The Power of
Disruption:
Understanding the
Unexpected

Patricia Wolf, Albert Vollmer,
Peter Troxler and
Abdul Samad (Sami) Kazi

Keywords:
Disruptive Moderation and Facilitation, Innovation Management,

Facilitation of Meetings and Workshops







Hands-On Knowledge Co-Creation and Sharing: Practical Methods and Techniques

ThePowerofDisruption:
Understandingfhe@nexpected

Dr.[PatriciaWolf, ETH[Zurich, (pwolf@ethz.ch)
Dr.[Albert Vollmer, [ETHZurich, [((avollmer@ethz.ch)
Dr.[Peter(Troxler, [knwilid(g(],[(peter@knwldg.net)
Dr.[Abduli$amad(Sami)Kazi, VTT+Technical[ResearchCentrelof Finland(Sami.Kazi@vtt.fi)

Snapshot(lQuick(llearning)

Thisworkshop [techniquelintroduces/the powerlof!disruption(tohelp understand [the inexpected.
Therelareldifferent (groups ofipeoplelthat thight profit from this Workshop.

Thelbeginners: [peoplewhofeelthat[they[would[like to [improve[their[innovativeperformance
and[teduce! failures[inltheir[ innovation process.[ Theylare hot awarel about! different(types of
innovationsnor(do they'talk laboutfailures asSomething [positive.

Theknowledgeables: [peoplelwholare aware [that [theredare[different [types/oflinnovationland [now
would like [to understand How [to ichange [their incremental Wway o flinnovation.

Theladvanced: peopleresponsibleforlinnovation(inidifferent fields/or/companieswho larekeento
learn/what [“the Unexpected’ [in'their [innovation[processes can(tell them(aswelllas[to[learn/from
thelinhterpretations/oflothers/in/their(group.

‘Powerlof! Disruption’[is[anlapproach(thatlhelpsto[understand[thel powerl ofl disturbances[in
innovation[ processes_and that[stimulates the productivel use[ ofl unexpected[ events in[ the
innovation/process.

TopicallDisruption

Deconstruction Reconstruction

TacittKnowledge
(experience)

Discussioniof Discussioniof Breakthrough Explicit
Problem : .
Problem Solutions Innovations Knowledge

Figure/1: Topical Disruption

Theldpproachicreateslawareness/among participants/thatinnovationisuallydoes(niot happenlinla
planned(standardisedmanner. It (énables them to [see[the[characteristics [and [the [different “faces’
ofl/the[ ! ‘Unexpected’ [ linJinnovation[processes/ |—[Isuchlas[Iconflicts, surprises,[ | failures,
misunderstandings, (barriers(étc. It [provides participantswithamethodthat helps them[to reflect
on! the topic:[/What[ can[ the[ 'Unexpected’ tell “about[ thel linnovation[ process?‘Power[ of
Disruption’ [ supports[ participants( to[ define[ actions! that[ might[ stimulate[ the[ occurrencel of
unexpectedelements(in/their(daily[work[and[foutilise ‘the Unexpected’ [inla[productive way!for
developinglinnovations.
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Context[((Where&[What)

Alllprocesses!in/organisations, [éven(themost(standardised [ones, havethe potential(to [leave(the
standardised (actionpatterns/and(to[tunlinlanotherway[thantheplan(foresees. Thislis[éspecially
truefor[innovation[processes.  Innovation[ ¢anbel[planned[only(toalminor degree, becauselthe
definition of'whichknowledgewouldlincorporate mew [productsand (how [the new [product/as(a
materialisation/of'thislknowledge will look [likelis[rarely[possible (Vollmer(& Wehner, dccepted).
Theldevelopmentof hew [ productsioftenseems(tol[be, at[least partly, alfortunatelcoincidence
(Schneider,[2002). [Here, [welargue(that[innovationprocesses|thusoften[tunlinlaldifferent/way
than[they[were!planed; however, thesediscrepancies must[notbellabelled [onlylasbreakdowns
but[shouldbelinterpreted(tolalc¢ertain/extent[as fuseful andsenselmaking disturbances’.[These
disturbances! point[at/ contradictions! between! target” and[ actuallsituationl andl often comprise
learning0pportunities.

