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Innovating makes
g00d business sense

Creatmg the Precundltlnns :
. for Innovation L

ere doss innovation actually
\ f corme from? How do you
genarate an ides that is so

- - radical - s compelling - that it fundamen-
telly slters customer E:xpemanuns, or -

¢ reinvents the cost stnacne inyour -
induztry, or redefines the basis for compss
©tition it a way that devalues the s‘mlls and

- assets of your fivals?

- Even afferaﬂ these yea.rs the innova-

mm process that sither conseiously or

| subconsciously leans to such break-.
| throughs is lirle understood. To be sure,
Lo have lots of ways tosveluate an idea
| or 2 business strategy once it's aimady

i there We can use a wﬁa.teserm‘cnrraﬂa
| 1o assess whether it's worth investing in
L oornot- for example, we can ask it fs

- likely fo defiver above-average profits, or
| create a sustainable compelitive

| advantage, or satisty customers in new

{ wiys. But these measures, useful as

- they ars, will orly help us determine

L wihether an innovative Jes i fkely to oo
| somewhere; they wort't tell us where it
i came from in the first place.

Vihile most corporate lesders view

©the innevation imperative with urgancy,

| .many somparies are having a difficult .

i struggle creating and fosiering the

- culttral and constifufional conditions that
i sefve as catalysts for breakthirough inng-

¢ vation, VWhen asked where quality comes
: from, executives st these compamies can-
: usually talk at length about fraining,

I tools, metrics, valles, IT and manage- i
| rment processes - they know how the . |
. TOM syster works, Yat when asked

- whera inniovation comes from, their
anzwers remain 2 lot less confidant.
- There is still 2 s&nse'mat anmfaﬁon'fs'

: 'J':gﬁmrng?.fn n‘?rs chaprer, we w.'ﬂ-begm '

' 'm'enfaf}mg three critical oracondition
G making breakthroughs happen:
; & Ereating time and space in people's

& 215t Century equivalent of £ Dorado o7
L the Holy Grail. -

This should strike Uz 45 more then 87

little oldl in & ers when practically every

offier bysingss procesess figs bean
honed to & fing art. Can Wl imaging any

L other major capability in & large company

E o supply chain- managerent, customer
1 service, quality - being ascribed to 8

L mysterious mix of happenstance, indi

vidua! brilliance and the cosasional bolt of

- Mves for reflzotion, rdeat.-an anid experk
- mentafion: .

2 Mamuzrng the dmmr af :rh.lnk.'ng

thiat mpavation regores

* 3. Fosterng connection and convarsation

- the ‘combinational chenmstry” that
serves a5 3 bresding ground for braak-
throwgh ideas

t These thraa precariditions form a iital

: part of the answer fo wherg innovation
i comes from. They are the starting point
P Tor making voor organizational culture

i more conduende e innavation.

| The First Precondition:

Creating Bandwidth

When we asked mare #han 500 semior

and midlevel managars i farga U5
comoanies o identify the bigpest

L bariers fo innovation in their respective
i arganizations, one of the most common
i oresponses was Tack of timet It an age

wihen business worshins at the aitar of
aperafions! eMisency; SVeny Cormmeny

i hasa mandate to work harder and faster,
L or jose out to somecne who will. Over

the fast few decades; organizations have

heen pulling the reins tightar ang” rfgm‘er
ghang most of today's companias very
Eodittle room far playing. around with



creative idoas, axpitnng mew gossihik
Hes and running Jots of axperiments,

IT's aiso & worls whete cur athention
15 fragmented into tiny shards - where
wie 12 canstantly distractad by erngils,
INStANT massages, mobile phone cals,
faxas, meetings, extress daliverias and
a0 forth. This places severa limits on our
abiliry 1o 1hink, refiect and innovate in a
facused manner, Theralore, one of the
fundamental chalienges for feadershin is
hovee fo create sSoace for innovation in
peapia’s ivas; how to give them the
extra Dendwinh and scope thay need
for this wing of thinking, Building a
culfure where employees have fime o
imaging and expenment and oevelop
thelr o ideas s the first comrmani
ment of innovation,

Hédhinooed has appioeches this
challenga in a very systemant way
O the first stee of the com pEny's
Innovation Journay, 75 peools wire
selected from three geographic ragions
around the wond to recaive extensive
Training i the skilfs and the tocls of inno-
vation, and io speanheadt tha genérssion
of nenw strategic insights and ooeonuni-
tigs. They were then spread across the
wlobe to lead one and bwo-day innovation
iabs, helsing to fif out the campany's
innavstion portioiio. These people, wio
wier fakian out of thelr normal everiday
£003 Tor nine months, wers not “spane”
SMCYERs at nobody wanted
Acconoing to Nancy Snyder, Whinpoal's
Global Vies President of innavarian at the
fime, "They included some of the too
talerit in the arganization, oulied from
thaie gpacational roles st 5 time whan the
Dusiiess needed tharm.” It was the first
time Whirsoo! haa ever before dedlicsted
75 pecple fulktime o a key steatagic
initigtive, but this in itself wias 2 signal
aboit how important the initiative was io
e cormpany

