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Praise for Disrupt

“Disrupt is a simple yet incredibly powerful thought process that can
help turn your business upside-down in seconds. Are you prepared to
DISRUPT your business?”

—DMartin Lindstrom, best-selling author of Buyology

“Remember the old Apple tagline, urging us all to ‘Think Different’? In
this book, Luke Williams shows us how to do precisely that. Disrupt
helps you look at business—and the world around you—through a
fresh lens, one that turns assumptions and convention upside down.
Best of all, this is a practical book for the real world—Williams
reveals not just how to come up with disruptive ideas, but how to
nurture them, test them, pitch them, and ultimately make them real
and profitable.”

—Warren Berger, author of Glimmer: How Design Can Transform
Your Business, Your Life, and Maybe Even the World

“Luke Williams has a powerful message for companies today: Don’t
wait for a couple guys in a garage to come up with an idea that will
upend your business. With the tools he outlines in Disrupt, companies
can light their own innovative sparks, ensuring that they will be their
industry’s pacesetters, instead of the ones left in the dust.”

—Linda Tischler, Senior Editor, Fast Company

“If you need to drive disruptive innovation in your own organization—
and you do—this is the guide you’ve been looking for. Luke Williams
not only knows what it takes to create disruptive innovation. He
knows how to explain it, in simple, clear, and practical concepts that
anyone can use in their own organization. Buy this book if you want
your work to make a difference.”

—David L. Rogers, executive director of the Center on Global Brand
Leadership, and author of The Network Is Your Customer: Five
Strategies to Thrive in a Digital Age

“With its examples of game-changing disruptions, Disrupt is an essen-
tial read. This very practical step-by-step guide will enable you to
successfully implement the ‘think different’ imperative.”

—Stewart Emery, best-selling co-author of Success Built to Last
and Do you Matter? How Great Design Will Make People Love Your
Company



“Luke teaches us that the ‘best’ in best practice is to approach a busi-
ness with no fear and new eyes.”

—Scott Galloway, Professor of Marketing, NYU Stern; Founder, 1.2

“Luke Williams is the master at unleashing big thoughts. His book,
Disrupt, shows us how to do what sometimes seems impossible—
conceiving and executing bold ideas with massive potential. At the
Nike Foundation, we've put Luke’s principles to work and had tre-
mendous results.”

—Stuart Hogue, Director, Systems at Scale, Nike Foundation

“A truly timely book, Disrupt has the power to change the world for
many of us by uncovering the act of innovative disruption necessary
to keep evolving in the years to come.”

—Ric Peralta, CEO, ATTIK

“The game has changed; to thrive and not just survive, companies
need to shake up the status quo and be disruptive.”

—Bill Wackermann, author of Flip the Script

“For those companies second-guessing their future paths, ponder no
longer. Disrupt provides that path, and it may be your only real strat-
egy in today’s climate.”

—Andy Stefanovich, Chief Curator and Provocateur, Prophet

“At some time, someone somewhere is going to disrupt your entire
industry. Shouldn’t it be you? In this easy-to-follow step-by-step
guide, Luke Williams reveals a way of thinking that has the power to
transform your business. Read this book before your competitors do.”

—Cordell Ratzlaff, Director of User-Centered Design, Cisco

“I’ve observed Luke’s process of disruptive thinking generate remark-
ably innovative solutions. I hope that many more companies will dis-
rupt their existing innovation processes to benefit as well. They’ll be
glad they did!”

—Peter N. Golder, Professor of Marketing, Tuck School of Business
at Dartmouth, and co-author of Will and Vision: How Latecomers
Grow to Dominate Markets



Disrupt

Think the Unthinkable
to Spark Transformation
in Your Business

Luke Williams



Vice President, Publisher: Tim Moore
Associate Publisher and Director of Marketing: Amy Neidlinger
Executive Editor: Jeanne Glasser

