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WHAT IS THE SUMMERSCHOOL ABOUT?
Undestanding the understanding
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Goal
• The summer school is a journey throughperspectives, ideas, tools and also opinions
• The journey is riddled of exercises, traps, challenges, mind funnels, etc..
• The exercises sometimes could appear weird, strange, useless, but commit yourself please
• The summer school is organized to push you in using the left and right encephalon, switchingoften from analysis to creativity and vice versa
• The final goal is to increase the awareness of what can happen and make you able to build yourcompany’s destiny
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WHO ARE YOU? 
Understanding yourself and yourcompany

3ENDuRE [Gualtiero Fantoni - University of Pisa]



4ENDuRE [Gualtiero Fantoni - University of Pisa]31/05/2016



The European Commission support for the production of this publication does not constitute endorsement of the
contents which reflects the views only of the authors, and the Commission cannot be held responsible for any use
which may be made of the information contained therein.

Problem statement and Idea understanding
Gualtiero Fantoni



6ENDuRE [Gualtiero Fantoni - University of Pisa]

The “KBS” framework
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The KBS chromo-framework
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Characterization 
of a KBS entity
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Characterization 
of a KBS entity

A company is a living organism where the
“collective intelligence” emerges and grow
only if three fundamental dimensions are
simultaneously addressed in a comprehensive
and balanced way. The three fundamental
dimensions are:
1. Knowledge
2. Business
3. Social
The balance of the three fundamental 
dimensions is considered the key to the full 
deployment of knowledge workers creativity 
and productivity. The KBS (Knowledge-
Business-Social) framework can be applied to 
all kind of companies from no profit to banks, 
from a single person consulting company to big 
organizations either public or private. They are 
sustainable, grow and endure only if a 
comprehensive and appropriate inclusion of the 
three dimensions is addressed.
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Business

Social

Knowledge

Sympathy: capability of establishing  social 
relationships where others care about 
yourself 
Empathy: capability of establishing social 
relationships where others understand your 
emotions
Emotional Resonance: capability of 
accessing “shared” emotions 

Survivability: capability of satisfying “basic needs”
Satisfaction: capability of satisfying “expectations”
Power: capability of influencing things and humans –
satisfying “wish”

Knowledge: capability of knowing “why”
Competence: capability of knowing “how to”
Creativity: capability of imagining “what”

The KBS framework: constituent elements
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Business

Social

Knowledge

Sympathy

EmpathyEmotional 
Resonance

Survivability

PowerSatisfaction

Creativity

Knowledge Competence
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Social “assets”
• Social links: # of contacts
• Knowledge of Contacts’ 
Profiles: # of person “known” -
knowing personal characteristics 
of contacts

• Sympathetic relationships: # 
persons who care about you

• Empathetic relationships: # 
persons who understand your 
emotions

• Emotional sharing 
relationships: # friendship, love 
relationships

Business “assets”
• Capital (money and properties) & 
Financial income

• Business activities: all 
remunerated activities related to 
employment, entrepreneurship, ..

• Clients: people satisfied by your 
previous professional services

• Recognized Hierarchical 
Positions: in institutional/ 
business/social organizations

• Reputation: esteem and 
recognition from others of 
reliability and capability in 
business relationships

Knowledge “assets”
• Knowledge: knowledgeable 
information acquired in previous 
study and experience

• Competences: know-how 
capability of doing things, 
acquired through practical 
applications of knowledge

• Reputation: esteem & 
recognition from others of 
personal knowledge and 
competencies

• Creativity, Imagination: the 
ability to generate something new

Exercise: Who are they?

The KBS framework: the assets

ENDuRE [Gualtiero Fantoni - University of Pisa] 931/05/2016



10ENDuRE [Gualtiero Fantoni - University of Pisa]

Business

Social

Knowledge
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Business

Social

Knowledge
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SOCIAL SKILLS IN PROFESSIONAL 
ENVIRONMENT 
Networking: capability of accessing new 
contacts  and maintain contacts 
Interaction: capability to establish relational 
interactions (identify common interests and 
share/discuss individual views)
Flexibility: capability of adapting to different 
attitudes and overcoming related social 
barriers 

Business

Social

Knowledge

Sympathy

EmpathyEmotional 
Resonance

Survivability

PowerSatisfaction

Creativity

Knowledge Competence

Flexibility

Networking

Interaction

Transferability Opportunity 
Spotting

Personal
Marketing

Cooperation Intuition
Learning

BUSINESS SKILLS IN PROFESSIONAL ENVIRONMENT 
Personal marketing: capability of prospecting and selling your 
own technical abilities to partners and customers 
Cooperation: capability to effectively and efficiently work
together with others 
Opportunity spotting: capability of identifying business 
opportunities

