
DIRECTOR'S NOTE

In June the Alliance co-sponsored a Symposium
on Creativity under Time Pressure, together with
the Consortium for Corporate Entrepreneurship.

One of the prominent experts who spoke at the
Symposium was Anthony Le Storti, who has con-
tributed an article summarizing some of the
important conclusions from his observations on
invention and discovery.

Also included in this issue are the "Takeaway"
highlights from three Roundtable meetings held
during the past year, devoted to techniques for

stimulating creativity and achieving break-
throughs.  Our colleague Peter Koen, Associate
Professor at the Howe School, figured promi-
nently in these meetings as facilitator.  Our next
issue will feature a full length article by Peter
summarizing the key conclusions and recommen-
dations from his extensive research on break-
throughs.

---------------------------------------------------------------------------

The Alliance is inaugurating a Seminar Series in
Technology Management, in collaboration with
the Columbia University School of Engineering.
The first Seminar will be on October 29th at

Columbia, and will feature Dr. Boaz Ronen speak-
ing on the use of technological value drivers to
increase shareholder value. 

Dr. Ronen, Professor of Technology Management
at Tel Aviv University, is Visiting Professor at the
Howe School this semester.  Dr. Ronen gave an
abbreviated version of this presentation at the
November 2002 SATM Advisory Board Meeting
and Roundtable.  The enthusiastic reception
prompted us to invite him to give an extended
version to a wider audience.  See "Upcoming
Events" on page 8.

Larry Gastwirt
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The Invention/Discovery Team
Notes from the Field by Anthony J. Le Storti
Harvard business professor and author
Rosabeth Moss Kanter has said, "To stay
ahead, you must have your next idea wait-
ing in the wings." This call for continual inno-
vation resonates positively with business
leaders in competitive markets. In fact, rather
than an idea waiting in the wings, what they
would probably prefer is a bulging stream of
ideas gushing down the "pipeline." 
But innovation is more easily desired than
accomplished. 

Businesses are responding to this chal-
lenge—more or less. Some companies are
responding very well and have become mod-
els of innovation; others barely seem to be

heeding the call. Many, perhaps most, are
trying to figure out how to respond to this
"creative imperative." 

This article presents some observations I
have made over the years while facilitating
the creative thinking of many groups in their
struggles to innovate. Specifically, I would
like to focus on a relatively new phenomenon
of organizational creative efforts: the
Invention/Discovery Team (I/DT).

FUNCTION AND FIT

Also known as "innovation teams,"
Invention/Discovery Teams are small groups
of carefully selected, cross-functional profes-

sionals, often assisted by a creativity special-
ist. They work intensely for a relatively brief
time on promising initiatives commissioned
by senior management. If sponsored proper-
ly, they are well supported in their efforts
and given priority treatment. As the name
implies, the major goal of I/DTs is the inven-
tion and/or discovery of potential new prod-
ucts, services, programs, and technologies.
Their focus, however, is generally not on line
extensions, but on substantially new ideas—
often the next generation of products and
services. The invention side of their title calls
on them to use their experience and creativi-
ty to generate new concepts and develop

Continued on next page
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them to the point where they can be pre-
sented as viable innovative options. Often,
however, their creative efforts uncover pos-
sibilities in terms of beginning research or
licensing and acquisition prospects, thus
accounting for the discovery side of their
work.  

The I/DT is positioned as a fast track vehi-
cle for innovation, and as such, it can be
an important element in a corporation’s
"portfolio" of innovation strategies. These
portfolios may include: LESSONS

Major corporations configure their innova-
tion portfolios with a mix of the above
approaches and utilize them as ongoing
processes. The ID/Ts are a different entity
in that they are ad hoc groups usually
formed for a relatively brief period of time
yet given high-stakes missions. The life
cycle of an I/DT may only extend for about
three months. Within that time frame, such
teams/task forces may meet only once or
twice per week for half-day or full-day ses-
sions. Yet expectations for these teams are
significant, ranging from those for high-level
R&D activities to Skunk Works to Advanced
Concepts work. Within a relatively short
time period, they are expected to develop
very viable, novel concepts that could be
implemented, marketed or validated for fur-
ther research almost immediately. 

