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[00:00] 

Chad: My guest will help you learn to make product innovation simple using the 3 C Framework. More 

on that in a moment. He’s a speaker, writer, consultant, trainer, and coach for innovation and product 

development leaders. We talked about his recent book, Keep Innovation Simple: Stop Playing Catchup 

and Start Leading Innovation in a World of Constant Change. The book is available on Amazon as an 

ebook and contains frequent links to videos, websites, research reports, and more. You can review 

portions of the book at no cost on his website at www.3point14innovation.com. You’ll find that link, 

along with a summary of the discussion, transcript, and other valuable resources in the show notes at 

www.theeverydayinnovator.com/065. In this interview, you will learn the three C’s to keeping 

innovation simple: creation, conversion, and control. I hope you enjoy the discussion. 

Chad: Brad, thanks so much for being part of The Everyday Innovator. 

Brad: Thank you. It’s very much fun to be here, Chad.  

Chad: So, you have this new book out—I’m very eager to read the final version, which, at the time of this 

podcast, will be available. I had a chance to skim through the preview version that you shared with me. 

It’s called Keep Innovation Simple. Give us the background on this; how did this book come about and 

why did you write this? 

Brad: Well, first of all, I just love to write, so I’ve always kind of felt like I had a book in me, but 

specifically for this book, there were three reasons that really drove me to write it. That is, from my 

experience with the Product Development and Management Association (PDMA), I knew a lot of great 

thought leaders, great academics doing wonderful research, and it seemed to be hard to get the results 

of their research into the field, into where people are actually practicing. So, the second reason is when 

organizations try to do some innovation efforts, often they over-complicate things. They try to do too 

much and add too many whistles and bells and just make it too difficult for themselves and they don’t 

really pay attention to their own culture and capabilities. And then the last thing is, I read a lot of 

business books, and the vast majority of them take themselves way too seriously. I think if we’re going 

to be spending most of our lives, most of our waking hours, doing this work, we should be trying to have 

fun with it, so I tried to have a little fun with the book, make it a little entertaining to read.  

Chad: I definitely saw that come through when I looked at the book, the humor aspect. 

Brad: Thank you, I’m glad. 

Chad: I liked what you said about keeping it simple and tying into the culture and capabilities of the 

organization, because so many organizations, when you look at the surveys of CEOs and executive 

leaders, talk about the importance of innovation to their company, but at the same time, they have 

these barriers in place. 

[3:19] 

Brad: Absolutely. 

Chad: They’re doing a lot of the right things and they’re not recognizing that they need to get rid of 

these barriers to have any real change. 

http://www.3point14innovation.com/
http://www.theeverydayinnovator.com/065
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Brad: Exactly. 

Chad: Keep it simple and look at the culture that’s in place and get rid of those barriers—really 

important. 

When I was looking at the book, you have lots of definitions from other people about what innovation 

is, and I like that element, to think about the different perspectives on innovation. Give us your 

definition; how do you define innovation? 

Brad: Well, when I was trying to find THE right definition for innovation, I did a little Google search, and 

you quickly come up with about a quarter of a billion different webpages that have the definition of 

innovation on them. So there’s just too many. And that’s part of the problem, I think, with innovation. 

Too many people think it’s too many different things. We think we’re talking about the same thing, and 

it turns out I’m talking about something completely different. So, rather than trying to wordsmith 

something really pretty and eloquent, I just drew a picture. A little Venn diagram, if you remember your 

5th grade math, learning sets and where things overlap. To me, innovation occurs where 3 things 

overlap. Novelty, value, and execution. You can put different names on those, you can call novelty 

creativity, perhaps, value could be solution to a problem, maybe execution could be reality, but 

basically, it’s those 3 elements all have to be a part of whatever you’re doing, in order for it to be 

innovation. Value to me is that it provides some sort of benefit to some people in the world. For 

whatever you’re offering provides that benefit. The novelty means that you’re offering something new 

and different to those people from what they already have available, and the execution means that you 

make it happen in a way that both those people around you benefit, but you also have some mutual 

benefit in it as well.  

