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			FOREWORD

			It was 1990. I had been a consultant and management lecturer for  over fifteen years. Probably hung out in three or four hundred companies. But ... this one was different.

			Just six blocks from my Palo Alto office, I’d never visited it. And now,  following a half-day tour, I recall clearly bouncing in the front door of  our office and saying to our receptionist, the first person I encountered, "It’s finally happened. I’ve seen a company where I can imagine  working!" (In retrospect, I guess that was a frightening thing to say to  her.)

			The company in question was IDEO (actually, at the time, David Kelley Design). And I’d been bowled over by the spirit and sense of  playfulness that invaded every aspect of its stellar—wildly creative—  work.

			I hope I’m not generally a braggart, but in this instance I claim some  precedence. I think I was the first of the "gurus" to latch on to IDEO  as Exhibit A in the folder marked "innovation machines."

			That was then, and in the subsequent ten-plus years, innovation has  spurted to the tippy top of the "requisite core competence list" for  companies of all shapes and sizes. And still, nobody does it better than  IDEO.

			But how? Fat chance of finding out, as IDEO’s finely-tuned methodology is obviously its best kept secret.

			Until now.

			Enter ... THE ART OF INNOVATION

			Tom Kelley, IDEO exec and David Kelley’s brother, tells all!

			This is a marvelous book. It carefully walks us through each stage of  the IDEO innovation process—from creating hot teams (IDEO is perpetually on "broil") to learning to see through the customer’s eyes (forget focus groups!) and brainstorming (trust me, nobody but nobody   does it better than IDEO) to rapid prototyping (and nobody, but nobody, does it better...).

			But this is no drab and dreary academic tour. Hey, IDEO creates very cool "stuff" of all sorts. And the case studies—from grocery carts to toothpaste tubes, electronic doodads to obscure  medical devices—breathe life into practically every page of the  book.

			In recent years, as the L.O.I. (Legend of IDEO) has spread far and wide, the company has had clients begging for advice not  just on a product or two, but on the IDEO way of innovating. It  has responded vigorously. That’s good news for readers. It means   this methodology not only works for IDEO, but has proven to be  transferable.

			It’s not quite that simple, of course. Beneath the IDEO  method lies the incredible, throbbing IDEO spirit that led me to  love at first sight. No, it won’t be "1, 2, 3 ... I’m an innovator  now." Nonetheless, I can imagine no better launching point than  the pages, ideas, and cases of this book. I have been waiting ten  years for it. And now I’m lucky enough to own a thoroughly highlighted copy of the galleys ... that I will barely let out of my  sight.

			Innovation is it, for the foreseeable future. And The Art of Innovation is it for those with the nerve to take the plunge.

			So ... on with the show!

			Tom Peters
Buenos Aires
October 9, 2000
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			INNOVATION AT THE TOP

			[image: image]

			Innovation wasn’t always a hot topic in the Silicon Valley. More  than a decade ago, when our firm was just a small group of product designers working over a dress shop in Palo Alto, we became very interested in why companies looked outside for product development. We  hired a professional services firm to help answer that question, and after interviewing many clients (and nonclients) we distilled the answers  down into four key reasons: One was just raw capacity. Companies had  a bigger appetite than their in-house resources could satisfy. The second was speed. If they couldn’t find anybody in-house to sign up to  some incredibly tight deadline, they would look outside. The third reason was the need for some specific expertise  outside their core competencies. And the fourth was innovation.

			Well, a funny thing has happened in the ensuing years. Innovation  has risen from the bottom to the top of the list. During that time,  IDEO has broadened its client base to include some of the best-known  and best-managed companies in the world. I personally have met with  executives from more than a thousand companies to talk about their  organizations’ emerging technologies, market perceptions, and, of  course, product development plans. With more than a thousand firsthand experiences, it’s hard not to spot emerging trends unless you are  truly asleep at the wheel. The biggest single trend we’ve observed is the  growing acknowledgment of innovation as a centerpiece of corporate  strategies and initiatives. What’s more, we’ve noticed that the more senior the executives, the more likely they are to frame their companies’  needs in the context of innovation.

			To those few companies sitting on the innovation fence, business  writer Gary Hamel has a dire prediction: "Out there in some garage is  an entrepreneur who’s forging a bullet with your company’s name on it.  You’ve got one option now—to shoot first. You’ve got to out-innovate  the innovators."

