




If enough people commit to buying, his team prototypes the product, then 
fi nds a manufacturer to make and distribute it, knowing the product will fi nd 
a ready audience. In turn, manufacturers pay a royalty to elephant design and 
its collaborators. Muji, one of the leading stores in Japan, already uses the 
DTO system, and has discovered that DTO products generate sales three 
times higher than average. elephant design has built a community of 20,000 
active customer/designers, and Nishiyama now licenses the DTO software 
to corporations like Mitsubishi and TEPCO (Tokyo Electric Power Company).

We can’t know when or where the next big idea will come from, but 
elephant design has improved the odds by turning thousands of customers 
into designers, design arbiters, and product champions—a merging of 
opposites, as Tasaka points out. In doing so, they have found a way to 
separate innovation from manufacturing, and to package intellectual property 
in a way that makes it an asset before anything is made. It’s a profound 
mindset shift that has the potential to be applied to manufacturing—and 
during the retreat, participants from many fi elds considered the possibilities 
for business, social, and political change.  

Collaborative innovation beats closed innovation—every time

Jon Iwata’s team surveyed leaders of some of the world’s most successful 
organizations on their approach to innovation, and were surprised to learn 
that most of their ideas came from outside the company—from suppliers, 
distributors, business partners, and customers. IBM already makes a 
huge investment in internal research and development, but this news made 
them look for ways to bring more voices to the conversation.

“ Each wish, each pipe dream, has an owner. And 
each owner has a community of people with 
similar desires. Th e leaders attract the users, and 
they drive the community to give something 
personal to the idea.” Kohei Nishiyama

EMPLOYEE VOICES

340,000

1,000,000
EMPLOYEE, FAMILY, AND CUSTOMER VOICES

2004: First IBM Innovation World Jam

2006: Latest IBM Innovation World Jam
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“Collaboration begins with, ‘with whom are you 
collaborating?’” says Iwata, “And all that data 
pointed to was that the most powerful form of 
collaboration was outside the enterprise. [Additionally,] 
the most powerful form of competitive advantage 
is not product innovation, but business model 
innovation—in other words, innovation in how a 
company operates and thinks of itself.” 

Iwata points to the open source software model as it is used by IBM. “Linus 
Torvalds pioneered Linux, but he is also credited with pioneering an entirely 
new way of tapping into a community of experts who come together and 
create something of great value. We know that it costs $500 million a year 
to develop and maintain a world-class operating system. By participating 
in the open-source community, we have been able to lower our investments 
to $100 million a year, still use a world-class operating system, and take the 
$400 million and repurpose it in other ways. It’s an example of a business 
model innovation, and also of the power of collaboration on a really large scale.” 

He sees parallels in the differing examples of India 
and China. China is industrializing on a huge scale, 
but India, he says, “is leapfrogging into the 
knowledge-based economy, and by tapping into 
the skills of its people, they are providing the 
intellectual capital that makes possible innovative 
business models... In other words, we are able to 
collaborate with them online. It’s no different, in 
some respects, to what is happing in open source.” 

               

Business model innovation 
is more powerful than 
product innovation. Th e 
open-source movement 
showed a new way to 
work—a model that has 
been extended from soft-
ware to other industries. 

“ If you think you have all of the answers 
internally, you are wrong.” Jon Iwata

               

If you change the 
conversation, you 
will change the future. 
Th e biggest problem in the 
world today is that we’re 
asking the wrong questions 
in the wrong way.

IBM is now so fi rmly committed to collaborative innovation that they go far 
beyond their R&D labs to explore new opportunities. With 2004’s World Jam, 
they had already taken the fi rst step of tapping into the intellectual fi repower 
of their own employees to solve problems and come up with good ideas. 
Using their intranet, they collected ideas from 340,000 employees over a 
72-hour period. The upcoming 2006 World Jam goes further still, moving 
beyond employees to invite participation from customers, and from the 
families of employees. They intend to harness the brains of one million people 
to think through their biggest challenges. 

To address massive opportunities like healthcare, eco-effi cient technologies, 
and transportation, IBM has also created a new process called the Global 
Innovation Network (GIO). “We found that we cannot begin to credibly attack 
an opportunity like healthcare without pulling in some of the best people and 
institutions in the United States or around the world.” GIO has invited 
participants from 172 organizations in 32 nations/regions to map these 
giant systems, challenge the status quo, and create new value. 