Chad: Very good. I like all 3 aspects there. Whenever I talk about innovation in terms of product 

management and what product managers do too, it is this aspect of creating something that is new in 

the sense that it had better provide more value than the existing alternatives do, for our customers. 

That captures that novelty and value perspective, and it is a process we go through, that we can talk 

about what’s involved in this process, and that’s the execution aspect. 

[5:46] 

Brad: One of the things that I think is one of the more frustrating challenges in talking about innovation 

is that a lot of people believe that invention is what innovation is. To me, if it’s just an invention, if it has 

value and it’s novel, that’s great. But if you can’t execute it in a way that people can actually use and 

benefit from, it’s really not an innovation. I was just reading a story recently about a cure for AIDS that 

there’s been a couple of different people in the world who have actually truly been cured of having 

AIDS, but the treatment is so expensive and so difficult to actually execute that it’s not able to really get 

out into the world and benefit anybody. To me, that’s not innovation. That’s just invention, and until 

they take that next step, where it’s something that everyone can benefit from, it’s limited.  

Chad: Yes. I think it’s an important distinction. I’ve had the same conversations with people before. We 

have a 3-D printer at home. My kids are inventing all the time. They are doing cool designs on Tinkercad 

and printing them out, and they’re my go-to designers. When I need some little widget, a spacer, a clip, 
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anything, they’re the ones who design it for me and print it. But there is no exchange taking place there. 

It’s not being marketed to a group of people, helping out a larger group and providing value for them. 

Brad: Exactly. 

Chad: Good grounding. I like the Venn diagram. In the book, you make a distinction between innovation 

best practices and what you call evidence-based practices. I thought that was both intriguing, and as I 

read about it, a really important distinction, because a lot of time we talk about best practices for any 

particular thing. We bench mark some organization’s best practices and then we want to adopt those 

for our own organization. Tell us about that distinction and what you mean by evidence-based practices. 

Brad: Well, I have to admit that my thinking kind of evolved as I was writing the book and when I first 

started, it was about best practices. I was going to go out and say, “here are the best practices for 

innovation.” The challenge that I found was that there really, by definition when it comes to innovation, 

is no such thing as a best practice. For one, innovative organizations are always innovating how they 

innovate. They are always challenging themselves, pushing themselves to do things better, learning from 

what they’re doing. So basically, if something is a best practice today, it may be a second or third best 

practice tomorrow. So, that’s one challenge. Also, what works at my organization may not be what 

works at your organization. So it’s best practice for me, but not necessarily best practice for you. The 

last thing is I’ve done a couple of keynotes called the Biggest Myths of Innovation. There are a lot of 

myths out there about what innovation is and what creates it. There’s that old adage about what really 

messes things up isn’t what we don’t know as much as what we know that just ain’t so. That is a big 

problem, I think, with innovation. There’s a whole lot of things that people think they know, and they 

really aren’t true. So I changed the approach from calling it a best practice to evidenced-based practices, 

because what I’ve tried to deliver are the results of objective, peer-reviewed, rigorous research that has 

gone into what separates the people who really do well with innovation and those that don’t do so well 

with innovation. That evidence-based practice then avoids that “imitate the winners” fallacy I call it, 

where all you do is you study the winners and you say, “oh, they’re all doing this and if do that, then I’ll 

be a winner too.” I’ve used this example many times. That would lead you to think that, “well, if I wear 

track shoes, I’m going to be as fast as Hussein Bolt because that’s what he does and that’s what all the 

winners have always done.” Obviously, that’s not true but we fall into it when it’s something we don’t 

know. Innovation is something where a lot of people just don’t know how to do it, so they think, “well, 

I’ll go do what they said, I just read an article that Google does this, so I’ll go do that.” And it just doesn’t 

work. So, everything in the book is really peer-reviewed principles of innovation that, if you do it, you’re 

going to be a lot more successful a lot more often. 

