When China shows to the world its design-driven innovation instead of technology-based R&D driven innovation [changed by editor. Previous title From Made in China to Learnt in China]
By Richard Kelly

It couldn’t have been a more auspicious start. My arrival in Beijing - just before starting work at IDEO’s Asia Pacific regional office in Shanghai - coincided exactly with the Olympics. As my two sons watched transfixed by the TV coverage of the opening ceremony, I became aware that this was the rarest kind of conjunction between the personal and the global. We were witnessing a defining moment for China and its place in the world.

As the Games progressed – and as I settled into working with my Chinese colleagues and clients – the energy and excitement being generated by the event were palpable. This was the brightest and best example of ‘Created in China’ – a spectacle for the world which across the host nation was fuelling ambition, injecting optimism, inspiring ideas and mobilising forces for change and action.

The Games in the summer were, of course, inevitably followed by the chill of the financial winter – and with it the economic climate grew grimmer by the month. The China-wide dynamism crystallized by Beijing 2008 remains undiminished, but how can it best be harnessed with exports to a recession-hit world becoming increasingly sluggish?

Stimulating domestic and regional demand is a clear priority. And the way China does this could offer a golden opportunity to transform itself from the world’s factory into the world-leading generator of creativity. 

I believe that this transformation will not come about if growing the home market depends entirely on technology-based research and development (R&D). The point is not to try and sell, for instance, more mobile phones by adding small incremental changes to design driven by technology based R&D. Real growth comes from discovering the new ways people want to use a mobile phone and designing for them. To find out what these new ways are, designers need to get close to the consumer and observe how they truly behave and what they ideally want. 

This human-centred approach to design is particularly well suited to the Chinese market as Chinese consumers have a rapacious appetite for new experiences and accelerated learning. It is new value that excites them – and this can be created by a design approach that is driven by uncovering consumers’ latent, often unspoken needs and meeting them.  

Design driven by insights gained by close observation of consumers lies at the heart our approach at IDEO - it is design thinking. An example of how we can help a client get closer to their customers, and point towards a relatively small change in their operation which brings big benefits, is Bank of America. To better understand the market the bank wanted to focus on - boomer-age women with kids - IDEO conducted observations across the US. We observed that many female customers, in a subconscious act of saving money, rounded up their financial transactions to the nearest dollar and put the change in jars at home. Uncovering this latent and unspoken need to save money led to Keep the Change, a banking service, designed to automatically round up purchases made with the bank’s debit card to the nearest dollar and transfers the difference from the customer’s check account into their savings account. The bank would match the savings and add interest. 
So, for example, if a customer used the Bank’s debit card to pay for a book, which cost $19.80, the service would round the amount up to $20.00 from the customer’s check account and transfer 20 cents into his savings account, then Bank of America would match the 20 cents savings and also add on interest.

Keep the Change was launched in October 2005. In less than one year, it attracted 2.5 million customers, translating into more than 700,000 new check accounts and 1 million new savings accounts for Bank of America. The new service not only overcame people's barriers to putting money in savings but went further by encouraging money-saving behaviour. By May 2008, 8 million customers had signed up to Keep the Change, accumulating approximately $10 billion in savings. 
Investing now in this kind of people-centred innovation using design thinking will do more than build growth in China’s home market. As exports recover, those that have adopted this approach will find themselves in a powerful position for new growth – and with this growth will come two fundamental advantages. The world’s perception of China will shift from ‘world-factory’ to ‘world-innovator’, and Chinese brands will begin to enjoy far greater global recognition than they currently do. With this recognition will come stature and with stature, share of mind and wallet.

And Chinese brands can begin their journey into the hearts and minds of the world’s consumers by starting at home. Here they have a rich resource that gives them a massive advantage: millions of smart, responsive consumers. Those brands that get close to these people, engage with their real-life contexts, unearth their latent rational and emotional needs – and design to meet them – will be winners in the domestic market. Come the recovery, they will be the best placed to succeed internationally. 

At this stage, the perception of the world’s consumers will have shifted from ‘Made in China’ to ‘Created in China’ – but the journey will not be over.

Designers are inspired by big challenges – and China offers plenty of scope for inspiration: health, education, energy, and transport to name but a few. Because human-centred design offers tangible solutions to problems that people have revealed in their everyday lives, it offers a sense of optimism and practicality in the face of enormous struggles.  Because of the scale of its challenges, when China presents the world with innovations driven by design thinking, rather than technology-based R&D, the world will value them and want to learn from them. 