Yet fi nding the right voices doesn’t always require millions of people. Justin 
Leach of Lucasfi lm described the creative delight of working with a small, 
nimble team of generalist animators in Japan after years of working with large 
teams of specialists in the U.S. He challenged the Japan Society innovators to 
fi gure out how to make possible more of this deep, cross-cultural collaboration. 

Reframe existing systems to fi nd hybrid model

Like Jon Iwata, Debra Dunn also considered the power of new voices during 
her time working on Hewlett-Packard’s global citizenship initiatives and in her 
current role at the Skoll Foundation, which seeks to advance systemic change 
through investment in social entrepreneurs. By fi guring out who in a community 
is already making a difference, and supporting them with recognition, connec-
tions, and investment, Skoll aims to deepen individual impact to create lasting 
change. Traditionally, organizations were expected to fi t into one of three 
discrete sectors: business, which generates fi nancial return; non-profi t, which 
delivers social good; or government, which enables social order. 
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In Dunn’s view, these distinctions are 
no longer useful. Instead, she argues 
for hybrid approaches that bring the 
best of each sector to bear.  

The challenge—and the opportunity
—is for each organization to fi gure 
out the best space to occupy on the 
continuums from grant-funded to 
profi t-generated, and from fi nancial 
to social-value creation. The rigor, 
tools, and methods of business apply 
equally to social ventures. And when 
organizations that focus on social 
impact achieve a measure of 
fi nancial sustainability, it frees their 
staff to solve problems instead of 

chasing grants. Hybrids also make sense for the business world, she says. 
Employees, especially the younger generation, like to be associated with 
organizations that do more than generate profi t. “They want to do something 
that makes a difference in the world,” she says. 

The effectiveness of Dunn’s hybrid approach is illustrated by many participants’ 
stories. By working with local businesses to train their future workers, Bill 
Strickland has created a self-sustaining training organization. As Cameron 
Sinclair noted, the new licensing models that gave designers an economic 
incentive helped his organization build a bridge between design and the 
communities that needed it—and kept talented people involved in social 
issues long beyond a “volunteer” stint. 

“ Th e profi t engine is enhanced by social 

value in the mission of the company.”Debra Dunn
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Challenging our existing systems to fi nd appropriate models for 21st century 
organizations is becoming a fi eld of innovation in its own right. If we get it 
right, social ventures will make more impact by adopting the rigor of business, 
and business and government culture will be invigorated with the passion and 
commitment of a social mission. 

Innovate by fostering the conditions for evolution 

Shifting perspective from micro to macro—and back—can help us see actions 
in relation to a greater whole, visualize connections and interdependencies, 
and notice the gaps that lead to opportunity. 

What each of the retreat participants has in common is the ability to think on 
that level. Their interests lie not in coming up with the next hot gadget, but 
in setting up the conditions to bring new voices to the table, in fostering self-
organizing communities, and in preparing for—and supporting—the changes 
that emerge. They are not afraid of evolution, and that is what makes them 
powerful innovators.
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“ TRUE COMMUNITIES BEGIN TO FORM WHEN THE 
SYSTEMS THEY THOUGHT WERE THERE BEGIN 
TO BREAK DOWN.” Cameron Sinclair

“ A social entrepreneur is an agent 
of change. They’re looking to create 
systems change as opposed to 
alleviating the symptoms of present 
systems.” Cheryl Dorsey

“ Can we decouple 
the idea of having 
an innovative 
idea and having 
to start a new 
institution?” 
Rosanne Haggerty 

I want to change 
my community one 
person at a time. 
Tyerra Green, age 14, BAYCAT fi lmmaker

Th e revolution 
will be televised...
by the community.
Megan Smith

 Th e distribution of 
video and content by 

users can off set the 
traditional, controlled 
distribution channels 

of the Hollywood 
system. A community 

that can share their 
own stories will eff ect 

positive change.
Justin Leach

”

“
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“ Paradox is the essence of living systems. 
Living systems always try to evolve. 
Nowadays we are entering an age of 
living systems. Th e meaning of the 
Internet revolution is to change the 
whole world into a living, complex 
system. Th is is the process of evolution. 
It’s a spiraling-up system.” Hiroshi Tasaka

“ A small team can make 
a big difference. Through 
versatility and being able 
to do more than one thing, 
you can accomplish a lot 
more.” Justin Leach

“IT HELPS IF YOU KNOW 
THE DESTINATION BEFORE 
YOU LEAVE HOME, THEN 
REVERSE-ENGINEER YOUR 
WAY THERE.” Alan Webber

“ I’m glad to see this 

disappearing border 

between for-profi t, non-

profi t, and the government 

sector—and that people 

are seeing not only social 

value but economic value 

in having open systems.” 