KNOWLEDGE SKILLS IN PROFESSIONAL ENVIRONMENT 
Intuition: capability of developing new application of 
consolidated knowledge and developing new knowledge areas 
Learning: capability to quickly and easily acquiring consolidated 
knowledge & competence  (not previously owned)
Transferability: capability of  developing knowledge and 
competences fully usable for industrial applications   
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CAPABILITIES
• Networking: capability of accessing new contacts  and maintain contacts 
• Interaction: capability to establish relational interactions (identify common interests and share/discuss individual views)
• Flexibility: capability of adapting to different attitudes and overcoming related social barriers 

ASSETS
• Social links: simple contacts
• Knowledge of Contacts’ Profile: persons of which we  know personal characteristics
• Basic relationships: persons you have some in common with and share your time and views with
• Sympathetic relationships: persons who care about you

Assess your Social assets & capabilities
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CAPABILITIES
• Personal marketing:capability of prospecting and selling own technical abilities to partners and customers 
• Cooperation: capability to effectively and efficiently work together with others 
• Opportunity spotting: capability of identifying business opportunities

ASSETS
• Business activities
• IPR, Patents, Trademarks 
• Clients  people satisfied by your previous professional services
• Reputation esteem and recognition from others of personal  reliability and capability in business relationships.

Assess your Business assets & capabilities
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CAPABILITIES
• Intuition: capability of developing new application of consolidated knowledge and developing new knowledge areas
• Learning: capability to quickly and easily acquiring consolidated knowledge & competence  (not previously owned)
• Transferability: capability of  developing knowledge and competences fully usable for industrial applications   

ASSETS
• Knowledge: knowledgeable information acquired in previous study and experience
• Competences: know-how capability of doing things, acquired through practical applications of knowledge
• Reputation: esteem & recognition from others of personal knowledge and competencies
• Invention & Creations

Assess your Knowledge assets & capabilities
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Assessment of enablers
SOCIAL

1.Who’s Who. Detailed personal information about competences, personal preferences and hobbies, characteristics etc. (TO KNOW  personal characteristics)
2.Personal Networking management self assessment view of personal network of contacts. Capability of accessing new links through third party facilitation (as Linkedin) 
3.Social events interactions during physical events, virtual events not directly related to business or knowledge activities, dinners…
4.Memberships and committees attendance
5.Community networking community social capital development

BUSINESS

1.Business opportunity market. Internal market for business activities where each member can access (and provide) business  opportunities2.Personal and Team marketing support 3.Customers management. After sales, customer listening, employee listening4.Side business generated. Business or value generated within your network5.IPR identification and  management6.Leadership in the field

KNOWLEDGE

1.Structured repository for your body of knowledge. Written procedures, documented code, documented choices, documented errors, etc..2.Scholarly and technical papers, books, reports 3.Easy access to the experts. Single degree of separation between you and the experts4.Sharing information materials. Courses you provide, employee to employee training, webinar, podcasts, etc.5.Technical committee attendance, conference organization, fair organization, etc..
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Example: the superb laboratory
• Famous laboratory on robotics in Pisa
• Super high tech product
How does its KBS look like?
• The lab is in the process of being evaluated by an industrial venture capitalist.
What are the areas the lab fear?
On which subjects does the negotiation happen?
And later?
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• He sold #X of T-shirts right after the 2006 soccer championship in Piazzale Michelangelo (Florence)
• He sold #15 I-Phone covers(gold and diamonds) in 2010

• He is selling 1.000.000€ contracts for IP services
• 30% are recurringcustomers within 2 yearswindow
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Example: the two guys
Alessandro Antonelli

Age 32
Management engineer

Giacomo Tazzini

Age 32
Management engineer
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• Alessandro is a business identificator, he spots and pursuesopportunities in a sharp way and executes simple and «low cost» ideasreally fast.
• He gambles and betsin a controlledmanner.
• He does not work on ideas when a clearbusiness does notexist.

• Giacomo is a calmperson, very good in interacting with people, he remembersyour mother’s nameafter years and neverasks you about yourgirlfriend (now ex-girlfriend)
• He looks like older and is very self confident, he reassurescustomers showing he is in control
• He works everydayfinding for occasions to call and see customers
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Comments and observation
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The KBS in practice
A component (Invention) can be isolated and examined as an independent variable

I

K

B

S

TimeNow
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The summer school in the KBS space
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PROBLEMS
Finding for problems solutions
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• List the last 5 problems you hadto solve during the last two weeks

• List the 5 biggerproblems yourcompany dealt with during the last year
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Problems: the baseline

5’ exercise
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Problem solving
«A problem well-stated is half-solved» Charles Kettering, head of research for GM
1. Chose the right problem to solve
2. Chose the right method to solve it
3. Chose the right team to solve it
4. Analyze the problem and, when ready,…

analyze it again
31/05/2016



Current methodologies
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N Description Metrics
1 Problem Identification The problem can be identified from the beginning: (1) 