It’s at this stage that the global perception of China will have made its next great shift. Just as the 2008 Games marked the possibility of transforming ‘Made in China’ into ‘Created in China’, so I can imagine a time in the not too distant future when we will witness a World Expo encapsulates the progress of ‘Created in China’ to its next evolution: ‘Learnt in China’. 

>1 IDEO is from the USA, where the social subject are mostly middle class.However ,there are growing income disparity in China.the rich is few,and the overwhelming number of citizens  is poor .so what do you think of this two different markets?

IDEO is not from the USA as such, we are present in the US but we are multinational, with offices in Shanghai, London and Munich in Europe. Significantly, we work in many parts of the world (not just where we have offices) and across a range of income disparity for example, in Africa, India and South America. We have made an investment to be on the ground in china.... and to help grow innovation in china; supporting china’s evolution from “made in china” to “created in china”. Our experience has been built with chinese clients who want to compete in china and in the global marketplace. 

Of course, there is a growing middle class in china but in our experience real innovation and inspiring design challenges also come from brands/clients that engage rural communities and so-called “lower-tier” cities. 

> 2 What kind of Market Research have you done when Ideo come to China ? Are there some different customer needs between the USA and China?

The most significant difference is this: Chinese consumers have a big appetite for new experiences and ability for accelerated learning. So, consumers constantly re-learn and unlearn what's good and what's not, what works and what doesn't. They change their minds, and often very quickly about purchase decisions they make. They also adopt new behaviours much faster than those in the developed markets in general.  For example, with the adoption of pre-packaged sms messages.

This has important implications for many of our clients and hence my argument that consumers should be a source of inspiration for innovation and design, and not just technology excellence.

Apart from differences, the similarities are important too: Chinese consumers are as discerning about quality and as equally demanding about value.

We also observed an increasing desire and demand for products, services and experiences that express their socio-cultural value rather than simply pursuing foreign brand names.  

> 3 Chinese companies ask for lower cost including the design costs and the manufacturing costs. How do Ideo solve this?Is to satisfy their need or to lead them to accept high cost?

Chinese culture celebrates thriftiness... And success around lost cost manufacturing has been great for china... But as part of “created in china”, we’ll need to evolve from “how to make it cheaper” to a philosophy of “how to make it better”. Therefore, I think it's more productive to look at design as an investment that can bring about extraordinary returns in multiple formats: from competitive advantage to share of mind to share of wallet. Much our work is about finding new choices that have not existed before. It brings new value. The business of design in china is just scratching the surface of this.

> 4 To adapt to chinese market , what innovations in Business Mode and Design Ideo had taken ?

Our goals in China are three-fold; we want to learn from China and at the same time make an impact - to businesses, so clients and to people, environment and society. We would like to share our experience and approach through education, working with universities, and educational institution

In line with these goals, we ensured that our team is both multidisciplinary (brands, business, human factors, design, engineers) and multinational with the majority being Chinese nationals and the rest from countries in Asia including Korea, Singapore and Malaysia, US and Europe. Moreover, we are continually seeking talent, who use creative thinking to ask different questions to bring about market-leading results for clients, and we are also actively seeking partnerships with academic institutions.

We find more the need to argue the commercial case for businesses moving away from technology based R&D and a mindset shift from focusing on technology excellence towards being human-centred, being customer driven, bringing consumers into the centre. I am delighted that we are making good progress in this direction and excited that IDEO can be on this exciting journey with clients in China.

> 5 The industrial design is though to bring China out of crisis. What do you think of this view?

> Industrial design alone will not bring China out of crisis. In the current downturn, I think stimulating domestic and regional demand should be a priority. The secret to success lies in creating new choices that have not existed before. And the source of inspiration for creating these new choices has to be from consumer's unmet and unarticulated needs. This is design thinking, i.e. using consumer's latent needs as starting point to design innovation that are desirable, commercially viable and technically feasible; be that products, services or experiences. To this end, I think engaging the 1.4 billion entrepreneurs in China to think and act this way is crucial.

