要。”


——科特&怀海德





步骤2　
 让攻击者参与讨论


借着容许甚至鼓励你的批评者发声，你会创造出一种让大家注意的情境。他们才会花心思去弄清楚各个被提出的论点。这是好现象，因为让他们了解你提案的内容才是关键。借由克服不正确的假设，你可以为自己的提案建立动能。你要的是一些戏剧张力，让火花四射。

步骤3　
 回应要简扼、利落，并且充分运用常识


有人攻击你的构想时，你的直觉是提出资料和理论加以反驳，指出攻击本身的错误，自己的想法才正确。问题是这种做法让你失去公众的注意力，他们将会觉得无趣或混淆，因而失去兴趣。

比较好的回应方式是：用常识而非资料简扼回应每一个攻击。对每一个攻击都予以简洁而易懂的回应，就能让困惑的迷雾消散。人们了解你的提案内容，就会认同你的计划。

追朔历史上赫赫有名的伟大领导者，你会发现他们全都十分擅长让别人了解他们的构想。即便是危险迫在眉睫，他们也灿然例证了清晰、简单及常识的好处。

步骤4　
 对攻击者要表示尊重


如果你开始嘲弄攻击者，那就会使你离题——即使他们显然活该受嘲弄。那样一来你不仅无法使构想受到采纳，反而会变得像个恶霸。相反的，如果你用尊重的态度对待对方所表示的这些关切忧虑，别人在情感上就会偏向你这一边，由而较可能会仔细聆听你所建议的事项。

现今世界有太多事物在争抢大家的注意力，如果你能够让人们真正聆听你的建议，那就是个小小的胜利；而小胜利是大胜利的基石。能让别人抱着投合的态度聆听，是一项重大进展，但唯有当你对攻击者表示尊重时，这种情况才会发生。


“别让自己被动地陷入只与少数破坏者辩论的情境中，你的焦点应该放在人数较多的评判者身上。真正的关键在于多数人的反应，而不是攻击者脸上的不悦与厌恶。”


——科特&怀海德。





步骤5　
 把焦点放在赢得多数人对构想的认同


老实说，不管你怎么做，可能还是永远无法说服攻击者。他们会那样想，自有他们的理由，不管你怎么做都不太可能改变他们的想法，所以不要花心力试图改变他们。把焦点放在大多数与会者身上，必须使他们倾向你，你的构想才可能对他们有吸引力。

记住，你不是只想得到51％的多数采纳。当然，你不太可能让100％的人都同意你的提案，但是要让一个好构想付诸实行，你可能需要厚一点的安全垫。所以，如果你能够让80％以上的人采纳你的构想，那么起码它不会一遇到麻烦就被扔进垃圾桶。如果有25％的人热心到自愿做一些必要的额外工作，帮助构想付诸实行，那么你的成效就是相当不错了。

如果你想推动的构想所牵涉的利害关系相当庞大，那么就该事前做足功课，做好万全的准备。这么做是为了制敌先机，推测出在提案讨论中最可能发生什么样的攻击。预先想清楚对于这些攻击该如何回应，就可以增加提案成功的机率。

巨细靡遗的准备能够建立信心，面对攻击者就不会像准备不足时那么焦虑，迎敌时也就不会凭直觉反应，而能做出有助于讨论的回应，让事情持续有进展。

一旦你坐下来做相关准备工作，就会发现人们的攻击类型显然只有下述这3种：


	根本没有任何问题

	是有一个问题存在，但是你的构想并非最佳解决方案

	是有一个问题存在，但是你的提案不会有用



这三种类型又可总结出24项攻击，对它们你必须做好回应的准备：


	根本没有任何问题

	我们从来都不这么做，可是也成功啦。

	是的，没错。但是显然，无法顺应潮流变化的人终必失败。



这个问题特别适用于非常成功的企业。你总不会想让自己陷在枝节面，而导致提案落空。最好的方法是指出，就是不做改革注定了罗马帝国和通用汽车的败亡。问对方是否想要步上他们的后尘。

真正的问题在于资金，不是别的。

有更多资金当然很好，但是单凭庞大的预算无法保证取得了不起的成果。

用资金作攻击是很难对付的，因为每当要决定如何分配稀少的资源时，就会引出各种情绪，一不小心就会陷入上个预算年度谁表现最好的争论中。你必须把讨论拉回到手边的构想上，指出能取得资金当然好，但是历史上有太多人是在缺乏充分资助的情况下，完成了伟大的成就。

你夸大了问题的严重性。

对于在前线拼战的人来说，这绝对不是芝麻小事。

这种攻击就像是在说：“我们大家都很忙，而这个问题并不值得担心。”要将讨论拉回自己的构想，就要指出，暗示这问题是芝麻小事等于表示受到这问题影响的人都不重要——也就是说，他们的需要和痛苦是无关痛痒的。用这种说法做回应，攻击者的动机就会受到质疑，且很可能让每一个人回归讨论的主题上。

你是在暗示，在这之前我们都是失败者。

不是，我是说我们用既有的技术一直做得很好，但该是升级的时候了。

攻击者的意图，是要把你的点子丑化为暗指有人没把工作做好。反驳的方法是，强调大家的能力都能胜任，但是现在公司应该多做一些来帮助他们发挥到极致。从这个角度来看，你的提案就是正面的，而非负面。

这案子暗藏什么玄机？

这话不公平。你为何这么说？看看这些参与提案者的绩效表吧。

当某人指涉提案暗藏玄机时，不要防卫辩解。不妨这样回应：“喔，没有玄机。你总不会是指张三捏造问题来达到个人目的吧。”大多数人都会认为你“说得好”，然后鸣金收兵。

是有一个问题存在，但你的构想并非最佳解决方案

你的构想留下了太多未解的疑问。

这是好现象。新构想通常都会引出一些无法有确定答案的问题。

如果有人想要扳倒你的构想，于是提出一箩筐的忧虑，而这些忧虑绝大多数又是无法有确定答案的，那么他的用意其实是想把你的构想淹没在一团迷雾中。要保持冷静，强调有潜力的新构想在刚开始的时候，都会引生许多无法有100％确定答案的问题。同时要指出，如果坚持非得有100％笃定成功的机率才肯有所行动，那就永远不会尝试新的东西了。在一个充满挑战、必须求新求变的时代，这种做法是可能带来灾难的。

