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Innovation is the Key to Organic Growth

Ç Grow or protect a high -share market

Ç Aggressively grow a low -share market that you are 
already in

Ç Enter an attractive market that others are already in

Ç Enter a new or emerging, high -growth market

Enter an overserved market or market segment with a low-cost platform

Enter an underserved market or segment with a high-margin platform
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Innovation is Shrouded in Confusion

Is there agreement among managers
in your company as to é

YES NO

1 What innovation is?

2 What a customer need is?

ñStudies comparing successful and unsuccessful innovation have found that the 

primary discriminator was the degree to which user needs were fully understood.ò 

David A. Garvin, Harvard Business School

95%

95%

What is Stalling Itôs Evolution?

Lack of structure

It is being executed:

Ç In the wrong sequence

Ç With the wrong inputs 

1
ñNothing is more important than 

innovation, but if you think you can 

organize it you are nuts é really 

nuts. Orderly innovation is an 

oxymoronic phrase, believed only by 

morons with ox -like brains.ò

Tom Peters, HSM 2007

Bad theory and false 
beliefs
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ñCustomers often do not know, or 

cannot effectively communicate, their 

actual needs and requirements.ò 

ñInnovation begins with an idea.ò

Wikipedia, 2007
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Dramatic Improvements Are Needed é 
and Possible
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What Is Innovation?
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Innovation is the process of devising a product or service 
concept that satisfies the customerôs unmet needs.

What Is Innovation?

1 Stage - Gate® is a trademark of Stage - Gate Corporation

Itôs Like Solving an Algebraic Equation é

X = 3  and  Y = 1
2(3)  + 1 = 3?  No

X= 1 and Y = 1

2(1) + 1 = 3?  No

X = 2  and  Y = 2

2(2)  + 2 = 3?  No
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Itôs Like Solving an Algebraic Equation é

X = 4 + Y

2(4 + Y) + Y = 3

8 + 3Y = 3

3Y = -5

Y = -5/3

2X ï5/3 = 3

2X = 3 + 5/3

X = 7/3

Itôs Like Solving an Algebraic Equation é

Constants

Variables

Constants

Variables
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The Dynamics of Commonplace Practices

Ç There is no agreement on what a 
need is

Ç Without knowing ALL the 
customerôs needs or which are 
unmet, companies devise solutions 
and test them with customers

Ç ñRefinementsò are made through 
an iterative testing/refinement 
process 

Ç This approach is time consuming 
and may never yield the correct 
answer

Test 

Concept

Refine 

Concept

What Do Companies Conclude?

Ç Innovation is an iterative, 
non - linear process

Ç Innovation (getting the right 
answer) is an art

Ç Success rates greater than 
10% to 30% are unachievable

The truth is that 

companies are guessing 

at the answer ïand 

usually guessing wrong.
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A Logical, Systematic Approach is Required

1. Companies must 
first uncover ALL 
the customersô 
needs - ALL

2. Next, they must 
determine which are 
unmet 

3. Lastly, they must 
devise solutions 
that specifically 
address the unmet 
needs

Why Is 
Understanding 

Customer Needs 
So Difficult?
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The Sought After Input Has Not Been Defined

There is no 
agreement on 
what a ñneedò is

Delighters

Specifications

WANTS

NEEDS

constraints

BENEFITS

Solutions

latent needs

desired outcomes

Exciters

must haves
WISHES

IDEAS

expectations

unarticulated
needs

How can ALL the 
needs be 
captured?

Companies Are Unaware of the Problem

The truth is that 

companies do not know 

what a ñneedòis or how 

to listen to customers. 

Ç Companies have many customer 
interactions ïso they think they 

are getting the inputs they need

Ç 72% of companies are satisfied

Ç Success is rare (10 -30%)

Ç Companies end up believing:

× Customers don ôt know what they want

× Customers can ôt articulate their needs

× Customers have latent needs ïneeds 
they don ôt know they have

× Customer requirements change quickly 
over time
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What Is A 
Customer Need?

