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FOREWORD
If there is one lesson from the dot-com craze and meltdown that will
endure (until the next time, anyway), it was this: A great idea is not
the same thing as a great innovation.

We saw some truly fabulous ideas come over the transom here at
Fast Company: There was, for a few shining months, balls.com,
proud 24/7 purveyor of any sports ball you could imagine, and
gesundheit.com, offering comprehensive relief for the allergy suf-
ferer. But these late, mostly forgotten sites didn’t deliver much in the
way of value. People didn’t need this stuff—not enough, anyway, to
pay the bills. Ordering pet food online and having it delivered to your
home was a terrific idea, but—no disrespect to the sock puppet—it
just wasn’t pragmatic.

Now consider Google, a dot-com survivor (needless to say) whose
dedication to innovation verges on the maniacal. A Google engineer
once explained to me the calculus behind temporarily adding a brief
pitch—“New! Take your search further. Take a Google Tour”—to the
site’s otherwise austere home page. Those nine words, Google knew,
comprised 120 bytes of data, which would slow download times for
people with modems by 20 to 50 milliseconds. But Google could also
measure precisely how many visitors took the tour, downloaded the
Google Toolbar, and clicked through for the first time to Google News. 

At Google, an idea that provides no demonstrable value to cus-
tomers just doesn’t happen. The company is constantly testing new
features on its site. The ones that people use, that don’t degrade the
search experience, and that fit the business strategy—those are the
ones that stick. The others—well, they’re just ideas, and they disap-
pear. “We don’t show people things that they aren’t interested in,”
said another engineer, “because in the long run, that will kill your
business.”



The gearheads at Google are pragmatic innovators—exactly the
sort that Craig Vogel, Jonathan Cagan, and Peter Boatwright describe
in this book. They understand that innovation isn’t defined solely (or
sometimes, at all) by daring acts of technological invention.
Innovation is, instead, about providing advances that are valued by
customers.

The difference between the two was brought home to me several
years ago in Craig’s office, then (and, I assume, still) a crowded reli-
quary positioned at the intersection of creative destruction and con-
sumerism. The shelves were packed with old rotary telephones,
radios, coffeemakers, toasters, and Coke cans.

And with potato peelers. Here was the “Rotato Potato Peeler,” a
mechanical marvel that applied high tech to the low art of removing
a tuber’s skin. It worked—but it was cumbersome and ugly, and it
removed an eighth of an inch of potato flesh. The seven-dollar OXO
peeler, by contrast, was just an incremental advance on the century-
old mechanical standard. But that increment—a more comfortable
handle, a curved blade, a cleaner look—was valuable. It turned the
mundane into something enjoyable, even beautiful.

That’s the ballgame today.  Not, What can you make? Not even,
What can you make that people will buy? But, What can you make
that will add enough value to people’s lives to sell profitably? That’s
why one of the coauthors of this book is a marketing guy. 

Pay special attention in the pages that follow to the consumer
profiles that introduce each chapter. They’re important, because they
acquaint us with the central players in any discussion of innovation—
the people who buy and use your products. Note that they are not just
wealthy, well-educated professionals. Consumers of all stripes have
become, in the last two decades, remarkably savvy about design and
its value in our lives. If this book is about “how ordinary people cre-
ate extraordinary products,” it’s also about how ordinary people have
become design nuts. Call us the Target Generation. 
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It’s all too easy for companies to forget about their customers—
and easy as well to spot the results. (The Rotato! Just $19.99!) Do this,
obviously, at your peril: A new product strategy is not complete unless
you understand who these people are, how your innovation will
improve their lives, and what that change is worth to them. 

If you don’t, some nimbler competitor surely will. Motorola and
Nokia dominated the growing Chinese cell phone market for years—
until a local outfit, Ningbo Bird, became a pragmatic innovator.
Instead of producing phones that were simply cheap, Ningbo Bird
began studying what Chinese consumers wanted—and making
phones that were sexy and easy to use. Its market share jumped from
5 percent to over 50 percent in just a few years.

So, which is it? Is your company a Ningbo Bird, or a Motorola?
An OXO, or a Rotato? A Google, or a gezundheit.com? This book will
help you understand your customers and then create products and
services that they want, products and services that are likely to be
great innovations and not just ideas.

Keith H. Hammonds

Deputy Editor, Fast Company magazine
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ABOUT THE COVER
Burnie is our animated robotic toaster, the one on the book cover.
You may be wondering why we put Burnie there, since he is not a real
product like the others in this book.  These days, if a product team
walked into the office of their VP of New Product and said, “We have
just developed the world’s first walking toaster!” the answer might be
“Great! But can it walk on water?” Burnie represents the incredible
requests made of teams and individuals working in the area of new
product and service development. A walking toaster may or may not
be what the public wants, nor may it fit a company’s strategic plan.
The question is, “How do you know?”

In this book, we give many examples of real products.  The teams
developed these products only after fully understanding their cus-
tomers’ needs, assessing the strength and boundaries of their com-
pany’s brand, considering how and how far they could extend the
brand, and thinking of their company’s strategic needs for innovation
and organic growth. A smart shoe, a device for cleaning floors with-
out water, a robot that is not a toaster but that does repair sewer sys-
tems, and a pickup truck that fulfills fantasy expectations are part of
the array of case studies and their corresponding methods of devel-
opment we provide to enable you to make the right choice in the
design of things to come.
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PREFACE

What to Expect from This Book

Two guys walk into a Starbucks and wave to a woman at a table. After
getting their lattes, they head over and join her.

Paul: Hey, Caroline, looks like you got here early.

Caroline: Traffic wasn’t bad today. Did you two come together?