LEADERSHIP

A number of significant lessons have come
from the I/DT experience. These lessons are
not inconsistent with the findings from
research, for example, that conducted by
Amabile and Gryskiewicz on R&D labora-
tories.3 The first of these lessons is the
importance of team leadership. The I/DT
leader must constantly have one eye on the
work and the other eye on team dynamics.
This person must be a model of dedication,
inquiry and the organizational vision.
Sponsors forming such teams should keep
in mind the distinction between the creative
leader (someone who is a strong individual
creative thinker) and the leader of creativity
(someone who brings out the creativity of
others). What I have noticed is that really
high-performing teams have leaders of 
creativity. These individuals significantly
contribute to the work of their teams, but
rather than losing themselves in the work,
they work as hard on empowering and
facilitating the work of their team members.
The result is that team output exceeds
expectations. 

Included within team leadership is the con-
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What I have noticed is that really high-performing teams
have leaders of creativity. These individuals significantly

contribute to the work of their teams, but rather than losing
themselves in the work, they work as hard on empowering

and facilitating the work of their team members. 
The result is that team output exceeds expectations. 

Research & Development Laboratories: These are viewed as the standard pillars
of creativity and innovation. R&D labs, however, have many roles in today’s business
environment. These include new research, developing concepts suggested by other func-
tions (e.g., marketing), and "fixing" existing products or product ideas. Some research
indicates that only about 19% of viable new product ideas have their source in R&D.1

Advanced Concepts Teams: These may be special teams within R&D or they may be
separate entities. The challenge for these teams is to explore the frontiers of their
domains in order to discover and develop cutting edge concepts and technologies.

Expeditionary Teams: Often composed of top executives or of individuals who report
directly to the top, these teams could also be called "discovery and acquisition" groups.
Their chief function is to scan the horizon for newly developed product ideas and/or
small companies with great potential, either of which their larger company might
acquire. 

Skunk Works: Based on archetypal teams at Apple and Lockheed Martin, these
research groups may be large versions of the Advanced Concept Team with the added
dimension that they often work in almost complete secrecy. While advanced concept
work may focus on "pure" science, skunk works often have very concrete business objec-
tives that would provide their companies with a competitive edge in dynamic markets.

Consumer Science: These days, this initiative can go far beyond focus groups and
surveys. Using ethnographic research or "empathic design," these teams are often the
prompters, if not the sources, of new concepts.2 Their function is to conduct in-depth
investigations into the needs of consumers; as such, they represent the tips of the organi-
zation’s antennae. Combined with a good information infrastructure and an aggressive
intellectual property department, consumer science offers an important complement to the
other initiatives.

Empowered Personal Research: Pioneered by innovative giants such as 3M, this
approach allows and encourages individuals to use some portion of their work time (5-
15%) for personal investigations that could lead to new concepts. Individuals are usually
given autonomy in their efforts, although there may be overarching mandates for produc-
tivity and/or benefits programs that provide incentives for prompt idea development.

Grass Roots Innovation Networks (GRINs): Self-organized by individuals interest-
ed in investigating and developing their creativity, GRINs are usually unauthorized,
although they may receive some managerial encouragement. These "study groups" con-
nect by e-mail, intranets and brown bag lunch meetings. Some receive a small amount of
money or support for speakers or workshops. Examples of such groups include DuPont’s
"Oz Network," 3M’s "Grass Roots Innovation Team," and Rohm & Haas’s "All Thinks
Considered."
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cept of process leadership or facilitation.
Invention/Discovery Teams function well
when they follow good process strategies
and utilize diverse sets of creative and criti-
cal thinking tools. Teams made up of even
seasoned professionals may still be subject
to internal pressures to rush to answers.
They often ignore the great potential bene-
fits of creative problem formulation. Their
idea generation may be too "scattered."
And, as their enthusiasm for their ideas
builds, it may not be balanced by strong
critical judgment and testing of those ideas.
Knowledgeable internal or external consult-
ants can provide a cognitive "structure" for
such teams. They can both provoke idea
generation and provide the discipline of crit-
ical judgment. Additionally, these process
leaders can provide guidance for gaining
acceptance of new ideas, a skill often lack-
ing in subject area specialists.  

