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Foreword

The authors have been hunting diligently to develop insights into the causality
of complex socio-technical systems, including: products, services, businesses, and
enterprises at all scales. The Innovators’ Marketplace is a structured activity that
increases the probability of discovery, less by chance, more by design.

In this regard their earlier book, “Chance Discovery,” offers a timely duality
in the meaning and utility of the phrase. From one point-of-view it is all about
how to discover a chance to innovate. In the alternative point-of-view, it is all
about increasing the probability of a chance to discover. In fact they are pragmatic
realists deeply committed to evidence based exploration, analytics in the face of
un-measurable uncertainty and ambiguity. Their pragmatism is revealed in the
requirement that one balance the two points-of-view, letting neither become a
fixation, a rut, or worst of all, a dogma that would diminish our chance to innovate.

In my own laboratory, we have found a hunting metaphor is an effective means
for communicating the importance of developing good hunting skills (you might
call them gaming skills). With our unit of analysis focused on the hunting team we
are at all times following the advice of Ohsawa and Nishihara to keep the interests,
needs, and real life actions of all stake holders in view and in balance. It makes
for a better team, a better game, and a better chance discovery opportunity in the
Innovators’ Marketplace.

I especially appreciate the author’s highly integrative approach. Examples, cases,
and literature citations are highly diversified. Their strategy helps assure me that the
methods and results have broad applicability and impact potential.

The Innovators’ Market Game has matured from a thought piece, through several
development stages and validation experiments. Its maturity deserves your attention.
In many situations, it will be the tool of choice for dealing with ambiguity. Never
stop hunting. Deliver your discoveries to the market.

Stanford Larry Leifer
Stanford University
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Preface

In today’s reality, it has become increasingly important to sense values of the events
and details of everyday life. For example, a small earthquake may be the sign of a
big quake in the future, and we should take careful note in order to prevent or reduce
possible damage in advance. Another example is a claim by a picky customer who
calls the customer relations section of a company and points out a serious problem
in a product. In this case, the section manager should assume that a flood of similar
claims may arise in the near future. Even if this assumption is too harsh, he should
talk to product designers about the invention of a service or a new design of the
product to reduce negative reactions from customers – and from potential customers,
who may become loyal customers if they are satisfied with the company’s products.
In both examples, individuals have to plan a scenario, that is the series of future
actions and events by estimating the value of an observed event with respect to the
dynamics of the real world.

There are countless examples of events that have had a positive impact on the
human lifestyle. When mobile phones first entered the market in the 1990s, they
were used only by exceptionally rich individuals and business workers, but then
the consumer base expanded to include high school students and finally diffused
all over the social spectrum (and the world) as the shapes and functions of the
phones evolved. The product designers took advantage of a rare event: exceptionally
positive/negative consumer reaction to a new product every time it was produced.
The designers used their understanding (or even misunderstanding) of the event to
develop functions and designs to satisfy the new requirements, and the consumers
reacted to the appearance of new products by creating new lifestyles. In other words,
the combination of the cognitive processes of suppliers and demanders brought
about the evolution of the market and of the technologies.

Since 2000, we have been organizing workshops and conference sessions on
chance discovery. Chance discovery is defined in our community as the discovery
of chance, rather than discovery by chance, as we will discuss in Chaps. 2 and 3.
A “chance” here means a new event/situation that can be viewed as either an
opportunity or a risk. The “discovery” of chances is of crucial importance because
they may have a significant impact on human decision making. Desirable effects
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viii Preface

of opportunities should be actively promoted, while preventive measures should be
taken in the case of discovered risks. In other words, the aim of chance discovery is
to provide means for inventing or surviving the future rather than simply predicting
the future.

We have developed chance discovery as a research area to figure out how to
discover rare or novel events causing potentially significant outcomes. Although
an event itself might not be significant, a chance can be linked to the emergence
of significant scenarios – a series of actions and events in a coherent context –
in the future. The context can be a constraint posed by the requirements of other
people, or it can be an intention to achieve a given/created goal. Using computers
to visualize relationships among events can enhance the ability of individuals
to externalize potential scenarios, enabling them to discover chances and thus
contribute to beneficial strides forward in business. We have achieved significant
success in the detection of chance by applying our original technologies of data
mining/visualization to natural/social events and human behaviors in the field of
commerce.