Rick: No. We just happened to arrive at the same time.
How are you doing? How’s work?

Caroline: It’s pretty interesting these days. Today we had a
planning meeting to set objectives for the next few
quarters. We had a poor performance last year, and
budgets are getting cut. I was asked to reduce cost by
20 percent and increase profits by 150 percent. [She
smiles.]

Paul: Are these just goals to see how high you can jump?
Or are they somewhat realistic? 



Caroline: It’s part of an ongoing internal discussion. We’ve gotten
really efficient at delivering high quality with decent costs.
But, you know, everybody else is pretty good at it now. So
the discussion is about what to do next. For years, we’ve
had the dual strategy of beefing up quality and reducing
costs, and that strategy has worked well for us. But now,
we’re pretty close to the efficient frontier, and everyone
else is catching up pretty quickly. 

Rick: I know what you mean. We’re lost as to how to respond to
the latest competitor who is trying to drag everyone into a
death rattle on price. It isn’t like there is much more we
can do with our manufacturing costs or quality. I am a
black belt Six Sigma, and we’ve integrated the latest on
lean manufacturing into our StageGate process. Now that
we’re accustomed to putting out high quality at low cost,
we’ve settled back into our old bunkers. The sales force is
on our back to put out some new product that can com-
pete on cost. But we’re putting out great stuff, so we won-
der why sales can’t move product by just showing buyers
our quality difference. 

Paul, now that I think about it, you guys don’t seem to be
in this cost battle at the moment. You guys are thinking
innovation instead of costs, aren’t you? 

Paul: Yeah, I told you guys about the new CEO a while back.
He has a different focus. Still too early to tell what will
happen, but I have to say that there’s excitement in the air
that wasn’t there before. He believes that we can no
longer compete on price but instead need to be leaders in
innovation. A couple of weeks ago, he sent out a memo
with suggested reading. I read an article in Business Week
about the power of design. Usually, articles about design
just talk about industrial design and how they make prod-
ucts better. But this article was different. It said that 
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product design means that everyone has to be innovative,
not just the industrial designers you hire. Another article
talked about the challenge of the growth of China, stress-
ing how companies in Asia are getting smarter, not just
cheaper, and that means innovation is the only way to
compete. He also sent some literature about programs
that a number of B schools are teaching on “entrepre-
neurship and innovation.” He is actually willing to support
us getting into those programs. Even he admits the inno-
vation seminars we are constantly attending can only get
us to the beginning of what we need to do.

I’ve not yet read the book The Design of Things to Come
that he suggested, but I’ve heard it has some pragmatic
ideas on creating profit and growth by focusing on cus-
tomer needs and desires, and that it has techniques that any
of us can understand and incorporate into our process….

Deconstructing Innovation

Everyone is talking and writing about innovation. It is the fuel of busi-
ness strategy. Design and innovation are words that are often used
together or interchangeably. Design for us is both a broad concept of
change through human problem solving and a word used to describe
specific fields such as engineering design, interface design, or indus-
trial design. The power of the new design for innovation is fueling an
engine of change that is driving the production of things to come. It
is the result of interdisciplinary teams, and it dynamically leads to
comprehensive solutions that consumers respond to emotionally, cog-
nitively, and then economically. Few books, however, provide an
understanding of how to deconstruct the process in a way that anyone
can use to turn a cost-centric approach into an innovation-driven
strategy. The challenge in design for innovation is to help everyday
people stretch and grow to accomplish extraordinary things. 
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As authors from three different disciplines, we are strongly com-
mitted to understanding the innovative process. We repre- 
sent three core areas that companies rely on for innovation of physical
products: business, engineering, and industrial design. As a result of
our diversity and commitment to the topic, we believe it is possible to
provide a distinct useful, usable, and desirable angle on the current
trend of how companies are growing organically through innovation.
We have developed an ability to see current and emerging issues
through three sets of eyes translated into one common transdisciplinary
voice. The result is something that can educate the novice and help
experienced practitioners in business alike. The potential in companies
is not just the ability to create a pool of talent and capability, but how
to give diverse teams of people the power, methods, and courage to be
creative and to explore new opportunities. As our own example of the
power of teams, writing this book required significant give and take for
each of us as individuals. The result is a product that is better than any
one of us could have written in isolation. 

In our roles as university professors, our work has evolved into a
balance of research, consulting, and teaching that has allowed us to
become an example of what we talk about in the book. We are not just
reporting what we have observed; we have lived it. We know what it
is like to manage interdisciplinary teams of bright, headstrong people
and help them produce innovative and patentable solutions through
our methods. We have impressed company executives with the abili-
ty to take a vague discussion of possible new markets and, using an
integrated product development process in a university context, pro-
duce insightful, thoroughly developed and patented products. We
have consulted with a wide variety of consumer and business-to-
business companies and helped them produce successful products.
The first book of two of the authors, Creating Breakthrough
Products1, has been incorporated into the product development
process of many small and large companies alike. 
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As research professors, we have had the opportunity to step back
and reflect on what we have observed. We have identified consistent
patterns that led to successful innovation. Our goal as writers was to
produce a book that organizes and expresses these findings in a way
that the Carolines, Ricks, and Pauls of the preceding vignette can
incorporate into their way of thinking and practice. In short, it is a
book written by people who have lived with, successfully managed,
and thoroughly researched the topic. Said another way, we are arm-
chair quarterbacks who have also played the game.

This book deconstructs innovation into understandable chunks
that form a compelling argument of what innovation is, why it is
important, and how you can begin to transform yourself and your
company to meet the needs of the current marketplace. You cannot
just hire innovative consultants; you have to learn to create an innov-
ative culture organically within your company. That is the only way
the core of your brand can be strategically connected to every prod-
uct you make and service you provide. 