THE MANDATE

A second lesson is that the mandate or
charge given to I/DTs must be carefully cho-
sen, and it must be presented clearly. The
mandate is the team’s chal-
lenge. It should be signifi-
cant, worthy of the team’s
efforts, and important to
organizational strategy. It
should magnetize the think-
ing of team members; it
should motivate and guide
team action. Confusion with
regard to the mandate (on
the part of management or
the team) will likely lead to
disappointing or less signifi-
cant outcomes. If team
members are fuzzy about
their goals, they should
seek quick clarification.
Managers should be ready
to modify and/or reframe
their mandates in order to
better direct teams.

TACTICAL FREEDOM

While the mandate should
be very clear, it should pro-
vide only a sense of direc-
tion. I/DTs function best
when allowed great latitude
as to how to pursue their
goals. Senior management
should maintain strategic
autonomy and set direction,
but high-stakes teams such
as I/DTs require opera-

tional freedom and the ability to make deci-
sions on the run. Such autonomy allows
teams to pursue work as they see fit, to set
their own priorities for investigation, and to
change direction as opportunities present
themselves. Research has shown how valu-
able such freedom can be to the overall cre-
ativity of the effort.4 

The value of tactical freedom reinforces the
importance of a clear mandate, especially
one that emphasizes the purpose of an ini-
tiative as contrasted with tasks as initially
envisioned. Business conditions and the cre-
ative process are fluid and often unpre-
dictable. But a strong team, guided by a
clear mandate and sense of purpose and
empowered with tactical freedom, can bet-
ter adjust to rapid changes and unforeseen
opportunities.

INFORMATION AND LEARNING

Knowledge and information have always
been crucial to invention and discovery. But
in today’s world, the access to and process-
ing of information is a sine qua non of cre-
ativity. Invention/Discovery Teams, with their
high-stakes challenges and short timelines,
have an extraordinary need for abundant
and up-to-the-minute information. Such infor-
mation may include key content data, tech-
nological developments, the status of intel-
lectual property, or competitive intelligence.
Whatever information I/DTs need must be
provided as expeditiously as possible.
Information flow is so important that some
I/DTs have a dedicated information special-
ist as a full-time team member; other teams
are given priority access to information
resources. Continued on page 6

Farewell to Joe Lehman

The Alliance would like to note the
retirement this month of Joseph
Lehman, Senior Technical Executive for
Fire Support of the Army Armament
Research, Development and
Engineering Center at Picatinny
Arsenal.  Joe has had a distinguished
career of 42 years, during the last ten
of which he served on the SATM
Advisory Board and the Technology
Transfer Working Council.  We have
gained much from Joe’s participation
over the years, and his wisdom will be
greatly missed.  All of his friends at the
Alliance wish him a healthy and joy-
filled retirement.

Joe wrote a letter last month on his
observations on 10 years of working
with the Alliance.  We are very happy
with what he had to say about SATMís
contributions to Picatinny, and hope
you will excuse our shameless pride in
printing his letter. 

Business conditions and the creative process are fluid 
and often unpredictable. But a strong team, guided by a

clear mandate and sense of purpose and empowered with
tactical freedom, can better adjust to rapid changes

and unforeseen opportunities.



Achieving Breakthroughs:
Organizational Structure and
Knowledge Creation (Oct. 2002)
The October, 2002 Roundtable meeting was
held at ISO in Jersey City.  Peter Koen began
by defining breakthroughs as new, high(er)
risk, high profitability products, in contrast to
incremental or continuous innovation.

The organizations represented were asked
how they deal with inspiring breakthroughs:
• ARDEC uses brainstorming with manage-

ment filtering.  There is interaction between
management and the inventor.  Their
process is inconsistent.  Although they gen-
erally have visionary leadership, there is dif-
ficulty in getting leadership support for gen-
uinely new ideas.

