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“CIS HAS CHANGED THE WAY WE
PERCEIVE INNOVATION. WE DID
NOT KNOW HANDLING IDEAS
COULD BE A SYSTEMATIC PROCESS™

Claus A. Christiansen
CEO
AC Hydraulic
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Background

Creative Idea Solution (CIS) was developed in

2000 at the Centre for Ideas and Innovation at
the Danish Technological Institute (DTI). The mo-
del builds on 20 years of supporting and exploring
entrepreneurship and developing products, inven-
tions and services.

Systemized innovation

What sets CIS apart is its systematic approach to
innovation. In a highly structured and open inno-
vation framework, CIS fuses timely involvement
from for instance, employees, scientists, lead-
users and experts via different workshops. Taking
it step by step, the complexity of tasks are hand-
led without compromise.

Since its origin, a range of clients including large
corporations, government and public organizations,
SMEs and entrepreneurs have used CIS. The model's
unique feature is its usability in diverse contexts,
and its record of accomplishments speaks volumes.

During the last 20 years, CIS has been used in Scan-
dinavia and worldwide to develop services, produ-
cts, concepts as well as new teaching methods and
health care systems. CIS is a genetic method, which
sets the scene for innovation to happen.

CIS principles for creating new ideas
Never merge ideas! Each idea is unique and
deserves to be explored
Do not vote! Voting or rating of ideas is not
beneficial for creating unigue ideas
Postpone judgement! Decisions must be
postponed, as there are no decision system
models in innovation
Chaos can be overcome! Using a systematic

step by step process, the chaos of innovation
can be overcome

Keeping it simple is stupid! As described in
Cybernetics, complex tasks are not solved
by simple methods, but by methods of equal
complexity



CIS - Knowlegde and Ownership

The CIS process builds on the chaos theory. The-
refore, an unmanageable situation or task is di-
vided into small, manageable sequences. Each
sequence is treated separately and feeds into
other sequences. Together, they form a successful
systematic process for creative idea development.

Constant supply of new knowledge

To ensure progress, CIS starts by setting up the
main team, which mainly consists of different
employees and consultants. It is their job to be
innovation leaders throughout the whole CIS
process. This team is supported by an idea ma-
nagement software system called Rosetta, which
is also based on the CIS framewaork.

To ensure diversity and involvement of specific
knowledge, different groups are gathered and
used throughout the process. These groups may
consist of employees, customers, scientists, re-
searchers and lead-users. The goal is to add new

insight and facilitate reflection on the main pro-
cess, explored by the team and the established
groups.

Involving employees creates ownership

The involvement of employees is especially im-
portant. Although CIS is a lateral process con-
ducted in parallel and separate from the organi-
zation, the inclusion of employees has benefits
besides the adding of knowledge. By participa-
ting in the CIS process, employees gain know-
ledge about the project or task in question. The-
reby, they have a chance to influence the process
and get a sense of ownership in developing the
solutions. This ownership has the potential of
spreading out through the workplace, — with the
involved employees as ambassadors.

In addition, employee ownership provides an or-
ganizational advantage when the CIS outcome is
realized.




“CIS SHOWED US THAT THE HABITUAL WAY
OF DOING THINGS WAS A BARRIER TO FIND-
ING NEW SOLUTIONS. BY INCLUDING EM-
PLOYEES AND EXPERTS OUR OLD CHOICES
WERE CHALLENGED AND WE LEARNED HOW
WE CAN USE OUR RESOURCES BETTER".

Henning Andersen
City Manager
Ikast-Brande
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CIS phases

The very essence of CIS is that

innovation should be more than
a quick fix event happening from
time to time. It must be integrated
as a continuous activity in every
organization — in the same way as
one has HR, marketing, production
and sales.

CIS idea development is therefore
not a single step, but a compre-
hensive process concerning all the
phases in CIS. It is straightforward
to follow.

A process in four phases

The CIS process consists of four
different phases: Lateral Focus,
PRE-ject, Innovation PRO-ject and
POST-ject. The CIS process is conti-
nuous and therefare the Lateral Fo-

cus phase and POST-ject are similar,
as POST-jects become a new Lateral
Focus phase.

Each phase consists of built-in
sequences, which feeds into each
other as illustrated in the model.
The main team, formed at an early
stage, is the key element throug-
hout the process because they as-
sume innovation leadership.



CIS - the Process

CIS as a model incorporates different procedures put
into continuous sequences to become a process.

The lateral focus

The goal of the Lateral Focus is to define and align
the main team's perception of the given task. First,
an open forum for existing knowledge about the task
is created to explore potential assumptions and chal-
lenges, plausible barriers and paralysis areas. Here
the team members collect new insight using different
sources such as experts' studies, customer behavior,
user experiences and independent research in a syste-
matic approach.