é its purpose, structure, 

content and formaté

Customers Employ a Logical Value 
Measurement System

Ç Customers buy products and 
services to help them get 
functional and emotional ñjobsò 
done, e.g., tasks, goals or 
activities, etc.

Ç Customers intrinsically use 
ñmetricsò to define the 
successful execution of a job

Ç These metrics (or desired 
outcomes) ARE the customerôs 
needs

For any job there may
be 50 to 150 outcomes

Process 

Step 1

Job Map

ÅMetric 41

ÅMetric 42

ÅMetric 43

ÅMetric 44

ÅMetric 45

Process 

Step 2

Process 

Step 3

Process 

Step 5

Process 

Step 4

ÅMetric 1

ÅMetric 2

ÅMetric 3

ÅMetric 4

ÅMetric 5
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The ñJobò of Storing- Retrieving Music
And Its Related Job Map ï51 Desired Outcomes

Load songs 
on medium

Browse 
medium

Retrieve 
songs

Verify 
selection

Listen to 
songs

Modify 
selection

Store songs 
for future

See The Customer -Centered Innovation Map , HBR, May 2008

The ñJobò of Storing- Retrieving Music
And Its Related Job Map ï51 Desired Outcomes

Load songs 
on medium

Browse 
medium

Retrieve 
songs

Verify 
selection

Listen to 
songs

Modify 
selection

Store songs 
for future

Outcomes

Increase the number of songs that are available for selection

Minimize the time it takes to locate a song when critical information is missing, 
e.g., the name of the song, the artist, etc.

Minimize the likelihood of inadvertently selecting the wrong song

Minimize the time it takes to queue the songs in the order in which they are to 
be played

Minimize the time it takes to remove a song from the queue
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The ñJobò of Farming Corn
And Its Related Job Map ï156 Desired Outcomes

Prepare the 
soil

Plant the 
seed

Grow the 
corn

Fertilize the 
crop

Protect the 
crop

Harvest the 
crop

Dry the 
harvest

See The Customer -Centered Innovation Map , HBR, May 2008

The ñJobò of Farming Corn
And Its Related Job Map ï156 Desired Outcomes

Prepare the 
soil

Plant the 
seed

Grow the 
corn

Fertilize the 
crop

Protect the 
crop

Harvest the 
crop

Dry the 
harvest

Outcomes

Minimize the time it takes the seeds to germinate

Minimize the number of seeds that fail to germinate

Minimize the time it takes to for the plant to come out of the ground

Increase the percent of plants that emerge at the same time

Minimize the yield loss due to excess heat during pollination
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Prepare

ÅSet up
ÅOrganize
ÅExamine

Modify

ÅUpdate 
ÅAdjust
ÅMaintain

Confirm

ÅValidate
ÅPrioritize
ÅDecide 

Monitor

ÅVerify
ÅTrack
ÅCheck

Execute

ÅPerform
ÅTransact
ÅAdminister

Locate

ÅGather
ÅAccess
ÅRetrieve

Define

ÅPlan
ÅSelect
ÅDetermine

Conclude

ÅStore
ÅFinish
ÅClose

The Universal Structure of a Customer Job

See The Customer -Centered Innovation Map , HBR, May 2008

This is a Customer Need (Desired Outcome)

Ç A need is a metric -based statement that customers use to define 
the successful execution of a job

Ç A need statement must be structured to limit variability and 
ambiguity and to prompt a course of action

Ç A consistent structure and format prevents false and confounded 
customer priorities

Minimize é the time it takes é to verify the accuracy of a desired outcome

with a customer, é e.g., its meaning, completeness, exactness, etc.