Theldimloflthemethoddescribed herelis(to [intentionally(turn(theattention(to [possiblesources[0f
(unexpected)incidents[inlorder[tolopenlupltheir[ potentiall for[ improvementland innovation.
Vollmer, [ Lehmann, Ostendorp[& [ Wehner[(2003), 'Wehner[&[Waibel[(1997)[and[Weick[(2001)
understandincidents (disturbances,  mistakes, [ conflicts, misunderstandings, [etc.) as[sources of
knowledge and[ deeplinsights[into[organisational structures and[ processes. Incidents[ trigger
processes[ ofl lsubjectiveJand [ lintersubjectivel linterpretations( Jand [ Jinterpersonal’ coloperation.
Through($tudying! suchlincidents, [ actions for[designinginnovation processes/ can/bel derived.
Thus, [welare[not[ presenting onlylalfacilitation method butlalsoalmeta process ofl innovation
processes!that permanentlyleénables the processes!that form the basislofl teflection. Thismetal’
processldan(becdonducted either related [to [specific situationsor(dontinuously.

Thelmainlobjectives(are

e tolreachlanlawarenesslamong[thel participants[ ofl thel characteristics and[ potentialsof
innovation/processes, thesocialconstellationsinvolvedand therelated knowledge [flows,

¢ toldeveloplandlimprovelinnovation/processes basedonllearning fromlexperience(through
the heans/ofireflection/andconclusionsland

e tolpavelthe waylforlprospectiveldesign/and(optimisation/oflinnovation/processes.

Theminimum time meeded for(a‘Power ofDisruption’ Wworkshoplisdround (2.5 hours, haximum
timelonelday.

Aslparticipants Wwill(be(splitlinto[groups[ofl7[10people,the total number oflparticipants depends
on'thenumber(offacilitators(available.

Preparationl(ThelChecklist)

Ifla[dompany’s/innovationprocesses are to (bethe [topic, these[should be [preparedto be [presented
and[visualised. [ It[is[ advisablel that[ participants[ reflect on[ their_ own[ innovation| processes
beforehand, ‘€specially/on“whatiisually(goes Wwrong’.

Thelmoderators/should/prepare thevisualisationloflalstandard [innovation[process. Additionally,
they[shouldbe[ prepared [ tol tell anecdotes aboutl innovation[ processes[ that[ resulted from
unexpected situations.
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Figure2: Innovation Process Model (Herstatt & [Verworen,2003)

Toolkit[{ThelEssentials)

ForlthisSession/allarge[room/oriseveraligroup roomsareneeded. Removableichairs areldmust.

Aslfar/asimateriallis .concerned, Metaplan/cards, [pinsand(several Metaplan[pinboards(ds well[as
alpen(forleveryparticipant aremneeded.

To facilitatethe [dontent:

e Content/posters|(forvisualisingtheoretical input:innovation[process, ‘types 0flunexpected
incidents)

¢ Definitions/andléxamples(oficauses forunexpected [situations: mistake, [disturbance/etc.
e Anecdoteslonlinnovations/that/developedout/ofiinexpectediincidents.

e Reflectiontemplate.

Making(it[(Happen[(The[Approach[&[the[Action)

Thel group[Wwill[beldivided[into[anleéven number[ofl subgroups(not[morethan 12 people per
group),li.e.[atlleasttwolgroups. Theltwo groups(willlhavelaldifferent ' workshopldesign:[While
groupl1isfollowing(a prospectivedesign/(deconstruction), (group 2 [willlact iipon(alretrospective
design/(reconstruction).

1.[ProspectiveDesign((IDeconstruction)

The(session proper

Step Duration Activity

Introduction  10minl] Thelfacilitator opens thelsessionland[gives/algeneral overviewon
agenda, timing/andaim(of’the session.

For(the[prospectiveldesign, [0neloflthe participantswill [beldsked[to
present[ ithel Jinnovation[Jprocess[ ofl their[ Jown[ lcompany.[ This
presentationshould belshortand[$upported bylalvisualisation[of
thelihnovation[process.
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Steplone +Worst/Cases

Introduction] 5min

Collectionof 20min[]
worst[cases

Headlines 5 min

Thelfacilitator[introduces the(task: [Participants(areasked[to [reflect
onlthefollowing(questions:

e Whatldolyoulthink/douldgo wrong/inlthisprocess?

e Wherelin/theprocesslarepoints/at whichinexpected!(situations
arellikely to/occur?

e WhatlJcanlIcausel lunexpected Isituations,Je.g.[Idisturbances,
conflicts, [ misunderstandingsletc.? Here, facilitators[ present
some[possible[causes forinexpected [dituations/as/éxamples: [‘a
disturbancelis[anlactlofldelayinglorlinterruptingthe ¢ontinuity
oflalprocess’lor[Salconflict[is a state ofl disharmony[between
incompatible[ | or[lantitheticall ]l persons,[ideas,[]or[interests’
(Editorsofl The American[ Heritage Dictionaries, 2006) etc.
Participants(thenlare[free(to[define further causes inlthe next
sublstep.

e Whatlcould happenlinthe worsticase?