你的提案不够完善，不足以解决问题。

或许你说得对，但这个构想至少可以让我们尽快朝正确的方向迈进。

要强调，至少大家都同意问题是存在的，而你的构想至少能让情况朝正确的方向发展。如果提案不够完善，可以根据实际执行的成果，再陆续投入更多的资源。可以以初期的成果和容易达成的目标为基础，持续推进。

你的建议是个“鸡生蛋还是蛋生鸡”的问题，难以确定因果。

如果我们先做一点Ａ部分，就有能力进行一些Ｂ部分的工作，这样就可以让我们往前推进。

有人说“除非我们研发出整套的解决方案，否则无法确定顾客是否会买单”时，你要表示：比较好的方式是先进行一些小规模的实验，来检验你所想的问题是否确实存在。先从小规模开始，然后再加以扩充。一旦证明需求的确存在，这时再针对可行的项目投入更多的资源。现实世界就是如此运作。

你的计划让我想起一些不好的事物，像是……。

你知道它根本不像那样，较贴切的类比或许应该是……。

如果有人说你的计划让他们想起纳粹德国，你必须指出这样的类比表述实在不公平。承认自己的态度是有些武断，但强调你的武断来自信念和热情，而非欲求强迫大家做什么。强调每个人都有上百件待处理的工作，如果你不登高一呼，大家就会匆忙离开，赶去参加下一场会议，去处理其它迫在眉睫的事。你只是想帮助大家专注在眼前这项议题上而已。

你的构想背离了我们的核心价值。

正好相反。这个提案对于维护及强化我们的传统价值至关重要。

面对大环境的变化，好的构想往往可以维护关键价值，维持它们的适切性。因此你要强调：“没错，这项提案是背离了常规，但实际上它对于未来要如何维护我们的价值相当重要。我们的创办人希望我们成功，而非困囿在某一种企业经营模式里。”

你的建议过于简单化，不会奏效。

不对。它结合了一流的作业和一些崭新的元素，可以让我们公司大跃进。

要让这项攻击失效，就要强调你的计划非仅只包含少数几项引人注意的重点元素而已，它将使公司现行的系统和作业流程与可以扭转乾坤的新元素做结合。如果攻击者还是紧咬不放，那就等于表示公司的现行作业有瑕疵，而这个命题风险太大。

如果这计划真有这么好，为什么大家都不做呢？

凡事都得有人打头阵，而我们有这个难得的机会做开路先锋。

这是个合理的质疑，你的回应要保持简洁与直截了当。“任何新构想都得有人在某处率先采用，那为什么不是我们做先锋？”如果他们还坚持，你可以再补充：“你的意思是说我们没有创新的能力吗？我们从来不做最尖端的事，只会仿效别人开创的东西吗？以我们公司员工的技术和能力而言，我觉得这种说法听起来有点侮辱人。我们为什么不应该成为业内领导者？”

Ｘ和Ｙ无法兼得——它们互不相容。

我们说的不是Ｘ和Ｙ。我们提出的是Ａ和Ｂ；它们完全相容，且可以达成。

攻击者若表示鱼与熊掌无法兼得，你要同意他的说法，但接着指出，事实上那并非你所提出的内容，“我们完全没说过这项设备既功能强大又便宜，我们只是指出它不会过于昂贵。我们的建议是，在可行的范围内求得最佳的平衡点。”

你的用意是很好，但是你忘了这项关键难题。

没错，这是我们尚未探究的一个大问题，但是我们有信心可以妥善处理它。

攻击者想要对你攻其不备。回应要欣然同意一定会就这个问题好好研究。同时指出，目前为止其他你所研究过的每一项难题都有一个合理的解决方案。有鉴于此，若说这个难题不会找到解决方案，是不是不合理呢？

这个构想似乎引起很多的关切。

有疑问是好事，显示我们必须团结一心努力做出健全的决策。

如果攻击者表示无风不起浪，那么推动讨论的最佳方式就是予以认同。提出以下3点：（1）如果这个讨论不重要，大家不会花时间精力在这里讨论。（2）辩论是好事，因为它对构想是一种压力测试，可以检验它到底是不是好的构想。没有人会想要执行一个未经过周延思考和讨论的构想。（3）好的疑问是有益的，因为它要求你对一个基本上健全的构想再做一些有利的调整。

我们之前试过这个构想，但是不成功。

当时是当时，现在是现在。环境条件已经改变了，这是必然的。

在准备过程当中，你应该已经知道过去曾经做过类似的尝试。你的回答应该保持简洁，承认两者之间的相似性，但指出你的计划有所不同，或市场已经有了戏剧性的变化，或可能二者皆是。主张现在是该向前迈进的时候了，不要困陷在过去里。

是有一个问题存在，但你的提案对它不管用

你的构想太难了，员工会无法理解。

没问题。我们会先说服大家，然后再给员工们必要的训练。

你的回应要大致像这样：“很高兴听到你也同意这是一项不错的计划。这表示它值得向大家解说。我们必须清楚说明。员工通常都比我们任何人所想得聪明。我们可以指望你协助向大家解说吗？”

构想虽好，但时机完全不适合我们。

实行的最佳时机是员工投入的时候，也就是现在。

攻击者表示他们喜欢你的构想，但照道理还是必须等到更适当的时机再采行——也就是很可能永远都甭提了。他们的目的就是运用拖延手段让你阵亡。你要这样回应：“你说得一点都没错，没有任何人可以一口气应付20个不同的变革方案。但是这项方案攸关我们的未来，所以不应该耽搁。我们来研究看看，是否能够清除一些其他想要进行的案子，让员工有余力来做这个案子。”

就目前而言，这个案子要做的事太多，难以负荷。

有时候挑战是有益的。它提升我们的能量，激励我们杜绝浪费。

大家都觉得工作过多而报酬过低。你的回应要指出，你的提案值得考虑，它会带来长远效益，且正是你的抱负。历史显示，受到鼓舞的团体可以达成超出原本预期只是可能达到的目标，因此要以鼓舞的方式阐述你的构想。