			Today companies seem to have an almost insatiable thirst for knowledge, expertise, methodologies, and work practices around innovation.  The purpose of this book is to help satisfy some of that thirst, drawing  on IDEO’s experience from the "front lines" of more than three thousand new product development programs. Our experience is direct and  immediate, earned from practical application, not management theory.  We’ve helped old-line Fortune 500 companies reinvent their organizations and bold young start-ups create new industries. We’ve helped design some of the world’s most successful products, everything from the  original Apple mouse, once called "the most lovable icon of the computer age," to the elegant Palm V handheld organizer. Whether you are  a senior executive, a product manager, an R&D team leader, or a business unit manager, we believe this book can help you innovate.

			One of the advantages of our front-lines experience is that we’ve  collected a wealth of contemporary success stories from leading companies around the world. We’ve linked those organizational achievements to specific methodologies and tools you can use to build  innovation into your own organization. I think you’ll find that this book  will help you to arrive at insights that are directly relevant to you and  your company.

			I joined IDEO in the late 1980s, when it was reaching that critical  stage at which many start-ups either stall or implode. Since that time, however, IDEO has grown dramatically in size and influence, and Fast  Company magazine now calls it "the world’s most celebrated design  firm." The Wall Street Journal dubbed our offices "Imagination’s Play-ground," and Fortune titled its visit to IDEO "A Day at Innovation U."  Every spring, BusinessWeek publishes a feature story on the power of  design in business and includes a cumulative tally of firms who have  won the most Industrial Design Excellence Awards. IDEO has topped  that list for ten years running.

			What’s unique about IDEO is that we straddle both sides of the innovation business, as both practitioners and advisers. Every day we  work with the world’s premier companies to bring innovative products  and services to market. Even the best management consulting firms   don’t enjoy that hands-on, in-the-trenches experience. Yet, like the   best consulting firms, we sometimes host teams from multinational  companies who want to learn from our culture and steep themselves in  our methodology. In other words, we don’t just teach the process of innovation. We actually do it, day in and day out.

			As I was completing this book, Tiger Woods was winning the U.S.  Open golf tournament at Pebble Beach, dominating the field as never  before. He seemed both intense and utterly calm. His dedication was  complete, and his swing and putting were nearly perfect. In spite of  what looked like masterful putting in his first round, he insisted that  the balls weren’t going into the hole smoothly enough for him. They were  just "scooting," he said, not rolling. He stayed on the practice green till  they rolled beautifully. Butch Harmon, his swing guru, said Tiger was  playing better than ever. "He’s confident. He’s mature," said Harmon.  "We’ve built his swing together, so it’s pretty easy to tweak if something  goes wrong." I found that a wonderful, enlightening statement. The  greatest golfer in history, who appears to be the ultimate solo performer, is actually the product of a team effort, and when the occasional bumps in the road arrive, the going is easier because of that fact.

			Our approach to innovation is part golf swing, part secret recipe.  There are specific elements we believe will help you and your company  to be more innovative. But it’s not a matter of simply following directions. Our "secret formula" is actually not very formulaic. It’s a blend of  methodologies, work practices, culture, and infrastructure. Methodology alone is not enough. For example, as you’ll see in chapter 6, prototyping is both a step in the innovation process and a philosophy about  moving continuously forward, even when some variables are still undefined. And brainstorming (covered in chapter 4) is not just a valuable  creative tool at the fuzzy front end of projects. It’s also a pervasive cultural influence for making sure that individuals don’t waste too much  energy spinning their wheels on a tough problem when the collective  wisdom of the team can get them "unstuck" in less than an hour. Success depends on both what you do and how you do it.

			THE INNOVATION DECATHLON

			Here’s the good news. Neither you nor your company needs to be best  of class in every category. Like an Olympic decathlon, the object is to  achieve true excellence in a few areas, and strength in many. If you’re  the best in the world at uncovering your customers’ latent, unspoken  needs, the strength of your insights might help you succeed in spite of  shortcomings elsewhere. Similarly, if you can paint a compelling visualization of the future, maybe your partners (suppliers, distributors,  consultants, etc.) or even your customers can help you get there. If  there are ten events in creating and sustaining an innovative culture,  what counts is your total score, your ability to regularly best the competition in the full range of daily tests that every company faces.