• Unilever Bestfoods has an extensive process
for understanding consumer insight.  They
practice "seeing themselves in customers."
They try to identify "lead" users (see below)
but have difficulty identifying true lead
users.

• Teknor Apex uses their adapted stage-gate
process for concept through commercializa-
tion.  They do much work to identify cus-
tomer needs.  Their current problem is that
their front-end process is yielding more of a
"tunnel" than a "funnel", with too many
projects remaining in the pipeline too long.

• ISO utilizes more of a "shotgun, random
blast" approach.  They use market inputs,
customer comments, panels and the knowl-
edge of senior management to generate a
strategic set of ideas.  Their experience sug-
gests that the best input is received from
panels.  ISO’s major issue is that they are
not adequately filling the pipeline.

• AT&T does most of its breakthrough work in
their centralized Labs.  They apply their
portfolio management process (monthly) to

balance the Company’s investments.  Their
major issue is allocating the required
resources to breakthrough projects.

Following is a list of highlights from Peter’s
materials which were distributed to attendees:

- An "options" model (what is the cost to
get to the next step?) to reduce risk is
becoming more and more popular.

- In doing business cases for understanding
breakthroughs, financial evaluations seem
to dominate the efforts.

- Peter believes that Christensen’s conclusion
that "Disruptive technologies need to be
managed separately from sustaining tech-
nologies" does not work. 

- There is disproportionate wealth creation
from discontinuous opportunities, with
more profit definitely derived from break-
throughs.

- Peter presented a 4-box framework for
considering how to achieve break-
throughs.  He summarized case studies of
how companies organize for break-
through, e.g. Lucent used venture funded
projects for commercialization, which fold-
ed due to its not being reflected in
increased shareholder value; Proctor and
Gamble established a separately funded
Corporate Ventures group, but had difficul-
ty in the transfer of ideas to business units.

- Peter described the Lead User Approach,
usually attributed to 3M but also used by
Ethicon, ExxonMobil, and Goodrich.
Lead User -- not synonymous with lead cus-
tomer! -- provides a focus methodology
employing users outside normal vision of
company.  The process starts by looking at
trends in the market.  With this knowl-
edge, it is important to "swim with the fish-
es," i.e. visit customers with similar needs
but in different markets outside the compa-
ny’s area.  

- Peer reviews of breakthrough proposals is
definitely a growing trend.

- Critical requirements for breakthrough suc-
cess appears to be independent funding,
dedication of employees, peer evaluations
all done within the business

With reference to the subject of Knowledge
Creation, Peter made the following comments:  

- Definitions are critical for understanding,

i.e. there is a difference between data,
information and knowledge.

- Explicit knowledge may be transferred
through language (word, graphics, etc.),
although the language for tacit knowledge
– the requirement for innovation – is not
the primary mechanism for sharing.

- In order to transmit tacit knowledge, you
have to know someone (trust).

- Organizations are being successful in
exchanging tacit knowledge by using
Technology Communities of Practice.
These are voluntary communities focused
on core competencies, which are identi-
fied typically from knowledge mapping
techniques.

- New ideas occur from the intersection of
unmet, and often unarticulated, customer
needs and a shared vision of the future.

- Successful knowledge creation companies
are using Project Snapshots to capture cur-
rent and past learnings of projects.

Tools and Techniques for Achieving
Breakthroughs (January 2003)
The January, 2003 Roundtable meeting was
held at ARDEC, Picatinny Arsenal.  The meet-
ing followed up on the discussion of the
November, 2002 Roundtable, with the pur-
pose of gaining insight into tools and tech-
niques tried by Sponsor organizations, suc-
cessfully and unsuccessfully, for generating
breakthroughs.  Peter Koen returned as facili-
tator, beginning the session with a brief sum-
mary of the highlights of his research on
achieving breakthroughs.  Some of the points
not covered in the preceding summary are:

• The innovation process consists of three dis-
tinct parts:  front-end, product development,
and commercial exploitation.  Peter’s
research is aimed at the front-end process.