Editorial Assistant: Pamela Boland
Development Editor: Russ Hall

Operations Manager: Gina Kanouse

Senior Marketing Manager: Julie Phifer
Publicity Manager: Laura Czaja

Assistant Marketing Manager: Megan Colvin
Cover Designer: Freddy Anzures

Managing Editor: Kristy Hart

Project Editor: Lori Lyons

Copy Editor: Sheri Cain

Proofreader: Apostrophe Editing Services
Indexer: Joy Lee

Compositor: Bumpy Design

Manufacturing Buyer: Dan Uhrig
Illustrations: Luke Williams

© 2011 by Luke Williams
Publishing as Pearson Education, Inc.
Upper Saddle River, New Jersey 07458

For information about buying this title in bulk quantities, or for special sales opportunities
(which may include electronic versions; custom cover designs; and content particular to your
business, training goals, marketing focus, or branding interests), please contact our corporate
sales department at corpsales@pearsoned.com or (800) 382-3419.

For government sales inquiries, please contact governmentsales@pearsoned.com.
For questions about sales outside the U.S., please contact international@pearsoned.com.

Company and product names mentioned herein are the trademarks or registered trademarks
of their respective owners.

Einstein image: Arthur Sasse/AFP/Getty Images
Psycho shower image: Paramount Pictures/Hulton Archive/Getty Images

All rights reserved. No part of this book may be reproduced, in any form or by any means,
without permission in writing from the publisher.

Printed in the United States of America
Eighth Printing: May 2014

ISBN-10: 0-13-702514-9
ISBN-13: 978-0-13-702514-5

Pearson Education LTD.

Pearson Education Australia PTY, Limited.
Pearson Education Singapore, Pte. Ltd.
Pearson Education North Asia, Ltd.
Pearson Education Canada, Ltd.

Pearson Educacion de Mexico, S.A. de C.V.
Pearson Education—Japan

Pearson Education Malaysia, Pte. Ltd.

Library of Congress Cataloging-in-Publication Data
Williams, Luke

Disrupt : think the unthinkable to spark transformation in your business / Luke Williams.

p. cm.

Includes bibliographical references and index.

ISBN 978-0-13-702514-5 (hardback : alk. paper)

1. Organizational change. 2. Creative ability in business. 3. Disruptive innovation. 4. Success
in business. I. Title.

HD58.8.W544 2011

658.4°063--dc22

2010033361



For my parents



This page intentionally left blank



Contents

Introduction . ....................
Disruptive Thinking:
The Revolution is in Full Swing

PART I: The Hypotheses, the Opportunity, and the Ideas

Chapterl .. ... ... ...,
Crafting a Disruptive Hypothesis:
Be Wrong at the Start, to be Right at the End

Chapter2 . ......................
Discovering a Disruptive Opportunity:
Explore the Least Obvious

Chapter3 . ......................
Generating a Disruptive Idea:
Unexpected Ideas Have Fewer Competitors

PART II: The Solution and the Pitch

Chapterd .. .... ... .. ..o,
Shaping a Disruptive Solution:
Novelty for Novelty’s Sake is a Resource Killer

Chapter5 . ..... ... ..o,
Making a Disruptive Pitch:

Under Prepare the Obvious, Over Prepare

the Unusual

Epilogue. . . . ... ..... ... . . . ...
An Instinct for Change:
Look Where No One Else is Looking

Quick Reference Guide . . . ... .........
Process Summary

vii



Acknowledgments

The initial spark for this book was generated when
Michele Tepper put me in touch with Martha Cooley. The
project was made possible by the vision, enthusiasm, and
publishing support of Tim Moore, Amy Neidlinger, and
Stewart Emery. Thank you all.

The creative community at frog design has provided
an incredible home for the development of the thinking in
this book. Special thanks to Sabah Ashraf, Valerie Casey,
Ravi Chhatpar, Robert Curtis, Hartmut Esslinger,
Robert Fabricant, Mark Gauger, Mikal Greaves, Chris
Green, J Grossen, Jon Guerra, Cyrus Ipaktchi, Mike
Lavigne, Tim Leberecht, Willy Loor, Doreen Lorenzo,
Kristina Loring, Sara Munday, Howard Nuk, Mark
Olson, Samir Patel, Mark Prommel, Adam Richardson,
Patricia Roller, Mark Rolston, Christian Schluender,
Jason Severs, Shady Shahid, Kate Swann, Michael
Voege, and Carsten Wierwille. Prior to frog design,
I worked with an inspiring cast of people in Australia
who encouraged my interest in disruptive innovation:
Don Barbour, Greg Barclay, Julian Ditchburn, James
Duncan, Bernard Heaphy, Roslyn Herbert, Murray
Hine, Liz Hutchinson, Susan MacDonald, Jacqueline
Moth, Sam Pearson, Greg Ridder, Peter Robinson, John
Scholten, Patrick Shing, and David Teller.

