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“What’s in the Red Box?”
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In this Seoul Digital Forum, for the first time, we held not only conferences but also a global hackathon

MHMEIX| 2t FH S0 /2 ICT 7|21 33 H0|HE 0|238lAM
with about a hundred programmers and developers, designers from 16 countries using ICT technology
and public data

O 42 MYS fIsl /X317t 22E siHES TS A&

—

on the theme of good challenge for the better world.

Al £ O[ROM =HA7F L= K.
There will be prize winners here in a moment.

o|2{gt ti2lE 7HZ[SILHEDEH &8 Y= B ASFUCH
Having a contest like this, there are teams that win awards.

SEA|2E 2HX| Z5h= ofolC|of, Bk dI|AE.
But there will be ideas and teams that cannot get awards.

— A

Ofo[C|of2t= A2 Ol ot B3 A0 YPAUE.
There’s no such idea that can be thrown away.

Zg O HESHA E0{=CHH
So to say more specifically,
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this idea can be the most excellent seed of innovation.
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There is a company that has seen the seed, and given a manure and water surely.
Of=H|o| =4 HEVIO[A} AZ|OO[E|E £E FARE O3 AE2 O|F HASO| Akt

oto|t|ofol & HSHSUCt
Mark Randall, the chief strategist of Adobe and the vice-president in the creative part, concentrated on
these trivial ideas of employees.

A O] 2IAt= OfFA EASNR?
Do you know what this company has become of?

O3 2HE FARFA AZASUCL
I will ask Mark Randall, the vice-president about it.

USE POIFAIE,

Give him a big round of applause.

o3 #E

Today, I'm excited to share with you the ?(31:44) story of this red box.
25, OZ{ZM O] Ht d¥Xiof o|of7|E & + A0 Z|ELICE

What's inside the red box?
W X etof= FAo] E0 ASMA?

Why is it so powerful?
o|Zo] AES ZET Olf:s FALMK?

How was it changing?
Bt dxts o{EA HoRSMKR?

How we are innovating inside Adobe?

Oj=H| etoj M= Offf HAS0| YojLtn ASNA?

Perhaps most importantly how you could use what we've learned from the red box to empower innovators in
your own organizations.

ofEel oM S O|F= Olof o] EZF ¥Xie] wES {EA HEY = ASMK?

(32:10)

| joined Adobe when they acquired the company that | founded.
M7t 2Ee 2A7F o 2|0 2|1 ME O{ZH[0AM USHA EIASLICH

Prior to that, | had been a serial entrepreneur for my whole career.
3 Mol LW YEHZEHZ HotgsLct

And that's probably the reason at 18 months ago | was asked to create a new innovation program for Adobe.
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ofote 1 H=ofl 18 7§E M, oj=H| Z23o| M2 Aozt |7} HA Fo{T A
ZEyct

However | was puzzled at this request

AHd XM Z0fl= o] H|Qto =2tAR{FSLIC

—_ e —

because the first thing | thought was "Geg, isn't Adobe already pretty good at innovation?"
"o{EH|E ofo| B HAMo|FO"aHs Ho| X§t Xo| MZto|97| mEYL|cH

mean we have alike zillions of world winning products.
o|o] MAHS MESS HELIA Bo| 7IX|2 AKX USLIT}

So what is it exactly they were after?
AcA, 30| Hsts AS &S| 20 HASLIC

I thought in my head about innovations that at one click could take this kind of shaky blurry picture which is the
kind that | often take. And turn it into the kind of picture | wish could take.

HMe M7t 35 He S3et MTUES 28 o Ho=z SI=HE 38 = A= AS

Syojztn WL

That's innovative?
SHAMEOI7Q?