Overall, our methods are based on one basic principle: computers are good
at generatively simulating scenarios derivable from countable conditions, whereas
humans are good at paying attention to the essential parts of the real world, i.e., the
most interesting scenarios. In order to take advantage of both, our method of chance
discovery follows a four-step spiral, which has since been used by individuals in
the business, political, and scientific fields to improve innovation in their respective
domains. This four-step spiral is shown below:

(1) Collect data from the real world that is explicitly or implicitly affected by an
individual’s sense of value.

(2) Analyze and visualize the collected data using computer(s).
(3) Verbally externalize, i.e., write/speak about, scenarios underlying the visualized

structure of the relationships among events.
(4) Communicate with other individuals, who interpret the same visualization result

from different viewpoints, to find the novel value of events at the cross-points of
scenarios and to externalize one’s own sense of value. Then, return to step (1).

For practical application to real businesses, we used (with creating if necessary)
some or all of the following technologies to reinforce each step: artificial sensor
devices such as RFID tags for step (1), computational data mining/visualization
software for step (2), and Web-based thinking/communicating environments for
improving the efficiency of steps (3) and (4).

We interviewed people who have applied our method to manufacturing, services,
advertising, marketing, medicine, politics, education, and scientific studies. Our
common understanding after these discussions is that ultimately, individuals need
to be prepared with basic knowledge about the dynamism of the parts of the
society relevant to themselves, and that organizations should have an atmosphere
conducive to the never-ending spiral of steps (1)–(4). Also, users should not skip
the preparatory phases that come in advance (i.e., before step (1)). In other words,
our chance discovery method does not always work if it is not used properly.



Preface ix

Since 2005, we have been expanding chance discovery, which was originally
focused on new events significant for human decision making, to include value
sensing, particularly in the world of business. As discussed in more detail later in the
introduction, the difference between chance discovery and value sensing is that the
latter has the potential capacity to deal with a broader range of valuable events. Value
sensing can cover events that are high frequency, low frequency, zero frequency
(events that have never observed or captured in data), and even events that occur
only in the imagination, whereas chance discovery is mainly focused on the values
of low-frequency events stored in real-time data. This expansion enables us to obtain
innovative ideas from both human minds that are thinking about personal affairs and
computers that are dealing with observed events in a natural/social environment.

In this book, we introduce games we have developed to train and activate value
sensing in both individuals and groups. We present case studies showing how our
Innovators’ Market Game (IMG) and Analogy Game (AG) make the spiral of value
sensing easier to execute and more productive due to enhanced human ability.
This process of improvement is called the Innovators’ Marketplace. “Market” and
“Marketplace” are used metaphorically to describe the interactions among users
(players) who communicate with each other to create realistic ideas for business
strategies. That is, some players invent ideas by combining pre-existing basic
individual ideas, while others evaluate the value of those ideas before deciding
whether or not to buy. This interaction is primarily activated in IMG, which, our
10 years of experience with chance discovery, has prompted us to propose it as a
tool for aiding innovative thought and communication.

IMG enabled participants (whom we call players) to both direct and accelerate
the process of innovation, which is our ultimate goal. We consider innovation
not pure creativity but rather the creation of a product, service, or a system of
products and services that will be viewed as of high-positive impact by consumers
and potential customers/clients in the real market. We wanted players to not only
invent a new idea but also evaluate ideas by considering the existing and potential
requirements of consumers. IMG is a realization of this requirement, i.e., inventions
and the evaluation of inventions, in the market of ideas. The Analogy Game (AG)
is used for enhancing the process of Innovators’ Marketplace by being combined
with IMG. Here, the users basically play alone, arranging and rearranging words
on a two-dimensional display so that new concepts common to multiple words
can be externalized. This can be used either as a tool for externalizing hidden
concepts underlying popular words (discussed in Chap. 5) or as the pre-process of
the Innovators’ Market Game (discussed in Chap. 9). Case studies of these games in
actual use are presented in Chaps. 8 and 9. Note that we could only publish a few
cases from among a large number of successful marketplace applications because
practitioners seldom allowed us to reveal successful cases to the public.

After playing IMG, the players start to evaluate created ideas more seriously
considering actual business situations and choose ideas that are more likely to
succeed as products. In Chap. 10, we describe a Web-based environment we created
for continuing the flow of innovative thought and communication. Players utilize
this resource after completing IMG in order to continue improving obtained ideas.