当中国向世界展示设计主导而非科技研发主导的创新时

文  Richard Kelly（IDEO亚太区总裁）

增长市场的关键不在于对科技研发主导的产品进行逐步的改善和优化，真正的业务增长来自于对用户的理解：揭示消费者未被满足的、未被提出的需求，然后满足这些需求


对于我来说，这真是一个良好的开端。在我到IDEO亚太区的上海办公室工作前，我去了北京，与奥运会不期而遇。我的两个儿子收看了电视转播的奥运开幕式，他们被深深震撼了，而我则开始意识到，这是最为罕见的一种个人和全世界之间的联系。我们正在目击中国的决定性时刻，我们正在亲历中国在世界地位的提升。

    奥运会期间，我开始和中国同事以及中国客户共事，这场盛事所引发的活力和兴奋之情显而易见。这是“中国创造”的最佳例证——向全世界呈现的壮观场景，推动中国民众的雄心壮志、为他们注入乐观心态，启发创意，并激发行动和变革。

     而这场夏季盛会之后，金融业的寒冬无可避免地降临了。那么在出口经济日渐低迷的情况下，我们如何最大限度地利用“奥运精神”这个优势？

    显然，刺激国内和地区市场的需求首当其冲。中国刺激内需的方式能够带来黄金机遇，帮助自身从世界工厂转变为世界领先的创意产生地。

     我认为，如果完全依赖基于科技的研发来发展国内市场，这样的转变将难以实现。增长市场的关键不在于通过对研发主导的设计进行逐步的改善和优化，从而卖掉更多的产品。我们以手机为例，真正的业务增长来自于对用户的理解——了解他们想要以怎样的新方式来使用手机，并针对这一点进行设计。为了发掘出这些新方式，设计师需要走近消费者，观察他们的真实行为以了解他们的需求。

     中国的消费者十分乐于了解新事物和尝试新体验，因此这种以人为本的设计方式尤为适合中国市场。新的价值能够激发消费者的兴趣，而实现新价值可以通过这样一种设计方式来实现——揭示消费者未被满足的、未被提出的需求，然后满足这些需求。

     IDEO设计方式的核心就是深入观察消费者以获得洞察力，这就是设计思维。我们和美国银行的合作案例讲述了我们如何帮助客户走近消费者，通过对业务做出小小的改变来获得较大的利润。美国银行希望更加深入地了解市场，它将研究重点放在育有孩子的婴儿潮女性身上，IDEO在美国的不同地区开展了用户调研。我们观察到，很多女性消费者都有存钱的下意识举动，比如说，她们在购物时会付整钱，回家后把找零放在存钱罐里。虽然人们从未谈及自己有存钱的需求，但他们的行为启发了我们的灵感，让我们设计出“保存零头”的银行服务，即如果用银行的贷记卡消费，消费金额会被调高到最接近的整美元，而多付的零钱则自动转入顾客的储蓄帐户，银行会累加存款并加上利息。举例说明，如果顾客使用银行的贷记卡购买一本售价19.8美元的书，在付款时会从顾客账户上收取20美元，多收的20美分转入顾客的储蓄账户，然后美国银行会累积这20美分的储蓄并加上利息。

     “保存零头”业务在2005年10月正式推出，之后不到一年的时间内，吸引了250万名顾客，为美国银行带来了70万新支票帐户和1百万新储蓄帐户。这项全新服务不仅免除了人们将钱存入帐户的繁冗手续，还进一步提倡了存钱行为。截至2008年5月，已有800万名顾客选择了“保存零头”服务，存款总额累计约100亿美元。

     这就是运用设计思维进行以人为本的创新。如果现在对这种创新方式进行投资，将不仅仅带来在中国市场的增长。未来出口经济复苏时，采纳了这种创新方式的公司也将处于获得国际市场新增长的强势地位，这种新增长会带来两个根本优势：世界对中国的认知将从“世界工厂”转变为“世界创新者”，中国的品牌将获得比目前更高的全球认知度；认知度将带来地位的提升，而地位的提升会促进思想的交流和商业的合作。

    中国品牌如果要征服全球的消费者，可以首先从征服中国消费者开始。在中国，他们具备丰富的资源，从而占据极大的优势：数以百万计的对新事物积极响应的精明消费者。只有这样的品牌——走近这些消费者、深入他们的真实生活、解密潜在的理性和情感需求，并通过设计满足这些需求——才能成为国内市场的赢家。在经济复苏后，这些品牌将置身于最有利的地位，并在全球市场获得成功。


艰巨的挑战能够激发设计师的灵感。中国在很多方面，如健康、教育、能源和交通等都面临巨大挑战，而这些挑战正是灵感的来源。以人为本的设计方式不仅为人们在日常生活中遇到的难题带来有形的解决方案，在面对艰巨的挑战时也能带来乐观和务实的心态。 这些挑战的规模性决定了，当中国向世界展示设计思维主导而非基于科技的创新时，世界将予以高度重视，并希望从中学习。