You see the guy in front of the squares doing a selfie.
B MIHE TE AR HOAX|R

You can just draw a box around that guy.
ClHES X AtZ FHo| WAE 1Y £ UX|e

Press one button and automatically he is gone.
ag2jn, HE o & F28, 27l XtS22 oNe

We call this, goofy looking guy be gone.
f2l= O|AS oA RELCH "HEs EXE Yozt

[

Works it remarkably well.
=UAE ¥ Mgt

1Tod

I have no idea how Adobe accomplished it.

O{=H[7} O|Z O{EA USA=X XM= HH St

I think some of them graduated from the Hogwarts school of software and magic.

H Mzbo M=xt R Ho| TIQE Ttmo| AZES o], Of&stntE EAUTH 2 #2088

2Hs| 052 S oted AZEQ0E XD Yoje

So Why do we feel like we need to do more innovations?
J2{H, of f2l= O B2 4ol East ANH HENA?
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While we see it, the goes long way back the founders of Adobe have beliefs since they started the company
that innovation can come from anywhere in the company from anyone in the company.

Ws|EE o, X WY OEH|O FAKES NSHE U0l YYSLICL I WL il
HE BA U O ROIME Lt & D, 3|Al0] OfF A2 BAME LE & Uk
ALt

But a lots of change since thirty years ago back then at John and Chuck could take the entire company to
launch.

SHX|ZH =3t Ho| H 30 AMRE B2 HIIL SME BHARE

32

Today we have over 11 thousand employees spread around the world.
K= fe= MA X0 12 1 HFe| XHaAS0| ASLICt

So little hard all to take them all to launch and bounce around cool ideas(34:33)
M 3§ 257 ST ofo|C|o & UEOUALE 2[5t A2 F 022 Ao

And the vary things neighbor dust grow(34:40) into a successful company with these products
J2|n, B2 FH 3AIS0| CH32 4ESS 8ol 43 7|z dEdsHa

all of the technology, all of the process and all of the systems that enable us to be good at being big making it
increasingly harder.

AR 227t HED MY HxF 2o 7=, BXL AL2HSYLL

For us to be nimble ? agile? and intuitive.(34:59) This is true at all company. It's the constant battle.
dE SR M. o= ZE AT 7HX| D Y= AYULCH HE gle MB0|E

You grow larger to still think small.
O HEXL of™s| =2 Ax dzslor eL|ct

That was really root of our challenge.(35:14)
azo| 22|71 ZHst Mo ZAHO|ASLIC

| wanted to start by understanding what we are after (35:21).
£e|7} FHst= A0l FAUX| OlsS= ARE AESta HASLIC

I wanted to survey likely innovators inside the company, few hundred employees so | asked them do you wanna
innovate more?

NE 2lAb Lo "M Ze AE ZARED AL
T WHo| HAS TARSH O WD MK BYaLC

And 94% of them said yes.
94%7t ' Fcratn chEASL ot
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And | wondered why aren’t you and | asked them.
M M= Nl aZA SFX| %=X 3SHM SHERXSLICH

And their reasons made a lot of sense(35:42).

dgla 3 olgs dE 38 X }ASLIb

Well, we don't have the time from our day job because we’re shipping? all of those world winning and
products(35:48).

f2ls 2€S ot} Alztol Sttt

QfLEstH 22| 1 RE HE1 award winning???2 H{&stn Q7| WEYL|Ct

Two, we have a lot of resources in the company but getting know resources even a small amount allocated some
speculative(36:00) new crazy project idea | have takes a lot of meetings and paper work.

FHRE 2[Ab etofl= XH20| RELICt
SHX|2H XpAo| S5 YR FHO ZHs MER Tk okl Z2HE ofo|C|ofo
gadola{H w2 o2t EMEAS AHXOfF BLICH

And it’s just too hard.
dg|n 3ZA st d 2 HE dsSAsHT

And last, if they overcome those hurdles, there isn’t really a simple process by which they would understand
what they need to do with their idea and where they need to take it for to be successful.

