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CorPORATE INFORMATION

CorporaTe Nawe
Northern Telecom, Led

Heaaurters
Mississauga, Onario, Canada

Revenes
$8.4 billion (U.S)

Nuuser of EwpLovees WorLowioe
58000

Provucts

Digital elecommunications cquipment

switching and transmission systems, private

e ]
(T

compone re devices, such

e tha a3 cogmecion)

Marer

Primary Direct: Telephone operating
‘companies (telcos) in North America
Sccondary/Indirect: Residential, business
ducaion governmen, hospials

Northern's revenues come from
ouside North America

SuBSIDIARY

Bell-Northern Research (BNR) is the
research and development subsidiary of
Northern Telecom (70%) and Bell Canada
(30%). Bell Canada i the largest telecom-
munications operating; company in Canada,
and Northern Telecom s its preferred
supplir of digital cquipment. BNR's
major role s to develop products for NT to,
sell o the telcos. Based in Ottawa, BNR
has development labs in six countrics in
North America, Europe, and the Pacific
169,000 employces have an R&D budget
of $1 billion (US.). BNR uses a garing,
process for managing development, and
must have an NT partner (from product
management) prior to Gate 0 (the go/no go

Vista 250/350 Mobutar PHoNeseT



R
b Tyson joined NT s is first indhustral de-
signer in 1966. He estsblished Design Interpre-
tive (DI in 19 A

nicats s value,and o interfaces that operat s fthey
were an extension of the user's own intition — i

J S

ydoj

1 ot dired of wlking about design and pushing. |
decided 180 o the rher side snd pull, On the other
e e ol e 1l v

NT ch d BN

\ _____1.

“poncer shift” s com-
minicued through disnt bngusgs and metsphor,
“Metaphor is crtcal 1€ 2 way <o reach when ocher
language becomes ineffecive.™ One of Tyson's i

wson e

prsident George Smith,came 0 b
d

“sopit”

i (0 0d sef-dfesing belavior and ot yet

be reinvented if Northern was to achieve industry
edeshipimdiglktommanicaions. Thyeaed
e v e e mar
T's st grove 1 do Sy
big® with his old grouy \
T Apil 192 e of DG, el was e
g ot did ot cunge e oaion of g
e inBNR

<ponsibiliy. *Stop sclling’ is an-

other vtiant.“In design,the thing ve usuall spend

i time on i scll lling the value of dhe
imction. But what happens if you are actaally in
control? What happens if — instesd of going e wih

| s
esigan  you dor'undersan. T
b

place for CDG to be becanse “the culture of R&:D

el and g fom the
c»cw..mm st besys Thoushatsetbevord

i, ¢ has differene eriteia for biring, and diffrent
vllues for murturing and developing resovces.” He
was plessd, therefore when Stern and Snith chose to

Tedossi.
P s i camen”
Ty, s whoe i

e solion i e whol prduc” Ve s
i h

ant,they made i for the right reasons.”
e core concept from which
was that Design was wbe acenterofexcelence, There
butif

the reset cvolved

kamg holisic jumps,

ot by This requires 3 multifunc-

inching forward.

ol team that operates holiscally, and the willing-

s o "backease” rather than foreast. “Stccess comes.

lisens carelly to Tyson's metsphoric linguage, a

excellent people. The functions nd our principles arc

ity value, and leadership. Value and accounrabilty
decply inform Tyson's view of design,
heart of is insightsino leadership. He is committed
ot ot Yo dg 0 e oo .
Corporate De ompetence is under
sandingoceamgchomcr i, Ot vowisousde.

and form the.

andimeadowathewholedesignwhichinarncrees
the whole pr

“Theteam thatperates holsicallywill b comfort-
able with backeascing, “Forecastings alinea process of
extrapolating forward. It s analytic, and past  cerain
point, analyss becomnes dysunctional

besides o

the value e contribut to the corporation. We give it
way. We give o, The vilue aarues o our parener. We.

et in ous partner.” He observes that “most people

operatea ifvaluc accruesto themselves. Butchevaluc
dtoth

foucan'cget

e from here.” “Just keep on going” might work for

o rgier Rabbit — one of Tyson's metaphors —

While today's

plaforms paythe bill fture valecanot be created by
i i

but it wonr't work for product desgn,

e or chooser o the prodiict.”