The opportunity to create and shape a graduate-
level course at the Stern School of Business at NYU was
made possible by the entrepreneurial spirit of Stuart
Hogue, Doreen Lorenzo, and Scott Galloway, and the
generous support of Sam Craig and Russell Winer. For
two years, I had the privilege of teaching this course
with Peter Golder, who had a tremendous impact on the
course curriculum and content. Thanks also to Anne-
Laure Sellier, an early supporter of the disruptive

viii



thinking process in her consumer behavior classes. To
my students in the “Innovation & Design” course, a big
thank you for helping refine the framework, clarify the
steps, and showing me how to talk about innovation
without the consulting jargon.

The team at Pearson Education has been a plea-
sure to work with: Pamela Boland, Gina Kanouse, Julie
Phifer, Laura Czaja, Megan Colvin, Kristy Hart, Sheri
Cain, Joy Lee, and Dan Uhrig. Thanks to Russ Hall for
working his magic on the early drafts, and Lori Lyons
for her astonishing patience and attention to detail on
the final drafts. Special thanks to my superb editor,
Jeanne Glasser, for shepherding the manuscript through
the writing process and shaping the book’s final form.

A huge thank you to my literary agent, Jim Levine,
for helping navigate the process—from proposal to print.
Jim, your guidance and advice have been invaluable.
Thanks also to the wonderful team at the Levine Green-
berg Agency for their support, particularly Elizabeth
Fisher and Kerry Sparks.

I'm indebted to my closest collaborator on this proj-
ect, Armin Brott, who shaped and massaged the tone,
language, and structure of this book, with patience,
insight, and unwavering commitment. Thank you Armin.

Thanks also to my friend and former frog design col-
league, Jonah Staw, for graciously sharing the story of
Little Miss Matched and providing valuable insights on
the development and positioning of this book.

To the superb writers, critical thinkers, and lead-
ers who endorsed this book. You are a constant source
of inspiration: Warren Berger, Jamyn KEdis, Stewart
Emery, Scott Galloway, Seth Godin, Peter Golder, Stuart
Hogue, Martin Lindstrom, Ric Peralta, Cordell Ratzlaff,
David Rogers, Andy Stefanovich, Linda Tischler, and
Bill Wackermann. This book exists because of the intel-
lectual foundation laid by Edward de Bono, Gary Hamel,
and Tom Peters.



And finally, a heartfelt thank-you to my family
and friends for your patient support: Tim Bilham, Paul
Bryan, Simon Chard, Rod Cobain, Katarina Cobain,
Ben Eddie, Anya Emerson, Felicity Forrester, Jason
Humphris, Pete Jones, Jackie Laws, Toby MacKelden,
Kirsten MacKelden, Ingrid Mallia, Matt Rainsford, Tam-
zine Walshe, and Angie Zorotheos. Thanks to Anthony
Dorment for providing some much needed space to write
in the early stages; Richard Troy for expert feedback
on book jacket concepts; Damian Kernahan for insights
on the manuscript; and Ainslie Baker for accommodat-
ing me during writing spurts in London. Special thanks
to Ben Baker for generously providing the author photo
and Freddy Anzures for the outstanding cover design.
I'm deeply grateful for the wonderful support and
encouragement of my grandfather, Laurie (the original
disruptive thinker), my parents, Jenny and Keith, and
my sister, Bri.

I hope you enjoy the book.



INTRODUCTION

Disruptive
Thinking:

The Revolution Is in Full Swing

“We do not merely want to be the best of the best.

We want to be the only ones who do what we do.”
—Jerry Garcia, The Grateful Dead!

