
 

 

 
Th e Road  t o  Va l u e Based  I n n o v at ion :  Par t  1  

By Russ Ward 
 
 
This is the first  of a two-part  art icle on our com panyÕs journey on the road to 
innovat ion in product  developm ent . The content  of this art icle describes the 
evolut ion of our journey while the second explores the outcom e of this effort . 
  
Set t ing out  on a new journey can create great  excitem ent  and expectat ions but  
often requires a signif icant  am ount  of preparat ion for those involved. Logically, 
we need to decide upon the dest inat ion prior to our departure. Experience can 
determ ine that  we need to be able to contend with environmental issues that  we 
m ay encounter along the way. In order to understand these issues, we need to 
research subjects like routes, weather, accom m odat ion and security needs.  
 
I n todayÕs healthcare business environment , com panies that  set  out  on the road 
of product  developm ent , contend with a m ult itude of forces from inside their 
business, com pet it ion and the m arket . Prevailing forces can dram at ically effect  
the products that  com panies develop. Som e of these forces include the 
availabilit y of developm ent  funds, the right  m ix and availabilit y of engineering 
resources to develop the product , and t im e to m arket  pressure based on the 
com pet it ive environm ent . I ndust ry standards or regulat ions and the overall 
return on the investm ent  also can effect  the products com panies develop. 
 
Naturally when we t ravel we usually do so within our m eans, expending our 
resources based on our budget and t ime available. I n the same way, com panies 
pursue new product  developm ent  within their m eans to grow or sustain revenues 
and profit s. Further there can be an object ive to m aintain their reputat ion and 
equity in a given m arket , therefore these com panies m ust  carefully weigh the 
return on investment that  com es from  the risk that  is associated with such 
developm ent  efforts. As any com pany t ravels toward the decision to invest  in and 
develop a new product , it  is im perat ive that  these com panies firm up the 
potent ial success of the product  through research within the m arket . Bet ter st ill, 
it  is desirable to f ind innovat ive product  concepts that  will be em braced by the 
com m unity within the target  m arket  that  will drive m arket  share and profitability . 
Doing this in the risk adverse healthcare indust ry is a well docum ented hurdle 
few com panies successfully overcom e (Christensen, Bohm er, & Kenagy, 2000) . 
 
As a st rategic intent  of this journey, m any com panies today link product  
developm ent  to their own part icular corporate v ision, values, object ives, and core 
com petencies. Generally these vision and value factors define the scope of the 
type of product  developm ent  init iat ives that  com panies undertake.  In this art icle 
I Õd like to provide a summ ary of how I  used CPS, the CPS-B system and a port ion 
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of the CPS-B Discovery process to link product  developm ent  and m arket  research 
to corporate v ision and the st rategy of value based innovat ion.  
 

Dat ex - Oh m ed a I n c. 
D-O (Datex-Ohm eda I nc.) , headquartered in Helsinki, Finland, is a leading 
supplier of Anesthesia and Crit ical Care equipm ent  for the health care indust ry 
throughout  the world.  The roots of the com pany go back 100 years and the 
com pany is st ill thriving as we enter the new m illennium . Part  of D-OÕs successful 
journey has been it s Ôdevot ion to caring for lifeÕ. D-O is com m it ted to the 
developm ent  and supply of m edical products based on corporate values that  
focus on the pat ient , the caregiver, the integrat ion of products and services, the 
care process, and affordability . Tradit ionally, D-OÕs Anesthesia System s has 
t raveled a path leveraging increm ental innovat ion and what would seem  to the 
lay person as Ôm inor m odificat ionsÕ of an exist ing product  that  is m arketed as a 
new product . 
 
Today D-O st ill m aintains it s form er values but  now has em barked on a new 
dest inat ion in providing technology for people who care. D-O focuses it s product  
developm ent  on these values, and that  of VBI  (Value Based I nnovat ion) . Any 
investm ent  in product  developm ent m ust  m eet  criteria that  ensures the delivery 
of real value to the pat ient , custom er and to D-O. Developing innovat ive products 
that  deliver tangible custom er and business value, in turn ensures that  the 
investm ent  of valuable funds and hum an resources returns a posit ive outcom e for 
all. This means that  our journey m ust  be deliberate and well planned to ensure 
we arrive at  our planned dest inat ion. 
    

Def in in g  t h e t r av e l  p lan  an d  h ow  t o  g et  t h er e!  
I n order for a com pany to really know what  will m ake products innovat ive and 
com pelling to custom ers, it  is im perat ive to int im ately understand the problem s 
with which custom ers are confronted. Further, as a dist inct ion, it  is im portant  to 
understand the difference between what a customer needs versus what  a 
custom er wants!  Custom ers m ay be able to elicit  what  they perceive as ÒwantsÓ, 
but  are usually unable to art iculate their Òunm et or unident if ied needsÓ. As you 
probably know, the task of f inding these needs is diff icult  enough but  to then 
bring these insights and innovat ions back into an organizat ion to be developed 
into m arketable products or services is perhaps the biggest  hurdle.  Overcom ing 
this hurdle and Ôwalking the talkÕ is a large part  of recent  developm ents in D-O 
and their efforts to m ake a dynam ic cont ribut ion as a leader in global m edical 
technology while keeping in m ind the custom ers, Ôthe people who careÕ. 
 