Chad: A lot more successful a lot more often. That’s what we want. 

Brad: There you go. 

[10:41] 

Chad: I’ve often talked to people in terms of, we need to build the right product, more often. That’s 

what we’re about. A lot of people are focused right now on building products more often. They’re trying 

to decrease their time to market and increase their velocity through the product development cycle. But 
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they’re not necessarily doing a better job providing value to customers. I think that’s where your book 

helps—to really address this point that we want to build the right product first. 

Brad: It’s interesting that you bring up the time to market, because there is actually research showing 

that speeding things up to market isn’t necessarily going to make things better. It won’t necessarily 

deliver success. It’s an important part. But if you do exactly what you just said, if you deliver the wrong 

product fast, it’s still the wrong product. 

Chad: Exactly. One place you see this played out a lot is in the app world, as people develop apps for 

iPhone and Android. A lot of people approach that simply as a numbers game. “I’m going to develop a 

new app every two weeks and throw it out there. One of them is going to stick and I’m going to make 

my $12,000 from that, that’s going to carry me over until I get the next one that sticks.” And literally 

kind of just throwing things against the wall to see what sticks and what doesn’t. As opposed to backing 

up. I talk to too many people that friends refer me or something, and I need to find a way to manage my 

time better than this because I can’t talk to them all, but I really want to. Too many people, though that 

are looking at some kind of new product. They’ve got this great idea and they started building the 

prototype or even they made a real product already, whether it’s software or hardware or something 

else. I ask them, “how did you validate the concept? Where are you with that so far?” And there’s 

nothing yet. It’s just this idea of, if we build it, they will come.  

[12:29] 

Brad: Yes. “I think it’s a great idea, therefore, the rest of the world is going to think it’s a great idea.” 

Chad: Right. And even if it is, you still have to figure out a way to position it so that everyone else 

recognizes that. And you have to know your customers to be able to position it right. 

The other aspect I liked, when you shared about evidence-based practices was the organizational 

dependence. We see organizations, especially medium to large organizations, they’ll hire the innovation 

consultant, come in, kind of follow their methodology, and later figure out, that didn’t really work. 

They’ll hire a different consultant, follow their methodology, figure out that didn’t really work. Finally, I 

usually use LEGO as an example of this, because they went through this whole cycle, in 2000-ish. In 2003 

they finally came out of almost bankruptcy. They never entered, but they were not in good straits. I 

think you know the story well, because I know I saw it in the magazine you are the editor of. They 

recognized that they weren’t really looking at their own culture and their own strengths and capabilities 

and they needed to figure out how to innovate for them, as opposed to what Innovation Consultant ABC 

has told them. So evidence-based practices that fit the organization. 

Brad: It’s absolutely critical. One of the places I like to start is with culture and I talk about culture as 

kind of the operating system of the company. If you take that analogy a little bit further, if I come in and 

I’ve got a great game that I love and it’s made for the Wii and I go and stick that disk into an Xbox, guess 

what, it’s not such a great game. Because it doesn’t work within that operating system. You’ve got to 

have the two go together or it just isn’t going to work. 

Chad: I love the word picture. That makes a lot of sense. The cartridge won’t fit. It doesn’t do anything.  
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So, in your book, the body of the book is around the innovation engine, which is explained in terms of 3 

C’s. I don’t know if you call it the 3C Model, but I think of it as the 3C Model. 

[14:41] 

Brad: It works for me. 

Chad: OK. The 3 C’s are: creation, conversion, and control. I’d like to talk through each one of those. 

Which one is the right one to start with? 