The old mantra, “differentiate or die,” is no longer rele-
vant. In fact, I'd argue that, today, there’s actually too
much differentiation going on. By steadfastly clinging
to the “differentiate or die” mantra, businesses large
and small have made it extremely difficult for their
customers (and prospective customers) to tell the dif-
ference between deep, meaningful change and shal-
low, superficial novelty. As a result, with an excess of
similar offerings in the marketplace all claiming to be
“different” (which, theoretically, was supposed to add
value to a company’s products or services), it’s nearly
impossible for businesses to get their products noticed
and command a premium for their efforts.

Now, don’t get me wrong; I'm not against differ-
entiation as a business strategy. In fact, as creative
director of a global innovation firm, frog design, I
spent a great deal of my time helping clients differ-
entiate their offerings in the marketplace. Unfor-
tunately, people are usually most comfortable with
what’s most familiar—and the product, service, or
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business model that they’ve experienced most often
is the one that seems intuitively right. They become
trapped by their existing perceptions, unable to rec-
ognize things they haven’t seen before. As a result,
I've watched too many clients spend huge amounts of
money and resources trying to gain an edge on the
competition by making incremental changes to their
existing products and services.

This pattern of behavior is particularly common in
successful companies operating in mature industries.
They embrace incremental change because it supports
their current business model. Reluctant to spend a
bunch of money modifying their existing operations so
they can make new things that will compete with their
old things, these companies become complacent and
stop innovating. Big mistake. Because when a business
makes only incremental changes, they find themselves
on a path that gets narrower and narrower. Eventu-
ally, they reach the end of the path, and by then, their
customers have forsaken them for a new offering that
nobody saw coming. In cases where companies do take
disruptive risks, it’s often because they’re backed into
a corner and there’s no other choice.

Here’s the bottom line: Companies that try to
differentiate themselves by focusing on incremental
innovation instead of game-changing, disruptive inno-
vation will differentiate themselves right out of busi-
ness. Companies simply cannot afford to wait until
they get backed into a corner. They need to be con-
sistently making bold moves, even at the very peak of
their success. So, instead of “differentiate or die,” the
real mantra should be “differentiate all you want, but
figure out a way to be the only one who does what you
do, or die.” Okay, that’s a little cumbersome, but you
get the point.
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Thinking the Unthinkable

Figuring out a way to be the only one who does what
you do is a provocative goal, but it’s absolutely unob-
tainable unless you make some significant changes
to the way you think about competition and the busi-
ness you're in. I'm not talking about little tweaks here
and there. I'm talking about a way of thinking that
surprises the market again and again with exciting,
unexpected solutions. A way of thinking that pro-
duces an unconventional strategy that leaves competi-
tors scrambling to catch up. A way of thinking that
turns consumer expectations upside down and takes
an industry into its next generation. It’s what I call
disruptive thinking.

In the literature of innovation theory, the phrase
“disruptive” is associated, in part, with the notion of
“disruptive technology,” which Clayton Christensen
outlined in his book The Innovator’s Dilemma. Chris-
tensen observes that disruptive technologies often
enter at the bottom of the market, where established
companies ignore them. They then grow in influence
to the point where they surpass the old systems.? But,
in our process—the one you’ll be following in this
book—disruptive thinking is not so much about how
to spot and react to disruptive changes in technology
and the marketplace; it’s about how to be the disrup-
tive change.

Being the disruptive change in an industry is
exactly the sort of thing that new start-ups and small-
scale enterprises are best at. But, as you’ll soon see,
it’s a way of thinking that can be learned and applied
just as effectively by large organizations and industry
incumbents—in fact, by anyone who’s willing to chal-
lenge the status quo wherever they are.
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There is no better time to challenge the status
quo than right now. Winning organizations in the
next decade will be those that produce and implement
ideas that are not easily conceived of or replicated by
a competitor. Companies will create new categories
and redefine old ones. Customers will fundamentally
change what they want from the products and services
they experience. The Internet and the infrastructure
of massive connection have already reinvented many
industries, but we've barely scratched the surface.
We're still surrounded by countless products, ser-
vices, and business models that are built on the logic
of the past. (Just think of the current challenges for
magazines, newspapers, and books.) Many of the deci-
sions that define these businesses were made years
ago, in a different age, and a different context.