|uAkL.Mmg,mpmmlmngﬁmll(’vnw(rdnmmdu”rl'

be guided by design principles based on uscrvalues,
We've spenta lo of tme tying o work to some
principles that we believe expressthe value of our

present. “You find that if you
Jmnpw(lveﬂmwczndxl o yback
Solution vallbe dierent dian ifyou
ciduosanin b s and keptmovog

all €DG work are profound simplicity, conspict-
ous customer value, and operation
These refer tothe legane climination of all mysi-

fication in systems and thei interfaces, o the -

fture your
viewpoint,and youcan geta msch clearer picture of

s and wesknessesof your present prod-
et design.” That i, ereating power shifs in user
value requires 2 concurrent power shif @ holisic
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CHALLENGE
P thern’s P 5

NT/BNR in mid-1992 when he sid that “f can't create market pull
with your products because they look like vesterday. Ifyou can'c
respond, I may have to look elsewhere.” His ultimatum confirme
what NT knew but hadn't et waned to admit o iself. Jobn Tyson,
newly appointed vice president of NT's Corporate Design Group
(CDG) welcomed the telco challenge s an opportunity to create a

discontinuity” in the product line — .., to create a “power shife” ©©
another level of value. During this same period, CDG members had
become gl “safe

nd

k vas already done. Although Bell Canada had signed up for one
(the Vista 250), CDG people did no feel thatcither terminal deliv-
ered adequate customet value, or
that cither could become a platform
for the fuure. CDG was the first 0

To e
the ADSI terminal was "broke

Response.
Afew weeks later, CDG and its

had been on separate development
tracks, really belonged ogether as a
product line. The multidisciplinary
ADSI team went off-site for 10 days
o develop a counter-offer. During

valtes, and duing the second, they
experimented with alternative ways
of capuuring those vahues. They
foctised in on 2 concepr of replace-
dules in a common, hands-

fiee 2507350 base. The 250 module would feature callr identifica-
tion, call-waiting identification, a directory, and a calle’s ise: The

replaceable, interactive, 330 ADS modules would have a larger sercen

home

anking, Alie i o5t ch s aoickly s supprs from
Tyson and terminals development, and in a few weeks, from upper
Tevels of product management and other stakeholders.

Backerounp
(ADST) . inftiated by

BNR, o
tions through an analog device ;.. a phone) that has the right
interactive capabilities. NT not only had to develop such a terminal,
but it also had to orchestrate 1 complex partnering and lobbying
process that would make the protocol a standard,

For neary 20 years, BNR had three design groups — Induserial
Design, User Interface (formerly Fluman Factors), and User Needs
Assessment — housed widhin Design Interpretive. DI's work had

ind depended on
itsown \ubummchfmm the business units. Late in 1991, the
ien




with
center of excellence (CoE). would now report dircetly to the presi-
denc of BNR, and Tyson would be a member of i
cabinet, Tyson and his senior managers tndertook.
an intensive sel-assessment thatfed t0 2 “reset” and
renaming of the function.

Centen or Excevtence
“Tyson's concept of CoE revolves around vision,
accounbilty, value, and leadership. Peter Trssker,
dircctor of CDG, notes, “When you'ee operatng 131
center of excellnce, you don't wai for someone lse
o create a vision that you respond 1o, You crete the
g s e
ke sl o for bringing O
Teadership, product contniy, and customer value to
che entire NT fanily of producs. To cfectthis,
Tyt beleva i schitoing R el cmelenee
notenougl; CDG mustalso operate around an
inersecting 2xis of new product crcation and leader-
ship. Design ledership means identifying and

ine plat-
od

This char for both the f

structures that were shaped during che reset process. Tyson observes,

“Ifwe ing to create a power shift, then we had 1 address the.

e goi
el

ity Asa resul, Northern got rid of the subcontrcting relatonship
DG

Reposimioning Desin

sc C in corporate policy regarding
DG. A carctully crafied one-page document, which Tyson refers to
as *just a hunting license, but you've got o have it” the policy
validates CDG's satus a5 a corporate center of excellence driving
design excellence and continuity acros all NT produces. The policy aso
recognizes CDG sign-off authority at Gates 14 of the nesy product
introduction process, and sets up a Corporate Design Council of op

‘Corporate Design' lignment with corporate cbjectives.
“The next dhrce teps of the reset were fnding chny
corporate thruses, and a new organizatonl srucrure. The thrusts are

the corporation, Currendy there are five such CDG-led horizontal

thrusts cutting across the existing producybusiness silos.
e e R b e

e e s sy

teams. CDG is both a mulfuncrional entity and a single ntegated
entity. This dualty is represented in its mulifunction teams, which

point interface with BNR and NT partners, and is responsible for
ip for p

Leveracing Desion
‘ogether with the corporate thrusts, the final step of the resetis

corporate competency that could, if properly leveraged, contribute

Tesme o

fre)
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o 80% v

g platforms to 8% new-generation and vision
platforms. By choosing how it will invest in its development
partners’ programs, it hopes to influence the investment of s
partners’ new-generation and vision platforms, As Trussler de-
seribes it, “Tyson ulimately determines where w invest our re-
sources. He looks at where we can bring leadership to discontinuity.
Atmectings, e vill ell o deselopment parthes, T interesied in

s is, Why
agement in NT
and BNR has made futurc-oriented R invesament a top prority
and all the business units have been scrutinizing and shifting their
own resource deployment.