 

 
Source CPSBÕs Com m uniquŽ, Vol. 11 , p.1-4, 2001 Page-  3 Ð 
© 2001 CPSB, Reprinted with Permi ssion 

Dev elop in g  t h e  Veh ic le  
Caring for the people and the clim ate within the organizat ion has been a recent  
m ission of the D-O Madison facilit y at  which I  am headquartered. Init iated in the 
late 1990Õs this init iat ive has had m any crit ical com ponents. Of part icular interest  
for this art icle are three events. The first  involved the organizat ions support  of 
Christopher GoodrichÕs involvement in the I nnovat ion Universit y. Sponsored 
direct ly by the facilit ies General Manager Lori Cross, this dedicated and energet ic 
Design Engineer was able to survey what  other com panies were doing to 
st im ulate innovat ion and comm unicate this inform at ion back to the facilit y  
through an em ployee group known as Ôthe sky blue sparksÕ.  An im portant  insight  
derived from  this was that  the cornerstone of innovat ion was the developm ent of 
a clim ate and culture that  fosters and facilitates creat iv ity. This leads to the 
second com ponent which was our f irst  contact  with CPS-B, when Christopher was 
assigned the task of f inding a means to assess and develop the clim ate of the 
facility . 
 
Christopher exam ined a num ber of climate measures and chose the CPS-B 
assessm ent known as the SOQ (Situat ional Out look Quest ionnaire)  because of its 
theoret ical, scient ific grounding and the abilit y of indiv iduals at  CPS-B to help 
interpret  the results and facilitate change. The SOQ was adm inistered in June, 
1999 and then debriefed to the upper managem ent  team  of the facilit y by Scot t  
I saksen in July 1999. The results helped nail the Jell-O¨  to the wall by providing 
the m anagement team  with a clear v iew of the organizat ion.  This provided a 
base for the m anagem ent  team to determ ine where D-O needed to be and helped 
them develop plans to im plem ent program s to facilitate change and creat iv it y in 
the facilit y .   
 
 
The third crit ical incident  was the at tendance of Christopher and myself at  CPS-
BÕs I gnit ing Creat ive Potent ial Course©  held in the fall of 1999. This was a unique 
experience for me and although I  learned a great  deal about  CPS and facilitat ion 
it  was not  unt il the last  day of the course that  som ething really clicked for m e. On 
that  day Brian Dorval led a discussion of CPS applicat ions and the diverse types 
of work that  CPS-B does well beyond t raining CPS. One of these stories was 
about  the work done with P&G in the area of consum er inquiry and new product  
developm ent  and it  was then that  it  all ÔclickedÕ for m e. I  found the power of CPS, 
the CPS-B system  and CPS-BÕs Discovery process as the route needed to arrive at  
the dest inat ion of VBI . Through understanding the custom erÕs problem s and 
unart iculated needs, by going to the dom ain where the customers use the 
product  we could find VBI . This understanding in addit ion to our t radit ional R&D 
idea generat ion method, means that  our com pany now has the widest  choice of 
opt ions from  which we can develop new products. 
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Un d er st an d in g  Cu st om er  Need s 
From  BrianÕs story I  realized that  CPS can em power organizat ions or indiv iduals 
to t ruly understand custom er problem s and needs. In turn CPS can support  the 
developm ent  of creat ive and innovat ive solut ions. Com bining this insight  with the 
corporate value of pursuing developm ents based on ÒValue Based I nnovat ionÓ I  
planned a four-m onth project  to understand the t rue needs and problem s of D-O 
custom ers. With the assistance of Christopher and m any other mem bers of the 
D-O staff we designed this Discovery project  ( see chart  one) .  CPS played an 
especially im portant  role in designing the project  that  allowed us to navigate to 
our dest inat ion. 
 
Once we out lined the project , we developed a st ructure for the custom er 
interviews.  This encom passed a repeatable script  that  included a quest ioning 
st rategy that  ut ilized the CPS-B system  and a couple of CPS tools, notably the 
ÔLadder of Abst ract ionÕ. Going into the interviews we defined the object ives and 
outcom es we wanted to obtain, one of which was the ability  to t ransfer this work 
to other D-O research init iat ives, and business areas (BAÕs) .  The st ructure that  
we developed also included a procedure for docum ent ing and cataloging the 
interviewers notes, video tape, and st ill photographs that  we obtained. This 
m eant these m aterials would be easy for individuals to use now and in the future 
as a source of Ôrich reference m aterialsÕ. 
 
We conducted 15 interviews that  ranged from  1 to 2 hours in length.  The team 
reviewed these with other mem bers of the R&D and Market ing staff. I n these 
review sessions we developed problem  statem ents. At  the end of this review 
process we had 463 problem  statem ents which we then reviewed, grouped and 
voted on to f ind those that  were m ost signif icant .  We then listed the top 25 
problem s deem ed to be significant , and through the applicat ion of criteria, 
Evaluat ion Mat rix and PCA (Pair Com parison Analysis)  CPS tools we were able to 
determ ine the com panyÕs priorit y of these problem s. 
 
