In the wonderlan
of ‘innovation’

Innovation is the wonderland with an aura of enormous success
that can impact a company's future and also impact its branding
and professionalism

BY BISHRAM SINGI

hen one thinks of innova-

tion, the two hig giants -

Google, Apple, automati-

cally comes 1o our mind.

Can we siretch our mind
to think of an Indian company? It takes time
and after scratching our head with deep
thinking, may be one can name a few but
not instantancously like Google and Apple
of the world.

Let us start with looking at what innova-
tion is? Different people have defined inno-
vation in their words. A few have been men-
tioned below to cover the topic.

"The act of introducing something now”
{the American heritage dictionary)

"A new idea, method or device” (Web-
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ster online)

"Change that creates a new dimension of
performance” {Peter Drucker)

"The introduction of new goods (...}, new
methods of production (...}, the opening of
new markets (...), the conguest of new
sources of supply (...} and the carrying oui
of a new organisation of any industry”
{Joseph Schumpeter)

"The three stages in the process of inno-
vation: invention, translation and commer-
cialisation” (Bruce D Merrifield)

One can deline innovation as "a new
idea, method, equipment or business mod-
el that creates a new dimension of perfor-
mance”. New dimension to performance is



the key here. The emergence of idea,
method or business model gets driven by
hunger of new dimension of performance.
[t is important to note the difference be-
tween invention and innovation. Thomas
Edison's light bulb is an excellent example
of invention but he cannot be called a great
innovator. In foday's context, innovation is
about the creation of new cconomic value
with incremental or breakthrough ideas, In-
vention when commercialised becomes in-
NOVaLon.

We will discuss at length how innovation
happens. It reminds me of a statement by
Steve Jobs.

"Creativity is just connecting things.
When'you ask creative people how they did

something, they feel a little guilty because
they didn't really do it, they just saw some-
thing. It seemed obvious to them after a
while. That's because they were able to
connect experiences they've had and syn-
thesise new things."

Therefore, innovation is about hunger to
create something, looking through one's
eves on world phenomenon, making mean-
ing of one's experiences and finally, having
a vision for satisfving one's hunger.

TYPLE'S OF INNOVATION
Innovation in India

I am reminded of two buzz words - cus-
tomer care and innovation. Have you heard
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of any company saying that they don’t like
customers? Everyone says that they love
customers. Who can know hetier than you
all? "How much customer care or customnier
intimacy exists in Indian industry? For do-
ing a good customer service you need to0
know what yeur customer is Jooking for.
You need to understand the customer’s
needs, their preferences. You have to have
passion for solving customer problem”. In-
novation is in similar situation. Every com-
pany talks about innovation. But most of
them fail to deliver becausc therc is no pas-
sion for solving a problem.

The center of excellence for systematic

development (CESD) categorises innova-
tions in four categories namely reactive, in-
cremental, radical and transformative.

As per CII-ITC Centre of Excellence for
Sustainable Development's survey of 2013,

Indian companics may be called ‘striving in-
novator'. They are characterised by a vi-
sionary leader Leader has a concrete
dream for the company; leader wants to
salve the problems of the conswner. [fe
keeps his sight focused and challenges or-
ganisation towards the goal. He is willing to
experiment frequently o achiove success.
e is tenacious. He uses adverse situation to
his advantage. He is like an eagle who uscs
ils wings to attain greater heights during
storms. Selco's 1arish Hande or Phani of
Redbus ean be put in ihis category.

Harish Hande - as a PhbD student -
walked out of laboratory to solve energy
problems of people - in the real world. He
found equations are meaningless. The real
challenge is to implement technology for the
people who need the most. He spent six
months in a village in Sri Lanka and anoth-
er two years in a village
in Karnataka to under-

To DO GOOD CUSTOMER SERVICE YOU NEED TO KNOW
WHAT YOUR CUSTOMER IS LOOKING FOR. You HAVE TO
- HAVE THE PASSION TO SOLVE THEIR PROBLEMS

stand the energy needs
of the poor people. After
spending 2.5 years in
different villages, he re-

most of the Indian companies engaged in
Innovations delivered incremental and rad-
ical innovations. The following picture de-
picts the scenario on the basis of respon-
dents of the survey. [ would like to take an
example of CA aspiranis appearing for CA

examinations in India. It is a great profes- |

sion. The CA aspirants can be classificd in
three categories:

L. Students having love and passion for ac-
counting and CA as a carcer

Il Students want to complete CA as it has
a great appeal and gets the aspirant a
decent job

IT. Student's tries the CA path because itis
a trendy examination

These three categories are very distinct
in behaviour Category-I have aspirants
who succeed in their endeavour in one or
two astempts. Category-1l students keep on
trying till they.succeed and category-Ill stu-
dents try few times, give up and choose an
alternaie career.

Indien companies are in a similar situa-
tion. 1 endeavour (o categorise them in three
categories as described by 3-S framework
in terms of their innovations seriousness:
1. Striving innovation: The [irst category of
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alised thatthe poor peo-

ple can and will pay lor
solar energy. However he was also aware
that the selution will need customisation 4s
one size will not fit all.

ITe decided to launch a company to serve
rural poputation which oventually gave
birth to Selco in 1995; this was to praovide
service and sell solar electric system in rur-
al India. e had a dream to provide sus-
tainable low cost energy to masses. lle
wanted to reach the under privileged rural
areas with his low cost solution. He did a lot
of experimentations in terras of technology,
consumption and financing. He later
worked with micre finance companies to
arrange loans for the consumers. His untir-
ing effort has yielded results.

1. 38 energy service centers in Karnataka
and Gujarat, Maharashtra, Bihar and Tamil
Nadu in [ndia

2.1.,35,000+ solar home lighting systems in
18 years

3. Largest solar water heating system -
4.00,000 liters for a single client in India

4. Supported 4 solar entrepreneurs cur-
rently, 6 solar entrepreneurs arc being
mentored in parinership with Selco Incu-
hation Centre.

RedBus story is equally interesting.
Phanindra was working with Texas Instru-
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PHANINDRA saMA OF REDBUS 1S CREDITED WITIH
SUCCESSFUL INNOVATION. HE 1IAD A PROBLEM, THE
* PASSION TO SOLVE THE PROBLEM AND PERSISTENCE

TO ACHIEVE SUCCESS
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ments in Bangalore. In Oc - 2005 dur-  and few of his friends who travelled fre-

ing Diwali break, Phani wan ted to vicit his quently. Their responses were encouraging.

parents at Hydera Phani got together along with his four

atthe- ldsi i ment. he C other classmates from BITS and
RedRBus. The n goi Ver 1.0 of ¢
piatform re: f selli
operators,
did not have comp

111‘10 why not.bus tic.l\ '? H( thou”ht of bmlrl— show interestin imp

ing a ticketing platform and sounded his

ideas to a few trave! agents, bus opera
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He met Sanjay Anandram during The Indus
Entrepreneurs (Tic) mentoring session for
your enireprencurs. Sanjay suggested to
sell tickets directly instead of selling soft-
ware products. The bus operators will see
power of automation. Phani and his team
ended up selling online bus tickets which
they had not thought of initially.

The RedBus service was started in Au-
gust 2006 and broke cven the same year. As
of June 2012, it has 700+ bus operators and
10000 buses listed It was working in 15
states and sold 10 million tickets, has 2 mil-
lion registered users and enjoy 65 per cent
market share.

Harish Hande of Selco and Phani of Red-
Bus, are credited with successful innova-
tion. Both of them had a problem, passion
to soive the problem, persistence to achieve
success, invented a process to focus to-
wards goals and brought in passionate peo-
ple to team up with.

2. Systematic innovation: tThis category con-
sists of companies which have a formal
process in place, involve
many people for Innova-
tion. The leadership of the
company Is genuinely
concerned about im-
provements happening
due to worker's participa-
tion. Tata Motors, Titan

and Maruti Udyog are a few companies
which fall under this category.