			A METHOD TO OUR MADNESS

			Because of the eclectic appearance of our office space and the frenetic, sometimes boisterous work and play in process, some people  come away from their first visit to our offices with the impression that  IDEO is totally chaotic. In fact, we have a well-developed and continuously refined methodology; it’s just that we interpret that methodology very differently according to the nature of the task at hand. Loosely  described, that methodology has five basic steps:

			Understand the market, the client, the technology, and  the perceived constraints on the problem. Later in a project, we often challenge those constraints, but it’s important to understand current perceptions.

			Observe real people in real-life situations to find out what  makes them tick: what confuses them, what they like,  what they hate, where they have latent needs not addressed by current products and services. (More about  this step in chapter 3.)

			Visualize new-to-the-world concepts and the customers  who will use them. Some people think of this step as  predicting the future, and it is probably the most brainstorming-intensive phase of the process. Quite often, the visualization takes the form of a computer-based rendering or  simulation, though IDEO also builds thousands of physical  models and prototypes every year. For new product categories we sometimes visualize the customer experience by  using composite characters and storyboard-illustrated scenarios. In some cases, we even make a video that portrays  life with the future product before it really exists.

			Evaluate and refine the prototypes in a series of quick iterations. We try not to get too attached to the first few prototypes, because we know they’ll change. No idea is so  good that it can’t be improved upon, and we plan on a series of improvements. We get input from our internal team,  from the client team, from knowledgeable people not directly involved with the project, and from people who  make up the target market. We watch for what works and  what doesn’t, what confuses people, what they seem to  like, and we incrementally improve the product in the next  round.

			Implement the new concept for commercialization. This  phase is often the longest and most technically challenging in the development process, but I believe that IDEO’s  ability to successfully implement lends credibility to all  the creative work that goes before.

			We’ve demonstrated that this deceptively simple methodology  works for everything from creating simple children’s toys to launching  e-commerce businesses. It’s a process that has helped create products  that have already saved scores of lives, from portable defibrillators and   better insulin-delivery systems to devices that help grow sheets of new  skin for burn victims.

			INNOVATING WITH AN AUDIENCE (AND WITHOUT A NET)

			Part of the reason this book came about is that we actually got firsthand evidence that people believe in our approach to innovation. A  year ago, ABC’s  Nightline came to us with a unique proposition. They  wanted to "see innovation happen" and said that, if we were willing to  show how we’d reinvent a product category, Nightline would be there  with its cameras to capture the action.

			Perhaps you’re one of the almost 10 million people who stayed up  late to watch the broadcast.

			The show was great entertainment, but it was also a wonderful short  course in our methodology. ABC had asked us to compress our method  for creating successful products into a TV-sized package, and the steps  we went through before a national television audience are the very  steps that I’ll take you through in the rest of this book. As a preview,  let’s dive into what ABC called "The Deep Dive. One company’s secret  weapon for innovation."

			THE DEEP DIVE

			Nightline’s show began with Ted Koppel asking how the process of  designing a better product works. He went on to describe the toughest  problem the network could think of to toss our way. "Take something  old and familiar," he said. "Like, say, the shopping cart, and completely  redesign it in just five days."

			That’s exactly what we did.

			"Maybe we should acknowledge it’s kind of insane to do an entire  project in a week," began Peter Skillman of IDEO as ABC’s cameras   rolled. It was 9:00 Monday morning, day one, and the youthful Skillman was a walking metaphor for the IDEO way. Status at IDEO is   about talent, not seniority, and Skillman had proved an able facilitator  under fire, great at leading brainstorms and bringing disparate teams  together. The team that day at our Palo Alto offices also came from  many disciplines. Beyond our usual talented engineers and industrial  designers we had IDEOers with backgrounds in psychology, architecture, business administration, linguistics, and biology.

			The shopping cart was an ideal and imposing challenge. The cart is  an American cultural icon, as familiar as the Zippo lighter, and just as  equally frozen in time. It offered a rich opportunity for new design, but  at the same time we knew that it was inexplicably stuck in a sort of innovation limbo.

			"Let’s go!" Skillman cheered at 10:00 A.M., and we were off and running. We split into groups to immerse ourselves in the state of grocery  shopping, shopping carts, and any and all possibly relevant technologies. Blending our "understand" and "observe" phases into a single  day’s work, we were practicing a form of instant anthropology. We were  getting out of the office, cornering the experts, and observing the natives in their habitat. Some members of the team trotted down to  Whole Foods, a popular grocery store in downtown Palo Alto, and began wandering the aisles, watching with a fresh perspective how  people shop. They saw safety issues and watched parents struggle with  small children. They noted how professional shoppers from an Internet buying service used their carts as a base station and ran up and  down the aisle "cartless" for better mobility. They saw traffic jams  where shoppers had to pick up the back of their carts to slide by other  slow-moving or oncoming ones.