This book is also about people who are at the heart of the inno-
vation process. We mention two types of people throughout this
book: those who purchase and/or use the product or service, and
those in companies who are the innovative developers of the products
and services. We include scenarios about the users throughout this
book to provide a context for each chapter. The scenarios that start
these chapters are fictitious. A common practice used in the early
phase of development of new products and services, scenarios are
often composites that represent critical aspects of the lifestyle ten-
dencies of the intended market. The second type of people referred
to are people in companies, and all of these people that we describe
in our chapters are real. They have been extremely helpful and sup-
portive in letting us find out what makes them tick and what enables
them to become one of the new breed of innovators. We have worked
with them in developing many of the case studies throughout this
book.
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This book is written to help you leverage your ability to find a way
to thrive in the complex world we find ourselves in. As the often-used
quote from Dickens’ A Tale of Two Cities states, it is the best of times
and the worst of times. The side of the coin you choose depends on
how effective you are at turning obstacles into opportunities. You can-
not plan for the future with the hope of always being lucky to suc-
ceed, but you can learn to always take full advantage of opportunities
when you see them and increase the odds of success. As you look to
the future and account for global economic and societal change, inno-
vation is not everything; it is the only thing. Innovate or perish. Or,
even worse, innovate or struggle to survive in the ever-tightening
downward spiral toward cost-focused commoditization. Because
there can be only one cheapest provider, no other choice is left. 

This book is written in the sequence we would like you to read it,
but each chapter stands on its own for the most part. We strongly sug-
gest reading Chapters 1 through 3 before you roam. Chapter 1, “The
New Breed of Innovator,” talks about the new type of innovator, high-
lighting three outstanding leaders of innovation and aspects of their
approach that anyone can use. Chapter 2, “Pragmatic Innovation—The
New Mandate,” argues that reliance on quality of manufacture initia-
tives can no longer be your buoy of survival; instead, innovation is the
only approach to differentiation. Chapter 3, “The Art and Science of
Business,” gives a brief overview of the process of innovation and pro-
vides a context for understanding how to make it work for you.

The rest of the chapters discuss various aspects of the innovation
process. Chapter 4, “Identifying Today’s Trends for Tomorrow’s
Innovations,” talks about reading trends and converting them into
product and service opportunities. Chapter 5, “Design for Desire—
The New Product Prescription,” argues that innovation is about
meeting people’s desires, about fulfilling their fantasies. Chapter 6,
“The Powers of Stakeholders—People Fueling Innovation,” presents
a new approach to analyzing all the stakeholders who affect or are
affected by a product or service, a technique we call a Powers of 10
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analysis. Chapter 7, “B-to-B Innovation—The New Frontier of
Fantasy,” argues that the business-to-business world is ripe for fanta-
sy-driven innovation, and that a corporate strategic plan must connect
the company to its brand and product. 

Chapter 8, “Making Decisions for Profit—Success Emerging
from Chaos,” highlights the complexity of making decisions during
the process of product development. Chapter 9, “A Process for
Product Innovation,” then highlights the detailed process focused on
the earliest stages of product development, where innovation takes
place. Chapter 10, “Creating a Blanket of IP to Protect Your Brand
from the Elements,” follows with a discussion of how to protect inno-
vation and develop brands through the intellectual property system.
Chapter 11, “To Hire Consultants or Build Internally—That Is the
Question,” helps you think about developing in-house innovation
groups and complementing internal innovation with external consult-
ing. Finally, the epilogue looks at the power of innovation through
people and the opportunities they create.

We begin Chapter 1 with three people who manage large organi-
zations and who have consistently produced innovative solutions in
challenging and highly competitive markets. These individuals set the
tone and provide the foundation of this book because each exempli-
fies the attributes of the new breed of innovator. As these three
evolved in their professional careers, they connected their vocations
and avocations to form a broader view—both of what was presently
going on and of what was possible in the companies where they
worked. As they developed, they were able to balance creative
approaches with practical methods and to understand how to balance
cost with a vision of how innovation could increase profits. Through
a combination of education, personal ability, and effective partner-
ships, these three evolved into the role of the new breed of innovator,
having established and managed environments for pragmatic 
innovation.
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1
THE NEW BREED OF

INNOVATOR

Innovation is about people. Companies focus on customer needs,
wants, and desires as they design new products; after all, products are
purchased by and for those who will use them. Those who design the
products also are people—ordinary people who apply their skills to
develop new ideas and products. Yet certain individuals have evolved
to a level of innovator who envisions, leads, and manages the complete
context of a product or service. These people are the new breed of
innovator, and they are the model for all of us to follow. Who are these
innovators of today, how did they acquire the insight to innovate
products that excite consumers, and how do they simultaneously
inspire and motivate the people with whom they work? In this chap-
ter we introduce three of these innovators in order to reveal their
mentality and methods.



The New Breed of Innovator: Pragmatic
Business

At the age of 18, Dee Kapur left India and arrived in New York City on
the first leg of his journey to California to attend Stanford University.
His flight was late, and he missed his connecting flight; Kapur found
himself stranded in the Big Apple with $200, his suitcase, his tennis
racquet, and little sense of what to do. He eventually got to Stanford,
and although economically poorer, he gained a new sense of confi-
dence. With no money to his name, he found that he had to be innov-
ative in small ways every day just to make ends meet. His current drive
for innovation in business has its roots in such experiences, when he
had to seek new and efficient solutions in daunting circumstances.