这案子在我们这里并不适用。我们公司跟别的公司太不一样。

我们颂赞自己与众不同之处，但是在某些方面，我们跟别的公司大同小异。

如果有人提出这个论点，不要争辩。同意他们——你们公司是不一样，但是你们面对的忧虑与99％别的公司和员工相同。如果他们能迈步向前且获得成功，你们也一样可以。

这个构想会让我们陷入险境，步向灾难。

如果大家在执行方式上运用常识，就可以避开灾难。

如果有人说，今天的一小步会带来明天的大灾难，你要表示同意，但是要指出，未必会产生这种结果。强调运用常识即可避免一败涂地。你也可以以尊重的态度提醒大家，一流的企业会运用他们的基本价值、判断力和集体智慧去维持自身的标准。接着你再强调：“我们是一流的公司。我们会想出方法，处理未来可能出现的种种问题。”攻击者很难出言否定你们是一流的企业。

好构想，但我们负担不起。

实际上，最重要的变革都是未投注新资金就可达成。

这时候回答要简扼，“我们是一群聪明而有能力的人，所以会解决这个问题。这案子或许会让我们必须重新调整优先顺序，借贷，甚至是求人，但是我们有能力做到。许多人和企业都做到了。这是一个重要的构想，所以我们必须找出方法筹募资金，一定会成功。”

你绝对无法说服每个人都同意这案子。

你说得对，这是几乎不可能的事。不过没关系，我们可以争取到关键的多数。

借由完全同意对方的论点，让攻击者丢盔卸甲。“你说得对。任何事都不可能争取到100％的同意。然而事实上许多构想、计划和愿景依然持续推动。只要我们有热情，肯投入，就可以做到。”

我们根本没有这个能耐。

我们已经具备多数必要的条件，其他所需的一切也一定能取得。

同样地，对这个攻击你可以欣然表示同意：这个论点相当正确。要完成任何有价值的事都是一项挑战，其间人人都会自我怀疑，但是没关系。用实例来回应，举出一些小团队，他们即使欠缺必要技能或资历，仍然做出了惊人的成果。表示你的团队也同样做得到，这也是展现你们真本事的绝佳机会。


“永远不要怀疑经过慎思而投入的一小群人能够改变这个世界。事实上，只有他们才办到了。”


——玛格丽特·米德，人类学家





记住，这24种攻击都是结合了混淆视听、制造恐惧、拖延战术或嘲弄揶揄。对每一种攻击预做准备，研究出有效的回应，就会增加你的防御力，让构想得以持续推进。

还要牢记你的整体回应策略：


	做好迎击的准备；攻击是免不了的

	让攻击者参与讨论

	回应要简扼、利落，并且充分运用常识

	对攻击者要表示尊重

	把焦点放在赢得多数人对构想的认同

	你要的是点子被采纳，不是回击



你的目标是让自己的构想获得采纳。回应这些攻击是有帮助，但你要的是构想被采纳，所以你的回应必须有利于这个大目标。


“不要闪避攻击；要正面迎击。迎击会解救好构想。用在意义重大的提案上，这套方法甚至能够——至少偶尔——为我们和未来世代把世界变得更好一些。”


——科特&怀海德



“我们能够成功，不是因为它简单，而是困难。”


——美国前总统肯尼迪



“准备工作可以大幅建立你的信心，降低焦虑。它会带来更冷静、更有自信的感觉，当你面对有意或无心的攻击时，这种感觉价值连城。而且它会减少你花在进行全面准备上的时间，因为冷静的心绪会使工作更有效率。”


——科特&怀海德







第4章　着手实现构想，用行动证明一切　
英文



正面迎击，予以回应，然后着手让构想实现。行动要有自信和把握。受到攻击应该不会让你感到意外。记住，你的目标是构想获得采纳，而非回应攻击。行动可以证明一切。


着手实现构想——


对攻击做出回应之后，你必须着手让构想实现。要是不小心，很容易就会忙于其他工作，构想就这样被搁在一边了。别让心血结晶发生这种状况，要展开行动。

千万不要忘记，回应攻击的最佳方式就是正面迎上它，而不是逃避躲藏。正面迎击，予以回应，然后继续推进。行动要有自信和把握。受到攻击应该不会让你感到意外，所以就回应，然后往前迈步。用行动证明一切。

如果你试图在企业内部进行大规模的变革，这套4步骤策略未必有足够的力道帮助构想争取到采纳。在这种情况下，你或许得将这套4步骤策略的威力进行升级。

赢得采纳的标准4步骤策略是：


	评估自己的状况。

	留心4种基本攻击策略。

	适当的回应。

	着手实现构想。

	企业级的强化策略是：

	提高迫切性

	成立一个引导联盟

	要有孚众望的愿景

	沟通以取得采纳

	使行动顺利进行

	产出一些短期成果

	持续向前推进

	巩固已完成的变革



1．提高迫切性——除非公司内已经有相当多的人打从心底想要利用这个可见的机会进行变革，否则任何变革都不会发生。你必须让踌躇满志的人抛开他们的自满，好的改变才会发生，你的新构想也才会有附着力。必须以变革的迫切感和乐观的想法取代现行的做法。

2．成立一个引导联盟——你需要有一群有力人士来引导变革。这个联盟的成员必须具有信誉、人脉、官方权力、领导技巧，以及推动变革的欲望。能找到志愿者当然好，不过这个联盟必须是真心结盟，且成员必须来自公司内所有不同的单位，才能发挥作用。


用一个愿景赢得认同和采纳


3．要有孚众望的愿景——拟出一个人人认同的愿景，且这个愿景要能回答这几个不可回避的问题：


	几年后，我们会有什么样的不同面貌？

	什么样的策略或行动方案能让我们达成这个愿景？

	为什么它对公司的进步是重要的？



4．沟通以取得采纳——引导联盟必须找出最好的方式把讯息传播出去，才能让构想获得广泛的采纳。你可以结合运用合各种沟通管道来达到最大的效用：电子邮件、白皮书、一对一会谈、全员集会、海报等等。如果没有足够的人在情感上和理智上都愿意采纳，就无法进行第5项步骤。

5．使行动顺利进行——对于公司内阻碍大家用新方式运作的各种绊脚石，引导联盟必须逐一加以排除。这些绊脚石有各种不同的形式面貌，每一个都必须妥当地处理。可能的绊脚石包括：