Brad: I’ll start with the control aspect because I think that is fundamentally where you need to start in 

order to be successful. If I can back up a little bit, the reason I used this 3C Model, or I call it the 

Innovation Engine, is I’ve been dissatisfied with the funnel. We commonly use a funnel when we talk 

about innovation, and the idea is that at the beginning of the funnel and that fuzzy front end, you’ve got 

lots of ideas and then you boil them down until you get the one or two that come out the bottom. I 

never see an organization actually follow that. Or very rarely, I should say. Usually, it looks much more 

like a python that just swallowed a pig, and they’re just pushing through everything, straight through a 

path. So the funnel is also very passive. So I like to think of it as an engine, because I believe innovation 

is really what is going to be driving the organization forward and keeping its momentum going. So that’s 

where I started thinking about, well how is innovation like an engine and that’s where I came up with 

the 3 Cs. All engines, whether they are your little rubber band/balsa wood airplane engine or the 

rocketdyne engine on the Apollo spacecraft, they all have these 3 elements of creation, conversion, and 

control. With innovation, the control piece has four parts. You start with a mission, move on to culture, 

then the strategy, and then portfolio management. I think you have to do them in that order because 

they build on each other. Mission is really the why of why your organization exists, what you’re trying to 

do, what you’re trying to achieve. Culture, as I mentioned, it’s that operating system of you’re your 

organization functions. Strategy is the how of achieving the why in the mission. We know what we want 

to do, this is how we’re going to go about doing it. Portfolio management in terms of these are the 

things we’re actually going to be working on and how we’re going to apply resources to those things is 

putting your strategy into action. So, those are the four components that you have to start with and 

that’s why I start with the control rather than, most people probably expect that I’d start with the 

creation part.  

[17:19] 

Chad: Yes. And innovation is the enabler. I like the metaphor here too, the Innovation Engine. 

Innovation is an enabler of an organization’s success, ultimately. We’re about creating new products and 

services, and it should be aligned to what the organization is about and what the organization does and 

how we do things in a particular organization. Too often I see this step missed and I appreciate that you 

are emphasizing it as something that needs to happen inside organizations. Otherwise, we’re back to 

those barriers that we talked about earlier, right? There are barriers that I think we almost have blinders 

on and we don’t notice that they’re there and we’re spinning our wheels trying to make innovation 

happen. 

Brad: Agreed. I work with a lot of nonprofits, and one of the things all nonprofits hear all the time is that 

they need to be run more like a business, and part of my perspective has evolved to believe that I think a 
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lot of businesses need to be run more like nonprofits and be a little more mission-focused and be a little 

more purpose-focused. Oftentimes you get so caught up in delivering whatever the quarterly report is 

going to be to Wall Street, that you forget there is a reason we’re here beyond just trying to add a penny 

to our earnings statement. 

Chad: Absolutely. And companies that have a strong mission, that it’s not just the mission statement 

that shows up on the wall and some of the documents, but it’s a mission statement that was created by 

employees, and they really feel and embrace it. Some place like Zappos has this sort of mission and 

culture, where the employees feel like they're part of something. You know, what are they doing? 

They’re selling shoes. It’s not the biggest thing in the world, but the people feel like they’re part of 

something really special. It is a unique place to work. And we can do that. We all want to work in 

organizations that are fun to work in. We get to be creative. 

[19:07] 

Brad: And sometimes it doesn’t even have to fun in the sense of ha-ha laughing at the water cooler, but 

it’s got to be engaging, it’s got to be something that, “Boy, I’m happy I’m getting up on a Monday 

morning because I get to go do something cool.”  

Chad: Exactly. We have to be able to connect into our creativity for sure. So, control is the mission, 

culture, strategy, and portfolio management aspect of this engine. What is the next C you want to talk 

about? 

Brad: So, next I will go into the creation side, and for innovation, I’d consider three pieces of creation. 

