











Navigating the Innovation Matrix: An Approach to Design-led Innovation

and interaction elements focus on a user experience of simplicity
and are based on the principle of intuitive and creative flow, as
well as on intelligent and adaptive features.

Aaron’s World of Sports and Music

For Aaron, a socially active 23-year-old student, the demo presents
an enhanced music experience for a sports lifestyle (Figure 12). It
shows how he can intuitively search through his music collection,
create playlists on the fly and transfer music to his mobile phone
by touch. On the move, he can intuitively and legally create a
proximity-based shared playlist with his friends, enjoy the music
synchronously during sports and later access and easily purchase
the new, shared music when alone.

Jasmine’s ‘Circle of Care’

For Jasmine, a 36 year old working mother, the focus is on simple
ways to maintain a circle of care with her mother-in-law, and to
creatively share experiences with her family, whether together
or apart (Figure 13). Jasmine’s family is able to stay aware of
her mother-in-law’s health status. More, they can also intuitively
share photos with each other and create a shared slideshow on

their respective living room TVs, fluidly joined in a simultaneous
social activity.

Jean’s ‘Home Help’

Jean, Jasmine’s 65-year-old mother-in-law, is recovering from
a heart condition. The focus here is on smart simplicity and
assistance while browsing content and using her healthcare
applications at home (Figure 14). At home, Jean can easily
retrieve, browse, display and print digital media content and carry
out self-monitoring for personal healthcare. She can do this in a
natural and intuitive manner with the assistance of a new tangible
pointing interaction paradigm and an emotive and smart home
dialogue system.

Examination Findings

Philips’ innovative TO:DO:SO approach has enabled a free flow of
information between partners from design, research and business,
and it has helped facilitate a shared language by focusing on a
tangible articulation of new digital solutions. This has resulted
in a shared and realistic vision for innovations that is in line
with technology research roadmaps, digital product platform

Figure 12. Aaron’s world.

Figure 13. Jasmine’s world.

Figure 14. Jean’s world.
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development and, most importantly, is based on consumer insights.
Indeed, by working together for the future, Philips Design, Philips
Research and the product development labs are maximizing the
opportunity to create highly desirable and human-focused new
solutions that provide value-added differentiators for Philips.
There are four main benefits:

1. Enriching Competitive Position: Working together
generates considerably more progress in each of the
otherwise separate research domains. By combining
advances in emerging technologies and user-led design,
it has been possible to propose new applications that
point out the human value of Philips’ technology IPR
and create inspiring insights for next-generation product
development. This combined approach allows the early
discovery and protection of realistic opportunities that
have the potential to add a competitive edge to Philips’
business.

2. Unlocking Creativity: TO:DO:SO has intensified
the working relationships between the disciplines by
identifying and agreeing on the goals of the projects at
the earliest stage. This releases more creative possibili-
ties and options, which in turn can be rigorously tested
from all standpoints without the fear of being rejected
on the grounds of not being invented there.

3. Sharing the Vision: A key aspect of the TO:DO:SO
approach is that it uses the joint development of a
tangible vision demonstrator to mutually engage
the partners around a common goal. This creates a
rallying point around which partners can discuss ideas,
technologies and user insights in a very concrete context.
It also enables projects with different timeframes to
work together, align mutual interests and inspire each
other. As a synergetic outcome that combines design,
technology and business roadmaps, the experience
demonstrator is considerably more powerful in

horizon 3

aspirational

promise '

communicate

value
innovation de
develop
value
social cultur‘
trends &
identify narratives
value

concept car

Xl

S. Kyffin and P. Gardien

projecting the ideas of all the contributing partners than
presenting them individually.

4. Focusing on People: By incorporating end-user insights
from the start, the collaborative TO:DO:SO approach
leads to solutions that both make sense to people’s lives
and leverage technology assets. Ultimately, this will
help Philips’ business prioritize opportunities that can
deliver on the Sense and Simplicity brand promise. Also,
by emphasizing context of use and cultural relevance,
the human value of technology is underlined and any
risk that technology-push strategies might occur out of
human context is minimized at the earliest stages.