	并未采纳新构想的上司。

	不支援新构想的资讯系统。

	普遍欠缺执行技能。

	还没有适合可用的训练。



6．产出一些短期成果——如此可以显著提升行动的能见度。短期成果可让嘲讽者失去着力点，把怀疑者转为支持者。这一点至关重要。


植入新的运作模式，巩固变革成果


7．持续向前推进——避免自满。在大规模的新变革行动中，你必须不断地产出成果，并保持高度的迫切感。莫让脚离开油门，直到完成所有必要的变革。

8．巩固已完成的变革——植入一种新的运作模式。变革必须制度化，否则摆脱不了传统的牵制。所有的架构、系统和促销流程都必须改造重设，以纳入已经完成的变革。

尽管大规模的变革行动可能在上述8项步骤中的任一阶段失败，但挑战通常来自第4步骤。这正是下述标准4步骤策略发挥本事的时候：


	评估自己的状况。

	留心4种基本攻击策略。

	适当的回应。

	着手实现构想。




“为一个新的改革愿景及达成愿景所需的策略进行沟通时，人们所犯的最大错误是极度的沟通不足。努力推动变革的人觉得已经做了大量沟通，事实上却少得可怜，其原因完全可以理解。第二大错误则是只用‘脑袋’而不是用‘心’去做沟通。这种常见的错误出现时，人们只能以疏离而理性的角度去理解。这样的采纳将缺乏在成功路上克服障碍的情感元素。”


——科特&怀海德





这套赢得采纳的4步骤策略，经常是大多数追求变革的企业疏于利用的工具。这几个步骤有助于抓住人们的注意力，激使他们进行变革。这套策略确实是个强而有力的工具。



MAIN IDEA





中文

 　　

How do you get people to buy in your brilliant ideas, suggestions and proposals?

Well, you probably start by explaining your idea to other people and then you should use a four-step strategy like this:


	Take stock of your situation

	Watch for the four basic attacks

	Respond appropriately

	Then get going making your idea happen



This method is somewhat counterintuitive. The traditional approach is to cut any naysayers out of the conversation. You do the opposite. You encourage them to take potshots at your proposal as a way to draw attention to what you suggest. Then, rather than trying to steamroll them into submission, you respond to their attacks in simple and clear ways based on common sense.

The idea of piggybacking on the back of attacks of your idea to generate buy-in for what you're suggesting is equally novel and noteworthy. It does however work in the real world where people delight in trying to shoot down the ideas of others before they can take root. Turning these attacks to your advantage is great because you harness those attacks to capture the attention of busy people and help everyone grasp the idea you have in mind. This is a smart and successful way to generate buy-in for what you are proposing. In all, it's a great way to operate.


"What if good ideas are crushed (1) twenty times per day in one single, big company (which, if it has ten thousand employees, is a small number of ideas crushed) and (2) once a day for every thousand people in a country (which also sounds very small)? Do the math and you'll find that over five thousand good ideas per year shot down in a big company and over three million per year in North America. Three million good ideas a year, the best 1 percent of which - thirty thousand! - might have a very large effect on a few, or maybe most, of us. The numbers add up. The consequences add up. And that, obviously, is not good, nor necessary. Let's stop this needless loss."


—John Kotter and Lorne Whitehead







Chapter 1　Take stock of the situation　
中文



Before you start doing all the work of securing buy-in for your idea, pause and make sure that you haven't forgotten anything obvious. Ensure that your idea has been communicated clearly and thoroughly before you attempt to generate buy-in. Keep in mind that there's no such thing as over communication.
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Before you start doing all the hard work of securing buy-in for your idea and then acting on that idea, pause and make sure that you haven't forgotten anything obvious:


	Double-check your plan. Is it logical? Does everything make sense? Will the payoff far outweigh all the various costs? Do a gut check and make sure that your plan sounds logical.

	Look at all the feed back you've received thus far. Have you incorporated any good suggestions into your plan? Have you taken on board the advice and other bits and pieces which could be helpful?

	Review how you've communicated your idea to others who are involved. Have you spread your idea through one-on-one meetings, in larger group settings, by e-mail or through memos? How well have you done in explaining your idea and what level of buy-in had those initial efforts generated? More than likely, you will overestimate how much people understand what you're talking about so be very careful in analyzing how well you've communicated. You probably have not done enough.

	Do you currently understand who needs to buy in your idea for it to move forward? Have they already indicated that they've bought in? What concrete evidence is available that the right people are becoming aware of your idea and are starting to move to make something happen along those lines?

	Can you pitch your idea succinctly in thirty seconds or less? Have you thought things through clearly enough so you can express the essence of your idea in just a few sentences? To do this, you have to be crystal clear about what's on the table. Are you at that stage of clarity and conciseness?

	Have your marshaled your allies and talked to supporters yet? Sometimes people will wait to see how your ideas fare before coming out in public support. Are any of your supporters in a position where they could better deflect an attack than you and, if so, have these people been asked to do so? You can't assume they will get on board unless you clarify their intentions.



It's impossible to over communicate.

It's amazing how many people trying to generate buy-in for their new idea send up shooting themselves in the foot by leaving blatantly obvious points uncovered. By taking stock and double-checking that you've covered all the bases, you avoid an early exit.


"The competent creation and implementation of good ideas is a basic life skill, relevant to the twenty-one-year-old college graduate, the fifty-year-old corporate CEO, and virtually everyone else. This skill, or lack of it, affects the economy, governments, families, and most certainly our own lives. The challenge is that the amount of thought and education put into creating good ideas is far higher today than the knowledge and instruction on how to implement those ideas. In the world of business, for example, the field of strategy has made huge advances in the past twenty years. The field of strategy implementation, in contrast, has made much less progress."


—John Kotter and Lorne Whitehead



"Never forget that a good rule of thumb is that it's impossible to over communicate, using different settings and using different modes of communication."


—John Kotter and Lorne Whitehead







Chapter 2　Watch for the four basic attacks　
中文



Fear mongering, death by delay, confusion and ridicule-there are really just these four strategies that people will use to try and attack your idea. Watch out for them and correctly determine what kind of strategy is being used here. It will help you make appropriate response and save your idea from being shot down.


Step 2 — Watch for the four basic attacks


There are really just four strategies that people will use to try and attack your idea:


	Fear mongering

	Death by delay

	Confusion

	Ridicule



Watch out for them and determine what kind of attack strategy is being used here.

In practice, there are four ways to kill a good idea.

No. 1　Fear mongering

Someone can raise anxieties about your idea to such a degree that it becomes impossible for you to explain it calmly and rationally. Fear mongering has the aim of convincing people what you're suggesting is reckless, risky and unnecessary.