The[participants write[ the worst[ cases[ they[ could[ imagine[ on
Metaplan( cards[ andlindicatel the[ causeltypel forl eachl ofl them.
Subsequentlytheyl present[ their[ cards tolthe[wholel group. The
facilitators Ipin[the[Jcards[Jto['allpin[ board[Jand Icluster[ ithem
thematicallywith/supportfrom(the [participants.

Thel participants collectively define[ headlines[ for[ the[ thematic
clusters.

Steptwo [ntentional[Sabotage

Introduction] 5[min

Collectionlof  15min[]
sabotage
actions

Thelfacilitatorintroduces/the[task:[ Thelparticipants arelasked[to
suggestlactions[that would/cause the[worst[cases. In'addition, they
willlhavetolindicate[the[role orposition(a[personneeds in/orderto
belabletoperform/that/kindoflaction,(e.g. customer, (CEO, [etc.

Thelactions!are[written[downl[onMetaplan/cards/andpinned(on(a
pinlboard[inlal matrix[ arrangement' thatl shows! thel relation[ of
actions(to(roles andworst[¢ases: Thelsabotagelaction[matrix (see
table).

Table(1:Sabotage action matrix

role(1: role(! 2: | .eee rolemn
customer CEO

worst action(1 actionn

casel

worst action2

case2

worst action[3 action4

case3
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Steplthree = Inversion

Thefacilitator(gives(alshortoverview (oflthe [effect (0 fldisturbances

inlihnovation/processes,(€.g. byusingalposter with/the[definition

ofldisturbances.
Disturbanceslinlinnovation|processes|arelevents|that'don t/fit
existinglorganisational processes|and (if 'successful) .changethem
dramatically.

Equally, lonelcould/argue that thesabotagelactions/do havethe

potential(forradicalloriéven/disruptivelinnovation ds/they/are

developinglandusing mew dctionpatterns/instead 0freproducing

oldlones.

Thelfacilitatorpresents/twoanecdotesonso [called mistakes[that

leadto lihnovation. [Examplelanecdotes are:

Introduction] 5[min

Theulcanization of rubber

Inlthe middle6fthe 18" Gentury, Charles Goodyear made
experiments withrubber. [He[wanted [to hanufacturerubber boots.
The problemlwas/that[rubberichanged its Wiscositydccording [fo
temperature. In[summer [the boots lost(theirshape (becauselthe
rubbermelted. Tnwinteryoulcouldn’t putthe bootsion because ‘the
rubber Became stiff. (Goodyear madelexperiments, mixing different
substances [(sulphur, magnesium, mitriclacid) with the fubber, (but
without[success. One(day inwinter(alittle piece/oflrubber fell'on
thehotplate. It[didn’tmeltbutigot another consistency (it Tooked
like tanned (leather).(Goodyear was[astonished and mailed|it/on/the
wallloutsidehis/house. The mextdayhelcould/seelthatthe [piecelof
rubberwas/as(flexiblelin/the cold outside s [in[the Wwarmth inside
theHouse. [This little mistake lead Himto (building léquipment for
vulcanizing[rubber by(steaming/it. Rubber asweknow it foday
was(born.

In'searchloflarefrigerator/coolant Teflonwas found

Atltheleéndloflthe(1930ies, [alyoungchemistofld[biglAmerican
chemicallplantwastaskedto createlanew[coolant for refrigerators.
Forhislexperimentsheneeded a/greatlamount (of tetraflourethylen,
a/gashewanted[to/combinewithhydrochloriclacid toldevelop the
coolant.Helstored|it(at(altemperature 0f [80°(C, [and under [great
pressurelin/smallthetalbottles. (Oneldayhe wanted [fo uselthe[gas
butlthe Bottle seemed tb[contain(riogas. However, the weight(of
the bottlelindicated [that/itwasn’tlempty. [Helopenedthe bottle. (A
strange (White [powder (trickled [out(and [the wholeinside walll0flthe
bottle was[coated withthe Wwhite [substance. [Heéxamined|this
substancelandfound(out(that it (hadspecificcharacteristics, [for
examplelitldid mot [react (with[any [0ther[substances. The researcher
didn’tknow what(to [dowith[the[substance, [it(was/deposed/ih(the
archivelofithe company.[Someyearslater, [the(leaders 0flthe
ManhattanProject ieeded [d/substance [to (protecttheirtechnical
equipment(dgainst(galvanic(corrosion. They/searched for/a'so(
called(inert[substance(andfound Teflon, the(substance[inthe
archivelofithe 'chemicalplant mobody(knew Whatto[do (with = fintil
thatmoment. The iseof Teflon[for pansfollowed years/later.
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Alretractablelpencil|gives|birthltolavibratingfoothbrush

In[1998,al developer of! electronicl components approached the
Swiss[ company! Trisal AG[ and[ proposed tol developlalvibrating
toothpick. They[ disliked thel idea, [ as[ this[ would havel been[ a
product[ for[ alnhiche market.[ However,[ theyl came[ up[with[the
analogous(idealofla vibratingtoothbrush(thatdoes not[only[totate
butladditionally'wouldprovide(d/certain[pressure(through(vibration
—[dlproduct for(thethass market.