Exactly (5) No

2 Multidisciplinarity
Single domain team (1) in general consisting of one or few 
people 
Multidisciplinary team (5) in general consisting of many 
different people 

3 Robustness of the 
background

A robust discipline for problem definition exists (problem 
definition !) (1) yes - (5) no

4 Level of Constraints (1) High - (5) Low 
5 Level of breakthrough (1) Low - (5) High
6 Theoretical-Empirical Theoretical (1) - Empirical (5)

7 Typology of solution
(1) Only one well defined solution exists;
(2) More than only one solution exist;
(3) More than one concept can be explored;
(4) Solution depends on the point of view (e.g.: lawyers);
(5) No solution has been found yet.

8
Replicability of the 
output with different 
teams 

(1) Total replicability;
(2) Similar solutions;
(3) Different solutions;
(4) Absolutely improbable;
(5) Impossible.
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Product Variants
Product Design
Product Architec.
Product Needs
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Problem vs. Method to solve it

ENDuRE [Gualtiero Fantoni - University of Pisa] 2931/05/2016



Reduce the complexity
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Out of scope 

Out of scope 

Incremental innovations on 
actual generation of product

New architecture for the
next product generation

Next generation of needs
within a field

Incremental innovations on 
an entire class of actual products

«Do not disrupt!» 
Peter Thiel

Standard jobs
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On the real nature of problems
Problems do not exist in the form you believesince:
• 90% of problems are problems because not wellstated
• 90% of problems have already been solved (by someone else)
• 90% of your problems are considered standard work by someone else
• 90% of problems are due to an uncorrect analysisand if analysed properly their solution is evident
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… but if you have a problem to solve
• Use the following rulepreparation:brainstorming:wrapping

12 (+3) : 1 :      5
• Split the preparation into 2 sessions (at least). Thinking twice improves the clarity.
• Ask someone, who thinks different, for doublechecking the preparatory material (+3)
• Use the lowest even number of people you can (3) and choose them carefully
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Time

Space 1 –BIG →
small

Space 2 –Whole→ parts

Euristics: the nine screens
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Contraddictions are either technical physical:
– Technical: they are related to two different parameters with opposite trends(more powerful engine but lower consumption)
– Physical: when the same parameter must have opposite properties(car with a wide loading space but easy t be parked) 
The Innovative Solution it the one that allows to overcome the contraddictions by satisfying simultaneously all the requirements

Contraddictions: how to solve them
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SOLUTION
Dynamize the problem itself
by using a material whose viscosity parameter
can change suddently

Finding a system 
able to protect from 
hits but able to 
guarantee the 
higher degree of 
freedom to the rider

PROBLEM

CONTRADDICTION

Contraddictions: how to solve them



Physics and chemistry can help us!
Tixotropic Liquids:
The change of viscosity happens 
when there is a motion
Esamples: blood, wine, majonaise, 
ketchup, paints, quicksands.
Do fluid with an opposite behaviour 
exist?SO

LU
TIO

N
Contraddictions: how to solve them



Dilatant Fluids !
SO

LU
TIO

N
Contraddictions: how to solve them



But also: 
Dilatant fluids
non-Newtonian fluids
etc....

Contraddictions: how to solve them
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Contraddictions: how to solve them
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SOLUTION
On the search/understanding of solutions
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Adapted from “Lee Fleming, Perfecting Cross-pollination. Harvard Business review September 2004”.

High Low
Low
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AVERAGE

INSIGNIFICANT

Alignment of team members’ disciplines

Diversity & Breakthrough
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Wait for the UNEXPECTED

5

10

15

Need
spotting

Solution
spotting

Mental
invention

Random
events

Market
research

Trend
following

! SERENDIPITY !

Goldenberg, J., Lehmann, D. and Mazursky, D., (2001), The Idea Itself and the Circumstances of Its
Emergence as Predictors of New Product Success, Management Science 47, n.1: 69-84.

Lehmann, Goldenberg and Mazursky [2001] studied 197 examples of product innovations, of 
which 111 were successes and 86 failures. The successful innovations have been stratified 
according with six different idea factors: need spotting, solution spotting, mental inventions, 
random events, market research, and trend following. 
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Design or not desing this is the question
.. But I can not
Build a shower
for enhancing
innovation

Offer you a beer
and let you talk 
with your friends

Ask Thomas and 
Nicolas for advices

Am I right? 
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Hints from the net, 
geniuses and inventors
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• You can be the source of unsolvable problems
• Your company KBS now and in future

• Keep it simple
• Spot the right problem
• Do not be distracted by not relvant problems

• Decompose each problem and deal only with those you can swallow
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Conclusion and learning goal
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