Alan Webber



“ We tend to think of things as divided—it’s either a digital world or a physical 
world. Google seems to get that they’re not so separate, that collaboration 
goes on between the two. One example is a Google Earth map with other 
things overlaid. There seems to be a need and an interest to combine the 
two worlds. How might that change our communities?” Alan Webber

“ The power of an IBM, and 
perhaps of the Japan Society, 
is that it can be a catalyst to 
make these connections, to 
collaborate with some terrifi c 
minds for a purposeful 
outcome.” Jon Iwata 

What if communities say, 

‘I want to have these kinds of social 

services and I’m willing to pay this 

much out of my taxes for them’? 

We could accumulate all these small 

wishes to create an index for future 

government investment.

Kohei Nishiyama

Could we turn the future value 

of savings into a quantifi able 

asset that can fund development 

of eff ective programs today?

Alan Webber ”

“

I think it’s very diffi  cult 

to think about changing 

the world before you 

think about changing your 

country, before you think 

about changing your 

community, before you 

think about changing your 

neighborhood. Douglas McGray

You can tackle a problem, 
homelessness being a great 
example, at a systemic level 
in a particular block or 
community, looking at all the 
pieces and orchestrating in 
a way that really brings a 
system-wide solution, in a way 
that you could never do that 
for the United States. Then the 
challenge is, now that we’ve 
got this model that’s integrated, 
that’s robust, that’s sustainable, 
that works, how do we scale 
that up to other locations? 
Rosanne Haggerty

Social entrepreneurs are 
working on systemic 

change. Most of them are 
doing miraculous work 

at some level, but the 
widespread scale-up is 

one of the biggest issues 
vexing the whole social  
movement at this point. 

Cheryl Dorsey

“

”

Everybody in this room plugs gaps 

one way or another. Th e question that 

needs to be asked going forward is, 

in any system, what’s missing? Th en, 

how you connect the pieces creates a 

role that isn’t being played right now.  

Alan Webber
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  believes that innovation
 begins with seeing the world in new ways, and with 
having an expanded conviction in what is possible. And 
we are convinced that it is a team sport—it requires 
personal connections and collaboration. When we 
conceived of bringing more than two dozen wonderful 
minds together for the (IN)SPIRE: Connecting 
Communities retreat, we hoped that by sharing stories, 
challenges, and successes, they would fi nd a common
language to identify and tackle the biggest challenges
facing our two societies. We thought they could 
sharpen their ideas against other sharp minds, and 
fi nd concrete ways to contribute even more. 

And that’s exactly what happened. The conversation was 
lively and provocative—revealing many insights, ideas, 
and themes that we are now exploring in more depth. 

As Keith Yamashita observes, innovation requires 
brilliant choices about how—and where—to create 
new value. To that end, we will continue to convene 
brilliant thinkers—to refi ne our current ideas, spark 
new ones, and ultimately create a map for Japan 
Society’s path in our second century.

When history looks back at our present time, it will 
be seen as a period when many new voices joined 
the global conversation. Japan Society has its own 
rich history in fostering conversation between our 
two nations, and that gives us a powerful role to 
play in catalyzing many more connections toward 
purposeful outcomes in the century to come. 
We hope you will join us.

http://innovators.japansociety.org/
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Keith Yamashita is fascinated by innovation in Asia. As the 
Chairman of Stone Yamashita Partners (SYP), he leads a 
60-person change and innovation fi rm. Clients of the fi rm 
over the years have included the CEOs and leadership 
teams at Apple, eBay, Gap, Gap Inc., IBM, GE, Old Navy, 
Mercedes-Benz, Nike, PBS, The Coca-Cola Company, 
Target, Yahoo!, among others. At SYP he has worked on 
turn-around efforts, leadership development programs, 
innovation initiatives, and culture-change efforts. Last year, he 
served as an ambassador for the Japan Society and was part 
of a team of delegates sent to Japan to study innovation. In 
that capacity, he interviewed more than 70 Japanese CEOs, 
leaders, and cultural leaders. Yamashita is a published 
author—having published in the Harvard Business Review, 
two books (Unstuck, 15 Things Charles and Ray Eames 
Teach Us), and several articles. He’s lectured at the Yale 
School of Management, Stanford Business School and 
the Jack F. Welch Leadership Center. He holds a master’s 
degree in organizational behavior and a bachelor’s degree 
in quantitative economics from Stanford University.