			I interviewed a professional buyer who purchases carts for a large  store chain, and discovered the trade-offs of steel versus plastic, as  well as the surprisingly high cost of lost and damaged units. Another  group caught up on the latest designs and materials by cruising a local  bike store. A "family" team poked and prodded a dozen children’s car  seats and baby buggies. Anticipating that we’d "cyberize" our cart, we   perused a local electronics store for gadgets. One group managed to  track down a cart repairman named Buzz who drives from Safeway to  Safeway in a little truck, rewelding broken baskets and popping on new  wheels.

			By the end of day one, three goals had emerged: make the cart more  child-friendly, figure out a more efficient shopping system, and increase safety.

			Focusing on those themes, we spent the morning of day two brainstorming possible solutions. The classic brainstorming principles were  printed on the walls, and we spread giant Post-it sheets with lots of colored markers about and plenty of toys to lighten the mood. We didn’t  fret if an idea was dull or even goofy, and we encouraged everyone to  join the show-and-tell. The wacky concepts cracked everybody up and  kept people from editing their own thoughts, like the privacy shade  someone sketched (in case you’re buying six cases of condoms) or the  Velcro seats with matching Velcro kid diapers to keep unruly toddlers  safely stuck in place.

			By 11:00 A.M. the focused chaos started winding down, hundreds of  crazy ideas and sketches crowding the walls, as well as plenty of solid ones, like a cart that nobody would want to steal or a cart with its own scanner to check prices. We voted for the "cool" ideas. They couldn’t  be too far-out, because they had to be buildable in a couple of days.  Everyone stuck brightly colored Post-its on their favorites, creating  flowerlike clusters around the best concepts.

			Over lunch, the team leaders reviewed the concepts and the group’s  votes and made a series of quick decisions on where to focus prototyping efforts. The fastest development teams in the world can’t win the  race to market if the decision process bogs down, so by the time the  pizza was finished, the Deep Dive team had a plan for going forward.

			We split into four smaller groups that would have three hours to  build mock-ups, each team focusing on a separate concern—shopping, safety, checkout, and finding what you’re looking for.

			The groups sketched their ideas for half an hour and then took off   running. Many jammed the aisles at the local Ace Hardware store  searching for ideas and materials. One of our master model makers pursued an idea from the brainstorm to make a shopping cart that  tracks sideways. By 3:00 P.M. on Tuesday, sixteen IDEOers were  jammed into our shop along with the dozen machinists and model  makers who work there every day. They were feeling the intense time  pressure to crank out the first round of sample shopping carts, and  three hours later the crude prototypes were ready for review. One featured an elegant and voluptuous curve; another was modular, designed  to stack up with handbaskets. There were high-tech twists—a microphone to query customer service and a scanner so you could skip the checkout line.

			Again, we selected the best feature of each prototype and divided  the tasks. Next, it was Lego time—everyone started bending wire-welding rods to build tiny model carts. We knew it had to be modular,  child-safe, and nestable for easy storing. While one person was laying  out the frame assembly on a CAD machine, someone else was examining the basket concepts. The design team called it a day at 3:00 in  the morning, but the shop kept at it a little longer.

			At 6:00 A.M. Wednesday, day three, a master welder whom IDEO  works with picked up the drawings for the tricky, curvaceous frame.  Meanwhile, model maker Jim Feuhrer was tinkering with the casters.  The incredibly challenging deadline and shared goal had helped create  a spirited "hot group," and the team pushed through another long day,  fueled by energy reserves and nearby Peet’s espresso. By Thursday afternoon the team was getting punchy, but beginning to think it was  possible. My brother David, founder of IDEO, came bounding  through the shop with his usual infectious optimism and told  everyone, "It looks great. It’s awesome." They’d started to put the parts  together and had Whole Foods baskets all set up to insert into our custom frame. David’s expression suddenly changed. "You’re not going to  use those?"

			The team had focused so completely on redesigning the shopping   cart frame that they hadn’t had time to work on the baskets. Only hours  remained, but shop leader Carl Anderson and others grabbed some  acrylic panels and started cranking. Meanwhile, at every point, test assemblies were being done. The shop kept at it nearly till dawn. But the  cart still wasn’t done. We had to paint it before the cameras were ready  to roll a few hours later.