The standard way to create fear is for someone to start with an undeniable fact and then spin off a tale of dreadful consequences which will flow if a series of bad things happen. Even if the odds of that sequence materializing are minute, the existence of such a possibility can be enough to spook people. This is particularly true if your idea involves doing something new or venturing into fresh territory for your organization. People can get paralyzed by fear.

Sometimes, critics will use fear deliberately to put a spanner in the works, but at other times people will be completely oblivious to the way they're acting. Fear arises from anxieties and concerns about the unknown. The people who raise fears may think they're acting in the best interests of your organization and that they are stopping you from making a big mistake. Logical and analytical rebuttals are helpful but often these do not adequately offset the concerns which have been raised. Something more is needed.

No. 2　
 Death by delay


Another way to kill off a good idea is to raise so many questions and concerns that the idea never gets actioned. Loads of questions slow communication so much there is insufficient time for the kind of robust discussion which generates broader buy-in. The tricky aspect of this is that the questions may seem logical to ask but if you spend all your time analyzing rather than doing, a window of opportunity may close or pass you by.

Death-by-delay is powerful because it's easy to deploy. It sounds so reasonable that discussion on a proposal should be put on hold until some other project is finished, the next budget cycle comes along, a committee has an opportunity to get together, and soon. The possibilities are endless because there are so many legitimate pressing issues to call on.

Delays can be generated by:


	Sudden or unanticipated budget shortfalls.

	The arrival of an unexpected competitor.

	New regulations which are currently under consideration by legislators.

	A growing problem with the current generation product which threatens the viability of new products.

	Escalation of marketplace problems.

	A perception everyone already has a lot to deal with and it would be better not to overdo it.

	A call to cut back and focus on the core business rather than attempt multiple projects.



Death-by-delay is very easy to use and it is a weapon which is available to almost anyone at any level in an organization. This makes it particularly dangerous.


"Attacks do not have to be based on only one of these strategies. The biggest bombs often draw from two or even three. So an irrational, unfair, or nasty concern tries to create confusion and a delay or builds on character assassination and fear mongering. Clever attacks based on multiple strategies can be very powerful."


—John Kotter and Lorne Whitehead





　　No. 3　
 Confusion


The third approach to killing off a good idea is to create a fog of confusion. Again, this is easy to put together. Instead of talking about the idea at hand, you endlessly muddy the waters with irrelevant facts, convoluted logic which needs to be sorted out or else you suggest so many alternatives that everyone gets sidetracked. Confusion works by making it virtually impossible for anyone to have the clear and intelligent dialogue which builds buy-in.

When someone comes along and starts bringing up one point after another, they're probably hoping that the original idea will get forgotten in the various and endless side discussions which ensue. When that happens, it becomes easy for people to conclude:


	The original idea was not very well thought out because it left a lot of unanswered questions.

	There are too many other issues involved, therefore it's difficult to make a decision right now.

	The issue is far too complex for ordinary people to understand and thus needs to be left to the specialists to decide.

	Everything should be put on hold indefinitely while all of the various ramifications are considered.

	The statistics being bandied about are bewildering and don't signal any clear way forward.




"Some individuals can be astonishingly clever at drawing you into a discussion that is so complex that a reasonable person simply gives up and walks away."


—John Kotter and Lorne Whitehead



"Many of these questions and observations might be raised by a person who, quite honestly, is not trying to slyly sink a good idea. But that does not make any of these attacks less potentially tricky to deal with. This reality about innocent motives has powerful implications for making a response method effective."


—John Kotter and Lorne Whitehead



"A complex topic is not needed for a confusion strategy to work. Even the simplest of plans can be pulled into a forest of complexity where anyone can become lost."


—John Kotter and Lorne Whitehead





No. 4　
 Ridicule


The forth commonly used strategy to attack your idea is ridicule or character assassination. Rather than talking about the merits of the idea per se, the people behind the idea are analyzed and serious questions are raised about the competency of these individuals. This is a cunning attack because broad buy-in is rarely achieved if the general audience feels uneasy about the people who are behind the proposal.

Once again, this attack can take numerous forms:


	No one else does this, so what does that tell you about our chances of pulling this off? These people are out of their depth and don't even know it.

	I feel a little bit awkward about even mentioning this, but I looked into the background of these people and I have found ……

	You know, to the untrained eye, this meeting between the partners looks suspiciously like it was more of a .... No, no, that wasn't fair. Forget I said that.



Ridicule is generally used with care because it has the potential to backfire on the person raising the issues but it can work in deflating the momentum of a good idea. By tarnishing a person's reputation - whether unfairly or not - it can become much harder for that person to push a good idea forward.


"The tactics don't guarantee success and they can snap back in your face, sometimes very painfully. Ironically, it is very often pain from the past, solidified into cynicism, which can lead us to spitefully use the four attack strategies to try to stop others. We think (consciously or not) that everyone does it, so why not us, or that the ends always justify the means. Very rarely do these cynical ideas work to our advantage over time."


—John Kotter and Lorne Whitehead



"The ridicule strategy is used less than the others, probably because it can snap back at the attacker."


—John Kotter and Lorne Whitehead







Chapter 3　Respond appropriately　
中文



The counterintuitive five-step strategy will help you not to retort by intuition, but respond readily. Encourage people to try and shoot your idea down and you will attract the necessary attention for people to understand what you're proposing and winning the broader audience over to your thinking.
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These five steps really are a counterintuitive way to save your good idea from dying a hasty and premature death.

No. 1　Prepare for attacks - they're inevitable

Instead of trying to discredit your opponents, you bring them front-and-center into the discussion. You see whether or not their concerns can stand the heat of public examination. The simple fact is that by encouraging people to try and shoot your new idea down, you will attract attention, and unless you have people's attention, you won't be able to explain the true merits of your idea.


"When people are paying attention, their minds become engaged. That's a crucial requirement for understanding and overcoming incorrect impressions."


—John Kotter and Lorne Whitehead





No. 2　
 Let the attackers into the discussion


By allowing and even encouraging your critics to be vocal, you create a situation where everyone will pay attention. Their minds will become engaged, sorting out the various points being put forward. That's good because this is a crucial requirement for them to understand what you're proposing. By overcoming incorrect assumptions, you can build momentum for what you are suggesting. You want some drama. You want the sparks to fly.