Oix|gte = 50| oj2{gt =SS I EoIC et 3517] s otojc|ojz RS
siokst=X|, oM OZE 71ME Rt A=K ols|st= aPg2 ZHThet abgo| ofeL|ct

That's how we ended up with our new innovation program that we call Adobe KickBox.
0| siM ZZ 22| M2 HA Z2IQl ‘Adobe KickBox’'S 1Ots| H&L|CH
The idea was to take everything an innovator would need An Adobe innovator and put it inside one box

3 otojcioj= Y7L ofxH|o] Y7L HRR St= RE WS St dXto| Ext=
Ao|AsLct

A H

You see innovation is a fuzzy concept(36:38)

HACHA|Z] 42 ofoj R 2ot 7HE YLt

We make it concrete because now you can hold it in your hands.

O|X| O{HEE2 4XE 20 E =+ A7 W20, HME FHZME = A&

And inside the boxes everything they need to execute on their innovative idea.
a2 o dA oko= H4lHel ofo|C|ojS dASH=0 2ottt RE AE0| SAHASLICE
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But here's the crazy promise.

agiLt o 71X 22 HEH=HO| ASLC}

What if we let any employee in the company come up with an idea and we just approved it without even looking
at it.

gror S|At ZQISE 51012 OO|C|O{E MZsUin 2|7t HESIK 2n
oj=AH Ene?

b N
©

nk
o>

Qlsf =CtH

A

We just said go ahead go talk?(37:10) to the customer, start developing it, just do it.
YTk S0 of7|SHMIR, JHES AESHR, O SHMlR

don't tell any executive, don't tell marketing, don't tell legal?(37:17). Just do it.
HASOA TSHX| OHMIR

oA oAl 25| orMlR

HEFEE TSHX| oML

Y 5HM 2.

What will happen? | wondered.
ol gnte? M IIPLCH

And my peers being cautious in global headed executives unlike me ?(37:30) never gonna work | mean it's
beautiful dream but it's never gonna work.

Xets "l 38T Ee =XE HE N 252 ‘142 oL &¢ FOICh Erj

=7tsoich’ 2tn 07| & sHFEASL T

And | asked why. Why?
ad2|3 He ofoIx BUBLICH
of?

What | heard back was Adobe too many ideas some of them are gonna suck?(37:45).
M7t EA™ E2 Adobe 7t L{FL} B2 OO|C|0{7} S Z10|1, YR E LH{FL oOdst AEE

US + UCHs HoIYELIT

We have ideas but suck?(37:48) right?

£2l= X5k o|dgt oto|C|o{E0] BELICt

oF AHAL|M

I mean we have a lot of ideas.

f2l= B2 ofo|cjo{ S0 ASLICE

But there is the general sense that we just have way too many | ?(37:58)

SHX|T f2[E2 HFU B2 otojC|oS0| RUcte ARtHel ol ASL Tt

because maybe the employees that you are worried about pushing too many ideas up would behave differently
& B2 ofo|Cjo{S0] W=otxl= XS Haisiol, otof X AS0| WZat= CrE2A dse

=]
Ao|7| w2 YLICt
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if they knew no one else was going to look at their idea.
QrofF OtF = OS2| Of0|C|0{E MFAX| S Z0|2t= AMME 21 QUCHHE

You see? today mom and dad will overview your ideas so you can go pitch crazy stuff and call more level-head

minds will assess and evaluated.
EHNE= F2HE0| o{2{22| OI0O|C|0{E HESHM o4&t MZIE2 FHOX|f1

dEe G7IE of F1 AAMXIR

But what if they were in the driver’s seat?
ohop 150 2FA0 ISICHH O{HENL?

what if they knew they had to make right decision and they were bearing that responsibility,
gtob 150| SHIE ZWS soF B MYo| QIrkn ML oHSIR?

would it change their behavior?(38:11~38:33)

a50 ¥Se wRENe?