Chairman, 
Stone Yamashita Partners 

Alan Webber is Founding Editor of Fast Company, which 
he describes as “Handbook of the Business Revolution.” 
He has co-authored Changing Alliances: The Harvard 
Business School Project on the Auto Industry and the 
American Economy. As former editorial director of the 
Harvard Business Review, he was responsible for editorial 
planning, article development and editorial quality manage-
ment. He served as managing editor from 1986 to 1990 and 
associate editor from 1983 to 1986. He was a Fellow of the 
Japan Society’s U.S.-Japan Leadership Program and was 
special assistant to the U.S. Secretary of Transportation from 
1979 to 1981.

Founding Editor and Former President, 
Fast Company magazine 
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Tomoko Fujisaki is Executive Director of Health and 
Development Service (HANDS), an international health 
non-profi t organization based in Tokyo. In its fi rst 5 years, 
HANDS has implemented projects in Afghanistan, Brazil, 
and Kenya. Unlike most Japanese NPOs in the international 
development sector, HANDS actively seeks collaboration 
with government and international organizations, including 
Japan International Cooperation Agency (JICA), the Ministry 
of Foreign Affairs of Japan, the United Nations Population 
Fund (UNFPA), and the US Agency for International 
Development (USAID). In addition to implementing fi eld 
projects, HANDS views technical and policy research and 
advocacy activities as its mission. A number of policy papers 
developed by HANDS have been used by the Japanese 
government in formulating Japan’s health-sector development 
assistance policy.

In 1990, Fujisaki worked as a Voluntary Repatriation Counselor 
for Vietnamese Boat People at the United Nations High 
Commissioner for Refugees (UNHCR). From 1991-1994, 
Fujisaki served as a Program Offi cer at World Health 
Organization Offi ce at the UN headquarters. In 1997, she 
joined the Boston-based NPO Management Sciences for 
Health (MSH), and worked on health-system development 
projects in Kenya, Zambia, and Hungary. Fujisaki holds a 
Master of Science (MSc) degree in Social Development 
from London School of Economics and Political Sciences, 
and Master of Public Health (MPH) degree from Harvard 
School of Public Health.

Founder, Health and Development Services 
(HANDS)



JAPAN SOCIETY

Japan Society, America’s leading resource on Japan, 
is a private, nonprofi t institution founded in New York 
in 1907. Japan Society promotes understanding and 
cooperation between the U.S. and Japan through a 
full range of programs in Global Affairs, Arts & Culture, 
and Education. Society programming creates rich 
encounters and exchanges that increasingly refl ect 
the broader Asian and global context of the U.S.-Japan 
relationship.

THE JAPAN FOUNDATION CENTER FOR GLOBAL PARTNERSHIP 

The Japan Foundation Center for Global Partnership 
(CGP) was established in 1991 to promote collaboration 
between Japan and the United States with the goal of 
fulfi lling shared global responsibilities and to enhance 
dialogue and interchange between Japanese and U.S. 
citizens.  CGP focuses on the promotion of intellectual 
exchange to encourage a global partnership between 
Japan, the United States, and other nationsof the world 
and on the promotion of mutual understanding at the 
regional and grassroots levels.

STONE YAMASHITA PARTNERS

Stone Yamashita Partners (SYP) is an innovation and 
change fi rm. The company believes that it’s worthy 
work to envision, believe in, and fi ght for greatness. 
The fi rm has worked alongside CEOs and leadership 
teams at The Coca-Cola Company, Disney, eBay, Gap 
Inc., GE, Herman Miller, HP, IBM, JPMorgan Chase, 
Lifetime Television, Nike, Old Navy, PBS, Sundance, 
and Yahoo!, among others. SYP is located in San 
Francisco, California.
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PAGE 37

No. of legally mandated vacation days per year in 
Japan: 25
No. of legally mandated vacation days per year in 
the United States: 0
Economic Policy Institute World Almanac

1 in 2 Japanese grade-school students report never 
having seen a sunrise or sunset
Harper’s Magazine

Number of deaths in 2001 that the Japanese 
government classifi ed as resulting from overwork: 143
Harper’s Magazine

Amount of money that be stored in a Japanese “Wallet 
Phone” Y50,000
USA Today

Amount the U.S. spends annually on imported toys: 
$24,631,000,000
Amount spent by the next ten highest toy-importing 
nations combined: $21,729,000,000
Harper’s Magazine