One is the voice of the customer, one is the mental game of innovation, and the last is ideation. With 

voice of the customer, I actually struggled if I should even call it that. I am a big fan of VOC and I think 

one of the challenges of it is that word “voice” in it. So many people misunderstand that to mean, “Oh, 

I’ll just go ask my customer what they want, they’ll tell me, I’ll go make it for them, and everyone’s going 

to be happy.” And that’s obviously not at all what voice of the customer is all about. It’s about really 

empathically understanding what your customer needs, what their problems are, where their pain 

points are, and then solving it for them in a way they can’t even think of themselves. That’s really what it 

boils down to, but it just gets so misunderstood because of that word “voice”, I think. 

Chad: I just want to emphasize that point. I had this exact conversation once, a long time ago, with Abby 

Griffin, who coined the term, known as the one who first talked about voice of the customer. It is this 

notion, because “voice” is just in the term, so we think we have to go talk to our customers. I don’t think 

most people involved in innovation product management do this, but sometimes it gets boiled down to, 

just ask what our customers want, as opposed to the notion that we want to understand what job, what 

task, what it is they are trying to accomplish, what problem do they have, and how do we add value to 

that for them. There are lots of ways to do that and some of them involve nothing to do with talking. I 

get a lot of value out of just watching customers.  

[21:26] 

Brad: Yes, exactly. One of my favorite stories, if I can go off on a tangent here for a second, was 

somebody doing laundry research. They were screening customers to do their research and they were 
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actually going into their homes and doing ethnography with them. All of them had to be screened that 

they had certain behaviors around how they did their laundry, and one of them was, do you overfill your 

laundry ever? And it had to be no. So they go into this one house and they say, ok, let’s see you do a 

load of laundry. The person doing the laundry filled, piled, and piled until it was too high to close the 

door, climbed, with her feet, into the laundry bin, and pushed it down in until she could get the hatch 

closed. To her, that’s not overfilling, because to her, by-golly, I can close the lid. And yet, obviously, to 

most people, that’s probably not your typical behavior. But unless you go into the home and watch that, 

all you’re going to hear is, “no, I don’t overfill the washer.” So it is very important to actually be there 

and be in their minds and see how they really behave, in order to understand them and try to solve their 

problems. 

Chad: So that’s the VOC part. What do you mean by the mental game? 

Brad: So, ultimately innovation is a human activity. It involves the human brain, it’s problem solving, so 

in order to do innovation well, I hate to say it, I’m an engineer, I’m not a touchy-feely sort of person by 

nature, but you really need to get inside the minds of the innovators, inside the minds of your 

customers, inside the minds of your stakeholders, to be able to innovate effectively. So you have to get 

into psychology a little bit. That’s where there are these things called cognitive biases that we all have 

hard-wired into us. Probably the most cruel of them all is we’re hard-wired to believe that we’re not 

biased but everybody else is. So, I call it the dirty dozen, but they talk about these biases that can lead us 

astray in some cases, but in other ways you can actually leverage them to drive your innovation efforts. I 

also talk about the mental state of flow. This is where you really want to get your innovators in your 

organization into this state of flow, where they are challenged, they are engaged, but they’re not 

overwhelmed and they’re not bored. It’s kind of a fine line. They’ve got to be right in between those two 

states. And then, give them the space and time to be able to really work through the problems. Then I 

talk a little bit about mindfulness and it seems to be a little trendy sort of thing to talk about, but there 

really is a lot of great scientific research showing that particularly to the aspects of innovation, it’s 

critically important to be present, to be able to empathically understand your customer, to understand 

your teammates, etc. So I talk about those things, all in the area of the mind of the innovator. Then, last 

I talk about ideation. First of all, you have to have a problem to solve. I have seen organizations where 

they will just go out, “we’re going to brainstorm ideas.” And they just randomly start throwing stuff out 

and there was one group, in fact, I asked, “What problem are you trying to solve” and they all looked at 

me like, “what do you mean?” And I said, “well, who are your customers?” and I was pulled aside by the 

leader of the group who said, “we’re not really there yet, we’re just trying to come up with ideas.” 