After earning a degree in mechanical engineering from Stanford
and his MBA at Carnegie Mellon, Kapur eventually landed at Ford
Motor Company. At Ford, he continued to seek innovative ways to
turn supposed barriers into opportunities. At one point, he ran the
most profitable line of vehicles in the United States and was part of
the group at Ford that helped transform the SUV and a pickup truck
from a service vehicle into a lifestyle vehicle. In 2003, after a suc-
cessful career at Ford, Kapur was named president of the Truck
Division of International Truck and Engine. 

Kapur believes in what he refers to as pragmatic innovation, a
term that perfectly captures the balance between creativity and
profit. He recognizes that, even as he leads an organization, he can-
not mandate innovation. However, he can institute a management
process that fosters it. Kapur models his approach to his employees
with one dose inspiration and one dose instruction. The level of
interpersonal relationships is reinforced by the practical, by budget
allocations, and by reward and recognition. In his work with others
and in his business procedures, Kapur holds up innovation as a clear
signpost that shows the direction of his leadership. How you allocate
your time and money and how you groom your employees show your
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priorities and establish incentives within a company. At the end of the
day, Kapur keeps an eye on results. Although his upbringing and
engineering training continuously ensure attention to facts, logic, and
results, often the road to the outcome is newly laid. He likes to set
targets for his company that he has “no freakin’ idea how to get to.”
These targets are not just goals; they shape corporate culture. The
targets create a demand for unconventional input, and, more often
than not, they coalesce into a game plan that would not happen with
a “safe” goal. In setting such goals, he has developed an instinct for
finding the sweet spot between the acceptable and the impossible.
Setting the bar where he does helps motivate those under him and
creates an environment of creativity. He also sets a positive example
by walking the walk; he strives to be the ideal he wants others to be.
He has a directness and honesty that you instantly respect. He wastes
neither words nor time. He does not look to blame others; instead, he
looks to accomplish goals. He never seeks to embarrass people, and
he knows the power of win-win.

Throughout his career Kapur has looked to identify the people
who, like him, are looking at the broader picture. He realizes that you
can never bring everyone along with total conviction, but if you build
a core team right away, you can change the way a group or project
team works. In any organization, he says, approximately 30 percent of
the people are passionate about wanting to win or at least make a dif-
ference. The leader’s challenge is to identify those people, groom
them, harness their energy, and let them be a beacon for others. If
one can garner the allegiance of that 30 percent, that is success.
Spend time with the people who want to be motivated. Challenge and
“jazz” them, and they will introduce a velocity and energy that will
propel the rest along with them.

For Kapur, pragmatic innovation requires a balance of the left
and right brain working in unison. Such a balance enables him to see
situations in a broader way than many others. He can manage the
duality inherent in complex corporate decision making. He intuitively
understands the concept of moving from one level of viewing the

CHAPTER 1 • THE NEW BREED OF INNOVATOR 3



problem to another. He attributes this in part to the fact that he not
only has an analytical ability to understand engineering and business
systems, but he also has a feel for the lifestyle side of products, he
appreciates the human reaction, and he recognizes the compulsion
that drives prospective buyers. He was raised in the Himalayas in
India, but he also spent time in Europe when his father was trans-
ferred there in the course of his career. He has a global perspective
born of his personal life: high school in the Himalayas, several years
in Europe as a child, and an exposure to life’s possibilities without the
luxuries of coddling. 

His ability to see the value of the different major players in the
process enables him to manage and motivate others and to unify
them toward common goals. It is not who is right or wrong, but what
needs to be done to get to the next level. In our work with the auto
industry, we saw many examples of managers who were loyal to their
area of expertise and defensive about the requests for change or per-
spectives offered by other areas in the company. Many complain that
employees in other areas of the company are myopic. If only they
could learn to see the situation from another’s perspective, they could
move faster and make the right decision. Design stylists complain
that others fail to grasp the gestalt, or entirety, of a design; when non-
designers pick it apart and make changes to the pieces, they compro-
mise the overall effect. Engineers argue about cost overruns and the
inability to deliver on style without compromising performance qual-
ity. Manufacturing argues about the feasibility of maintaining toler-
ances given form complexity or material choices. Human factors and
safety specialists constantly call for changes in engineering and styling
to ensure a higher degree of safety. Cars are designed to be driven,
but human-factors specialists are trained to think about when the car
will fail. Marketing argues for details that stylists reject as incompati-
ble with the new approach to style. In short, there are plenty of rea-
sons to disagree. Kapur does not like to take sides; when he must,
however, it is to ensure a successful outcome, and he strives to bring
his team along with him. A persistent operating theme for him is
“integrated execution!” 
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When Kapur started in automotive design, he was as fascinated with
styling as he was with engineering. While directing the Truck Division
at Ford, Kapur, along with marketeers Bob Masone and Allison Howitt
and head truck designer Pat Schiavone, was viewing an old two-seat
roadster with saddle leather interior. The car exuded high class, and at
the same time, the leather reminded him of the saddles cowboys used.
And those cowboys happen to be customers of pickup trucks. Wouldn’t
it be great if a pickup had a similarly luxurious interior, one that still con-
nected to the cowboy aura? That leap led to the development of a lim-
ited-edition F-150 pickup with saddle leather interior, co-branded with
the King Ranch in South Texas. The King Ranch accomplished a num-
ber of things inside Ford as well as with the F-150. The project not only
made a strong brand statement of innovation for Ford, it also created a
great working relationship with the whole team. Trucks and SUVs
became the place where everyone wanted to be; it was where the action
was. The new line of F-150s introduced in 2004 (and further discussed
in the next chapter) was a product of the team that brought you the King
Ranch as well as the Harley Davidson F-150 (designed jointly by
Gordon Platto and Willie G. Davidson himself). According to Kapur,
“The name of the game is to continually change it.” That is the focus of
Kapur’s view on innovation.