United States National Debt: $8.5 trillion
Japanese National Debt: $9.5 trillion 
U.S. Treasury Department

1.6 million illegal parking citations are given in Japan 
each year
New York Times

10 million illegal parking citations are given in New York 
City each year
Transportation Alternatives

PAGE 38

Size of the average U.S. house: 2,349 square feet
NPR

Size of the average Japanese house: 1,021 square feet
Statistic Bureau of Japan

Cost of a New York University dorm room per night: $45
NYU

Cost of a Chiba University Dorm room per night: $1.25
University of Colorado

No. of homeless people in San Francisco: 10,000
USA Today

No. of homeless people in Japan: 25,000
mindfully.org

Population of U.S.: 299.7 million
Population of Japan: 127 million
CIA World Fact Book

Chances that Japanese person will make eye contact 
during a conversation with another Japanese person: 
2 in 5
Chances that a Japanese person will make eye contact 
during conversation with a robot: 3 in 5
Harper’s Magazine
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Average amount spent on healthcare in the United 
States each year: $7,110 per person
Centers for Medicare and Medicaid Services, CMS

Average amount spent on healthcare in Japan each 
year: $2111 per person
Statistics Bureau of Japan

Increase of Japanese restaurants in the U.S. between 
1990 and 2000: 180%
web-japan.org

25% of sumo wrestlers in Japan are foreign-born
Douglas McGray “Japan’s Gross National Cool”

Total weight of the population of the Los Angeles 
metropolitan area: 883,000 tons
Harper’s Magazine

Amount spent on defense in the United States last 
year: $518 billion
CIA World Fact Book

Amount spent on defense in Japan last year: $45 billion
CIA World Fact Book

In Japan, sales of antidepressants rose 500% between 
1998 and 2003
IMS Health

Construction cost per mile for the Massachusetts 
Turnpike: $1.6 million
New York State Thruway Authority

Construction cost per mile for the New Jersey Turnpike: 
$2.2 million
New York State Thruway Authority

Construction cost per kilometer for the Tokyo Monorail 
system: $112.5 million
MTI Report

PAGE 40

No. of incarcerated Americans, per 100,000 people: 
724
No. of incarcerated Japanese, per 100,000 people: 60
Sentencing Project

No. of executions in the U.S. in 2004: 59
U.S. Department of Justice

No. of executions in Japan in 2004: 2
Wikipedia

No. of G8 countries that continue to execute people: 2
Amnesty International

No. of U.S. prisoners serving life sentences without 
parole for crimes they committed while juveniles: 2,225
No. of prisoners serving such sentences in all other 
countries: 12
Court TV

46% of Japanese believe that “the rights of foreigners 
living in Japan don’t need to be protected at the same 
level that Japanese rights are protected.”
Easterwood.org

30% of Americans believe that “immigrants who come 
to the United States today hurt the country and make it 
a worse place to live.”
Pew Research

No. of hours an American worker spends commuting 
each week: 5.7 hours
U.S. Census

No. of hours a Japanese worker spends commuting 
each week: 10 hours
University of Illinois
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Average number of new blogs created each second: 2
Technorati

44% of U.S. internet users have created online content
20% of all internet content creators are students
Pew Research

Ratio of the projected U.S. ad revenue of Google and 
Yahoo! this year to that of NBC, CBS, and ABC in 
primetime: 1:1
Harper’s Magazine

% change since 2002 of the average price of gasoline 
in the U.S.: +35.2
% change since 2002 in the amount of gasoline 
Americans consume per capita: 0
Harper’s Magazine

No. of U.S. teens who say instant messaging is the 
primary way they communicate: 1 in 5
Pew Internet

5% of Japan’s population was over 65 in 1945
20% of Japan’s population is over 65 today
The Economist

Estimated total no. of tons by which American adults 
are overweight: 1.18 million
Harper’s Magazine

PAGE 66

95% of all radical innovations in the U.S. since World 
War II are credited to small entrepreneurs
Timmons, Jeffrey. American Entrepreneurial Revolution: 
The Demise of Brontosaurus Capitalism

PAGE 106

As of 2006, more than 50% of the world’s population 
now lives in cities.
United Nations

PAGE 125

46% of the world’s population is under 25.
United Nations

PAGE 127

The radius outside their homes which U.S. kids are 
allowed to explore alone is 1/9th of what it was in 1970.
Richard Low, Last Child in the Woods

PAGE 151

Latest IBM Innovation World Jam: 1,000,000 employee, 
family, and customer voices 
Estimated fi gure
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