Let's do an experiment and find out.
HES siM LorEAICH

so we did, we took sixty likely innovator from within the company
a2iM XMEl= ZF Ao O-RS HUU7LE 60 B2 2ySLICH

and we intentionally or --- removed limitations that innovators said were stopping them.
agjas, oEXoz K .. YUIHEO Mot of7|= AES MAHRSLIC

those limitations(38:42) were money, time, a process to know what they are doing
=, AlZh 382 HYS Rast:= 1pd,

and even list of things an areas the company would like innovation to occur in
ag|a HX|o= SAIM S Higls 20FE2 |SEEL AYSLIC

and we handed out these red boxes
d2|as of Wzt 4XE LHRoiFYALC

and they took them and they started doing amazing things.

o] &xt& WotE1, A2 =ct2 Y2 57| MEASLIC

Moo

So if you had to make a desert island kit for your innovators that would contain everything they need what

would you put inside it?
olz{go| HUIHES s RYUE J|ES WUED Y1, 2HO|

o HES WONHELIN

rin
in
o

What's inside the red box?
W7t X} oto= F2A0| ASNK?

+ Qctn s ALt
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Well if you really serious about doing innovation not just talking about it, really doing it,
the first thing you will gonna put in your red box is sugar and caffeine.

2ref of2{ 20| 4o CHalil olo7|st= ZiTto| ofL|2t HWSt= Zofl CisH TIXISHCHH, 7HE
U Zojop & A2 L=} FhHAYLC

And we have sugar and caffeine in the box because these are two of the four major food groups of all innovators.
2|7t 22at 7S WA E2 o|f7t A=He, AA2 BE HUIMEL 471X

FRNZEE F 71X017] W2 YULIC

The next thing our innovators finally opened their box is a shiny plastic card.
a 2oz 28 HUJHE0| HAS EUAS W wHo|l= E2tAE FIETL ASLIC

It's a prepaid credit card with one thousand dollars on it.
HIZ 1,000 E2{7} S0{YA= U= HUEFIEMNR

Now one maybe clear.
07| $7HX| B Ho| YsLct

—

It's prepaid for a reason.
HMEQ A= Oo|R7t UCH= AO|E

Adobe has never distributed prepaid cards to employees before.
O{H|= O|Hof| HASAH ME FIEE XISsHF0 2H0| AUAASL

In fact when | went to our producing group, and I said | wanna give a thousand dollars to these employees and |
wanna remove all friction.

AHY H7H MALIEO 7hM O A TR
"0| ZUSBE 1000 XS FI HALICL 12|1, 20| 0f BE HYE Qlojn Ane”

I wanna find out what they will gonna do they had no limitations, no paper work, no receits, no thought other
than just do the right thing, innovate.

“gH YorREI Hoje. MFREY,

KL, o2 Hetglo] 1
Tojof . THX| B2 A, HAH A

"

+SHal, 4% o] A &X|
k=3
=

St=& 20|

Bl ol

you can't do that.
a7t 2ol "HE QHEL|CH

I mean we are public corporation that regulations named after ??(40:37) that prevent you from doing that sort of
thing.

" we, 9as Fofo] it IZYI0M, YUEO| 5o/7} ojof B2 o FRO HEO|
Mg Shg L

| said yeah, but you know what it's really important that we empower them and take them out of the normal
system where we distribute your resources

A7h YE CIEAR, JHY FL HS a7 ASHH 71BE Fo, Yyl Xt

3 gst MAM SHojLbA st HLc

g xz@

40



I( qu insight

for better digital

because we wanna trust of them to make the right decisions with this small amount of money
“QfLfStH 22|= O] H2 EL2 A80| &2 2EE S5 T HoeLne”

And they said
g2 150] 2o

well ?(41:03) can't something terrible could happen.
" oEie, £ BT UO| HOEXE HEF0IR”

Then | said "like what?" and they said "Well, we don't know".
d2HM HM7F “6lE So{MR?"Etn 291, 152 “g SEE B0 D ST

So | tried to imagine for them what's the worst thing that could happen.
M Lol 4 AE %o MEg M AL

So I said OK. well Let’s just say ?(41:14) somebody takes a thousand dollars, runs to Las vegas and blows it on
boos and blackjack?(41:19)

d2|n TMSLICE “d2fR. o AtRfo] MEEE 7iX| 1 2fAH[7I20] 7t =82 5ta
op2[stLtE sh=dl 2RIct gA|CL”

Is that the worst thing that could happen?

aA Lole = A= x4 d&UQ?