• Breakthroughs, in contrast to incremental or
continuous innovation, are generally associ-
ated with the potential for 5-10x (or greater)
improvement in product performance, or 30-
50% (or greater) reduction in cost.

• Alternate statement of the innovator's dilem-
ma:  "Industry leaders do not embrace dis-
ruptive technologies, but will continue to
invest heavily in sustaining technologies.
Yet, a company that is doing all the right
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Roundtable Meeting
Take-Aways During the past year the Alliance

has devoted three Roundtable meet-
ings to techniques for stimulating
creativity, invention, and break-
throughs.  Peter Koen, Associate
Professor at the Howe School,
figured prominently in these 
meetings, serving as facilitator.
The "Takeaway" highlights from the
meetings are abstracted below.
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things will eventually go out of business."
How does a company satisfy customers,
lower its costs, improve distribution, etc., and
still free up and isolate the resources
required for achieving breakthroughs?  

• On corporate breakthrough organizations:
"need skin in the game" to be successful. 

• Peter recommends that to maximize chances
of success, people on breakthrough teams
need to dedicate 100% of their time to the
breakthrough project.

• Managers must be prepared to dedicate
business people (and "best" people) to front-
end groups.  Peter recommends dedicating
key business people 100% for short periods
of time.  CEOs are bipolar -- they usually
support the concept of forming a break-
through team, but balk at the selection of
'the best' people.

• Hold breakthrough teams to milestones, espe-
cially for market dimensions such as accept-
ability and value.  Emphasize the team,
rather than over-relying on the champion.

• Successful companies make the innovation
process (organization, management, etc.) a
key part of operations.

• Peter summarized the "wisdom of the sages"
concerning practices associated with success
in "Holy Grail" breakthrough projects:
- Create and manage projects by interspers-
ing business and technology personnel on
project teams.

- Select project opportunities based on mar-
ket and technology trend analysis.

- Select project opportunities based on sci-
ence-based core competencies.

- Set aggressive goals.
- Employ (external) scientific peer review.
- Focus (in contrast to spreading too thin).
- Maintain constancy of purpose.
- Process optimization which includes man-
agement oversight, fact-based fast kills and
metrics.

- Do very early prototyping and field trials.
- Employ full time project team populated
with inventors with demonstrated track
records.

Highlight comments from participants:
• ISO is looking for a correlation between

margins and reliance on breakthroughs.
Peter responded that high margin companies
do not necessarily need more breakthroughs.

• Teknor Apex is reviewing the practices pre-
sented by Peter to achieve "Holy Grail" proj-
ects.  They currently employ a mix of some
of the recommendations.

• Phillips believes that early prototyping is key
to determining viability/value of "Holy
Grail" projects.

• ARDEC contributed that "Holy Grail" projects

need a champion.  More importantly, cham-
pion needs to enlist both business and tech-
nology teams.  In this connection, Lem
Tarshis reminded the group of the Alliance
innovation research conducted with Jack
McGourty, which found that as important as
having a champion was the need to make
sure that the organization fosters an environ-
ment of "advocacy".

• Larry Gastwirt commented that some finan-
cial slack is needed to fund a full time proj-
ect team.    

• ARDEC asked if it might be better to use
available novice talent rather than overly
committed experts.  Peter believes that this is
not recommended -- use your best.

• ARDEC posed the question: should an organi-
zation go for the aggressive goals or use spi-
ral development (incremental goals)?  Based
on his experience, Lem’s advice is to define
an aggressive goal, and then make incremen-
tal steps (road mapping) to achieve it.

• The group felt that core competencies/capa-
bilities need to be defined and regularly
reviewed.  

