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Innovation is as much in the approach as in the
result. Ken Hudson describes the tools of an

innovator's trade.

veryone knows, although seemingly few

understand, the most famous equation

in the world. OF course it is Einstein's
E=MC2, But did vou know the secomd most
famous one This was developad by me and it 15
far easier to understand than Einstein’s and will
have a greater impact on your performance and
work, My formula is as follows:

P=C*E"'T

Lt this case your perfarmance (P) is a funcrion of
your comperency (C) and your encrgy (E). This
mikes intuitive sense - your results increasingly
hinge on your knowledge, skills and abilicy. To
be effective however, vou need to apply effor
and perseverance to the challenge ar hand. This
depends on your personal motvation and vour

working environment, Bur is this enough any
mere? I abserve lots of managers who are very
competent and work extremely bard but are not
among the highest performers. That is where
ohe mysterious T comes o The fetrer T 65
the tool kit you use 1o solve problems, create
new opportunities and improve your perform-
ance. I believe that the single bigzest driver of
improved performance for }-'Uurs:” famd your
team) is the tools vou use.

Im chis case I am talking about conceprual tools
not physical tools, such as a mobile phone or 2
laprop. Conceptual and physical tools are simi-
lar in that they allow you w improve your pro-
ductivity and do a better job.

But in today’s environment it is new business

models and new concepes that create the mose

‘.':lllJL‘, B Wl I'IL'L‘d a new ool ki E|1.1.[ 15 more
cOncepr |.|i|| 1t hature; a ll'.'ll'.'ll l‘iit that U-"]]] 'iI'I'I]."Fl."'-'I
¥our ll:]]:ll'i.]ll-:: :III'.| ol just Pl::&'!ﬂl.'.';. 5'.I'L‘IIE=.|:].

Such tools can be used by anyone at anytim
for any purpose. They are independent of age,
rale or education level. I have listed four tools
below that will give vou an edge in your busi
ness. They are practical, accessible and ven
effective. The first tool, for example has heen
credited with doubling a medium size PR busi-
ness in the past 18 months. And they represent
2 Way 1o @p into innovation and apply it in
whatever area of activity is relevant.

Tool 1: Three solutions

One of the most simple and effective ways
to solve problems is to develop a number of
different solutions. However, left w your
own devices, you typically only produce ideas
thas are similar to what has been done before.
That is why 1 have developed the "Three
Solutions” framework. In this approach vou
are encouraged 1o develop three qualitatively
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difterent alternatives. This Cl".:l.”{nEt‘! you o
greatly expand potential sohutions.

The three alternative tvpes of solutions
called:
11 Business-as-usual solutions - selutions
ar ideas that are an cxtension of the current
approach c.g. 2 new product feature

2) Ditterent solutions - solutions or ideas
that are similar 1o the current approach bus
are In gomE way rle-nmnﬁtr:ll:ﬂ}' different
e a new advertising campaign

3] Radical solutions - sclutions or ideas that
are significantly different from whas has
been done in the past, eg a completely new
product ar distribution channel.

One of the major advantages of
the Three Solutions framework
is that by asking for a radical
idea you give people permission
to be creative. You enable them
to present a left-field idea that
they might otherwise be nervous
about.

There is a discipline, however, because you alse
have to create a business-as-usual {ie simular
ta what we have always done) and ditferent
responses. You and your team will be more
likely to entertain a radical idea f you have
safer, mare predicrable solutions in the bag,

When vou have designed your three different
sers of solutions, you will find tha: it 1= easier
tor rein-in & radical idea than o push peaple out
of their comfort zone. Even a reined-in radical
solition is often more rewarding and profitable
than the business-as-usual approach.

But another wonderful thing often happens -
when pcap|u have heard the radical prn.r-'lch
they aften find the traditional, business-as-
wsual solution roo boring and incremental.

Remember, the three ditferent sets of solutions

are not mutually exclusive. An appropnate
solution can involve elements from all three,

Many groups that 1 have worked with have
decided to implement some combination of the
business-as-usual and a different soluton b
have also opted to test one of the more radical
solutions.

This wool is also ideal for sales people. It pro-
vides clients with real choice and will help you
differentiare yourself from the competinon.
Make sure however, that you communicate to
vour client in advance the new three solutions
framework so 25 10 manage their expectadons.
You and o chent will be [r]-u'.l..‘\.:Ll'lrly 5|.'||J!||'i54‘:|.i
at the results.

Tool 2: Implications then actions

In a fast paced environment you are often faced
with a problem that anses quite suddenly and
you need to react 1.|1|J'uk|y. I this sicuation one
of the biggest challenges is 1o think through 2l
the ]:-nssibli'c implications of a problem and wha
actions you should take.

This all has to happen quickly and often under

pressure. [ have developed the “lnplscassons
then Action” tool for exactly this simeston.