?(41:24) pretty bad, yeah that's bad.
o EX 2%z 4 2d & Foia

And | said OK. So you know in any population there’s 2% idiot?(41:32)
aeiM M olFA TUELICL “E0tR. OFAICHA|LD] off FETHE 2%2| YHO[7} ASLIEL”

I'm pretty sure with the Adobe hiring process would at least cut that in half without maybe less ?(41:38) than
one percent. All right?

O{H|A i 1PEOM HOE ez FO0|A OOtz 1% O[St Zio|2tn mjLy =alghLCt.
dEX2?

So it just gonna be one guy. He's gonna go do something stupid
de{d A st EYLCh E2 FHs AE g AYLo

and to stop him from doing that bad thing we'll gonna stop a thousand other people from having latitude
and ?(41:52) freedom to innovate with no friction.

JdE|3 1 % HO| LhE Ng st M2 Y| YsHM SE|s CHE MO AES| Opelo|

HUY e M HYUch
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And you know what? | thought | ?(41:57) gonna big fight.
J2[a 3AH ofMR? XM= IA MLoF & Zo[2tn MZASLIC

and our finance team got it. They said you are right. Let's see what happens.
az2|a 2|3|AF HFE>O| ojsiASLICL “F40| Lt F& YO| YOojLt=X| THH EX|L."2t1

ZASLCH

And they worked their magic and they made the card happen in the box
Jd2|1 JE0| DPEES HajA HA O FEES BEUSLIC

with no receipts no expense reporting no accountability?(42:13) what so ever.
Y+SE AFUHAME MAE OFF HE TR giE Jt= LY

You wanna know the impact of that when we handed the box out and I told the employees that.

G E2 f2[7} HAE HUlD ZHASA 2ZA RS wel SLS ¥ HAS AYLIC

They understood more than the CEQOs standing up and saying? innovation is life blood?
JAHES CEO 7} Thad| MM ‘Hie 7YYol #o|ct’ 2tn Usks HECH of ofn|

ARSLIC

more than the founders standing up? saying innovation is what this company is built on.(42:25~42:33)
ot FERXPE Ha2 71Yel 2 20|} 2t Roh= AELH e

When we broke our own rules to empower them to innovate they told me for the first time.
HAUSOA HTS FOosiM 15 222 YUY = ALE 227t ES WS W, 20|

HZ2z HA TY = AASLICH

e knew you meant it ?(42:46) really do it, it's not just talk, we'll gonna really do it.
0| H5Ixt S5t= HIE 2= €10 JA/UE. 222 T BUUO| OoHHLCE 2= FEE

g ALt

H =

They open up the box and they find the card that says start here.
Q52 WAS @0 O7|MEE ARl 3tn MofF FEE waeL|CH

You see it's a process. there are six levels in the process.
HACA|E] OR2 =2 2L 6 THA[2] ZENATL U=

Each level has a set of actions that you must complete to move on to next level.
Z} THAl= ChE TR 30{717] floH FoHoF & Yo BEES AL ASLCE

What happens if you beat the last level?
gtof BE CHAIS 228 o Yo| YojLnta?

10
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You get a fabulous prize, a blue box.