During the[product/development [phase, [the problematicpointWwas
tol/find[JalIsolutionJon[ Thow( to[ lintegrate[ lthe[ /motor[Jinto[ ithe
toothbrush. [Severalideas[weretried, Wwithout(success. Onelday, [all
engineers/where!sitting desperatelylaround(theltable and/thought
about(possible(solutions. [Oneloflthe(eéngineers/wasplayinglaround
withlaltetractable pencilland(the[motor(samples on(the table. He
pluggedlonemotor(on(the tiplof thepencil,[andSuddenlyhelwas
saying: [{I[¢an[not/temovelit[anymore!’ [This[was[the key[to the
solution.

Schneider(2006) [presentsfurther/éxamples(ofsuchinplanned
innovations.

Thelgrouplisthenlsplit uplinto/smallergroups/ofitwo [to three
people. Thelgroupswill work withthe fows [or[columns [0flthe
sabotageldctionmatrix, €.g.[group(1 [cold focuslon

e alllsabotagelactions/customers/could(door/alternatively

e onlalllactions/thatlare(related(to worst/case!(1.

The subgroups(discuss, how the sabotage dctions could be
productive[for(the/innovation/process. Productive here means
‘making/ihnovation/more(innovative’. Thelquestion/is Mot “how
can(lgetrid of'disturbances’ (but*how[can Tluse [these incidents(in
alproductive way(forlinnovation?’

The results of'the work of’the [sublgroups(dre [presented [inthe
plenary.

Groupwork[] 15imin

Steplthree +Take Home Message

Participantsireflect/on/lessonslearnt iising d[template. Theywrite

down:

e Thelfivemostlimportant(lessons/learnt.

e Twolactions/for(theirprofessional work that result fromlthis
session. [Concerning[these dctions, [participants makeexplicit
whichresourcestheyldould ise, whatbarriers(and [resistances
they(might [face, land whatwould(belindicators/that/they(did
achieve/thelobjectivelofitheselactions.

Atlleast(the owneroflthe ihnovation [process/that hasbeen

deconstructed, butlideallyeverybody, Wwill belasked[to [present (their

reflection(resultsshortly.

Reflection 10min

Presentation[] 20[in

Thelprospectiveldesign/process/takes2 (hours.
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2.[RetrospectiveDesign[(lReconstruction)

Thelsession proper

Step Duration Activity

Introduction]  10minl] Afterlalshort/generalloverview onlagenda, timingand[aim[oflthe
session, [the facilitator(introduces(a/general modelloflan/innovation
process(as(the[basisfor(theldiscussion. Itlis[not determined 'which
model from[theory[ should belused. Suchlalmodell shouldbela
genericlone,[solthat[participantsl can(relate it[to heir[ companies’
innovation[ processes. Also, [ the[ modell should belveryl easylto
understand. Thelexamplepresentedherelis(ds[d[model for product
innovation.

Generationand
evaluation(oflideas

Concept
developmentiand

productiplanning

Development

. Prototyping, pilot
Innovation application/testing

Process(lModel

Production,imarket
introduction(&
pervasion

This[processmodellincludes(different phasesfromlidealgeneration
tolmarket Taunchlandpervasion.Phase(1 [deals with/the[generation
oflideas[(customer, fechnologylori¢osts/driven), the evaluation[of
ideas![ (appeal, [ tisk), the matchlwithexisting[ products, and!the
reorientation[ ofl the product[ portfolio.[ Phase[2includes[ imarket
analyses, workingout[al production concept,[ product! planning
(volumes, [production[¢osts, fiming,[investments, (project/c¢osts), [as
welll as[thel definition[ ofl product(specifications and[the product
architecture. [ In[phase 3, [interdisciplinaryl project[teams[ actually
develop/the productloriservicelaccording tolthelintentions[of the
preceding(phase.Phase(4[includes prototyping/andtesting, (market
testing, [ ithe[/definite[ldesign[Jand[ the[scheduling[Jofl ithe  series
production. [In[phase(5 the productionlis(starting, [ followedby[the
introduction(intothe(market. [After harket [pervasion(the[perfective
maintenancelis(averyimportant/[step.