No. 3　
 Keep your responses short, sharp and packed with common sense.


When someone attacks your idea, your natural inclination is to respond with data and logic which shows the attack itself is wrong and your idea is right. The problem is if you do that, you will lose the attention of the general audience. They will get bored or confused and will therefore switch off.

A better approach is to respond to each attack with a brief response based on common sense rather than data. Give a concise and easy to understand response to each attack and the fog of confusion will lift. People will align with your plan because they understand what you're suggesting.

If you go back and study the great leaders who came to prominence throughout history, you'll find all of them were very good at taking ideas and making them understandable for everyone. They are shining examples of the benefits of clarity, simplicity and common sense even in the face of imminent danger.

No. 4　
 Show respect to your attackers


If you start ridiculing your attackers - even though they obviously deserve it - you will get off track. Rather than generating buy-in for your idea, you'll come across like a bully. By contrast, if you treat the concerns expressed with respect, people will be drawn emotionally to your side and they will be more likely to listen carefully to what you're suggesting.

In a world where there is lots of competition for our attention, if you can get people to genuinely listen to what you're suggesting, you've got a small victory which can lay the groundwork for the bigger victory as well. Having people listen with a sympathetic attitude is a huge step forwards. This will only happen if you treat your attackers with respect.


"Don't be pulled into a debate where you focus on a small number of disruptive debaters instead of the large number of judges. The reactions of the majority are the real issue, not the look of displeasure or dislike on the face of the attackers."


—John Kotter and Lorne Whitehead





No. 5　
 Focus on winning the broader audience over to your thinking


To be honest, your attackers are likely to never be won over regardless of what you do. They've got their reasons for thinking the way they do and anything you say is unlikely to change their minds so don't even bother trying to convert them. Focus instead on the majority of the group. You have to get them on your side for your idea to gain any traction.

Remember, you're not merely trying to get a 51-percent voting majority buy-in. It's unlikely 100 percent of the people will agree with what you're suggesting but for a good idea to be implemented, you'll probably need to have a cushion. If you have 80 percent or greater buy-in for your idea, then at least it won't be ditched at the first sign of trouble. If 25 percent of the people are enthused enough they volunteer to take the additional actions which will be required for implementation, you're doing pretty well.

If the stakes are reasonably high for the idea you're trying to implement, then it makes sense to do your homework and prepare thoroughly. This is a matter of trying to anticipate which attacks are most likely to get raised in any discussion about your proposal. If you can think in advance what your response to those attacks will be, you increase your likelihood of success.

Thorough and detailed preparation builds confidence. You can face your attackers with less anxiety than would normally be the case. Instead of reacting with a knee-jerk response, you can come back with something which will add to the discussion and keep things moving forwards.

When you sit down to prepare, it will become obvious that there are only three attacks which people will try:


	There is no problem here

	There is a problem but your idea is not the best solution

	There is a problem but your proposal won't work here



Those three attacks can be summed up in twenty-four attacks which you should be prepared to respond to:


	There's no problem here

	We've never done this in the past and we've succeeded

	Yes, that's true, but surely it is obvious that those who don't adapt eventually become



This question is especially applicable to a highly successful enterprise. You don't want to get bogged down in a level of detail which will sink your proposal. The best approach is to point out the fact that a failure to change doomed the Roman Empire and General Motors. Ask whether you aspire to follow their lead.

Money is the real issue here, not something else.

Obviously more money would be great but a big budget alone does not guarantee greatness.

Money attacks are tricky because there will be all kinds of emotions attached whenever it comes to deciding how to allocate scarce resources. If you're not careful, you can get dragged into a debate about who did best in the latest budget round. You need to bring the conversation back to the idea at hand. Point out that money is nice but history is full of people who pulled off great stuff without much backing.

You exaggerate the size and scale of the problem.

To the people at the front lines, this certainly doesn't look like it is inconsequential.

This is a form of: "We're all busy and this problem is not worth worrying about." To draw the discussion back to your idea, point out that implying the problem is trivial basically suggests anyone who is affected by this problem doesn't matter - that their needs and pains are of no consequence. When you put it that way, the attacker's motives can be questioned and everyone can hopefully get back on track.

You're implying that until now, we've been failures.

No, I'm suggesting we've been doing a great job with the tools we have, but it's time to upgrade.

The attacker is trying to frame your idea as suggesting someone isn't doing their job. Rebut that by emphasizing that people are competent but it's time to do more to help them function as well as they could. In this light, your proposal is positive, not negative.

What's the hidden agenda here?

Not fair - why do you suggest that? Look at the track records of the people involved in this.

When someone suggests that there is a hidden agenda at work here, don't get defensive. Respond with "Well, no. Surely, you're not suggesting that Harry here is making this problem up to serve his own purposes." Most people will think "Good point" and back away.

There is a problem but your idea is not the best solution.

Your idea leaves too many questions unanswered.

That's a good sign - fresh ideas usually raise questions which can't be answered with certainty.

If someone tries to shoot down your idea by raising oodles of concerns, most of which cannot be definitively answered, they're trying to bury your idea in a fog of confusion. Stay calm. Point out that all new ideas with potential always raise more questions than can be answered with 100 percent certainty right at the outset. Also point out that if you insist on refusing to act until there is a 100 percent certainty of success, you will never try anything new. In challenging times when change is forced on you, that path could lead to disaster.

Your proposal doesn't go nearly far enough to solve the problem.

Maybe you're right - but at least this idea will get us moving in the right direction post haste.

Point out that at least everyone agrees there is a problem and at least your idea gets things moving in the right direction. If it doesn't go far enough, more resources can be subsequently added based on the successes which will be generated when implementation begins. You can build on the early successes and low hanging fruit.

What you suggest is a chicken-and-egg problem.

If we do a little bit of A, then we will be able to do some of B, which will allow us to do more.

When someone says "We can't be sure that customers will buy until we've developed an entire solution", you should suggest that it's desirable to run some small experiments first to validate what you think exists. Start small and expand. Once you've proven the demand exists, you can then commit more resources to building on what works. This is how the real world works anyway.