Unfortunately, I think that’s where a lot of organizations come from. It’s just, “Ok, we’ll create ideas and 

then we’ll figure out to do it later, and if it’s right.” So I talk about that, about framing the problems, and 

then really brainstorming in the traditional sense doesn’t work. You have to have focused and targeted 

thinking and there are exercises you can do that are really good at delivering that, but your standard 

brainstorming isn’t it. 

[25:48] 

Chad: Right. We have good research on that, too. It’s amazing. I think a lot of us just enjoy 

brainstorming. It’s kind of fun to get together, throw ideas out, and not criticize each other. At Pixar they 

talk about how they do this, and it’s the plus one. I like that aspect of brainstorming; where someone 
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throws out an idea and you say, “how can I make that better?” But all the research on this says the 

traditional way of brainstorming is much less effective than we could make it. The one technique I use, 

and wonder if you have applied this one too, that makes normal brainstorming so much better, is if you 

just ask everyone to spend a few minutes individually responding to the problem before we actually do 

the brainstorming. Let everyone collect their thoughts, write down on a piece of paper their ideas, then 

do the group sharing work. 

Brad: Absolutely. I like to do that and I use the brain-writing technique. I don’t know if you’re familiar 

with that. 

Chad: Not by name. Why don’t you walk through it real quick. 

Brad: So you start with a clear problem definition and everybody in the group will have a sheet of paper 

and they will write across the top ideas they have for solving it. There’s no talking, it’s just writing. Do 

that for about 3-5 minutes and then everybody passes the paper to the person on their left. Now you 

get the advantage of being able to continue the individual thinking, which all the research says if you 

have individuals doing things on their own you’ll get higher quality and a greater variety of ideas. So you 

get that individual benefit but you also get the chance to see what other people have thought about and 

build on it. Do that plus one activity, but it’s still individualized so you don’t have that boisterous person 

in the room who then takes control and everybody says, “Oh yeah, ok, we’ll just do whatever he says.” 

You don’t have that groupthink, where once one person says an idea, that’s kind of set a stake in the 

ground and so we’ve got to build around that and it limits the individual thinking. So brain-writing I think 

is a great activity that way. I also like the heuristic ideation technique if you’re really trying to get crazy. 

It’s a little hard to explain in just words, but basically you take two unconnected things, you come up 

with words to describe them, and then you pick one word that describes one of those things, one word 

that describes the other, and then come up with a solution to your problem that contains both of those 

words. It forces you to think in really strange ways sometimes, but it will often spark the really radical 

idea.  

[28:40] 

Chad: Kind of a way to generate tangential thinking. 

Brad: Exactly. 

Chad: Good. So this takes us to the third C, and since there’s only one left, this must be conversion.  

Brad: It must be conversion. So, with regards to innovation for me, the conversion parts are your teams, 

your project management, and your metrics. So with teams, you have to have them to be not only cross-

functional, but also collaborative. In order to do that, you have to pay attention to how people function 

within a team role. Some people are kind of the executioners. They kind of want to just do. Let’s get this 

done. Others are much more creative thinking. Let’s try this, let’s think about that. Typically, those two 

people don’t necessarily see eye-to-eye too often and they can have a lot of conflict. So, the biggest role 

that I think is necessary for effective innovation teams is what I call the chameleon or the diplomat, 

some people call it a bridger. Somebody that is able to integrate those two roles and you need all of 

those roles on a team. So, your functions as well as those team management sorts of roles. That will 
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help generate some creative tension and I’ll call it healthy, productive conflict. When you’re screaming 

at each other and then walking away and giving each other silent treatment, that’s not necessarily 

healthy. But if you’re able to share conflicting ideas and figure out which is best or how to resolve both, 

that’s when teams can really soar. With project management, I have searched high and low for some 

really good research that says the lean methodology or the agile methodology is better than stage gate, 

and I haven’t found anything that is really definitive in those areas, so what I tell people is just make 