Globalization, accessibility to an overwhelming
array of products and information, and technologi-
cal innovation are already rapidly changing the mar-
ketplace in significant ways. As a result, consumers
are changing the way they buy, and businesses need
to change the way they compete. We need to rethink
the habits that have made us successful in the past,
and challenge the conventional wisdom and industry
models that have defined our world. In the words of
marketing expert Seth Godin, “Industries are being
built every day (and old ones are fading). The revolu-
tion is in full swing, and an entire generation is eager
to change everything because of it. Hint: It won’t look
like the last one with a few bells and whistles added.”®

To thrive in this new era, organizations and insti-
tutions, executives and entrepreneurs need to learn to
think and act disruptively. To put it a little differently:
Think what no one else is thinking, and do what no one
else is doing.
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Think what no one else is
thinking, and do what no

one else is doing.

Disruptive by Design
So, how do you go about making disruptive thinking
part of your skill set? Well, it’s not about hiring the
right people or spending more money on training or
traditional approaches to innovation. The good news
is that schools around the world are already teaching
disruptive thinking to their students. The bad news is
that, instead of being taught in MBA programs, this
new thinking style is taught in design schools.
Designers are taught to take conventions and
turn them on their head—to make the ordinary unex-
pected. They create an emotional connection between
a product or service and the prospective consumer. As
best-selling author and critical thinker Dan Pink puts
it, “Mastery of design, empathy, play, and other seem-
ingly ‘soft’ aptitudes is now the main way for individu-
als and firms to stand out in a crowded marketplace.™
Now, I'm not saying that MBAs don’t have a place in
the world or that designers have the answers to all
life’s questions (or at least the ones about business).
Not at all. The problem is that design and business logic
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exist in parallel universes and rarely come in contact
with one another. As a result, both disciplines suffer.
Business schools teach how to analyze but not how to
create compelling emotional connections, while design
schools teach how to come up with those connections
but not how to ensure they’re commercially viable.

Either one by itself is nice, but to survive—and
thrive—in today’s business climate, you’ve got to have
both. We urgently need to close the discipline gap and
strip away the elite complexity (and yes, there’s plenty
of snobbism and elitism on both sides). We need to find
a way to fuse the analytical rigor that has been the
centerpiece of business competition for the last decade
with the fluid, intuitive process of design. This is pre-
cisely the sort of juxtaposition disruptive thinking
thrives on.

Savvy executives, managers, entrepreneurs, and
venture capitalists are beginning to recognize that
the game of transformation relies on this fusion. But,
despite the fact that they recognize that design effort
is important, most execs don’t pay enough attention to
it. For many, design effort is out of sight, out of mind,
which is why people rarely use disruptive thinking
skills outside the world of design.

Like it or not—and whether you can see it or
not—design is everywhere. Every product, service,
or business model, no matter how large or small, is
designed. You might think of design as a skeleton.
The bones that support our bodies aren’t visible, but
they’re there. And just as our bones give shape to our
bodies, design shapes our experience with every prod-
uct, service, or business model we interact with.
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The Goal of This Book
Paul Romer, an influential economist at Stanford Uni-
versity, defines ideas as “the recipes we use to rear-
range things to create more value and wealth.”” And
the goal for any organization—no matter what the
size—should be to generate a steady stream of new
recipes—ideas that alter the trajectory of a business
and revive stagnant markets or completely reinvent
the competitive dynamics of an industry. And that’s
exactly what I teach you how to do in this book. Think
of Disrupt as the business equivalent of a cookbook
that provides you with the framework and motivation
you need to discover and execute bold new recipes.
Over the course of this book’s five chapters, you’ll
learn to think about what usually gets ignored, pay
attention to what’s not obvious, and create disruptive
solutions in a matter of days or weeks, not months or
years. And by the time you’re done, you’ll find yourself
asking, “Why hadn’t we ever thought about our busi-
ness and industry this way before?”