Your plan reminds me of bad things like ……

You know it isn't like that at all. A more realistic comparison would probably be ……

If someone suggests that your plan reminds them of Nazi Germany or communism under Stalin, you have to point out that it's not exactly a fair comparison. Agree that you're being assertive but point out that it's based on your belief and passion rather than a desire to force people to do something. Bring out the fact that everyone has a hundred things on their to-do list lurking in the background and if you don't get on your soapbox to some degree, everyone will rush off to their next meeting and more pressing concerns. You're just trying to help everyone focus on this issue.

Your idea abandons our core values.

On the contrary - this proposal is essential to uphold and strengthen our traditional values.

More often than not, a good idea upholds key values in the face of change and keeps them relevant. So you point out: "Yes, this proposal is a departure from business as usual, but it is actually important to the way we uphold our values in the future. Our founders wanted us to succeed, not to be locked into one way of operating the enterprise."

What you suggest is too simplistic to work.

No, it combines good work with some new elements to make a great advance for our firm.

To deflect this attack, point out that your proposal does not consist of the few key elements which have grabbed the headlines alone. It will be the combination of your existing systems and processes with the new elements which will turn the tide. If the attacker persists, they are suggesting what you currently do is flawed which will be a risky proposition.

If this is so good, why isn't everyone doing it?

There has to be a first mover for everything and we have a unique opportunity to do that.

This is a reasonable question. Keep your response simple and direct. "Any new idea has to be used a first time by someone somewhere. Why not us?" If they persist, you might follow up with: "Are you suggesting we are incapable of being innovative? That we never do things at the cutting edge but instead follow what others are pioneering? To me, that sounds sort of insulting considering the capacities and capabilities of our people. Why shouldn't we take the lead in our industry?"

You can't have both X and Y. They are incompatible.

We didn't say X and Y - we said A and B which are entirely compatible and achievable.

When an attacker suggests you can't have your cake and eat it too, agree. Then point out that that's not in fact what you're suggesting. "We didn't say this equipment will be strong and cheap at all. We're merely stating that it will not be too expensive but at the same time it will not be too weak to function well. Our suggestion is to strike the optimum balance in this area which can be done."

You mean well but you've forgotten this key issue.

Yes, that's a big issue we haven't explored yet, but we're confident it can be addressed well.

The attacker is trying to catch you off guard. Respond by readily agreeing you certainly will look into that issue. At the same time, point out that for every other issue you have studied thus far, a logical solution exists. In light of that fact, is it unreasonable to suggest the same won't happen in this case?

This idea seems to be generating lots of concerns.

Questions are good - they show we need to be engaged as a group in making robust decisions.

If the attacker suggests that where there's smoke there must be fire, the best way to keep moving forward is to be agreeable. Point out three points: (1) People wouldn't be putting energy into this discussion if it wasn't important. (2) Debate is good because it stress tests the idea and shows whether it really is a good idea or not. The last thing you want to do is act on an idea which hasn't been properly thought out and thoroughly discussed. (3) Good questions are helpful because they require you to make useful adjustments to an idea which is fundamentally sound.

We've tried that before and it didn't work.

That was then, this is now. Conditions have changed as they inevitably do.

As part of your preparation, you should already know about this attempt at a similar effort. Keep your answer simple. Acknowledge the similarities but point out that either your plan is different or the marketplace has changed dramatically, or more likely both. Suggest that it's time to move forward rather than being chained to the past.

There is a problem but your proposal won't work here.

Your idea is too difficult for people to understand.

No problem. We will convince everyone first and then train them on what will be required.

Your reply should be along the lines: "Well, it's great to hear you agree the plan is good. That means it's worth explaining to everyone. We need to be clear. Our people are often smarter than any of us think. Can we count on your help to explain this to everyone?"

Good idea but the timing is all wrong for us.

The best time to implement is when people are committed - which is right now.

Your attacker is suggesting that they like your idea but logic suggests that it has to be introduced at the opportune moment - which will likely never arise. They're after death by delay. Respond with: "You're absolutely right. No one can handle twenty different change projects at once. This project is vital to our future and we should not procrastinate. Let's see what other things that we're attempting to do can be weeded out to make room for people to be doing this."

This is just too much work to take on at present.

Sometimes challenges are good - they raise our energy level and motivate us to eliminate waste.

Everyone feels overworked and underpaid. Respond by pointing out that what you're suggesting is worthwhile, will deliver long-term benefits and is exactly the sort of thing you aspire to do. History shows that inspired groups can achieve more than what would seem to be possible, so frame your idea in an inspiring way.

It can't work here. Our company is just too different.

Sure, we celebrate our differences but in some ways we're much the same as other firms.

If someone raises this point, don't argue. Agree with them - you are different, but at the same time the concerns you face are shared by 99 percent of other organizations and people. If they can move forward and find success, you can do the same.

This idea puts us on the slippery slope to disaster.

If everyone applies their common sense to how we implement, we can head off disaster.

When someone suggests making this small move today will lead to a major disaster tomorrow, agree but point out that it doesn't have to end up that way. Point out that common sense will apply and prevent a complete fiasco. You can also respectfully remind everyone that good organizations manage to maintain their standards by applying their underlying values, judgment and collective wisdom. You can then point out: "We're a good organization. We'll come up with ways to deal with all these other issues which might come along in the future." It will be very difficult for an attacker to argue that you're not in fact a good organization.

Nice idea but of course we can't afford this.

Actually, the most important changes are achieved without any new money sources required.

Keep your answer here simple. "We're smart and capable people, so we'll figure this out. It might mean we have to reprioritize, borrow, even beg, but we can do it. People and organizations do this all the time. This idea is important so we will have to find a way to fund it and we will."

You'll never convince everyone to agree to this.

Yes, you're right. That is hardly ever possible, and that's okay. We can reach critical mass.

Disarm your attacker by agreeing completely with their premise. "You're right. It's impossible to reach 100 percent consensus on anything. Yet the fact remains that ideas and plans and visions move forward. We can pull this off if we are enthusiastic and committed."

We are simply not equipped to do this.

We already have much of what we need and we can and will get the rest of whatever is required.

Again, you can readily agree with this attack. It's quite true - pulling anything of worth off is a challenge and everyone will have self-doubts, but that's okay. Respond with examples of small teams who did impressive things even though they lacked the requisite skills or credentials. Suggest that your group can do the same and this is a great opportunity to show your true mettle.


"Never doubt that a small group of thoughtful committed citizens can change the world. Indeed, it's the only thing that ever has."