			LIFTING THE CREATIVITY CURTAIN

			At 9:00 A.M. on Friday we wheeled the cart down the street, put it  in a conference room, and threw a sheet over it. Everyone gathered  round for a cheer as we yanked off the sheet to a television audience of  millions.

			ABC loved what it saw. The old boxy cart we all know and hate had  been replaced by a sleek, gleaming creation. The main frame sloped  down on each side into a curve that tucked back, with more of a sports  car line. Gone was the main basket—the feature that made carts desirable for black-market barbecues. The open frame was designed so  that six standard handbaskets would neatly nest inside in two layers.  Shoppers could use the cart like home base, darting down an aisle with  a basket. At checkout, clerks would pack the groceries in plastic bags  that neatly hook within the frame. As far as we know, no one had done  anything quite like it before. To me that’s the heart of it, a real innovation that redesigns the shopping experience.

			We used ideas from roller coasters and baby seats to create the cart’s  child seat—it had a safety bar that snaps in like one at the amusement  park as well as a fun blue plastic play surface. There was a scanner to  pay for items directly, two cup holders for coffee, and a clever set of  back wheels. Tug to the side and the locked wheels would pop loose so  you could easily push the cart sideways. Push it forward again and the  wheels would lock back in place.

			With the cameras rolling, ABC’s Jack Smith wheeled the cart down  the aisles at Whole Foods and earned plenty of gawking looks. Clerks   and managers loved the cart and even said that with a couple of modifications, they’d want one. We took the afternoon off to celebrate and  get ready to return to our regular clients.

			The cart was done, the show was aired, and we thought that was pretty much the end of it. But the morning after the Nightline segment  ran, our phones wouldn’t stop ringing. I took dozens of calls from executives around the country who’d seen the show. Most of them didn’t  give a damn about shopping carts. Instead, they wanted to know more  about the process we used to bring the cart into being. One CEO told  me that he understood, for the first time, what creativity really meant  and how it could be managed in a business environment.

			Nightline’s Deep Dive broadcast was among its most popular of the  year, so popular in fact that the network rebroadcast it a few months  later. The response amazed us. But maybe it shouldn’t have. The fact  is, everybody talks about creativity and innovation, but not many  people perform the feats without a safety net in front of a nationwide  television audience.

			BUILDING IN CREATIVITY AND INNOVATION

			Why should business care about creativity? Visit your local mall or  trade show and you’ll see that creativity sells. We’re all searching for  the next iMac or VW Beetle—any worthwhile innovation that captures  the public’s imagination and strengthens the company’s brand. But  many companies shy away from novel solutions. Moreover, they tend  to believe that truly creative individuals are few and far between. We  believe the opposite. We all have a creative side, and it can flourish if  you spawn a culture to encourage it, one that embraces risks and wild  ideas and tolerates the occasional failure. We’ve seen it happen.

			The more we thought about the success of the Nightline Deep Dive,   the more it made sense to distill what we’ve learned in the trenches  from hundreds of corporations on thousands of projects. This book  aims to demystify the creative process. It isn’t something we dreamed  up in a business school class. It’s been tried and tested through hands-on experience. It helped IDEO grow from a two-person office into the  leading product design firm in the world.

			It can help you too.

		

	
		
			2

			WINGING IT IN  START-UP MODE
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			When my brother David launched his business in 1978, he  treated it as a project, like the snow forts of our childhood or the thirty-foot jukeboxes he made in college. The truth is, he just winged it and  had a lot of fun in the process.

			After less-than-exciting engineering roles at Boeing and NCR,  David found his spiritual home in the Product Design program at Stanford, where he earned his master’s degree in the late seventies. Reluctant to leave such a stimulating and nurturing environment, David  thought he’d go for a doctoral program. But the Ph.D. involved heavy  doses of reading and writing—not my restless brother’s favorite pastimes. When the Stanford Design Department kept getting inquiries  from companies looking for someone to solve their tricky engineering  and product design problems, David decided he could do it.

			David recognized that he had to start his own business. He knew he  couldn’t fit in a conventional workplace. He wasn’t linear. His forte  wasn’t sitting down and working. Nor did David have the attention  span to follow somebody else’s direction. If he wanted to have a chance  at success, he’d have to lead.

