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CHAPTER

Innovation often happens when and where you least expect it. This is why you need to 
constantly look around yourself for new sources of innovation.

Be aware of the trends around you—the larger forces that are outside of your control:  
• scientific discoveries
• market dynamics
• emerging technology

• competitor activities
• environmental trends
• weather calamities

• social trends
• disease outbreaks
•   large-scale conflicts

•  political and economic 
developments

• changing business models

Seek out incongruities. Conflicting data and trends can become great inspiration for 
unexpected innovations, because most people simply ignore these incongruities. For 
example, even as digital publishing and e-books dominate the literary marketplace, there is 
still a powerful segment of the population that wants and values print books. Over time, an 
innovation often reverses into its opposite. Anticipating these incongruities will put you ahead 
of the game and help you stay innovative. 

Look for outliers and wildcards. These are things that others normally don’t look at. A 
wildcard is something that most people don’t incorporate into their long-term planning even 
though it actually happens on a regular basis: meteorological disasters, disease outbreaks, 
work stoppages. Being prepared for wildcards will give you the first-mover’s advantage.

An innovation itself is usually not the actual end goal. There are always reasons for innovating, 
or value propositions. These can provide you with unexpected opportunities: 

• customer productivity
• reduction of risk

• convenience
• simplicity 

• environmental friendliness
• novelty 

•  fun and  
image-enhancement

In addition to a variety of innovation sources, there are many different places you can innovate: 
in the way someone buys your product, in the way someone takes delivery of the product, uses 
it, supplements it, maintains it, and disposes of your product.
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Collaborative Innovation

Innovation is not an individual sport—it’s achieved when groups of people with diverse 
skills meet and collaborate. Most people think that innovation is done only by geniuses who 
work alone. This is simply not true. Innovation is done by ordinary people who learn to work 
together. To innovate is not to invent something new. It is to find out how to do better what we 
can already by joining forces with others whose strengths will fill in for our weaknesses.

Innovation is like stone soup. What is stone soup? It’s a delicious concoction brewed from 
the unlikeliest of ingredients: bits of food that you wouldn’t expect to mix together well. It’s a 
combination of ingredients that create a constructive conflict, or a positive tension, when you 
mix them. In this way, the ingredients are different, but they’re not that different—they work well 
together. The idea is this: when people add disparate things together in small amounts, you get 
something new—something special.

Some organizations create open source innovation, which usually means the following:
• Collective source code
• Derived works are encouraged
• Free redistribution
• No discrimination against persons or groups
• No discrimination against fields of endeavor
• Licensing must not restrict other development
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In order to facilitate collaborative innovation, you need to create an environment that brings 
people together and you need to harness the sources of innovation around you:

•  Collaborative innovation networks: software and websites that allow people to come 
together, staff projects, and find expertise for what they need

•  Creativity clusters: when a group of people decide by self-selection to live or work in the 
same area in places like Silicon Valley or research centers and think tanks

•  Innovation jams: brainstorming sessions that think through specific problems or issues 
that incorporate a diverse group of people with a variety of skills

•  Crowd-funding: initiatives like Kickstarter that welcome outsider support for their projects
•  Innovation tournaments: competition-style activities that invite people to provide 

solutions to a problem, offering the winners funding for their plans
•  Crowd-sourcing: initiatives like InnoCentive that invite people to solve your problem by 

offering them a reward
•  Open-source innovation: an initiative, like Linux or Wikipedia, with open access. This 

means not only that anyone can use it but also that anyone can make modifications to it. 

Keep the following strategies in mind:
•  Look around you for new groups to associate yourself with: communities, systems,  

and events. 
•  With the group you’ve started, establish a set of shared values: culture, competency, 

and value propositions.
•  Seek out individuals outside of your group who can act as symbiotic participants: 

leaders, inventors, adaptors, connectors, and financiers.

CHAPTER

 03



20

Collaborative innovation has upsides and downsides:

Upside Downside

Global reach Local politics

Rapid experimentation Chaotic implementation

Search and reapply best solutions Not invented here

Creative power of clients Disruptive power of clients

Reservoirs of outside talent Shallow internal gene pool

Wider array of solutions Difficulty servicing solutions

Decentralized organization Misalignment

Seeing winning ideas first Constantly changing course

When performing collaborative innovation, remember to:
• Keep the process on track
• Focus the group on the desired results
• Create a positive environment
• Establish a group identity
• Encourage participation, mutual respect, and listening
• Stimulate group energy
• Give feedback on group dynamics
• Structure and clarify issues
• Resolve conflicts
• Challenge boundaries and habit-bound thinking
• Confront hidden problems
• Problem solve when appropriate
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What does it mean to creativize? To creativize is to take ordinary things and activities and to 
add creativity to them. This doesn’t mean you need to add complexity to something. In fact, 
the opposite is true: a great innovation is one that is simple and easy to follow. Innovation is 
merely a useful novelty: it is making something better and new.  
 

There are four steps in the Creativize Process:
1. Set High-Quality Target
2. Enlist Deep and Diverse Domain Expertise
3. Take Multiple Shots on Goal
4. Learn from Experience and Experiments

The next few chapters are dedicated to this Creativize Process. Remember that innovation 
does not work in a straight line, but in a cycle. It requires a lot of adjustments and experiments.
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1. What sources of innovation will you need to include?

2. How will you keep these sources synced up? On track?

3.  What is the preferred work environment for your innovation initiative?

• Family atmosphere
• Collaborative workplace
• Shared values & vision

• Stimulating projects
• Flexible hours
• Free from everyday constraints

• Clear roles & responsibilities
• Standards
• Regulations

• Competitive
• High pressure & impact
• Fast moving & high energy
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