—Margaret Mead, anthropologist





Remember that these twenty-four attacks are a combination of confusion, fear mongering, death-by-delay or ridicule. By anticipating and developing effective responses to each attack in advance, you become better armed to keep your idea moving forward.

Keep in mind also your overall response strategy:


	Prepare for attacks - they're inevitable

	Let the attackers into the discussion

	Keep your responses short, sharp and packed with common sense

	Show respect to your attackers

	Focus on winning the broader audience over to your thinking

	You are after buy-in, not response to attacks



What you're attempting to do here is to generate buy-in for your idea. Responding to these attacks will be helpful but it's the buy-in you're after. Your responses should keep working towards your overall goal of building buy-in.


"Don't run away from attacks; go toward them. It will save good ideas. With significant proposals, this method may even - at least once in a while - make the world a little bit better, for us and for future generations."


—John Kotter and Lorne Whitehead



"We can be the ones to succeed, not because it is easy, but because it is hard."


—John F. Kennedy



"Preparation can significantly build confidence and reduce your anxiety. It can create a calmer and more self-confident feeling, which is priceless when you're faced with intended or innocent attacks. And it can reduce the time you invest in all aspects of preparation because a calm disposition makes work much more efficient."


—John Kotter and Lorne Whitehead







Chapter 4　Don't forget to get going　
中文



Face your attacks head on, respond and then move forwards. Act with confidence and assurance. The fact that you're attacked shouldn't be a surprise so respond and move on. Remember what you are after is buy-in, not response to attacks. Act on your idea and let what you do speak louder than anything else.


Step 4 — Don't forget to get going


Once you've responded to the attacks, you need to get to work making your idea happen. It's easy to let things slip under the radar and get busy doing other stuff if you're not careful. Don't let that happen to your brainchild. Get into action. Never forget that the best way to respond to an attack on your idea is to go towards the attack rather than running away and hiding. Face your attacks head on, respond and then move forwards. Act with confidence and assurance. The fact that you're attacked shouldn't be a surprise so respond and move on. Let what you do speak louder than anything else.

If you're attempting to bring about large-scale change in your organization, the four-step strategy might not have quite enough horsepower to generate buy-in. In that case, you might need to upgrade the four-step strategy to something more powerful.

The standard four-step strategy for generating buy-in is:


	Take stock of your situation

	Watch for the four basic attacks

	Respond appropriately

	Then get going making your idea happen



An industrial strength buy-in strategy is:


	Increase urgency

	Build a guiding coalition

	Get the vision right

	Communicate for buy-in

	Empower action

	Generate some short-term wins

	Keep moving forward Make your change stick



1．Increase urgency — nothing will change until large numbers of people inside your organization have a gut-level drive to exploit the opportunity which they can see. You have to get complacent people to shed their complacency in order for something good to happen and for your new idea to gain traction. Urgency for change and optimistic thinking must replace current activities.

2．Build a guiding coalition — you'll need a strong group of people to guide the change. This group must have credibility, connections, formal authority, leadership skills and a desire to drive change. Volunteers are good if they can be found and this must be a true coalition with people from all different parts of the organization to work.


Inspire buy-in with a right vision


3．Get the vision right — come up with a single vision which everyone can agree on and which answers the inevitable questions:


	How will we look different a few years from now?

	What strategies or initiatives will get us there?

	Why is this important to our progress?



4．Communicate for buy-in — the coalition needs to figure out the best way to get the message out so a broad-based buy-in can emerge. This can be whatever combination of communication channels which will be most effective: e-mail, white papers, one-on-one conversations, all hands meetings, posters, etc. Step 5 can't be undertaken until enough people buy-in emotionally and intellectually.

5．Empower action — the guiding coalition has to remove all the various organizational obstacles which stop people from acting the new way. These obstacles will take various forms, each of which will need to be addressed adequately. Potential obstacles which come to mind include:


	Bosses who have not bought-in to the new idea.

	IT systems which don't support the new idea.

	A general lack of execution skills.

	The fact no training is yet available.



6．Generate some short-term wins — which will substantially enhance the visibility of what you're doing. Short-term wins make cynics lose their power and turn skeptics into supporters. They're vital.


Embed a new way of operating to make the changes stick


7．Keep moving forward — avoid complacency. In a large-scale change initiative, you have to keep the wins coming and the urgency high. Don't take your foot off the accelerator until all necessary changes have happened.

8．Make the changes stick — embed a new way of operating. It's not until the changes have been institutionalized that they will escape the pull of tradition. All structures, systems and promotional processes have to be reworked to incorporate the changes which have been made.

While large-scale change initiatives can be shot down in all eight steps, the challenge generally comes in step 4. This is where the four-step strategy comes into its own:


	Take stock of your situation.

	Watch for the four basic attacks.

	Respond appropriately.

	Then get going making your idea happen.




"The single biggest mistake that people make when trying to communicate a new vision of change, and strategies for achieving that vision, is under-communicating by a great deal. What seems like a lot of communication to those driving a change effort can, in fact, be woefully little, for perfectly understandable reasons. The second biggest mistake is to communicate with all 'head' and no 'heart.' When this mistake is made, as it often is, they will only understand in a detached, intellectual sense. The buy-in will lack the powerful emotional component that is needed to overcome the inevitable obstacles on the road to success."


—John Kotter and Lorne Whitehead





The four-step strategy for generating buy-in is a tool which is typically underutilized by most organizations which are attempting to change. These steps capture people's attention in a helpful way and motivate them to change. It is a potent and powerful tool.
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Step 1— Take stock of the situation

Take stock of where you are first:

* Double-check that your plan has no
obvious flaws.

* Ask whether feedback has been
factored in.

* Check if people understand what
you're suggesting.

* Determine who needs to buy in and
where they are.

 Develop an elevator pitch version of
your idea.

- Talk to your supporters.

- Prepare a communications plan.

* Prepare for face-to-face meetings
intensively.

Whatyou’rereallydoinghereisensuring

your idea has been communicated

clearly and thoroughly in the first place

before you attempt to generate buy-in
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Step 3—Respond appropriately

Your response strategy will involve five steps:

Prepare for attacks — they’re inevitable
Let the attackers into the discussion

Keep your responses short, sharp
and packed with common sense

Show respect to your attackers

D-Q--OOQ

Focus on winning the broader
audience over to your thinking
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