     目前，世界对中国的认知将进入下一个飞跃。北京2008奥运会标志着由“中国制造”向“中国创造”转变的可能性，我可以想象，在不久的未来，我们将目睹世博会呈现下一个飞跃的可能性：从“中国创造”到“师从中国”。

“成功的秘密在于创造前所未有的选择”

——与Richard Kelly谈“中国创造”

《商务周刊》：IDEO是一家来自美国的公司，美国社会人群大多是中产阶级，而在中国，收入差距很大，富有人群仅占少数，您如何理解这两个差异巨大的市场？

Ricard Kelly：说IDEO来自美国并不贴切，除了在美国外，我们在上海以及欧洲的伦敦和慕尼黑都有办公室。重要的是，我们在全球各地（并不仅限我们的办公室所在地）开展工作。这让我们经常遇到收入差异巨大的问题，比如在非洲、印度和南美。我们在中国进行了投资，建立了办公地点，希望在中国倡导创新以及为“中国制造”转向“中国创造”提供支持。我们和希望在中国市场和全球市场取得成功的客户进行合作，并在合作过程中积累经验。目前在中国，中产阶级的人数也在不断增加，但就我们的体验来看，真正的创新和具有启示性的设计挑战也来自重视农村群体以及所谓的“低层级”城市的品牌/客户。

《商务周刊》：在您看来，中国消费者是否有着与众不同的需求？　

Richard Kelly：最显著的不同是：中国的消费者对于新体验有很好的“胃口”，他们乐于接受新体验，并具备不断学习的能力。通常，他们对于适合自己的事物希望获得进一步了解，而对于不适合自己的事物则会拒绝再了解。他们会改变自己的想法，很快地做出购买决定。总的来说，和发达国家的消费者相比，他们采纳新行为的速度要快得多。比如说，他们对于手机短信的接受。

     这对于我们的很多客户来说都是重要的启示。我的观点是，应将消费者，而不是先进的科技，视为创新和设计的灵感来源。

     除了不同点，中外消费者的相似点也很重要：中国的消费者对于品质的好坏十分敏锐，并且他们对价值也同样看重。我们还观察到，人们对于能够表达他们自身社会和文化价值的产品、服务和体验有越来越多的需求，他们并不是仅仅追求国外品牌。

《商务周刊》：中国本土公司是IDEO在中国最大的客户群吗？他们更注重降低成本，包括设计成本和制造成本，IDEO是怎样应对这个问题的？

Richard Kelly：中国文化提倡节俭，低成本制造为中国带来了成功，但是作为“中国创造”的一部分，我们需要将理念从“如何使之更便宜”转变为“如何使其品质更好”。因此我认为，应将设计作为一种投资来看待，它能够带来不同形式的回报：竞争优势、理念分享传播和利润分享。我们的很多工作都和发掘之前尚未存在的选择相关，这样的工作能够带来新价值。目前在中国，设计还是流于表面。

《商务周刊》：为了适应中国市场，IDEO的业务模式是否也做了改变？

Richard Kelly：我们希望从中国学习，同时创造影响力，影响行业，也影响客户和消费者、环境和社会。我们还希望通过教育，也就是和大学和教育机构分享我们的经验和方法。

    为了达成这些目标，我们的团队成员来自不同专业背景和不同国家，大部分是中国人，其他成员来自亚洲国家包括韩国、新加坡和马来西亚，以及美国和欧洲。并且，我们不断找寻此类人才——能够用创意思维提出不同问题，并帮助客户在市场取得领先地位的人才。此外，我们还主动地寻求和学术机构建立合作关系。

     我们发现，越来越多的公司将重点从基于科技的研发上转移，并且他们的观念正在从追求技术领先转变为以人为本的创新，将消费者置于创新的中心。我很高兴看到在这方面的进步，并对于IDEO能和中国的客户共同踏上这条征程期待不已。

《商务周刊》：很多人认为工业设计能够帮助中国制造走出困境。您对此怎么看？

Richard Kelly ：单凭工业设计难以将中国制造带出困境。在经济低迷的情况下，我认为刺激国内和地区需求首当其冲。成功的秘密在于创造全新的、之前从未有过的选择。而创造这些新选项的灵感来源必须是消费者未被满足、未被提出的需求。这就是设计思维，即将消费者的潜在需求作为起始点，进行满足顾客需求的、在商业上可行的、获得相应技术的设计创新，无论是针对产品、服务还是体验。我认为，让中国的13亿人口以这样的方式进行思考和行动是至关重要的。