Five Stages of Disruptive Thinking
Disruptive thinking develops through a five-stage
process:

1. Craft a disruptive hypothesis.
Define a disruptive market opportunity.
Generate several disruptive ideas.

Shape them into a single, disruptive solution.

v WD

Make a disruptive pitch that will persuade inter-
nal or external stakeholders to invest or adopt
what you’ve created.
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The book is organized into two parts. By the end
of Part I, you'll have come up with three disruptive
ideas—ideas that have potential but still need to be
tested and refined. If you want to take those ideas to
the next level, Part II will get you there by walking
you through the process of gaining consumer feed-
back, transforming your ideas into solutions, and then
pitching the results.

This is not a book you can pick up and start on
page 50, read a few pages, and put down. Again, it’s
like a cookbook. For the best results, you need to fol-
low the steps in order, just the way they’re laid out.
Here’s a bit more detail on what each chapter covers.

Part I: The Hypotheses, the Opportunity,
and the ldeas

Chapter 1-Crafting a Disruptive Hypothesis:
Be Wrong at the Start to Be Right at the End

It all starts with a wild question. In simple terms, a
hypothesis is the fill-in-the-blank part of the question,
“I wonder what would happen if we A lot of
people would come up with minor tweaks, like a color
change or a new feature or moving production over-
seas. But, that’s not what we’re looking for. If you don’t
shake things up with a few ideas from way, way out
in left field, your brain will ensure that you’ll process
any new information and ideas using what you already
know as a filter. And the result will be exactly the kind
of thinking that maintains the status quo. The goal at
this stage is to kick off the process with a disruptive
hypothesis, a true game changer.
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Chapter 2-Discovering a Disruptive Opportunity:
Explore the Least Obvious

The next step is to take the hypothesis you just
crafted and hone it to something usable. You’'ll start
by looking at the real-world context your hypothesis
will exist in. Who lives there now? What do they need?
What motivates them? Defining a disruptive opportu-
nity is designed to be quick and informal, intuitive and
qualitative, and above all, accessible. It shouldn’t take
you more than two to three days, and, in many cases,
you’ll be able to do it in as little as two or three hours.
The point I'm emphasizing is that anyone can (and
should) feel empowered to go out and start creating
new business ventures, products, and services with-
out drowning in the sea of complexity that makes up
typical market research projects.

Chapter 3-Generating a Disruptive Idea:
Unexpected Ideas Have Fewer Competitors

Opportunities by themselves don’t lead to profits or
lasting change. So, the big question in this chapter is:
How do you transform an opportunity into an idea?
Well, the first thing to realize is that any old ideas
won’t do. We're looking for disruptive ideas—ideas
that have the power to influence and to shape behav-
ior. Ideas that stir the imagination and inspire a sense
of possibility. Unfortunately, in my experience, most
ideas never get anywhere near this level. We’ll spend
the last part of this chapter learning how to move past
the stumbling blocks and generate the kind of disrup-
tive ideas that transform a compelling opportunity
into a commercial offering.
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Part Il: The Solution, and the Pitch

Chapter 4-Shaping a Disruptive Solution:
Novelty for Novelty’s Sake Is a Resource Killer

Disruptive ideas are great, but they’re only half the
story. Unless you can make those ideas feasible, they
can’t deliver value. How do you know whether an idea
is workable? Well, you don’t, unless you actually see
how it plays with your target market. Without testing
your ideas with prospective end users and consumers,
you’re in danger of coming up with really terrific ideas
that will completely flop when they hit store shelves.
In this chapter, we change our focus from conceiving
ideas to tramsforming them into practical solutions.
Remember: There’s a simple but critical difference
between an idea and a solution: A solution is always
feasible. If it’s not, it’s not really a solution.