			David decided he needed a partner and asked his Stanford mentor,  Professor Bob McKim, for the name of a top student in that year’s program. McKim suggested Dean Hovey, and after Dean agreed to partner  with him, David promptly abandoned his plans for a Ph.D. The first  four engineers they hired—Jim Yurchenco, Dennis Boyle, Rickson  Sun, and Douglas Dayton—were all Stanford grads who were friends  of David’s. David believed that if he hired people he liked and respected, everybody would have fun and get more work done.

			The work was truly like child’s play—they made things up as they  went along. They found a couple of rooms at a dilapidated Palo Alto office above a dress shop. They made most of their own furniture. They  spray-painted used chairs bright green and laid discount doors from  the local lumberyard over dented filing cabinets to make desks. To   match the chairs, they bought some green, cheap indoor-outdoor carpet. Finally, they slapped some paint on the walls and nailed up some  sheetrock dividers.

			The room dividers were intended to give everyone some semblance  of privacy. But Dennis Boyle promptly cut a circular hole in the wall  between him and Douglas Dayton and popped in a ship’s porthole. Adversity brought them together. The musty offices were so thick with  flies that Yurchenco and Dayton built a funnel out of foam core to suck  up the insects with a vacuum. They called themselves the Fly Group.  For kicks, they built a fly the size of a pig out of foam core, painted it  red, and hung it from the ceiling. Pranks became second nature. When  Hovey left for a week’s vacation, he returned to find a sheetrock wall  where his door had been.

			Windshield cement inspired many office pranks. You’d leave your  desk only to return to find everything glued down: soda cans, papers,  pens. David’s door was once glued shut when he was getting a pitch  from a salesperson. Another office was webbed in by the sticky trails  from a hot glue gun. There were rubber band wars and squirt gun skirmishes (similar to the pranks at Apple at the time), and plenty of water  balloons dropped out the window. Someone even built a key-cap  launcher with a bucket of keyboard keys left over from a job. IDEO  was like hanging out with your friends on summer break.

			Jim Yurchenco says the pranks and play served a purpose—gave him  a sense that he had some control over his destiny, a feeling of belonging to something larger than himself. Something of a loner, he was anything but a typical hire. Yurchenco had never studied product  design—or engineering, for that matter. He had earned a master’s in  fine arts from Stanford and spent most of his time in the university’s  design shop making arcane electromechanical sculptures. It sounds  loony, hiring a sculptor for a product design firm, but David was no  fool. Yurchenco had excelled in math and physics and, like David,  had grown up building things. David knew that Yurchenco was wildly  capable.

			The company had no business plan. David hustled up jobs. One of   the company’s neighbors in downtown Palo Alto, Jerry Mannock, was   an industrial designer and fellow Stanford grad. David dropped by to  tell him about the new firm. Mannock happened to be doing a lot of  work for Apple at the time, and next thing you know, David was going  down to meet Steve Jobs.

			David didn’t have a lot of experience, but neither did anyone else, it  seemed. Companies big and small in the Silicon Valley were turning to  people like David as they struggled to solve novel engineering and design problems in computers and other high-tech devices. Jobs asked  David and his newly-formed team to help create the Lisa computer—  forerunner to the Mac—as well as the mouse that would control its innovative graphic interface.

			Like the e-commerce revolution twenty years later, it was a time  when being old and wise wasn’t much of an advantage. You had to track  down sources that could help you, and be bold enough to make some  educated guesses. As David says, "When you’re stuck with a tough decision or a problem you don’t understand, talk to all the smart people  you know." It’s the networking approach to problem solving, a lesson he  learned in the early years of the firm.

			It didn’t hurt that David was hanging out with some groundbreaking  companies. Apple’s confidence was infectious. David loved Apple’s  hipness, the fact that you could wear jeans and pad about in your  stocking feet. He left Apple meetings feeling jazzed by its culture of innovation, by the way Apple’s labs and offices intertwined. Workers of  all ages and experience seemed to effortlessly cross-pollinate. A  teenager might be working next to a veteran engineer from Hewlett-Packard. There was a swagger in the air, the sense that Apple could  take on any challenge and succeed. David heard tales of Jobs giving a  block of stock to a draftsman, taking everyone to  Star Wars in the middle of the day, quitting early for a volleyball game. And yet, they got things done.