This new knowledge is investigated and a negotiation
of meaning takes place, which again generates multi-
ple possibilities for new ideas. These ideas are explo-
red based on the original focus. Finally, the essential
innovation task for the following process is defined.
Now the team is ready to look for new ideas to fulfill
this task.

The PRE-ject

The PRE-ject phase fine-tunes and conceptualizes the
essential task defined in the Lateral Focus. This is done
by creating several new inputs. Each input is qualified
through an in-depth focused horizontal innovation acti-
vity with different specific experts, scientists and lead-
users, which once more creates new specified ideas and
new possibilities.

Thereafter, each idea from the horizontal activity is pro-
cessed vertically and made more tangible in its form.
The most promising ideas are transformed into con-
cepts, which are then turned into pretotypes ready to
be developed.

The PRO-ject

At this point in the CIS process, the original task has tur-
ned into tangible concepts ready to be verified within
the organization. This includes verification of whether
the concept actually functions, full diagnosing, follo-
wed by further development. Finally, the PRO-ject may
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An Example of the CIS Effect

AC Hydraulic is a successful Danish company with

100 employees and market shares all over the
world. However, the company wanted to examine
the possibility of developing new products using
their existing technology. With the use of CIS, they
were successful. Today, AC Hydraulic is working on
five different business concepts, all of which were
conceived using CIS.

Systematic innovation
What first attracted AC Hydraulic to CIS was the sy-
stematic way the innovation process is conducted.

“CIS made innovation accessible for us in a new way
- and without compromising the complexity of your
task at hand. Going through the systematic sequen-
ces we have had a more in depth process of gene-
rating ideas than ever." - CEQ, Claus A. Christensen.

With approximately 118 ideas after the first idea
development workshops in the PRE-ject phase,

there was enough to get AC Hydraulic started.

Involvement of employees and board

Another important feature of CIS, that AC Hydraulic's
CEO highlighted, was the involvement of employees,
external experts, researchers and scientists throug-
hout the process. In AC Hydraulic's case, board mem-
bers also participated in the vertical innovation du-
ring the PRE-ject phase.

“Usually when we develop products and ideas on our
own, it is within a small group of employees. Howe-
ver, CIS has showed us what involvement of emplo-
yees and board members can do. They take more
ownership and are more enthusiastic about the new
products than we have experienced before.” - Claus
A. Christensen.

AC Hydraulic followed the CIS model from the La-
teral Focus and are now conducting the Innovation
PRO-ject on their own.



Facts about DTI and CIS

IThe Danish Technological Institute is a
100-year-old non-profit organization, with
more than 1000 employees. The Centre for
Ideas and Innovation is one of DTI's 38 busi-
ness units, which advises more than 200 en-
terprises and organizations annually.

IThe DTI's mission is to ensure that new
knowledge and technology are quickly
translated into value for Danish businesses
in the form of new or improved products, ma-
terials, processes and forms of organization.

IThe CIS method is used at several universi-
ties in Denmark including Aarhus University
and Aalborg University as well as public orga-
nizations and other educational institutions.

The first CIS process was conducted bet-
ween 1999-2000 for the Danish Broadca-
sting Corporation (DR)

By focusing on radical innovation, incre-
mental innovation will most likely occur -

but not vice versa.

CIS works with incremental, radical AND

transformative innavation. All combined
with radical innovation providing an inter-
mediate stage that extends the paradigm.

Danish Technological Institute,
Centre for Ideas and Innovation, DK 8000 Aarhus,




“WE HAD BECOME BLIND TO OUR OWN
POTENTIAL. THROUGH CIS WE CON-
QUERED MARKET SHARES WITH NEW
PRODUCTS AND GOT NEW IDEAS TO
REDUCE COST IN OUR PRODUCTION.™

Ole Jgrgensen
Factory Manager
Greif Danmark



Danish Technological Institute

Danish Technological Institute (DTI) is

a self-owned, non-profit organization.
From our independent standpoint in the
market, we develop, apply and dissemi-
nate research and technological knowled-
ge for the international business sector.

Drawing on our solid foundation of over
100 years of research in various areas, our
thirty-eight business units contribute to
the development of both the private and
public sphere on multiple levels.

Our mission — your value

Our most important task is to ensure
that new and innovative knowledge and
technology is quickly converted into va-
lue for our customers. This value can take
many forms such as new and improved
pro-ducts, materials, processes, methods
and organizational structures.

Combining our main areas of knowledge
with multiple testing facilities both in
Denmark and abroad our main areas of
expertise are:

» Innovation and competitiveness
» Management and training
» Sustainable exploitation of resources

We also carry out consultancy and stan-
dardization services, which contribute to
a dynamic and harmonious development
of society.




Centre for Ideas and Innovation's areas of
expertise:
Strategic product or service development
Screening of ideas and business concepts
Commercialization of ideas or IPR under
license
Developing and implementing new busi-

ness maodels

Open and employee-driven innovation
processes

ldentifying trends within new technologi-
cal solutions.
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