Direction of

Improvement Unit of Measure Object of Control

Contextual Clarifier Example of Object of Control

See Giving Customers a Fair Hearing , Sloan Management Review, Spring 2008
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The Job is the Primary Unit of Analysis

Ç Products come and go ïthe 
job is the stable, long - term 
focal point around which value 
creation must be centered 

Ç The jobôs perfect execution 
reflects the customerôs true 
definition of value

Ç Requirements are not captured 
on the product ïthey are 
captured on the job the 
product or service is intended 
to perform

Desired Outcomes 
on the Job of 
Storing - Retrieving 
Music

Satisfaction

Vinyl CD MP3

Increase the number 
of songs available 
for selection

4 5 8

Minimize the 
likelihood that the 
music is distorted

5 8 9

Minimize the 
likelihood of damage 
during normal use

3 6 9

Minimize the amount 
of storage space that 
is needed

4 6 9

Increase the degree 
to which the music 
sounds live

5 7 6

Cumulative 
Satisfaction

42% 64% 82%

How Are These Metrics Captured?

1. Personal interviews are 
conducted to define the 
job map

2. Ethnographic interviews 
are conducted to gain 
context of the situation

3. Personal, ethnographic, 
and/or group interviews 
are conducted to gather 
the bulk of the statements

4. The job map is used to 
ensure ALL the needs are 
captured

It is knowing what inputs 
to look for - not the 

method of collection -
that matters most.
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Specific Questions Reveal Outcomes

Outcomes

Minimize the time it 
takes the seeds to 
germinate

Minimize the time it 
takes to for the plant to 
come out of the ground

Outcomes

Increase the percent
of needed nutrients 
that are absorbed

Minimize the yield 
loss due to excess 
heat during pollination

Outcomes

Minimize the number
of seeds that fail to 
germinate

Increase the percent
of plants that emerge 
at the same time

For each step of the job as defined in the job map, ask é

What makes [step x] 

time consuming, 

slow, etc.

This yields outcomes 

related to SPEED ï

getting the job done 

faster:

What makes [step x] 

unstable, unreliable,

unpredictable, etc.

This yields outcomes 

related to STABILITY ï

eliminating variability:

What makes [step x]

error prone, costly, 

wasteful, etc.

This yields outcomes 

related to OUTPUT ï

eliminating waste, loss, 

etc:

yield

Special Skill Is Required to Capture Outcomes

Ç Companies have been misled to think that anyone, 
with minimal training, can capture good customer 
inputs ïthis is just not true

Ç Like any other discipline, the capture of good inputs 
requires skill and practice

Ç Companies should train a hand full of practitioners 
whose full time job is to capture customer inputs

Ç Designers and engineers who want to understand the 
context around an unmet need can either get that 
information from the statement, watch a recorded 
interview or talk with customers
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The Truth About Customer ñNeedsò

Ç Customers DO know what they 
want ïto achieve

Ç Customers CAN articulate their 
needs

Ç There is no such thing as a latent 
need ïonly latent solutions

Ç Customer needs are stable over 
time

Customers didnôt know they needed a  
microwave oven, but they did know 
they wanted to:

Á Minimize the time it takes to 
prepare a meal

Á Minimize the time it takes to clean 
up after cooking

Á Minimize the likelihood of 
overcooking a meal

Á Increase the likelihood that the food 
is cooked evenly throughout

When a company accepts the job 
as the unit of analysis, it finds:

Which Customer 
Needs Are Unmet?

http://images.google.com/imgres?imgurl=http://www.beyondconnectedhome.com/aboutus/press/downloads/microwave.jpg&imgrefurl=http://www.beyondconnectedhome.com/aboutus/press/downloads.html&h=1747&w=2700&sz=600&tbnid=HI4Vv0i8mlcJ:&tbnh=97&tbnw=150&hl=en&start=1&prev=/images?q=microwave+oven&imgsz=xxlarge&svnum=10&hl=en&lr=
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Ç If a desired outcome is both important and 
unsatisfied, it is unmet

Ç The more important and less satisfied an outcome is 
(the more unmet it is) the greater it represents an 
opportunity for value creation

Ç Outcomes are prioritized based on their attractiveness 
as opportunities for value creation 

When Is a Need Unmet?

Administer a survey (web, phone) to a significant population

How important is it that you are able toé.?