Yet Kapur’s last assignment at Ford was to deal with the chal-
lenging problem of controlling costs in vehicle programs. Controlling
costs by itself is not a difficult task—cut out all unnecessary parts, and
cheapen those that are integral. But that approach leaves the com-
pany with little to sell other than a low price. The challenge is to pro-
duce great products while meeting cost goals. More managers are
needed who can handle both the creative innovation such as that in
the King Ranch and the pragmatics of cost, because the combination
of these two positions gives Kapur the ying and yang of what it takes
to develop innovative products. Now, Kapur will see whether that
same approach can help clarify and rebuild the International brand in
the trucking industry. 
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Kapur sums up his approach to managing innovation in three steps:

1. Make innovation and boldness part of the culture—everyone
needs to know what you stand for.

2. Role-model innovation as often and in as many forums as 
you can.

3. Institute a management process that fosters innovation.

Kapur lives by the vision that “the future for society and the coun-
try is vibrancy in innovation.” Kapur is a new breed of innovator.

The New Breed of Innovator: Global
Brand and Industrial Design

6 THE DESIGN OF THINGS TO COME

It was August, and Chuck Jones was at Michigan International
Speedway competing in a vintage Indy car race. Jones started racing
cars at the rather young age of 8, turned professional at age 15, and
now—in addition to his career as vice president of global 



consumer design for the world’s largest appliance manufacturer,
Whirlpool Corporation—at age 44, he still keeps sharp by participat-
ing in a half dozen high-speed races each year. Driving at speeds of
168 mph requires a level of concentration that anyone could learn
from, and Jones excels at it…he is still winning regional champi-
onships against competitors less than half his age. Jones considers this
experience to be the kind of event that allows him to escape from the
daily grind and keep things in perspective. He learned how to man-
age quality programs when working at Xerox Corporation, programs
that were a major part of the Xerox success story of the 1980s. At
Xerox, he directed several successful product programs for new
copiers, and he came away with a thorough understanding of digital
product interface. The discontinuities between his day job and hobby
are very much how he views innovation—the ability to arrive at 
discontinuous solutions that yield paradigm shifts in your product,
service, and brand.

Although Jones’s formal degrees are in industrial design and
human-factors engineering, his first degree was really from the fields
in Indiana, where he grew up in farm country. He knows all about
machines and how to disassemble and fix an engine. As a side note,
Jones family lore has it that Chuck successfully diagnosed a problem
on an engine, disassembled it, reassembled it, and got the engine run-
ning at age 5. On the farm, innovation meant having to find a fix for
a broken gear on the combine during harvesting season at 4 A.M.
when no stores were open. Discontinuity meant working on the fam-
ily farm at 4 A.M. during harvest season when running the farm was
just a family hobby and your dad had a day job as a chemical engineer.
Tending to a hobby farm at 4 A.M. as a kid built a strong work ethic
and solid values.

Although he trained primarily in industrial design, Jones, like
Kapur, has balanced capabilities in the left and right parts of his brain.
His engineering side is comfortable with the precision and logic of
math, which has enabled him to thrive in management; at the same
time, he explores the possibilities of creation through design. After 
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finishing college, he gained experience in business and quality systems
development. He went through several product development cycles at
Xerox and had developmental jobs such as running the business strat-
egy office, eventually becoming the manager of industrial design and
human interface. Whirlpool recruited him, and he now directs one of
the biggest global brand design, user interface, and consumer under-
standing programs in the world. From the headquarters of little-
known Benton Harbor, Michigan, he manages the global design
empires of the Whirlpool and KitchenAid product lines in the United
States as well as the 11 other Whirlpool global brands, and he manages
design for appliances under the Kenmore and IKEA brands.

One brand innovation championed by Jones and a team inside
Whirlpool’s North America business unit is the Gladiator
GarageWorks line of products for garage and basement storage 
systems. The innovation team that developed the idea of Gladiator
GarageWorks recognized that, in many households, women tend to
take the lead for purchase decisions in every “living quarters” room—
the kitchen, living room, bedrooms, bath. Therefore, the last bastions
for men in the home are the basement and garage. With the Gladiator
GarageWorks system, consumers may pay up to $25,000 extra when
building or refurbishing a house for the sake of a “dream” garage
shop, complete with quality shelving and cabinetry, a “Freezerator”
that allows one to adjust the percentage used for refrigeration versus
freezing, and a “Beverage Box” to keep 170 cold ones. The appliances
sense both hot and cold temperature extremes; they not only refrig-
erate, they also have built-in heaters, ensuring that the contents stay
chilled in a steamy hot garage but are never frozen in an unheated
one. This new Whirlpool brand brought in $25 million in revenue in
just its second year!

Jones’s timing in going to Whirlpool was perfect. He had just
gained experience in a company that went from being a “copier com-
pany” to a “document company.” Xerox was in the printing business
and making some of the most complex modern industrial and busi-
ness printers in the world. The company was attempting to integrate
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complex digital-driven products with electronic, electromechanical,
and mechanical systems in one product. The daily use of these
machines is intense, and the complexity of interaction and range of
users demanded an entirely new approach to the design of the inter-
face of the products. Jones learned the power of digital interface
design to connect people to machines. The best copier or printer in
the world is useless if you cannot understand how to use it and if you
waste more time making mistakes than the copies you want.