ValidationJof 20min[] Participantslarelasked toltemindthemselves oflthel mostltecent

innovation innovation[processlinltheir[companylandto[very[briefly telllthe

process storylhow /[ this[processwent. Thesel stories servelaslal common
validation, Jadaptation and[Jlcompletion[ Jofl lthe[Jprocess/ 'model
presented by(the oderator.
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Step Duration Activity
The 15minl] Thelmoderator(askstheparticipants: “What(hasbeeninexpectedin
Unexpected thelinnovation[process[ofl your company?’[ They[document what

Interpretation[] 15hinl’]

Externalview[] 15minl]

Collection 15min(]
and
Clustering

was[linexpected on[Metaplan[ ¢ards and[definelthe ¢causel for the
occurrenceloflthe inexpected [ situation[ (asabovelin[‘prospective
design’:[disturbances, conflicts...). [ In[addition, theylindicate[the
phaseloflthelinnovationprocess/theinexpected|situationrelates(to;
thelc¢ards/are/pinnedup (mext/fothephases. Thefacilitator/¢lusters
themwithlthelelpofithegroup.

Thelgrouplislhowlsplitluplinto smaller[ groups ofl twol orl three
people. Thesesubgroups!discusslindividual inexpected situations
orl¢lustersoflsimilarunexpected [situations[and [try[to [teveal their
potentialimeaning:[ What[ does! the unexpected [ want[to[tell[us?
What(canlwellearn from[it, (What[is the[insight[we[¢an[get? They
write[downtheir[insightslonMetaplan(cards(and [presented them/to
thewholelgroup.

Onelmember 0fléachigrouplisiselected. Thisimember receivesfrom
themoderator thelihstruction/on/the 3 [Whys[(SixSigma, 2006)

Byliepeatedlylaskingthel question "Why " (fivelislalgood tulelof
thumb), Boulcanpeel awaythelayersof symptoms which(canllead
tolthelrootcauseloflalproblem. Veryloften(thelostensible reason for
alproblem "willlead"lyoulto"lanother \question. | Although[this
techniquelisl¢alled "5 Whys, " Youlmay!find that youlwill heedto
ask(thelquestionfewerlor moreltimes!than|fivelbeforeyoulfind the
issuelvelated|folalproblem.

Example:

Problem![ Statement: Yoularelon yourwaylhomel from workland
yourlcarlstops|inithelmiddle of thevoad.

1.[Whyldidyourcarlstop?
[MBecauselitranout of'gas.

2. [Whydidlit vunloutlof'gas?
MBecauselldidn'tlbuy anygas|onlmybway folwork.

3. Why'didn'tyoulbuylanygasthis morning?
[MBecauselldidn'tthavelany money.

4.[Why'didn'tyoulhavelanymoney?
[MBecauselllostlitlall lastnightlinla'poker game.

5. Why'didyoullose yourmoneylin!lastnight's poker/game?
[MBecauseI'mnothiery'goodat!"bluffing"when!lidon'tlhavela
good'hand.

Withlthis[toollin[mind, he[goes to another group. Thelother group
presents him[their(insights,[andhehasthe task to [play(the[devils
advocateltolthem: [He[gives[them an[eéxternal view[on what(they
didnotreflect ipon.

Alllgroups present(theirfinallinsights. Keywords[are noteddown,
pinned(on/awallland clustered.
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Step Duration Activity
Reflexion 10/thin ggglg-lpants reflect'onllessons/learnt(using(altemplate. Theylwrite

e Thelfivemostlimportant(lessons/learnt.

e Twoldctions forltheirprofessionalwork [that result from[this
session. [Concerning|[these dctions, [participants makeexplicit
whichlresources/theyldould ise, What barriersandresistances
they(might [face,and what (would[belindicators/that(they/did
achieve/thelobjectivelofitheselactions.

Presentation] 20min[] Atlleast/three[participants, butlideallyleverybody, will bedsked/to
present(their(teflection(tesults/shortly. [ Thelvariety [0flinsights[will
help[IthelIparticipants([Ito[ seel /that! lunderstanding[Junexpected
situationsland usingtheir[potential[does thean(to rely very muchlon
personallinterpretations(as! therelis[ho[feyel ofl God’,[holfsingle
truth’ [(Baumgartner & [Rayr,[1997).

Thelprospectiveldesign/process/takes2 (hours.