			David didn’t exactly follow the rules himself. There wasn’t room for  a machine shop, so he got some two-by-fours and lots of corrugated  fiberglass and covered up a central atrium. The floor was the asphalt   roof of the dress shop below, and there was no door. To get into the  shop, you had to climb out a window, pulling a power cord with you for  juice. This makeshift prototyping space probably violated a dozen  building codes and two dozen fire codes. But it was a quick and dirty  place to stick a couple of saws and a drill press and other tools.

			[image: image]

			The Apple mouse was a breakthrough innovation that  became an enduring icon of the computer age.

			The boyish pranks and wild play didn’t just pump up the team. They  also created an atmosphere where you naturally took chances and  solved problems. You could stumble, as long as you fell forward. The  team chalked up its share of blunders: parts that didn’t fit together,  computers that wouldn’t pass muster at the FCC, mirror-image part   drawings. But the team picked itself up, absorbed the hard lessons,  and went on.

			David was amazed at the opportunities. He’d expected to be kept  behind the scenes—engineers at places like Boeing and NCR were  treated merely as cogs in the wheels of industry—but within a couple  of years, David was working for major corporations and meeting with  company presidents. In high tech the executives really cared about  products and about innovation.

			Slowly, David’s company emerged from its first big transition. David’s partner traded in his share of consultancy for the majority ownership of a spin-off manufacturing arm. But the workers opted to stick  with David and what became David Kelley Design.

			Ten years later, responding to client requests for "one-stop shopping," the company went through another major transition by combining forces with Moggridge Associates in London, ID Two in San  Francisco, and Matrix in Palo Alto. In casting about for a name for the  new company, Bill Moggridge picked the prefix ideo out of the dictionary (as in "ideology"), and IDEO Product Development was born in  1991. Since that time, the firm has steadily grown and diversified,  without ever seeing an unprofitable quarter.

			Along the way, we’ve played a role in many key developments, everything from mobile computing and Internet appliances to minimally invasive surgery and cardiovascular monitoring.

			As we’ve built expertise and credibility in some areas, we continue  to "wing it" with new experiments in alternative business models, international locations, and innovative service offerings. IDEO continues to be a work in progress.

			We wouldn’t have it any other way.
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			INNOVATION BEGINS  WITH AN EYE

			[image: image]

			INNOVATION

			We’re not big fans of focus groups. We don’t much care for traditional market research either. We go to the source. Not the "experts"  inside a company, but the actual people who use the product or something similar to what we’re hoping to create.

			Plenty of well-meaning clients duly inform us what a new product  needs to do. They already "know" how people use their products.  They’re so familiar with their customers and existing product line that  they can rattle off half a dozen good reasons why an innovation is impractical. Of course, we listen to these concerns. Then we get in the  operating room, so to speak, and see for ourselves.

			A few years back, for example, Silicon Valley-based Advanced Cardiovascular Systems asked us to help it redesign a critical medical instrument used on heart patients during balloon angioplasty. The  company sold an inflation device for the tiny balloon that the doctor inserts with a catheter through the femoral artery in a patient’s leg. The  balloon is guided up into the obstructed coronary artery and inflated,  compressing the plaque and stretching the artery. ACS told us that the  new inflation device—like the existing one—had to be suitable for  one-handed use.

			But when we went into the operating room—literally—that’s not  what we saw. Although the current product could theoretically be used  with one hand, it really worked that way only if you had a hand the size  of Michael Jordan’s. In actual practice, medical technicians almost always used both hands with the device, since, as we observed, they  weren’t doing anything else with their "spare" hand. So why not design   the new "Indeflator," we thought, for a two-handed technician? Why  fight human instinct?

			It’s precisely this sort of observation-fueled insight that makes innovation possible. Uncovering what comes naturally to people. And having the strength to change the rules. From the simple observation that  technicians used both hands flowed distinct improvements. We added  ribs to the base of the pumplike device so that technicians could hold  it steady in one hand while they inflated the balloon with the other  hand. We tilted the pressure gauge upward so that it was easy to read  during inflation. We increased control and precision. We made it easier to deflate the balloon too. And we made one other big change.

			There’s a critical moment in an angioplasty procedure when the surgeon instructs a technician to inflate the balloon. During the next sixty  seconds or so, the balloon obstructs the artery, creating, in effect, a  heart attack. At that point, with the patient still awake, the old device  would make a loud clicking noise as it ratcheted into place.

			Our new design lost that scary ratcheting sound.

			TIME IN THE JUNGLE

			Clicks-and-mortar brokerage founder Charles Schwab has talked  about his effort to assume the perspective of his customers. "I am like  a chef. I like to
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