Jones understood that the appliance industry was ripe for the
same change. He recognized that an appliance company could dom-
inate in the industry if it could figure out how to improve the func-
tion and service without making the product interface too complex.
He also knew that most appliance companies were still living in the
“big white box” world without grasping the fact that the market had
changed. Kitchens and laundry rooms were taking on a whole differ-
ent meaning in the contemporary United States home. The washer
and dryer were seen as a bland and generic commodity—a “sea of
white,” as Jones likes to call it. The old paradigm was that no one
cared about the aesthetics of the laundry room—when one machine
broke, you bought any other one, and possibly from the same brand.
Only 18 percent of washers and dryers were sold as pairs. 

So Jones leveraged the international structure of his group and,
along with global engineering and brand marketing in Europe and
the United States, helped create the Duet washer/dryer. The Duet
adapted a technology platform from Europe to the tastes and relia-
bility expectations of North America. The focus on consumer inter-
action and ergonomics led to the insight that the washer and dryer
should be raised on a pedestal so that consumers do not have to bend
over to reach inside the machines. The aesthetic and ergonomic
statement of Duet has changed the face of laundry rooms. Today,
more than 90 percent of Duets are sold in washer/dryer pairs. The
product is so successful that Whirpool was able to raise the price
three times after its initial introduction. Each Duet machine sells 
for three times the average competitive machine because of its 
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integrated consumer benefit package of world-class aesthetics, great
energy efficiency, and benchmark ergonomics. Consumers see the
value, and that is successful innovation! 

While the Whirlpool brand has been enjoying tremendous suc-
cess, there is an equally interesting story in Jones’s developments in
KitchenAid (another brand of Whirlpool Corporation). The
KitchenAid mixer is an icon of the American kitchen and stands head
and shoulders above the competition in perceived value. In the age of
digital-driven products, the KitchenAid mixer stands alone as a
throwback electromechanical marvel. Timeless like any great icon, it
sits supreme in a kitchen of baby boomers or newlyweds. Often the
anchor gift for a young couple’s new kitchen, the mixer will last them
until retirement. That’s the good news. 

The bad news is you cannot sell a lot of products if each lasts a
lifetime—that is, unless you can leverage the brand equity, which
KitchenAid has done with its new Pro Line series of countertop prod-
ucts. If you go to the nearest Williams-Sonoma store in the United
States, you will see a line of products that are all in a neutral, metal-
lic gray. They look like scale models of little factories and embody the
heft and robust nature of the KitchenAid stand mixer. These are seri-
ous, professional-looking products. This new line is the interaction of
organic growth and consulting at its best, designed by the in-house
KitchenAid Brand Design Studio with support from Ziba, one of the
world’s best design consulting firms. The new line of gray KitchenAid
children sits right next to the proud mixer parents, which come in a
range of colors and finishes. The offspring are contemporary but bear
a striking family resemblance both in appearance and in their iconic
potential. The price tag of many of these new products is a mere $300
plus tax. Williams-Sonoma signed an exclusive agreement for six
months, and, during Christmas 2003, they could not stock them fast
enough. Imagine paying $300 for a waffle maker, which in the Pro
Line series is not a waffle “iron” but a waffle “baker.” On display
nearby is a European waffle maker that sells for $50. Why would
someone pay $300 for a waffle iron? 
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It is often the case that an experience on a vacation can 
become the stimulus for the purchase of a new product. For example,
your kids may have loved the brunch at a Hilton because of the 
make-your-own-waffles experience with the large-scale professional-
grade waffle iron. This big waffle iron has large handles that lock shut
and allow the whole unit to be turned over, enabling users to make two
waffles at a time. You walked the children through it the first time, and
from then on, they were on their own. The machine steamed and
hissed as the waffles cooked. The kids loved turning over that big han-
dle and in a few minutes, out popped huge, thick waffles. Forget the
muffins, Danishes, pancakes, and eggs. All the kids wanted to eat were
waffles, and lots of them. Wouldn’t it be great if you could give your
kids the same experience in your home? Somehow the small, single-
waffle iron no longer cut it. So when you got home from that vacation,
you went to Williams-Sonoma, and there it was. Sitting next to the $50
Belgian waffle iron is the $300 KitchenAid waffle baker, just like the
one that made the waffles the kids raved about on vacation. People
buy SUVs for the experience of height, the roominess, the safety, and
sometimes for all-wheel drive. These benefits are worth the extra fuel
costs. Similarly, people buy KitchenAid for the experience; cost and
size are thrown to the wind. Now Saturday can be a special family
event as everyone relives a vacation experience.

What Jones (in a Field of Dreams scenario) knew and the team
delivered on was that if they could make a compelling product that
drafted off the success of KitchenAid, they would succeed—“If they
built it, they would come”…and they would buy. The profit margins
are enormous, more so than for many traditional Whirlpool products.
Giving Williams-Sonoma a six-month exclusive for the new line
added to its appeal and supported the price tag. The rest of the story
is equally as interesting from a brand perspective. If you go into
Target, you will see the same KitchenAid mixer (because this product
crosses all demographics), but you will not see the Pro Line series.
What you will see instead is a $50 set of KitchenAid products 
in Target red and individual KitchenAid tools selling for $20. This
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extension from upscale to box store is not easy to accomplish. Using
the KitchenAid mixer as the anchor is an innovative marketing move
that so far has paid huge dividends. The idea of updating and extend-
ing the brand of KitchenAid caught the competition napping. 

Like Dee Kapur, Jones has learned to see the other perspectives
in the company with equal clarity and respect. While he has a keen
sense of visual design and style, he also knows the issues that impact
the bottom line—the core business architecture. He and his Brand
Studio directors oversee a group that includes industrial design,
graphic design, interface design, user research, and human-factors
engineering. His brand teams are multidisciplinary and work in an
integrated way with other areas of the company. 