The innovation story at Tata Motors
dates back to late 1980s. There were two
primary drivers for the company to seri-
ously go after systematic innovation name-
ty TQM movement in India and opening of
the Indian economy. Tata Mators formalised
the suggestion box scheme - a platform for
systematic innovation and inviting employ-
ee’s larger participation. The scheme was
well crafted and regularly monitored by the
senior management in terms of outcome,
employee participation and resulting im-
provements in production and cost system
ol the company. Employees were paid cash
amounts as their suggestion moves towards
implementation.

Suzuki Motor Company (SMC) was keen
to implement best practices of their Japan
factory. One such practice was employee
suggestion scheme. Initially, Indian man-
agers did not respond positively. SMC man-
agement introduced token award for each

suggestion irrespective of the quality or ac-
ceptability of the suggestion scheme. This
helped in motivating employees 1o partici-
pate and quality of suggestions started tm-
proving.

Subsequently  SMC  management
changed the scheme for awarding on im-
plementation. SMC also brought the quality
circle practice from Japan. in their Japan
factory QC group would meet after work
hours. In Indian context that was seen im-
practical as Indian workers have to com-
mute long distances to reach home. Most of
them were using shift buses. Maruti local
management modified this practice to suif
Indian needs. Workers were allowed 10 con-
duct QC meetings during shift timings. This
created wonders and the scheme become
very effective. The innovation practices fol-
lowed by different companies are not rock-
et science. The processes cannot be copied
asitis. ltrequires customisation or evolving
processes to suit the local needs.

Systematic innovation is sustainable. it
helps in bringing many incremental and

radical innovations in the company. Some-
times it might also lead to transformative in-
novations.

Dr Vinay Dabholkar and Dr Rishikesh T
Krishnan in their hook - '8 Steps {o Innova-
tion - Going {rom Jugad to Excellence’ de-
scribes the various aspects of creating a
platform for systematic innovations. It's
worth reading for those who want to create
platform, processes and participation for
systematic innovation.

3. Superficial inmovation: Majority of Indian
companies fall in this category. They are
like masses who say they love customners
but only customers can say how serious
they are. The management of this compa-
ny hears good stories about Innovation.
They join the race because innovation is
supposead to bring the best. They are notin
real love with innovation. They want quick
buck. They get consultants, place some
systems and do not go to the core of the
probiem. Finally the systems fail. They
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: INNOVATORS ARE MOSTLY FROM STARTUPS. EVENTUALLY
THEY NEED TO MOVE TO SYSTEMATIC INNOVATION FOR
¢ SUSTENANCE WHILE KEEPING THEIR CHARACTER ALIVI:
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start blaming the concept.

In this category, results from Innovation
may at best be reactive and random. You
can find many companies helonging to this
category and their names are not worth
mentioning. To sum up striving and sys-
tematic innovators are the key players inin-
novation journey. Generally striving innova-
tors are from startups. Eventually they need
to move to svstematic innovation for suste-
nance whiie kecping thelr striving characier

&

alive. Google, Microsufl, Apple are some of

the examples. They have successtully
started with striving innovation based on
deep love of the promoter. Eventually they
have succeeded in creating a conducive
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culture for systematic innovation.

The outcomes of the three types of inno-
vators mentioned above and the categories
of innovations, as proposed by CESD is best
described in the table below.

Striving
m Transformative
m Radical

Systematic

= Incremental

= Radical

m Rarely translormative

Superficial
u Heactive




I think striving, sys-
tematic and superficial
innovaitors foliow the mo-
st famous A:B:C frame
work. Although I do not
have research data to
prave this, I guess their
ratio would be 10:20:70.

FRAMEWORK

When we go through the case studies men-
on in this paper, we can observe a pattern
in ail of them. Harish Hande of Selco or
Phani of RedBus had something in com-
mon. They felt pain, they had a problem to
solve. They were passionate in finding a s0-

lution. They had enormous patience and
went through a lot of iterations. Finally
when Seico or RedBus started expanding
they had to add proeess and bring the right
people in who shared their passion to make
the organisation successful. Based on the
above stories, [ suggest a '5-P' framework
for institutionalising innovation.