Application of Learnings from June
Symposium on Creativity under
Time Pressure (September 2003)

The September, 2003 Roundtable meeting was
held at ISO in Jersey City.  The meeting was a
follow-up to the June 2003 Symposium on
Creativity under Time Pressure that the Alliance
co-sponsored with the Consortium for
Corporate Entrepreneurship, and focused on
the practical implementation of the learnings
from the Symposium.  Joining Peter Koen as
co-facilitator was Anthony (Tony) Le Storti), an
expert in the field from IDEATECTS in
Doylestown, PA.  Peter had chaired the June
Symposium and both he and Tony were pre-
senters.  A collection of supplemental literature
articles on the subject were distributed, along
with copies of the Roundtable presentations

Peter kicked off the meeting by asking partici-
pants for their definitions of creativity under
time pressure.  They responded with the follow-
ing, which Peter agreed were all embraced by
the definition:
• Thinking out of the box with tight time 

schedules.
• Doing something differently but on-time.
• Using novel approaches to solve time con-

strained problems
• Bringing novel approaches under time 

constraints.
Bob Kostelak also made the accepted point
that there are many different kinds of creativity.

Peter reviewed some of the key Symposium

learnings, the creativity literature, and his own
research.  Based on his research, managers
know what they need to do, but most do not
follow through.  Some key points:
• A product is creative when it is both novel

and appropriate to the tasks.
• To achieve creativity, need (1) "domain-relat-

ed skills", (2) creativity-related skills and (3)
task motivation.

• Research does not show that one can simply
assign a "good person" and make him/her
creative under any circumstances.

• Creativity skills embrace four cognitive styles
(generator, conceptualizer, optimizer, and
implementer), and effective creativity requires
a blend of individuals having different styles.  

• Research shows that the diversity of team
members is a key factor in successful creativi-
ty. Larry Gastwirt commented that as far back
as the early 1980’s Exxon Chemical was
assessing the work styles of members of vari-
ous teams (innovation teams, management
teams), and had made deliberate attempts to
take diversity into account in assigning team
members and in understanding and shaping
the dynamics of existing teams.

• There are two types of motivation – extrinsic
and intrinsic. Rewards are extrinsic motivators.

• The conclusion, however not surprising, is
that creativity comes from the combination of
creative talent, a strong focus, and a clear
and motivational vision. In practice, compa-
nies often do not focus, i.e. put the right or
adequate resources on breakthrough projects.

Tony Le Storti reviewed his Symposium presen-
tation entitled "Fast-Tracking Innovation".   He
described the military’s deliberate combining
of domain knowledge, creativity expertise, and
motivation.  His main points are well presented
in his paper that appears in this issue.

Significant discussion occurred.  In summary:  
• Peter commented that establishing an end-

date on a breakthrough project is another
critical factor for success. 

• Also, managers must put concerted, focused
manpower on the project; "percent of com-
mitment (focus) depends on criticality of
need".

• If asked to choose a leader of a critical
breakthrough project from engineering, mar-
keting or previous Profit and Loss experi-
ence, Peter’s research has shown that P/L
experience works best.  

• As for a recommended process, Peter and
Tony concurred that management must create
a team properly (personnel having the right
skills and diversity); appoint a team leader
with appropriate skills; and put the members
through team-building training.

• High performance is motivated by being 
listened to and appreciated. ■
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Learning and creativity are so intertwined
that it is sometimes difficult to see where one
leaves off and the other begins. This is espe-
cially so with regard to the concept of
insight. And for initiatives seeking high-level
creativity, insight is the desired goal. Insight
is that phenomenon in which a person
moves from a state of not knowing or from
one perspective on a situation to a (radical-
ly) new understanding. With regard to prob-
lem solving, either the solution appears or
the problem is so reconceptualized that a
solution is imminent.

The search for insight is at the core of
Invention/Discovery Team initiatives. If such
teams knew all they needed going in, one
might legitimately ask why they have not
already produced the inventions or discover-
ies. Even with expert team members, to be
successful, I/DTs must acquire or produce
new knowledge. Team members must often
have to "learn like crazy" during their short
time together, and they have to construct
new meaning by combining their knowl-
edge, talents and expertise. Sometimes
learning comes about through a fresh
approach to research and information
analysis. Sometimes it comes about through
"unlearning," through the challenging of
assumptions or a dramatic redefinition of the
nature of the problem.