To determ ine the accuracy of the priority of what we found, we cross- referenced 
our internal com pany results by conduct ing a session with clinicians from  the 
anesthesia dom ain. The results were educat ional to say the least . We found that  
the criteria that  we had used, com pared to those that  the custom er group had 
used, were quite different  and this had a signif icant  im pact  on the outcom e. 
Further, the problem s chosen by the custom er group, were sim ilar yet  diverse 
from  the set  the com pany staff had chosen. The diversit y of this result  indicated 
that , despite our extensive experience in this m arket  with these products over 
generat ions, we should not  assum e that  we know what  our custom ers are 
thinking and we should not  second guess their opinions and needs. 
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I n t eg r at io n  in t o  t h e Pr od u ct  Cr ea t ion  p r ocess 
Having this extensive list  of problem s available to our business area has enabled 
us to reconsider which solut ions to what problem s will have the greatest  im pact 
and benefit  to our custom ers. I n turn this knowledge has facilitated our product  
developm ent  team s to incorporate innovat ive solut ions aimed at  the real issues 
that  our custom ers find m ost  im portant  to them . Ult im ately, this knowledge and 
process will provide viable product  sales, m arket  share, and increased growth 
and profit  for D-O.  
 
I t  can be said that  if understanding the custom erÕs problem (s)  is an im perat ive in 
this process, then it  is also t rue that  integrat ion of the knowledge of problem s 
them selves into the product  creat ion process is vital. The next  step was to share 
selected priority problem s ( text )  along with the inform at ion rich reference m edia 
of photographs and video clips to our product  developm ent team s. The 
applicat ion of this inform at ion in com binat ion with the CPS process ( full range of 
CPS tools)  is very powerful in enabling the part icipants to m axim ize their 
indiv idual creat iv it y in the search for the goal of innovat ive solut ions.  
 
The applicat ion of this process also supports internal com pany clim ate and 
culture change by allowing the part icipat ion of a broad range of staff as resource 
m em bers.  
During this part icipat ion indiv iduals are:   
A. Exposed to real dom ain/ custom er problem s thereby increasing their 
understanding of the custom er environm ent  
B. Given the opportunity to develop greater ownership of the problem s and the 
result ing solut ions 
C. Exposed to forum s where understanding, learning, the generat ion of ideas 
along with the support  and developm ent of the ideas of others can occur without 
being st if led or slaughtered by preconcept ions 

Su m m ar y  
Fr o m  t h is  CPS w o r k  w e f o u n d  t h at  o u r  j o u r n ey  d e l i v er ed  t h e f o l lo w i n g  b en ef i t sÉÉ  

 
-  Th e f o cu s o n  u n d er st an d i n g  r eal  cu st o m er  p r o b lem s is  p iv o t al  t o  f in d in g  i n n ov at iv e 

so lu t i o n s t h at  ad d  r eal  v a lu e f o r  t h e cu st o m er . 
-  Ad d r ess in g  t h ese  con su m er  p r ob l em s r ed u ces t h e  co r p o r at e  r i sk  o f  r et u r n  o n  

in v est m en t  i n  t h e  n ew  p r od u ct  d ev elo p m en t  p r ocess. 
-  Th e CPS p r ocess an d  t o o l s p r o v id e a r ep eat ab l e st r u ct u r ed  ap p r o ach  t o  d i scov er i n g  

an d  m an ag in g  t h e co m p lex i t y  o f  la r g e ( an d  sm al l )  v o l u m es o f  co n su m er  d at a, 
in d iv id u al  an d  g r o u p  cr eat iv e en er g y , an d  p r ov id es b r o ad er  ed u cat i o n  f o r  co m p an y  
st af f  i n  t h e  i ssu es t h at  a f f ect  t h e co n su m er .  

-  CPS p r ov id es an  op en  st i m u l u s f o r  cr eat iv i t y  w i t h i n  t h e o r g an i zat io n .     
-  CPS su p p or t s t h e i n t eg r at i o n  o f  cu l t u r al  ch an g e  acr o ss t h e o r g an izat io n . 
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W e d id  ch o o se  t o  w o r k  o n  a n u m b er  o f  sp eci f i c p r ob l em s an d  t h e r esu l t s o f  so m e o f  t h is 
w o r k  w i l l  b e ex p l o r ed  in  a  f u t u r e i ssu e o f  t h e Co m m u n i q u Ž. So  t h e j ou r n ey  h as b eg u n  

u s in g  CPS an d  Di scov er y  t o  m an ag e t h e essen t ia l  r eq u i r em en t s o f  r esear ch  an d  
p lan n in g  t h at  w i l l  a l lo w  u s t o  r each  o u r  d est in at i on  o n  t h e  r o ad  t o  ÒVal u e Based  

I n n ov at io n Ó i n  p r o d u ct  d ev e lop m en t .    
 

Figure 1 Ð Discovery & CPS Process Sum m ary  
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