Jones is one of the new breed of innovator. In five years, he has
built his global brand group to more than 100 people from the 15  he
started with, and his staff are all in demand from other brand- and
consumer-driven companies that hope to hire them away and capture
some of Whirlpool’s success. When Jones was awarded the
Smithsonian Institute’s National Design Award at the White House in
2003, it was the culmination of his and his team’s success of a multi-
year strategy to make Whirlpool the most recognized appliance brand
in the world and recognized as a design leader. Consistent with
Kapur, Jones can “see” the playing field; that is, his experiences have
enabled him to see and understand the interconnected challenges of
design, engineering, and marketing. 

As a leader of innovation, Jones has several main goals:
1. Make the resources—time, space, money—available for the

team to explore; 20 to 30 percent of his resources goes to
innovation.

2. Use the resources to keep a pipeline of innovation going; on
a yearly basis, the group generates hundreds of ideas,
explores dozens of the promising ones, and then focuses on
a dozen as possible product or brand introductions.

3. Make the tough decisions on which ideas fit the corporate
business case. 
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4. Create an environment where everyone has the opportunity
to contribute; to build such a rich team of talent is meaning-
less unless you use that talent.

5. Track innovation, understand its impact, and make it visible
throughout the company so that the value of the group is
clear; what gets measured gets attention!

6. Hire people who embody both “book smarts” and “street
smarts”—those who can use both sides of their brain.

The New Breed of Innovator:
Engineering and Advanced Thinking 

CHAPTER 1 • THE NEW BREED OF INNOVATOR 13

Edith Harmon’s bachelor’s and master’s degrees are in mechanical
engineering. But today, she heads one of the most dynamic advanced
products groups in the clothing industry. Unlike a fashion company
that makes shirts or jackets, New Balance makes state-of-the-art
technology to support your body while you exercise. Athletic apparel,



then, is more than fashion. It is materials, manufacturing, ergonom-
ics, biomedical, and lifestyle all rolled into some clothes and a pair of
shoes. Harmon was exposured to technology during a brief stint at
GM followed by a career of designing aircraft engines at GE, and
even a stint designing alternative power plants in a start-up in the
1980s. But she wanted to connect with consumers, and she wanted
products with shorter life spans that she could follow from inception
to market success. In the aircraft industry, you are lucky to see any
real innovations, and one product literally lasts a lifetime.

With all of this engineering focus, how did she end up as the 
manager of future product concepts in what many see as a fashion-
focused industry? Like Kapur and Jones, Harmon also has a 
well-tuned right brain to balance her engineering left brain. Raised in
New York City, she grew up with strong exposure to and a love for the
arts, with regular visits to museums and the theater. When she was an
undergraduate engineering student, her favorite courses were art his-
tory and film. She gained an appreciation and respect for the more
artistic people, an appreciation that she brought with her to her job
at New Balance. 

When you meet Harmon, you really aren’t sure how to classify
her; she fits none of the stereotypes of the engineer, designer, or busi-
ness executive. Harmon meets the criteria for the new breed of inno-
vator. She is a polyglot and can talk with equal comfort to designers,
marketing, material engineers, and manufacturing. She is a skilled
manager of the multiple disciplines needed to produce the new ideas
developed in the advanced product concepts. Harmon fosters the
kind of thinking that allows her team to balance creative possibilities
with costs and production realities.

When Harmon hires someone to join her group, team dynamics
is one of the main drivers. People need to respect each other. They
need to balance each other; there should be no duplication in talents
and effort, and each person’s skills must be valued in the team. Each
person must be self-motivated. Harmon sees her role as finding 
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talented people who fit this mold and then giving them the environ-
ment and resources to excel. 

Harmon encourages her team to try new ideas, as long as they fit
in the larger business case of New Balance without the need to jus-
tify or defend them to the larger company. As a manager, she creates
a buffer zone that protects her team and gives them freedom to
explore. The goal is for the team to create fresh, usable ideas that bal-
ance aesthetic and functional appeal and that do not meet a precon-
ceived notion—in other words, ideas that are innovative. 

In managing the Advanced Products Group, Harmon focuses on
the process rather than the end result. She gives her team the free-
dom to explore and meander within the process, the flexibility to
obtain insights and findings that will direct their path to an end result.
This freedom encourages self-motivation, a critical ingredient for
innovation, and the process is a requirement to replace the lone
inventor with the group innovator, who churns out a wealth of fresh,
workable ideas. The group has balance, whereas the individual typi-
cally does not. 

One of the many successes for Harmon’s Advanced Products
Group is the 1100 Ultra Trail Shoe. The shoe is a premium running
shoe for trails, featuring waterproof, coated uppers, integral “scree”
gaiters to prevent dust and pebbles from getting into the shoe, and
rubberized toe bumpers to protect the toes. The outer sole looks
almost like a tire tread, engineered for traction in rough terrain, pro-
tecting the sole from bruising, and allowing water to pour through the
shoe (more on that in a minute). 

The team embraced a user-centered design approach from start
to finish. In developing the product, they focused on “ultra runners”
who race for at least 50 miles and perhaps even 100 miles at a time.
By meeting these runners’ needs, the team knew that they would
meet the needs of the average trail runner as well. The research was
holistic, representing a range of stakeholders interviewed from race
directors to the publisher of UltraRunning magazine—and, of course,
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ultra runners. Three different types of ultra runners were inter-
viewed: “newbies” just getting into it, “veterans” to whom ultra run-
ning is the center of their lifestyle, and “elites” who are driven to win
these grueling races and are often sponsored by shoe companies.
Three of each type were interviewed in their homes, on the trail, and
at races. The team spent many hours running with these folks and
experiencing their world firsthand. To make sure they understood the
needs of runners in all different terrains, they conducted studies of
runners in places they couldn’t get to, like Utah, Colorado, New
Mexico, and Alaska. Here, they sent the runners disposable cameras
for them to record their experiences, and then they conducted phone
interviews using the images as a catalyst. 