CHALLENGES

Another lesson learned from the I/DT experi-
ence is that there are some challenges to the
successful running and support of such
teams. Because their time together is rela-
tively short and their stress levels high, team
members must be sufficiently freed from
other responsibilities to permit their full
engagement in the team’s work. Because
they are usually valued and highly commit-
ted members of the organization, freeing
them from normal responsibilities is not
always easily managed. But I/DT leaders
should not have to negotiate release time for
team members. If the initiative has enough
priority to require such a team, senior man-

agement, as part of its sponsorship, should
ensure that team members will be able to
devote sufficient time to the task at hand.

Bruce Tuckman’s model of team life cycles
(forming-storming-norming-performing) may
especially apply to Invention/Discovery
Teams. Given the intensity of the I/DT expe-
rience, conflict can be predicted, yet excep-
tional performance is required. It helps to
explicitly discuss and establish the team’s
norms early, including how conflict will be
constructively handled. Moving the team
from its formation through rough periods
and on to high performance requires the
constant attention and direction of the team
leader and process leader. 

And while the apparent challenge is the
invention or discovery of new ideas and
processes, perhaps the greatest challenge is
gaining acceptance for them. New con-
cepts, especially radical ones, tend to acti-
vate the organizational "immune system."
Fortunately, I/DTs are usually commissioned
at relatively high levels within the organiza-
tion (sometimes even by the CEO). Thus, the
idea validation process is often expedited
and streamlined. I/DTs often report out their
work at presidential or vice-presidential lev-
els rather than negotiate layers of bureau-
cracy that, by their nature, impede or kill off
creative ideas. 

But even a high level forum for ideas does
not guarantee that good ideas will be
moved forward expeditiously. Corporate cul-
ture often constrains the decision making
process. In today’s organizations, champi-
ons who will keep ideas alive and in front
of decision makers seem a necessity for
innovation. As in the past when intermedi-
aries were often instrumental to the success-
ful adoption or promulgation of novel 

concepts5, today organizational champions,
who advocate and fight for innovative con-
cepts, may be crucial to the success of the
creative process.

SUMMARY 

There is great potential in
Invention/Discovery Teams. Often, in a rela-
tively few days, powerful ideas take shape
and substantial learning occurs.
Additionally, team members usually relate
that participation on such teams is in itself
very gratifying, and they value the cama-
raderie that develops. Every
Invention/Discovery Team is unique, howev-
er, and must be led and supported in ways
peculiar to it. The work is tough and not
without cost. But as a key vehicle for filling
the pipeline with new products and process-
es, I/DTs are well worth their investment
costs. ■
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The search for insight is at the core of Invention/Discovery
Team initiatives. If such teams knew all they needed going in,
one might legitimately ask why they have not already produced
the inventions or discoveries.
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Book ReviewBook Review

So many new technologies
today are over-hyped before
they become available to the
public. For this reason, a book
like this can be overlooked or
just plain avoided. However, if
you like modern day techno-
logical adventures chronicling
the heat of invention and
innovation, this book provides
a reasonable measure of fun
and a number of important
lessons.
Steve Kemper, a freelance journalist, has
written the story behind the SEGWAY, an
invention that straddles the boundary
between human and mechanical 
transportation. 

For those who have not been paying atten-
tion, the SEGWAY Human Transporter is
an invention based on an idea by Dean
Kamen, a prolific (and some would say
brash) inventor who happens to have a
very keen sense for identifying unmet
needs in the marketplace. This uncanny
sensibility has led to several medical
equipment inventions, including a self-bal-
ancing wheel chair that offers individuals
with physical disabilities more independ-
ence and accessibility to the world around
them. The SEGWAY (which during its early
development was called Ginger after
Ginger Rogers) is a self-balancing scooter-
type vehicle that was designed by the
same engineers working on the new
wheelchair (called the IBOT). 

The book details Kemper's accounts of his
early and secret access to Kamen, and
many of the teams who worked on the
SEGWAY (and IBOT) during 18 months in
its early design and development period.
Unfortunately, this access was denied later
in the product development cycle because
Kamen believed that Kemper had leaked
some details to the press. So the last two
years of the book are based on third-hand
accounts from venture capitalists, the
press, and the like. The author discloses
this fact upfront and I do not think it dimin-
ishes the story.  