3.[Plenary

Step Duration Activity

Presentation| 10min[] Bothlgroups/will(finish their[sessionsat/thelsame timeland¢ome
together "in[ thel plenary( for[ al short summary[ (5[ Minutes[ each
group). Thelsummarywill(bedone either(by/the facilitatororbyldn
elected [group ember.

Discussion 10min[) Thelfacilitatorsthen/stimulate(daldiscussion/ofithe/differentlearning
points [people from[the ‘twosessionsidentified with reference(to [the
design(ofltheltwo sessions:[While(the first[group(did (Wwork [with/an
existing process and[prospectively’definedactions(that[potentially
might(disturb(this[process/in/thefuture, the(second[group(did work
onl alretrospectivel interpretation[ 0fl thel meanings ofl inexpected
situations|that already happened/ih/innovationprocesses. However,
thelinsightsloflboth[groups resulted into actions thatwill ¢hange
thefuture ihnovation/process.

Feedbackl'and 10minl] After(this[discussion,[participants will[judgelthe[sessionldesign(s)

closing inlalshort[feedback tound, Tolkeeplit[short,theylwill[belasked[to
do[ffeedback byl moving’.[ Thereafter, the  moderatorsthank[the
participants [fortheir [participation(and closethe workshop.

Thelplenarylasts 30 minutes.

Thelwholel[process|canltakelonger according(to/the mnumber of participants,|their éngagement
(e.g.lhowmany/(stories/about[0Ownlinnovation processes/theywant[to [tell) [and[their[questions[to
thelihnovationlprocess.

337
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Results&[Next(Steps(ThelFollow[lUp)

‘Power/ofDisruption’ (akes [participants/aware (0fithe value 0fldisturbances.

Participants/havelidentified[ 5 [¢orellearning/points/eachand have ¢committed themselves on(2
actions [for their Owneverydaywork.

Whilelit[is unlikely that[d(single participant from(alcompanywouldbelih[aposition(to implement
‘Powerlofl Disruption’ [intheir[¢ompany, processlowners[oflchange orlinnovation[processes/may
welllwantto [build [on[the[lessons(they(learnt/themselves orlonlsomeloflthe insights ofl fellow
participants.

Solthe(facilitators/orthehosts oflthe Workshop (will[producelatileast(a [summary(teport listing[all
thelessons(learnt, [ile. [the five major(insightsasmentioned [by[the participants.[ This report/could
belpublishedlonlalwebsite[and [linked tolan online forumlorlan’emailldiscussion(list[that[allow
further/comments [anddiscussions.

Ideally, ‘participants(arelaskedtolapprove and ¢comment[on(this[Summary. [ This[means/that(the
hostsl or[ facilitators ofl thel workshop! would[ continue!to[ stimulate[ further reflectionlonlthe
outcomes[ ofl 'the'workshop, [ le.g. Jmaintaining[ the imomentum[Jin[Jalpost[workshopJonline
environment. Thus[ the workshop[could[lead to[ building[ al community[ ofl practice among
participants. 'However, [this[has(fobe accounted[and[planned for(at/the outsetSince!it [is hard to
boltlon/somelcommunitybuilding effort [to the Workshop/iflallresourceshave been ised Lip when
the [Summary reportlis hadelavailable[to [participants.

ReallCases((Aslit(RhasHappened)

Thelmethod described/abovewas used for(the first/fime(atthe UnBla.07 [conferencelinLucerne.
Uplto now, the authorsididapply[partsof the methodologyautonomouslylin[differentsettings
(seele.g.[Vollmer,[Lehmann, Ostendorp & Wehner,[2003). They(thenmet(and éxchanged their
experiences[ with[ different ' methods[that could stimulatereflection’on how[toldeal Wwith[$The
Unexpected’ [inl innovation[ processes. From[ that,[ theyl constructed[thel overall methodology
presented(above.

Atlthelstart[of the workshop,an overview oflthe methodologyWwaspresented [to [the [participants
describing[the ‘main[differences[ between!thel prospectivel and tetrospectiveldesignlapproaches
(Figure[B).[TThelmoderator[thenl split[ the[participants[into[twol subgroups:[ Onelto[worklon
innovation/processeslaccording/to prospectiveland [0nelondccording tothe retrospectiveldesign.
Peoplel chosel their[ groupsl according( to [ their[interest: Some ofl them[were[interested into
deconstructinglal givenlinnovation[process'and[learning from[that[ (prospectiveldesign), while
others/were[morelinterestedinto reflectinglonunexpectedlincidents withintheir[0wnlinnovation
processes/(retrospectiveldesign).
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Figure(3. Introductionto Approach
1.[Prospectiveldesignigroup