sure you’re using something and people know what that process is going to be. But then make sure that 

process is flexible and adaptable enough to handle the inevitable changes. I think one of the biggest 

challenges with innovation is it’s about creating something for an unpredictable future. It’s not like 

installing a piece of equipment on a plant floor, where you have a very linear timeline and once this is 

done, we can do that. And people want to force it into that type of role. I think that’s the danger with 

stage gate. People think, “Oh, if I just define that this will be delivered by this date, it will.” You have to 

be able to have some flexible gates, some ability to revisit things, etc. Then the two most important 

things I talk about for project management are the pre-mortem and the after action review. The pre-

mortem I think is just a fantastic concept, where before you even start, you imagine down the road that 

the project has failed. You look back in a way, of why did it fail, and then once you’ve laid out all these 

possibilities, you can develop contingency plans in advance, so if that happens, we can do x, y, and z. It’s 

a fascinating game to play in your mind, but it’s great before you ever start, because when you hit those 

bumps in the road, you’ll know how to figure out a way around them. Then, the after action review, I 

think is one of the most important parts of any project. It’s on everything that I ever see on how to do 

project management and I think there are very few organizations that actually ever do them, and 

certainly that ever do them well. I’ve been in a lot of presentations and I’ll ask people to raise their 

hands, “Do you guys do after action reviews?” And I think in my life I’ve counted maybe two or three 

hands that go up. It just doesn’t happen. Unless you’re in the military, and then it’s part of their daily 

life. The after action review is all about figuring out what the goals were when you started, what actually 

happened, why it happened, and what we can learn from it. It’s really simple. If you’ll do that, you’ll 

always be improving, you’ll always be learning. Even those failures you have will have value for your 

organization. They’ll make you better in the future, and I think it’s not something to overlook, it will help 

the team that was part of it feel like they actually did do something for the organization as well. They 

aren’t all demotivated that they just spent three years of their lives doing this and nothing happened, 

got nothing to show for it. 

[33:27] 

Chad: That’s such a good opportunity to actually reflect back on what was learned during the project, 

and I think they don’t get done much. I’ve been involved in some, and these go by lots of different 

names: the post-mortem, the lessons-learned meeting, etc. But sometimes, who is involved with this? 

At least in my case, it’s the product team. Sometimes if it’s not handled properly, the project team 

members can feel like they’re here just to get beat up on about the things that went wrong with the 

project. That’s not what we want. We want just the opposite. We do want to identify what went wrong 

so we can try to avoid it in the future. But we’re there just to learn, and like you said also, this is a good 

time to celebrate the success. 
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Brad: Yes. One of the things that I think happens a lot, and this will lead into that last piece on metrics, 

with that final C, a lot of times we measure outcomes. And you need to measure outcomes, I’m not 

saying that you shouldn’t. But all of the reward systems are based on those outcomes. Sometimes with 

innovation projects, you can have a team that does absolutely everything right and the outcome isn’t so 

good. You can have another team that has a great outcome in spite of doing things wrong all the way 

along. If all you do is reward the outcomes, or punish the outcomes, as the case may be, you are 

ultimately going to end up encouraging people to behave in ways you really don’t want. 

Chad: People will find a way to get the results desired, regardless. 

Brad: Exactly. Which brings up the issue of metrics. I know you had Alan Anderson on not terribly long 

ago, and he talked about metrics having two different parts, one being the guidance metrics, those 

things that you’re doing in real time to help guide what you’re doing, and then those results or outcome 

metrics. You absolutely need both. Building on what I was just saying, I think you should always have 

some sort of behavioral metrics for individuals and teams that will help drive the behaviors you want 

that are ultimately going to drive innovation success.  