A fair question the reader should ask is
what lessons will I take away from this
book? After all, there are many great
books written about the messy and tumul-
tuous process of innovation. Is there any

thing new here? The answer is yes for 
several reasons. 

First, the introduction of the SEGWAY is
current and is fresh in our collective minds.
In fact, as this review is being written, the
SEGWAY is in the midst of its first recall
for a problem with the balancing technolo-
gies when power supply becomes too low.
The reader can easily connect the emerg-
ing technology with current societal issues
and many of the characters are familiar,
thus providing new insights into both the

technology and the people involved. 

Secondly, the chronicle of Kamen's deal-
ings with venture capitalists and other out-
side investors sheds light on what it takes
in today's world to fund innovation. Surely,
no one can argue after reading this
account that even brilliant engineers have
to be brilliant communicators. Finally,
Kemper's keen eye for detail provides an
insightful account into the early "fuzzy"
front end of the product development
process -- from how the idea is born
through the agonizing search for alterna-
tive solutions to the problem to be solved.
The book is replete with stories on how
engineers grapple with one problem after
another with associated conflicts, wrong
turns, and joyous celebrations for even the
slightest progress. 

Whether the SEGWAY itself will dramati-
cally change transportation, as we know
it, is a question to be answered in the
future. However, if you are responsible for
managing new technologies and getting
them to market, this book provides a view
of what the roadmap from idea to market
actually looks like ... and it's not an easy
ride. ■
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account into the early "fuzzy" front end of the product

development process -- from how the idea is born 

through the agonizing search for alternative solutions to the

problem to be solved. 

By  Jack McGourty



Seminar – Increasing Shareholder Value using Technological Value Drivers
The inaugural seminar of a Seminar Series in Technology Management, in collabora-

tion with the Columbia University School of Engineering, will take place on Wednesday
evening October 29th  at Columbia.  The speaker is Dr. Boaz Ronen, Visiting Professor,

Howe School of Technology Management.

The topic of increasing shareholder value is usually thought about in terms of finan-
cial drivers such as mergers and acquisitions, public offerings, etc.  Dr. Ronen's

unique methodology approaches the issue using the technological drivers that we
focus on in the Alliance, such as new product introduction, time to market, more
focused product/service mix, and the proper use of costing and pricing practices.

You can register on-line at http://www.engineering.columbia.edu/about_seas/events/

Combined Roundtable and SATM Advisory Board Meeting
The next SATM-ELI Roundtable meeting will be held on Monday, November 17 from

1:00 - 5:00 PM at Lucent Technologies in Whippany, NJ.  The topic is Workplace
Transformation for the Knowledge Economy.  The meeting will be facilitated by Brad

Allenby, Vice President for Environment, Health and Safety at AT&T.

The meeting will be combined with the 2003 SATM Advisory Board meeting, which will
take place during the first hour.  During the Advisory Board meeting we will hear from

the Executive Leadership Institute with the first results derived from the Global
Technology Confidence Indicators analysis.  All attendees are encouraged to attend

the entire combined meeting, and to partake in a buffet luncheon 
that will be available from 12:00 to 1:00.

For further information on these and other Alliance activities, 
contact Dr. Lawrence Gastwirt:  212-794-3637 • lgastwirt@aol.com

Visit the SATM and ELI websites: 
http://howe.stevens.edu/SATM/

http://eli.stevens.edu

To download articles from past SATM newsletters, go to
http://howe.stevens.edu/SATM/Newsletters.html

To send comments on this newsletter, or to submit an article for future 
publication, please e-mail Dr. Jack McGourty at  jm723@columbia.edu

SATM- Stevens Alliance for Technology Management
ELI- Executive Leadership Institute

Wesley J. Howe School of Technology Management
Stevens Institute of Technology

1 Castle Point on Hudson, Hoboken, New Jersey 07030
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