Chapter 5-Making a Disruptive Pitch:
Under Prepare the Obvious, Over Prepare the Unusual

At this point, you've got a bit of a sales job on your
hands. No, I'm not talking about selling to custom-
ers. Long before you get to that point, you’ll need to
sell your disruptive solution to the people within your
organization or the external stakeholders who control
the purse strings. So, be prepared: Most people don’t
embrace a disruptive solution because it’s disruptive;
they embrace it because they believe it will deliver
value. And you're going to need a lot more than a basic
presentation to earn that confidence. That’s why the
final output of this process is a 9-minute pitch that
takes your audience from their initial, pre-presenta-
tion, “Why should I care about this?” through the mid-
presentation, “I’'m curious to see where this is going.”
attitude, to a post-presentation, “Hey, this is great!
How do we implement it?”
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How This Process Developed

While at frog design, I often noticed a huge disconnect
between our approach to innovation and our clients’
approach. Ours was fast, fluid, and intuitive. Theirs
tended to be slow, rigid, and analytical.

What especially stood out was how paralyzing
“innovation strategy” processes can be. A lot of the
problem comes from requiring consensus on one step
before moving on to the next one. The well-meaning
intention is to ensure that the idea is aligned with
strategy, allow the team to create buy-in, and give
senior executives a variety of options.® Most of the
time, this innovation process starts off pretty well, but
inevitably, companies lose their momentum and their
motivation. This is especially true in highly successful
organizations. They get so bogged down in the com-
plex details that they forget all about (or never had
in the first place) “creative destruction,” which is the
need to fundamentally question their biggest achieve-
ments. As a result, instead of stimulating innovation,
they end up stifling it.

So, you can imagine what happened when our cli-
ents decided they wanted to be part of the creative
process. Listening to our proposals and making deci-
sions wasn’t enough. Oh, no. They wanted to contrib-
ute ideas and get involved in creating strategy and
direction. Clearly, we needed to come up with a new
approach for working together. If our clients were
going to be involved in key parts of the process, the
frog design teams would have to add a bit more struc-
ture to their free-flowing, intuitive approach. At the
same time, the clients would have to get comfortable
operating with a little less structure.

In the end, I developed a process that we called
frogTHINK—a fast, agile approach to collabora-
tive innovation that would maintain the right level of
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tension between fluid intuition and logical rigor. frog
design has clients in virtually every business sector
and of every size, from start-ups to Fortune 100. With
such a diverse group, we had to make the process
accessible to everyone, regardless of educational and
professional background. We also had to make it easy
for clients to hit the ground running, to understand,
participate in, and contribute to. No esoteric jargon or
complex charts and equations. Also, no brainstorming
with water pistols, beanbags, and other supposedly
creativity-stimulating methods.

In 2005, I had the opportunity to take this process
further by developing a new, graduate-level course at
the Stern School of Business at NYU. The goal was
to teach B-school students how to solve problems
and create opportunities using a disruptive thinking
approach. The object wasn’t to turn them into design-
ers. (It was unlikely that any of them would continue
on to be professional designers after business school
anyway.) Instead, we tried to transcend design tech-
nique and focus on a business-design mentality.

The course is intended for people who have no pre-
vious background or training in—or even exposure
to—design. We focus on helping students develop
ways of thinking that are very different from those
they would learn in a typical MBA environment. And,
by the end of the course, they’ve learned the simple-
yet-thorough process of disruptive thinking—the
exact process we're going to spend the rest of this
book discussing.

What This Book Is Not

This is not just another book on brainstorming. You've
probably read plenty of them on idea generation, and
youmay even have participated in some brainstorming
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sessions, sitting around coming up with random ideas,
hoping one sticks. Unfortunately, most idea-generation
methods focus on quantity and not quality. They typi-
cally start out with the goal of solving a specific busi-
ness problem, and then come up with as many ideas as
they can that fit within the constraints of that prob-
lem. Worse yet, traditional brainstorming completely
overlooks the issue of what to do with those ideas after
they’ve been generated.

A step-by-step process
for imagining a powerful
market disruption

and transforming it

into reality.

My focus is to teach you tools that will force you
out of your old thinking patterns. More importantly,
we start off with the ideas and then bring in the busi-
ness constraints later to shape them into something
that has a high likelihood of succeeding in the market.

In short: This book is a step-by-step process for
imagining a powerful market disruption and trans-
forming it into reality—a disruptive approach for a
disruptive age.

13 Disruptive Thinking
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