Thel presenterofl the innovation[process| that[ was! to bel deconstructed had[prepared( his
presentationbeforehand. [(He presented(theinnovation/process oflhis[¢company(and [informed/that
when/foundedihthe [1850sthe company/startedwith the production(ofiglue. Today, the company
islactivelinlthel production,trade and[tesearchlinlthel sectors ofl biomaterials/ for[ dentalland
orthopaedic(applications, [pharmaceuticals[(medication) ind hydrogels for medical use. Several
questions/werethen asked:

e Whatldould/go wrongin/thislinnovationprocess?

e Wherelinlthelprocesslare/points(at whichlunexpected situations(arelikely toloccur?

e Whatldanldauseunexpected [situations/(disturbances, (conflicts, misunderstandings etc.)?
e Whatlcould Happenlin/the worst(case?

Theldeconstruction[process/then(started. Theprocess/owner [dlso [gotlinto[the[sabotagemood/and
helped(thelothersthroughlgiving[themfurtherinformation[that hedidmot present (beforehand—
who lin’his[company likesor[dislikes [ Whom, [who [has(tobeinformallyaskedbefore[aldecision
willbemadeland how[ onelis usuallyl communicatinglanlinnovativelidea. Atl[thelend[oflthe
sabotage[phase, peoplewere fulllofl energyland power[toldisturb[the given process. The, the
moderatorsmeeded(folat times make anlinterventionlin order(tolget/the crowdbackinto[a more
constructivemood.
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Figure4:[Snapshot, of what/could gowrong in the innovation [processes

Thel‘moderator[ explained! to thel participants!the basicl theorylofl disturbances! inl innovation
processes. [It(wasimportant/that ‘people inderstood(that[(radically[or[éven[disruptive) newlideas
usuallyldonotloccurlin/standardised [processes|as/the tules/oflthese processes(tendfo discredit
veryl innovativel ideas as[ high[risk[low[ potential waste[ ofl money. Inlbrder[toensurel that
participants really understand [this, the moderator [provided[several[examples[that/explained Thow
unexpected | situations enabled[ peopleltoldevelop[Verylinnovative ideasland turn(them[intola
product.Onelofthe [participants(raises his’handlandtold(alsimilarstory[that recently happened(in
his[ company.[ Participants [ uinderstood how! that therelis[ some[ productive power behind!the
actions(thattheyieant(as/sabotage. Theyldiscussedlin[groups, howlcould(thelsabotagelactions
belintegratedlintotheléxistinginnovation|process(inlaiwaythatthey Wouldbe productive.

Severallinteresting[ideas[(solutions) emerged[ from!thel groupldiscussionslinltesponseltolthe

results(ofldifferent sabotagelactions. TheprocessOwner(was overallsatisfied (with(theloutcomes
oflthe [discussion, [dnd said:

“Itlislimportanttolhave peoplellooking at the innovationprocess. 1 knowlnow!from
your!feedback thatwelarelon(thelright frackbut could dolbetterlin somelareas, and
youlfoldime how!to (proceed. Itlis greattolknowlsomelalternatives. [ liked thelidea fo
sendpeople outland givelthem more!freedom(to developlideasyoul¢confirmed|that
thislislalgoodlidea. [ Welalready had somethingsimilarin mind, (butWwere(not sure.[1
willlgolbacklandtrythelmethodwelhavelexperiencedtodaylinternally Withlourpeople
inlthe nextmeeting.”
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2.[Retrospectiveldesignigroup

Thelworklin(this/group(started with[alshort [presentation by(the facilitator 0f'the ihnovationodel
by[Herstatt[(1999)[and aldescription the activitiesand[events[that usually happenlin[the single
phasesfromlidealgeneration to[productlaunchatthe market. Participantswere(than(dsked [to [tell
thelstoryloflaltypicalinnovation[process!in(theirlorganisation. Severallinnovation[stories were
captured(from:

Research(Institutes
Technology/Centers
Researchlprojects
Consultancy
Think[TDo[1Organisation
Ministry

Conferencing
Pharmaceuticallindustry

Whilel they[ arel shortly presenting[ their[ innovation[ processes, thel facilitator[ captured[ some
keywords[ from[eachl story. As[alnextl step,[ participants! teflectedindividually on[whatwas
unexpectedintheir[innovation[process. Theyldocumented(the inexpectedlincidentsonMetaplan
cards/land[] classified[]them[] by Itype [ ofl|causelfor[lthellunexpectedl situationl[](conflict,
misunderstanding, [and[disturbance). TheMetaplan/dards(were(thenpinned to the pin/board mext
tothoselphasesoflinnovationprocess/in'whichtheyloccurred.