ReoeFiNinG The Proouct Concept

Following the resct, Bruce Tsui became 1 PDM whose responsibili-
es included the ADSI and 250 phones. While he had not been very
comfortable with the definition of the ADSI handsfree, “the overall
definition of the product re

wasn't my job when we were in a
service mode. Now [ had to question whether this was a product
that could take us into the future.” He concluded that it was not,
and CDG convinced development and product nanagement to
declare that the old definition was broken. Development sponsored.
3 10-day offsic meeing o the mulidisciplinay ADS| e, Whas
was unustal was that the team had the opportunity to define d
concept itself, rather than beginning work in Phase One when v
product definition had already been set. They received rescarch
input from several sources; what was unusual was that it was about
basic user nceds

market. Drawing
o the research,
their own
experience, and
inuition, they
ad intense and
wide-ran
discussions about
uservalue. These

discussions were
the foundation of
their recon-
ceprualization of
the product,

energized and felt
greatly empow-
ered by the

ce. They
fet the most
important things bout the process were that they themselves got to
define the concepr, that they were creating something of value, and.
that “we talked abot things outside our field — like user value



Desicn 1o VaLue
T, whose core business i switches and networks, miss be in

ugl
the intelligence and services of their customers' netwworks are

“Tyson notes, “terminals are the dashboard for driving
down the information highway.” The thrust of CDG's vallie-

ples, and according t user vlues n a particlar problem space.

“Through s own intemal,eracive process, CDG has

denified three core destn principles which o guide s desin

ofallprouces: profound simplicy,conspictions customer value,
1

articulating CDG's value to the corporation, as well 1 way of
e

NT products. CDG desgns t these prnciples. It lso designs to
the more-specific vales of nd userstha ae idenifed for 3

el ol gce
e key user values dertfied by the ADS! eam were
e i Thee e ksl
Canads, where over half

protects and leverages customer/user invesument n the
base module, while keeping the averal procuce lexible
and open t furure technology and service develop-
e o T oy
s o e s e ks
have made it casy for users o replace modles withot
(et st iy

Although an carly protwtype of BNR's ADST st
‘phone met Bellcore’s display sundards for an ADSI
‘phone, usabile test rals showed hat sers were not
satsfied. Many never discovered the thrce *hidden”
softkeys, and those who did disliked continual seroling.
o identify al six sofikeys sequentally,as well as o refer
back 0 other information. CIDG concluded not only
that the 3x22 display was 100 stall,but thatis limita-
tion was so critical that the original design was broken, The design was
neither self-cvident inits operation, nor simple cnough to learn,

Ee e e .
m, h

e

rejection of the original pmdu(t offer, and the design of the new

one, despice the incremental costs. As Tsuji notes, “Use

s ourproiuc concepts, how we desin the product, md
—off decisions.

T 20350 hone bigs cmmene iy b e

consicuous and sl cvidens By paking the seak
promincat in he desin, nd locating  lge, hands-fce button
on or near it and atogethr separte rom the other butons
Initally, this e  some designs that went 00 i n the con-
spicuous”direction; although test subjct iked s simpliciy, the
round speaker sccmed © have migated from an audi shop.
Several variants of halfround kepe th initve Fecling o it
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intended use, but e still wo prominent. Designer CH Read notes,

qualitics.” The final reslt i immediaely eye-catching and communi-
ts se, but i smoothly integrated into the base, CG argued
ong, hard, nd, ly
s, “The button s our con of conspicuous tser value. Tt could
asly have b ot ifwe hady'tbelieved so strongly in it and our
managgement hadir¢ supported s

ProFILE 0 Desien

Design was rensmed the Corporate Design Group in April 1992
Reports o president, BNR, and Tyson s a mernber o his cabince.

Based in Otawa, CDG ako includes 1 small grou in Harlow, UK.

hat does s n projecs for BNR/Erope. CDG groups arc:
‘o User Reguirements and Design Evaluation: identiy trget
product requirements -10
» lcie Designand Vil Inetic D i e
UK

inerfice softare and hardware - 13 in Ottawa, 7

‘@ Industral Design and Graphic Design: design the produc
<olution - indusial desgers i Ot 4 i1 U5 raphic
deigpensin Qs

anical Deselopment and Transfr Protorype Development:
Pl setnrdhsm b st
desgners: madel shop
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