Navigating the Innovation Matrix

Although we have not studied Horizon 1 in any detail here, what
all these examples show is that effective innovation is about
managing this entire chain in a clever way. There are many kinds
of links and path directions between the various matrix squares.
The most important aspect of this way of looking at or managing
innovation, especially design-led innovation, is the way in
which innovation is led through the matrix. Who actually leads
innovation through the matrix is also of paramount importance.

Finding the best way through the matrix is crucial in
bringing imaginative ideas effectively to the market (Figure
15). It is equally important when moving in the other direction,
as is the case when ideas from Horizon 1 enter the incubation
area in Horizon 2, or provide ideas for new territories in Horizon
3. Managing the crossroads between matrix squares is therefore
vital. The chances of success will also be increased when there is
what is known as a passionate champion.

Passionate champion is a term used by, among others,
Harley-Davidson in its new product development model (Reese &
Oosterwa, 2003). The early stages of this model embrace the same
kind of free-thinking attitude proposed by this paper. It tells its
people, for instance, that “product development is bounded only
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Figure 15. Routes to navigate the innovation matrix.
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by your creativity” (p. 3). It also adds that, “you can do anything—
but you can’t do everything” (p. 3). A model for the initial phases
of product development, known as the swirl, is also presented.
This idea sets out that ideas initially swirl around, competing
for attention and legitimacy, until they pass through a zone of
consideration and ultimate acceptance. Concepts and ideas stay
in the swirl until they evolve, expand, contract and are adopted
by a passionate champion who can promote and sell the concept
throughout the organization.

The discipline of design, and designers in particular, can and
do play a major role in being a passionate champion. The design
discipline has by nature considerable expertise in integrating
technologies, generating and interpreting end-user insights and
marketing information, and above all, visualizing outcomes, all
of which enables the discussion needed for successful innovation.
Although not all creative professionals are designers, many are,
and those creative professionals who conceive of the idea that
weaves its way through the Innovation Matrix are particularly
reluctant to let go of it. They suffer for their ideas, are passionate
for them and, in our experience, are never ready for the moment of
exchange when an idea is tossed over the wall to the next group of
people called upon to work on it. Rather, they prefer to stay with
the idea, nurturing it as it progresses not only through the matrix,
but onwards and out into the market place.

A way of understanding the passionate champion is to
look at it through the BBC program, the Dragon’s Den. This is a
reality program in which contestants (entrepreneurs) vie for the
funding of the investors (dragons). Most often, it is the passionate
champion, the creator of the idea, who is sought by the dragon and
not the idea itself. The dragons know that as the idea is invested
in and it progresses, it is likely to be changed, to grow and be
repositioned, especially if is introduced into new commercial
contexts. Therefore, it is the passionate creative who is needed
to champion the growth of the idea and nurture its maturity over
time. Without realizing this truth, we believe that a valuable idea
can be eschewed and will risk being lost in the trough of despair
simply because it is just too difficult to see it though.

Erik Bjornard, in his reaction to the article “Method, not
Madness” (Farah, 2005) nicely illustrates the role of the passionate
champion as he asserts, “An undeveloped idea, no matter how
great, isn’t worth much. It seems that innovators get a lot of praise
for great ideas and unique solutions, but their real gift is not ‘out
of the box’ thinking. It’s in their rare ability to breathe life into
delicate ideas. Without recognizing the incredible value in the
ability to grow an idea, we’re selling great ‘innovators’ short”
(personal communication).

Conclusions

One of the great attractions of this matrix-based approach is
that it offers more possibilities for generating innovation than
the traditional linear approach. It does not see the innovation
process as a one-way street; ideas and concepts can pass in many
different ways between the various squares in the matrix. This
means that there are greater possibilities for feeding ideas from
current business back into the innovation process to come up with
something new.
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The matrix approach also identifies that very often the real
focus in Horizon 3 is not to force the business case on a new idea,
but instead to develop equity that can be used to leverage the brand
in the future. What is also important at this stage is to identify and
protect territories that could lead to profitable intellectual property
income streams. It is also clear that different competences,
capabilities and personal profiles are required for each horizon.
By using design as a research tool to develop imaginative ideas,
while also using design to present these ideas in different ways
depending on their place in the matrix, one can ensure maximum
acceptance by the different stakeholders in the process.

Possibly the most important and overriding message of
this examination is that making innovation more successful
requires managing imaginative ideas in different ways, and not
by following the well-beaten path that all too often ends up being
a road to nowhere.
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