It(becamelobvious(that/there [ were several [peoplewho had eitherfaced linexpected incidentslin
thelsamephaseloflthelinnovation process or[who had[been[¢onfronted [with[the[sameltypelof
unexpectedlincidents. [As[soonlas the[participants(tecognised[this, theylstarted(aldiscussionlon
their(éxperiences. [The(facilitator helped them(to split(into [groups 0f13 [5 [peopledccording [totheir
interests(andaskedthem[to[dolanlinterpretation onlthepotential [insightsonel¢ould[gainfrom
facing(thisinexpected situation: 'What[does[the inexpected want(to(telllus? (What[¢an[we(learn
fromlit? Dverall, there were(three groups With[onelgroup (covering thefirst two, [the[Second [group
thelthird, Land[the[last[ group[thellasttwo phasesloflthelinnovation[model byl Herstatt[(1999)
shownearlier(inFigure (2.

Onehember (0fleachgroupwaslthen/appointed [to playthe roleoflithedevilslddvocate. Theywere
asked[tomovelto(aldifferent/groupand(askthisgroup to [presenttheir inexpectedlincidents(and
theresults. [Therole of'thedevilslddvocateherewas [to [stimulate(reflection/on/what(the group did
not[teflect on. [Initially, 'some groupmembers were[¢onvinced/that there Wwasmo[blind[spotlin
theirlinterpretations, (but they tecognised through(the fwhy” [questions[from/the devilsladvocate
that/there were(other(issues/toconsider.

After[some[ further[Idiscussions [ ‘within[the groups, [‘their[ findings[on[ ithe'what[/(conflict,
misunderstanding,or[disturbance)dnd [the Wwhy [for[different [innovationphasesWwas ¢aptured and
shared withthewholelgroup.
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Figure(5: Unexpected incidences(what) and their/causes/(why)ininnovation/processes

Atlthelendoflthe session, theparticipants/identified/d[series[oflissues hindering innovation(in(the
various[ /phases/]ofl JtheJinnovation[ Iprocess. | Theselincluded[Imind(sets, [ /lack[ofl imutual

understanding, [poor(leadership, lack 0 fléfficient[communications, Tack (0 ficommitment tochange,
etc.(Figure(6)

Figure 6: Key/issues hindering/innovation processes
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3.[Plenary

Thelsession énded inlalplenarywhere[different/groups/(prospectiveldandtetrospective [presented
their” main[ findings[ and[ key[ learnings. Both[ groups[ liked[ thel session allot[ and[ felt[ that
participation[Wwas[Vvaluable! for[them:[It[helpedthem[to[look at[the iinexpectedinlinnovation
processes fromal hew[ perspective. Bothl groups' where amazed[atl how[ much[ fun[boththe
sabotagelactions/and(the rolelofithe devilsladvocatelwas. Theylwere[surprised(that those dctions
that/Tooked[quite[negativelin(thebeginning,[destructive and unproductive could[build thebasis
for[uncoveringhidden[ productivel potential. Both[ groups/liked[thelvariety ofl ideas and'the
different [perspectives(in'the/groupland felt thatthey profited from/them/a(lot.

Tips&&[Tricks(ITo[Do)

M Forltheprospectivelsession(design, [dgree with[oneloflthe tegistered participants/that[he will
present(avisualisation/oflhislorganisation(process before(theevent.

M Forlthelprospectivelsession/design, theltransition[froml(the stage ofldefining(sabotagedctions
to [furning [themlinto[productiveactions needs tobe carefullymoderated. ([Defining[sabotage
action[stimulates(theldisturbing/andlaggressive [potentialloflthe[participants verymuch, they
need(folget‘down to[earth(dgainbeforeltheywill(belable(toarguelinla rational (way. Alshort
theoreticallinput helps/verymuch/to akethemunderstandthat(this(is mow[serious.

M Iflyouhavelonly 2.5 hours/time, (bevery restrictive andkeep [the time (plan.

M Motivatelcompanies to[send two [ormore delegates [to [the workshopifithey dctuallylintend [to
benefit from/the [power (ofdisruption

Potholes[(INot[to[DDo)

Inlthe shorttheoreticallparts, [don’t/stick [foo muchtotheory butenrichtheoryWwithléxamples.
Thismakes [participants(feelthatthe theorylhas/Somethingto [dowith[their [practiceand [that/it
isthus/valuable/dand relevant for them.

Don’tl[give(tomuchltoom(topeople whodo dominate thegroup.In contrary, makesure that
everybody(gets/thelchancelfospeakup. Thiseénsures(the variety[dflresultsfromvery(different
perspectives.
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