The starting point with this tool & to ry and
separate the implications of a problem from the
actions thar must follew. The starting pownt =
writa down all the possible implicatvons of a
prablem in smaller bubbles connected 1o & cen-
tral bubble (2. The aim is to get a5 many differ-
ent implications down as quickly as possible.

Then vou construct a corresponding second cir
cle to set out all the actions thar must be aken.
The simple practice of drawing two related cir-
cles rather than using language to write down
everything in a logical manner helps o beter
visually represent all the implications of & prob-
lem and define the rc1a:inn£uip:i berween all the
elements,

If you are stuck, draw the two circles and then
write down as many implications and the cor-
responding actions o a problem that you can
think af in the next five minutes,

Then forget the problem and work on some-
thing else. Your unconscious mind will sall be
toiling away. In a shorrwhile other implications
and actions will pop into vour head to the ini
Ll '|_11'\q_|11]|.1|r|.

Tool 3: New questions

Asking the same old, predictable questions (cg
how do we increase market share?) can lead to a
feeling of sameness and incremental responses,

One rewarding way to break out of this cycle
is to concentrate on the questions we ask rather
than the answers. This 15 counter-inmitive
because we have all become good at answering
quest:ons bur paradoxically not adept ac creat-
ing better questions,

Far example, T was working with a large cereal
brand and we were designing a new preduct
range and | asked the group to create a range
of new, unexpected and original questions.
Remember these are questions that are sim-
plv interesting to which you don't know the
AIEWETS.

Some of the questions were
as follows: How de we sell
breakfast cereal at a train or bus
stations? Wh; isn't cereal eaten
at lunchtime? What does cereal
for older people look like? Why

does cereal need packaging?

Crat of this discussion the grovp created some
new, wonderful product and format ideas, Maost
pecple will initally find this exercise difficult
because they are 50 used o solving problems
rather than creating new questions,

Srick with ir; this process will ensure that you
end up with breakthrough solutions rather than
imcremental ones.

I you are stuck when you go 1o 2 meeting,
writc down at least one good question that has
emerged about an issue. Concinue this in all
the 115|;-|,-I,'tr|ga YO gD B for the next few weeks.,
Store 3,“ I,hi_-'sn:-_' 'i11 ] "g::u.‘:ld |_1__'_|.|:_&|:i|,'|r_-5" file and
when you are faced with a difficult issue refer
ta your collestion. Lt will help stimulare you 1o
ask fresher, more original questions,

Tool 4: Restating the problem in
emotional language

The limitation with using a rational question
& that w typically leads o 2 ranonal answer
This tool encourages you to wry and use your
emotional, intuitve mind 1o develop new sulu
s,

In essence you have to start fecling the preb-
lem. For example, [ was advising the leaders of
a saftware company, which was about to launch
a new customer informarion plaform. Their
objective was to gain five market share poine
within the next three years. They found, how
ever, that they were only developing a range of
safe, predictable and incremental launch ideas.
This was a real issue as this new product was
planned 1o be a major growth initiative for the
COmpPany.

I suggested that they “feel the problem”,
and they came op with: “we want this prod
uer launch to be ralked about at every dinner
party”™. With their new marching orders they
proceeded to develop an exciting and very suec-
cessful product launch that more than doubled
their imitial targets.

The challenge, therefore, is w oy and restate
your problem in more emotiomal language.
Most people ind this challenging mitially {par-
ticularly the males) bur using more passionare
and expressive language (without compromis
ing the objective) tends to excite and engage the
group, This in turn often leads to more energy
and imagination 1n your solurions.

Far example, rational problem srarements:
* How can we gain x% market share?
* How can we improve our ]:lrcldutt qua]il}-:"

Emotional problem statements;

* How can we have our customers rave about
our product?

* How can we encourage our employees to be

proud of our preducts?

If you are stuck, select at random one of the
following ematienal words and then wy to dev
elop a new problem statement using it : passion;
lowe; energy; fun: pride; exeice; jealous,

My message 15 this: the tools you use will
increasingly  dicrate vour performanca. The
more conceprual tools vou can master and the
mere often vou use them provides you with
profound edge against your comperition and
will dramacically lift vour performance 1imme-
dharelv,

Mostes:

1. Thiz tool is an adaptation of the work
MeFadzean, E. “The ereativity concinuur
towards a classtfication of eecative problem sol
i technigues”, Creativity and Innovation Mar
agerment, Blackwell Pl.ll:ll.isl'u.‘l’s. Oxford, Uk
Volume 7, Mumber 3, Sepuember, pp 13103
2. This is similar oo Mindmapping - sce for exan
ple, w:b'l.'(l'”.‘ I 1991, "Mindmapping: Your Pe
somal Guide to Exploring Creamvty and Fro
lem salving”, Berkley Publishing Group, Berkl:
Bocks, New York.
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