One interesting aspect of ultra running discovered by the team
was that these runners intentionally run through streams. When run-
ning 100 miles, feet begin to burn and swell. Cool water is a way to
refresh irritated feet. So Harmon’s team wanted to both allow water
in and then whisk it out. Near the toe is an open hydrophobic mesh
that lets water in but dries quickly, while in the sole are “drain and
dry” holes that open while a person is running to let the water back
out.

The team also researched related sports, such as adventure rac-
ing and orienteering, and other lifestyle products that address related
needs identified through their research. A business case was built,
including branding and strategic research, understanding the com-
petitor landscape, and determining how to position and distribute the
new product—namely, in specialty stores.

The team followed the type of process we discuss in Chapter 9,
“A Process for Product Innovation.” As soon as they understood the
opportunity, they began extended brainstorming sessions followed by
prototyping of the concepts. Any feasible concepts went immediately
into usability testing. Many of the users they had interviewed tried
the working prototypes and then gave the team feedback. After mak-
ing further modifications, the team repeated the process until they
had designed a great product.
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This process is the ideal product development process. Few
teams in practice are given the resources and support to follow such
a complete, user-driven design process. But the results speak for
themselves. The shoe was awarded a gold award from Running
Network, and sales have been at about 10,000 pairs per year—quite
good for a specialty product like the 1100 Ultra. It takes a manager
like Harmon to develop and support a team and environment for this
approach toward innovation and developing new products.

As a manager of the Advanced Products Group, Harmon’s goals
include the following:

1. Make resources available—not just time and money, but also
the freedom to fail.

2. Create innovation groups of individuals, each of whom has
some distinct skills to bring to the table, so that the value of
each person’s ideas contributes to mutual respect within the
groups.

3. Foster self-motivation within the groups to encourage enthu-
siastic participation stemming from belief in and enjoyment
of the process and goals.

So Who Are the New Breed of
Innovators?

Edith Harmon, Chuck Jones, and Dee Kapur are the new breed of
innovators. They have achieved a pragmatic sense of balance between
the pressing needs of business and the open-ended possibilities of
product opportunities. They also balance the corporate strategic big
picture with the needs of particular product programs. It is more than
using a different set of methods; they have a different state of mind
that they bring to every decision they make. They have acquired this
state of mind; they have learned how to manage a process for inno-
vation and how to cultivate people to succeed in that process. It is a
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mentality and understanding that you also can learn. We introduce
you to these individuals so that you can learn from them. The ques-
tion to ask yourself is this: What can you do now to become an effec-
tive pragmatic innovator?

They have become respected in their companies, even though
their approaches are not typical, because they understand how to fos-
ter and manage a corporate environment of innovation in companies
such as Ford, Whirlpool, and New Balance. Although these three
innovators are all in larger companies, innovators exist in every type
and size of company. The next chapter describes the young and the
restless team from start-up BodyMedia, and later in this book, you
will read the case study of Eric Close, president and CEO of
RedZone Robotics. In contrast, these individuals have made prag-
matic innovation work in small start-up companies. This book also
discusses David Kelley of IDEO and others in product-development
consulting firms.

These individuals know that innovation is all about people, from
the team who develops the product to the customers who use it. They
know how to identify motivated and skilled people with whom to
work and that innovation is about succeeding with others and learn-
ing how to set goals. These leaders are comfortable with and often
enjoy the challenge of finding innovative solutions in seemingly con-
tradictory situations. Where others see risk, they see opportunity.
Their managing style is reminiscent of hockey great Wayne Gretzky’s
style of playing (when he was still playing): Instead of skating to
where the puck was, he skated to where the puck would be.

Innovation Revealed

This book is about people. It is about the innovators who envision and
create new products and services for the new global economy. It is
also about the people who demand innovation at home, work, and
play; in other words, it is about you. Throughout this book are many
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case studies about people and companies that innovate solutions for
the consumer and the business-to-business world. These people and
case studies are real, many taken from our consulting, research, and
educational initiatives—people like Kapur and Jones and Harmon.
But also throughout this book, especially at the beginning of many
chapters, are stories about users of these products. Because innova-
tion is about understanding the needs, wants, and desires of those
people who affect the success of the product in the marketplace, sce-
narios of these people are a critical tool in the practice of innovative
product development. These scenarios are developed by product
developers to provide product-use context. Although they are projec-
tions of real people, these stories of end users are not real.

This book is also about the process of innovation. It is not about
managing new products after the fact, where a new product created
elsewhere in the company now requires strategic marketing. It is 
not about the traditional business topics that fall under the label of
innovation management. It is about the business of innovating—the
business of finding opportunities in the marketplace and of develop-
ing products to achieve those opportunities. The tools, methods, and
insights discussed result from our consulting and research projects.
These are the tools of the new breed of innovator.

The result is a step-by-step guide to help you through the inno-
vation process. It is not, however, a set of mindless instructions, a
checklist that will do the work for you. Innovation requires thought.
You, the reader of this book, can excel at it if you take the time to
think about the context of the world around you. If you are looking
for a way to reshape the way you lead, direct, manage, think, and
practice, this book helps you learn how to fish in the seas of 
opportunity that exist in the interconnected new global economy. If
you are someone who just wants to view the excitement of innovation
up close, to understand what it takes to create a great product and
deliver it to your door, this book gives you front-row insight into great
companies, processes, people, and ideas in product and service 
development today. 
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