There waere a lot of ohiections inter-
nely al tha time about how the
rganization could spare so muah
panghwicith. But top management
realzed thar in avder o build & critical
mass of skiled innovators, a5 well a5
a foundation of iy novel strategic
inzights, thay wouwld need to cormic a

fot of bandwigth to the innovation
challence mght al the haginning. Just as
i any ather largs company, thers were
many Miings working against innavation
wathive Viirioool and many other orins-
ties fo think about, Withaut this big ininia!
push; they would never have been ship
10 move fha whole organization in the
divaction of nnovation,

After nine maonths 38 members of
Viiriooal s tnnowation Teams® raghily

Wig-thind of the original 75 paopla
returned 10 their previous work to soresd
the innawation “religion” among the
ranks. Anather third bacamsa fui-time
Trnnovation Consoltants”. responsibla for
teaching otfars thelr nevsfound inocwe-
nion sxilfs. The final third were assigngg
1o lepad the new innovation préjacts that
the Inimiative had soawned some of
Wil have since Become very suc-
cessful venturas. One exparticipant, Torm
Arant, who was in the innovation groug
thal came up with the onginal idea for
Giadiator GarageWiorks - a modular
System of stordge LS and accessones
far organizing the garage. Now Arérnt is
general manager of this Righly profitabla
business, which was spun off from
Whirpoo! a5 & separate brang,

Today: thousands of paople soross
the Wihirnoo! organization, &t ohe time or
angthier, have fakan part in the same
fasic pregram as those first 75 peoole, In
the early days of its Innovation Joumey
Whirlpoo! also set up nnovation Boards"
COMAONSng senicr leadars fom Hres
redians: North Amerca, Latin America
and Furane. These ware given the
responsiblity of stearing innovation sctive
ties & fhe regional business fevel Every
manth, Innevation Soacd members Red io
SET A5iCE & rumimurn of @ haif day to 8 ful
day to meet and discuss the comoany's
progress on ermbiegaling fonovation a5 8
oore competencs, nd fo ravisw ongoing
innovation projects. Nangy Snyder savs,
The mestings carved aut innovation from
the normal warkday and became the oy
ace vaherg ncvation took center stage
away from the daytoday dernands of the
biginess. "Thus, the lnnovation Soards
became an impaortant toal for focusing
00 managemean! time and sttantion on

Feter Skarzynski is CED and

founding Director of Strategos, a can-

sa|I?_|nﬁ| firm he co-founded with Gary
A

a

Rowan Gibson is a global business
strateqist and editor of the international
npstsefler Rethinking the Future:
Rethinking Business, Principles,
Competition, Control & Complexity,
Leadership, Markets and the World.

FEBRUARY 2008 USP AGE 71



book bytes

Cl

FH AL
L
o
et
P
k]
=
o
.-\.m;

4z
|- 3
=]
iy
- &
e
o

[
i 1
17
o
T
i

o ?
kecoes 1
=
Lo
Co

i

R
B =
=

RS g
i

E
fad

s
&
W W
=
Ly 4]
o
e
=

)
o
iy,

aparjy
i
s
bac
E
£
ik
Lo
£
LT
m’é e
-
EE ]
o Lo
i
o
ey
'
i
&

'-wsr
o B ]
oy E

14

?“i-'.-j n.m
=]

Jrae
Pt
B
)
b k]
HRE
P s
e

s

i
kil
o
e
et

o
grrdia
e
(o
g
g{l
Ay
e

|.1-.§
wra b

gy

wo, o

M O
Y

o

{_

L
oA
e
o

~:

e
e
.
Hg? .
a"“*i
pren
3:-5‘_-&
mg
P
-
et

:i-'

A
FREL
i

F il
S

&

[

:::e [
&3
{RI&% -
Ere

g
__'be

gy e gy
| Gl e
@

]
®
LT

gy

€0

m:,.:l:‘l

o

-

v

3
it 1 - -
‘ﬁ {:3 Espgaite

&3
iR s T v

=
=
H
AL
o

d
Bavgan

=
11}

Frici

il g DO
e I 1
i
[
-t
=
#

F o # g,
pa s IR s
B SR
£l
!

-
(7 7]
£33
e
= .

nres g EREE

L

sersdal)
L
1207
o e

:

T '?
g
by !