Feel the pain is the beginning of inno-
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WE NEED MORE AND MORE COMPANIES TO JOIN THE
. INNOVATION ENDEAVOUR. EDUCATIONAL INSTITUTIONS
. ARE THE PLACES WHERE TALENT IS CHANNELISED
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AR RAHMAN IS A GREAT EXAMPLE OF A PERSON
INNOVATING WITH MUSIC BECAUSE HE LOVES MUSIC AND
NOT THE TECHNOLOGY BEHIND IT. IF HE DOESN'T HAVE AN
INSTRUMENT HE USES A BUCKET UPSIDE DOWN AND PLAYS

vation journey. Md Yunis felt the pain of the
poor masses, Harish Hande felt pain of
rurat masses and Phanindra felt the pain
of Facebook oriented vouths. Each of them
went through various iterations till they
solved the problem. They had the passion
instilled. The journey was not smoeth.
They had bumpy rides but maintained
their patience.
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G Pain-passion-patie-
Y nce are the three ver-
tices of our framework
triangle. This combina-
tion results transforma-
tional innovation. All in-
novations are not trans-
formational. Having do-
ne the transformation,
what next? The triangle vertices persis-
tence-process-people answers the ques-
tinn. Having established the method, one
neads a seale, Therefore processes have w
be putin place. The processes have to ad-
dress the sustainable innovation. Eight-
steps to innovation by Dr Dhabolkar and Dr
Krishnan beautifully addresses the sys-
tematic innovation challenges. People have

o R



to continue the journey. You nced right
minded people.

I am reminded of my visit to Google of-
fice in Hyderabad. Two of us we!l dressed,
landed upin Geogle's office for a husiness
discussion. We found many people dressed
in shorts, sport shoes and tea shirts sip-
ping coffee and working on their lap tops
al different places. During discussion we
found that Google's recruitment processes
to be different than most of the other com-
panies. They prefer maverick, people who
do not believe in processes. They have 30
odd gates before they finalise on a candi-
date. They want to make sure that they
build and continue the right culture and
right mix for Innovation. .
HOW INDIA INC CAN BE.
INNOVATIVE? ‘

[ndia is known as a "country of juggad or
improvisation”. We have a large talent pool.
Satya Nadella reaching top of the one of the
most innovalive company speaks about the
strength of Indian talent pools. What we
lack is the Environment. We have a huge
market and aspirational middle class.
There is a tremendous scope for Innova-
tions yielding more for less or socially inclu-
sive innovation. On the other hand India
stand at a cross road where a path goes to-
ward world-class innovation. To summarise
we need separate systems for

1. Inclusive innovation and

2. World class innovation creating Google of
the world.

Government, industry and academic
institutions have different roles to play to
make this happen. It is encouraging to
note that the President of India have de-
clared 2010 as a decade of innovation.
What is needed more is government sup-
port through policies framework to sup-
port the two categories of innovation men-

© tioned above.

Industry has taken steps towards inno-
vation. Tata Group has a greup wide pro-
gram to nurture the culture of Innovation
and also to recognise the innovators. TCS
has a small group as a 'think tank' and the
whote company as executors. Not to un-

dermine the culture of incremental inno-
vation that exists in the company. What we
nesd is more and maore groups/ company
to join this innovation endeavour. Educa-
tional institutions are the piace where tal-
cnts are channelised. Institulions have fo
play role in channelising the talents of
graduating students.

CONCLUSION

The wonderiand of innovation is exciting
and rewarding. it has enormous potential
for success provided innovation attempt is
directed properly. The '5-P' framework may
prove to be a powerful tool for channelising
enterprises efforts. Management work is to
locate people who have love for solving the
challenge (pain} of management.

AR Rahman is a great exarmple of a per-
son innovating music because he loves
music and not the technology behind it. If
he does not have advanced musical instru-
ments (synthesiser etc) his love for music
will compel him to use a bucket upside
down and play music. That is the intense
of love. Management has to find more and
more AR Rahman like Google does. A
growing company will have challenge to
keep two different streams that is, incre-
mental and radical innovation for ongoing
business and transformative innovation
for the big buck. I think this is possible with
proper intent. a
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