Chad: Yes, because if we can figure out what the right behaviors are, then we can certainly do more of 

that, and in time get the results we want. This takes time. If we are talking about putting in place these 

evidence-based practices for an organization so that they can improve their innovation engine, this is 

not something that happens overnight. A lot of people listening, we have everyday innovators across 

industries. But anyone who’s gone through the process of putting an agile process in their organization, 

like if they were doing waterfall and now they’re moving to this and doing scrum management or 

something like that, that’s a painful experience all by itself, but it’s also pretty well constrained and 

contained. We know what that process is like, and when it comes to innovation, it’s that complexity 

many times over, with more resistance in place, because we’re poking on more aspects of the 

organization. If we can indeed focus on the behaviors that we want, over time that will start working. 

You get that snowball effect, and you get the outcome you want. 

[36:44] 

Brad: You certainly hope so. That’s one of the challenges, I think, with culture in general. There are 

certainly some clear cultural things that have been shown to be associated with good innovation. But 

you can’t just go and say, “we’re going to do some things,” if your organization doesn’t have those 

cultural pieces. So you have to start tailoring your innovation process to the culture you have, while 

you’re also trying to change that culture to be more innovative. There is a bit of a chicken and egg, or a 

snowball effect, I’m not sure which analogy best fits, but culture is really a challenging issue to deal with, 

especially when it comes to innovation. 

Chad: So, the innovation engine is around those three Cs; we have control, creation, and conversion. 

Thanks for sharing that. That really makes up a good portion of the body of the book. I also asked you, as 

I do all guests, to bring an innovation or success quote that you love. What did you choose and tell us 

why you chose that one. 

Brad: Well, that was a really hard one for me, because I’m a quote collector, so I had way too many 

choices to figure out. But given that we were going to be talking a bit about simplicity, I wanted to go 
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with what I think is the best definition of simplicity and it comes from Bill Jenson, who wrote a book 

called Simplicity: Working Smarter in a World of Infinite Choices. The quote goes: “Simplicity, the art of 

making the complex clear, can give us the power to get stuff done, power to work smarter. It’s a 

prerequisite if we want to leverage the untapped energy, innovation, creativity, and ideas that already 

exist in our organizations.” I chose that because to me, I love the idea of simplicity is not about being 

easy. It’s about making complexity clear. So that requires understanding who you’re dealing with, what 

their capabilities are, and making it clear within that mindset and then releasing from that all of this 

energy and potential that we tend to keep bottled up because we’re not focusing on making it simple. 

We’re focused on control and complexity and it’s a complicated problem, therefore we need a 

complicated answer, and it leads to confusion that ends up killing innovation. 

[39:16] 

Chad: Yeah, and it’s a good contrast between what is easy and what is simple. Things can be challenging, 

yet we can make them simple if we understand the steps to get us there. 

Brad: Exactly. 

Chad: Very good. So please tell the listeners, your book is available. Where do we find it, and for anyone 

that wants to find out more about the work you’re doing too, how they can do that. 

Brad: Once the book is launched on March 14, which is pi day… 

Chad: Love that. Just so you know, the listeners will be hearing this after pi day, and for anyone that 

lives in an area where there is a Village Inn restaurant, pi day is very special because you get a free piece 

of pie. Do tell us about the book. 

Brad: It will be available on Amazon, as an ebook. We are considering print, but at this point, it will 

initially launch as an ebook. You can also find it on my website. My company is called Pi Innovation, as in 

the Greek letter or 3.14159, so that is available at www.3point14innovation.com. You’ll get details there 

about where the book is available and it is even available on the website. 

Chad: Very good. Is there information there about the work that you’re doing also? 

Brad: Absolutely. Anything that we do, and you can always click on the Contact Us if you’ve got any 

questions or concerns and just want to learn more. 

Chad: Great. Brad, I appreciate you walking through your innovation engine with us and letting listeners 

know about the availability of your book. Sounds like a wonderful resource. Thanks for your time! 

Brad: Thank you, Chad. It’s been wonderful talking to you. 

[41:02] 

http://www.3point14innovation.com/