Not 
Important At 

All

Somewhat 
Important

Important
Very 

Important
Extremely 
Important

Increase the percent of plants that emerge at the 
same time

Ç1 Ç2 Ç3 Ç4 Ç5

Minimize the time it takes the plant to absorb 
nutrients once they are planted

Ç1 Ç2 Ç3 Ç4 Ç5

How satisfied are you with your ability toé.? 
Not Satisfied 

At All
Somewhat 
Satisfied

Satisfied
Very 

Satisfied
Extremely 
Satisfied

Increase the percent of plants that emerge at the 
same time

Ç1 Ç2 Ç3 Ç4 Ç5

Minimize the time it takes the plant to absorb 
nutrients once they are planted

Ç1 Ç2 Ç3 Ç4 Ç5

How Do We Identify - Prioritize Opportunities?

Opportunity = Importance + max (Importance ïSatisfaction, 0)
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Importance

Opp >15
Extreme

Opportunity 

Opp >10
Solid Opportunity

Opp >12
High Opportunity

Under-ServedAppropriately Served

Limited

Opportunity

1

2

3

4

5

6

7

8

9

10

1 2 3 4 5 6 7 8 9 10

Table 

Stakes

Sustaining or
Breakthrough

Innovation

Over-Served

Opportunity = Importance + max (Importance ïSatisfaction, 0)

Ripe for 

Disruption

Potential for 

Disruption

Visualizing the Opportunity Landscape

Visualizing the Opportunity Landscape
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Importance

Opp >15
Extreme

Opportunity 

Opp >10
Solid Opportunity

Opp >12
High Opportunity

Over-Served

Under-ServedAppropriately Served

Limited

Opportunity

1

2

3

4

5

6

7

8

9

Opportunity = Importance + max (Importance ïSatisfaction, 0)
10

1 2 3 4 5 6 7 8 9 10

Table 

Stakes

Ripe for 

Disruption

Potential for 

Disruption

Disruption,
Cost

Reduction
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Visualizing the Opportunity Landscape
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Importance

Opp >15
Extreme

Opportunity 

Opp >10
Solid Opportunity

Opp >12
High Opportunity

Over-Served

Under-ServedAppropriately Served

Limited

Opportunity

1

2

3

4

5

6

7

8

9

Opportunity = Importance + max (Importance ïSatisfaction, 0)
10

1 2 3 4 5 6 7 8 9 10

Table 

Stakes

Ripe for 

Disruption

Potential for 

Disruption

Address
Adjacent
Markets

Hierarchy of Customer Inputs

ÅOutcome 1

ÅOutcome 2

ÅOutcome 3

ÅOutcome 4

ÅOutcome 6

Process 

Step 1

Job Map

Core Functional Job 

ÅOutcome 41

ÅOutcome 42

ÅOutcome 43

ÅOutcome 44

ÅOutcome 45

Process 

Step 2

Process 

Step 3

Process 

Step 5

Process 

Step 4

Emotional Jobs

Social Jobs
Personal 

Jobs

Jobs 

Directly 

Related to 

Core Job

Jobs 

Indirectly 

Related to 

Core Job

Other Functional Jobs

Desired outcomes are the metrics 
customers use to measure the successful 

execution of a job.

Consumption Chain Jobs

ÅPurchase

ÅDelivery

ÅInstallation

ÅSet -up

ÅLearn to Use

ÅInterface

ÅStore

ÅMaintain

ÅUpgrade

ÅReplace

ÅDispose
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Devising 
Breakthrough 

Concepts

Ç Idea generation is focused on known, 
unmet needs

Ç Only one type of idea is generated at a 
time, e.g., platform, business model, 
feature

Ç Idea generation is structured in a 
specific sequence ïplatform first, 
business model and then features

Ç Creativity ïthe mental process by which 
ideas are conceived ïis triggered using 
powerful creativity triggers

Brainstorming Is Rendered Obsolete

é The dynamics of idea generation are changed