HE &2 &S duch ot ¥ite

What's in the blue box? | can't tell you, but I can tell you it's delivered by leprechaun?(43:38) riding on unicorns.
g fX} etofl= 20| ASMe? 2d EE + gl&UCh 2L |LIZS Bt A=

Pz 2(F)0 2lsf HfEE Zojzts 2 HIEE = AAHL

Actually what's in the blue box is more resources, more ?(43:44) more time, more money, more attention, more
help ?(43:48)

AbY mEh Yxp oo e A2 (W THAEDH O B2 xR, o B2 AlZh £ 22|n o B

2aat =YLt

rlo

So taken it from just ?(43:53) paper idea based on nothing trying to put reality behind the idea.
¢4dol FojE|X| b2 TheSt 50| OIO|C|O{ZR2E 1 OIOIE|{E HFE=E HZ

So what are the six levels and how to they work. Level 1,
a3 671 THA2E LAS BEAMASUCE HN R HR SHAQYLICH

It's called inception and it is all about motivation.
aA2 “4dolgt 22, S7|170et A EL|Ct

To begin anything without understanding, why you are doing it, without having an intrinsic motivation is to set

yourself up to fail.
TFAOIE WxHHQ O|FE ¥X| 2T M AZSHH Hufsts| opEeiL|ct

—_

So we start by talking about why do our innovators want innovate, why do you wanna innovate, why would you
take this red box and do this?

aeiM Xel= 47hS0] o] EZE XS JHX|n St nXt SH=X| R CHELICH

b

People had a lot of different reasons and they write it down. Level 1 ?(44:32) share with anybody else because |
don't care why they wanna innovate.

MEE2 Ot |/ E 71X 1, ARSE Ho| WZLCh AME FHH o|F= S2SHX
o

AN =22
27| w20 FLet o|RE SRE + ASLC

It might be because they wanna raise.

1S0] g5 AYE M L= ASLICH

It might be because they wanna promotion. It might be because they wanna fix a problem may see in the world
or approve something to someone else or maybe they just wanna approve something to themselves.

ST, X &, CHE MESOA FA7L BOFI|, 22 22200A A SHE 20]7]|

It doesn't matter.

OjRE o USLIC

I don't care why they wanna innovate but they have to care because if they don't, no one else can't.
M dzto] gix|Rh, OS2 Lojort gLt ASTo| & = A7 HEYLICE

11



I( qu insight

for better digital

It has to start with them.
HtE Al oA A|Zfsfor hL|CH

It's the No.1 indicator of success.
0|Zio] d39| 7} FZast X|mYL|Ct

When people take level 1 seriously and they have outlined their motivations it's powerful stuff.
AMEEO| 1 EHAI0] EIX|SHA Yot AE2°| §7|15 UEHH D LA, O §7|= ¢ ZsiEL

I believe if we can align the personal passions of our employees with the purpose behind our organization
together we can change the world.

Me U =3XS2 MUH BEE =Fot =X 5H ofefof =CiH, CHeEM M-S HHE

+ Qlctm Mzhsr|ct

=

How many of you have kids?
o2z ol R Fo|Lt X7t ALta?

And those ? how many of you have ??(45:29)
agjn XHH7E A= ARHE SoAM, R oy 4l X4 E ArEstLia?

Almost all of you.
RE 2= AHESo|H e

That is great. Me too.
ESLICL XME OpFE7ER| o 2

It is mine.
0| otol= H| otojojja

Fortunately she takes after her mother in the looks department.
CtAS|= o] otol= AOrel 2IBS HANR

She is almost five.
auE Aol chtal

Last week, she said something amazing.
X<, 2471 =82 AS 2olota

We were talking and she said.

12
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£2l= di=ista s, a7 EHole

"Dad, when | grow up, | wanna do work just like you."
“otitt, M7} LtZ0 2. HZ, OHEAMEH Ustn HoQ.”

| felt so awesome.
H 7|22 % EUEO R

Until she said
71 o] A TSH7| MR =2

"Yeah, | wanna do meetings and be on conference calls and ride on airplanes.”
"R e. 2ol St NI, POVt Stu4, H™MI|E Ef AT 2O|0R.”