T
-
4 F
-
=

)
anac?
J

| e

™

LTRE]

o
-
>
3

et

o

w1

£

[ "“-"“:l.
oy
ik
prras
y Tesaten 1
£n
e
]

Iy
£
i3
L

el
=
-
w0
:

w ']

8

b

e B
]
[
¥
I.h.{

i
e
-

w
]
@
L7y
Py
(]
FON
s
o
£l
=

12 USP AGE FEBRUARY 2008

ancwation. Todsy, Whinbools axecutives
schaduie reguiar inngvanon Goand
mastings svery 24 weaks Thay have
Lecerng Sl ngrained in the
COMROREE oulftne,

As part of the slaregic inrovalion in-
Ve, S axecuives were asted fo
GArYE GUT 3g — Pt ior themaaeives and
fheir Aok s = T Ak D0 InnovETicn
oraigcts, and Sunoodt the angoiig
crocess of nowsEton embadmaent, Mot
only weane these feaders axpactad t 5ps-
termarically fostar Tnoowation from
Everyorie and Sverwaharg’ bur they
WiETe S50 made accountabie for halmng
widiste innolarars find timea aunng
reguiEr work Nows o purses their ideas.,
Therp wag no sponfic requiement for
the cercentage of discrationans Bime to
Be allocated for innowation, Bul i sractivg
it came dowan B about 1012 15 persent.

Ay creating His axira bandwidth for
PEomE [0 W0 On Navdideas,
Viffariooo's leaders have Deen abla o
unigesh the imagination of ermplovess
acrass the arganization, and oreate &
sigwe of new gpooruniizs, Often tha
process beging guite nfarmnally with
ampioess ananading jLsta amall partion
of their time Rioking an ioes around i 118
panly stages. Later W ihe ides receies
saad funding, managers wil make sune
that feam members gat more timeg auay
from thair normal responsitilifies o
mowe The pryect forwand. fn the end i
it realy starts to tave off, these
Empiyees cowlt iind themselweas
assignen 10 the projest fullnime,

Cemes, the Mexican huiding
rmatarians fn, lakes 2 similanly svstam-
atic acormach. The company creates
muinfunctional Tnnovatan Batform
Tesrmg® fanth 112 retating members
from ripht across the campamy to
axplorg Innoative sollitians around maior
platfonms or hemas - e, hove 1o salf
*aoiutions” o cOMEACIos. 0 addiion o
cemant The peasis nwted ro join these
lesms arg sl nlenswaly rained as
hbusiness innowatars. Then they devote at
least one dav & wask ower threg ar four
monifs o her nnovation chalandeg,
genersting newe ideas and breakom!
prooosals in these major opnoruniity

arenas. Their goelis to develon eighr fo
ten strateay ‘expenments’ foclsed on
the platform theme. A the end of thair
ey to feeale wesl sssigniment, the
teann wall be replaced By g mew tear and
the process starts all over agsin.

ther cornpanias, oo, fave gone §
fang way Toward puiting innovaticn an
svervane s agends by allowing their
ampiovess to scheadls oiscrationary
fme for crestive fhinking. 30 hes s
Tamous T5% noie’ whish allows
Emediveas to speng T5-20% of their
Hma working on their v personal
GrOUECTs USINg The CONIRANY S resoas.
And at WL Gare, another nnovation
DoWEmOLSE, every emoicyes can st
asids 0% of his or her fime to ‘debbis®
with new apolicetions for the company's
Lnigue materals. Dava Wiers for
example, was working atongof Gore's
medicakoroduct plants in Hagstafl
Arizang, where g was haloing them
imvend new kinds of piastic heart
imiplants. Vidat oig fie do with the 10%
of his fime hat ha wes supposed o
spend dreaming uo hew ideas? Myers
trikered with the gears on (NS mGunian
bive, avantually coating the goar cables
with pigstic o make them shilt morg
srmoothiy These axperimants fed o me
devsigomant of Gore's populsr Ride-On
Bike cables, After this success, Muers
wongered what would hanpen 1o guitan
sirings f fe coated thers with & siriar
nisstiz, The reswt was ik - now the
bestsaling brand of scoushic guitar
sinngs with 8 36% marker sharg, in g
fisl that had provicusy seen ne signi-
cant Innovation far oecades.

Googie's methed for creating
panawaarh iz the “FIEGA0 formls:
amplovess aliocate 70% of their Time 1
the company's main business, 20% of
thalr time to new Strategic projscts (ke
Froogie, Google Mews, Google Earth,
Google Frint eic), and 5 10% sice of
thair time o pet” profects - Dasicaly
whatever ntarests tham, The lattar have
a good chanee of anding an the "loo
100 Far Froigots” st kot by fouindes
Larny Bape and Sergal Bnin, which has
begn e lsunch pad for many of the
COmoEdY'S curent Senines, |