I had to tell her
e d4oAH dEsloF Hoia

"honey, ok, you see those things, the meetings, the conference calls, the airplanes, those are the like the chores
that we have to do so though we can do the things what really want to do.

“Ojjof, HE. o|F 2[o|, 2o}, HI™MT|, o|2{st HE2 2|7t 51 A2 LS 57|98l

OfE% 90| s ¥ YEOIOL”

those are what we love to do. "

“0] st Aol 2|7t E st A2 AHEO”

ro

She asked me, "What is it dad that you love to do?"
a7 2oia. "I™ o}, ozl FE St HoSt=AH HOl?

Oh now I had to think and tried to explain it to find ?(46:55)
2, JAMRE ™ dZslof A0, ©S o} 2HsH WSLICH

You know what? it wasn't that hard.
a7 ¥ore? 17 MEsH=H E2 ofHX| 2.

What | told her was what | love,
H|7t ofo|ojjA Lt X7} EolSt= ZH2

it's when | get a group of my friends together who are smarter talented in better looking than me and together we
come up with an idea that we are so excited about that through sheer force of will??(47:18)

Mot MEC o 48 XPED O 2 7S 2YS UEAD, 2= &M otoIC|oE

agto|e. 12T Qals S FH?? of Cfs| YT WAL
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we can bring it from pure imagination into existence.

oa|s 243 442 UNE JHE + Y0l

When it exists, it can change people's lives, it can solve the problem for somebody.
It could delight a customer.

AMO| MRZF EM RS MBS A2 HFRD, £27IE o) 2NS HZotn, DHS

7|A g = ASLC

Maybe just make them smile.
A58 IX 0|23 ¥ 5 UF

But when those products change people's lives they get happy and excited and they show us what they create

with them.
d2{L} O™ HES0| AFEESL| &S HiPD, 7|0 EHA UHEH O AIFE2 1 HESS
kX1 BHE A

And that comes back to us and? we get excited and we make better version send? back to them
Jgjn AR oA Sot f2|= 40| UM E E2 HES WSO CHA AHRSA
Lot

and they get excited and make cool stuff and send it to us we get ? better version back to them
2|1 AREES Mol LM T HE THEOM 22|01 EUD 22ls o £2 HHS HHEof
CHAl AMRFEOAl 2Lt

there’s virtuous circle? that happens
Mz=gho| dojLts AYLICE

and that best feeling?(47:47~48:02) you will ever have at work.
J2|1 032 MOl YoM = £ e zmol J|EY

That's why we do the meetings and the plane trips.
asiM 2217t 212§ st EFE CiLl= AYUrLt

That's why having a red box is important.
JeiM EZE 4X7F S AYLICH

Level 2, once you know your motivation, it's time to ideate.
gl 2, AT 7|15 LU2H o[ At THA Yulct
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So we get frame works about how to diverge of thinking and how to observe the world around you, How to
question what you see.

JM 2= O{EH WS BSAIZ HUX, OEH FH MAES EY HAUK|, oA
=

sHEreh Aof cjsf HEE AAX|of cish S LSUC

Does it have to be that way or can it be a different way? Teach questioning.
O3 Mo stof O E|L{Q? CHE WAORE F £ YSTL? (O|TA) UBs= HE L2 X0
ghujct

Once they have some ideas that they like it perceive with,
Ytk AS0] ‘dZstn Q= ofo|C|o{E0| RACHH,

we have to write them down on a book that we give them which labeled the bad ideas book.
£2|= ‘Bad ideas’2tn X3l ME F=0|, O Mo ofo|C|o{SS Ho{of gL|C}

Then why we label a book, bad ideas?
9l ‘Bad ideas’ 2} H&| A2n2?

The reason why we would do that is because all new ideas look like bad ideas even the good ones.
HLSHH, RE ME2 OI0|C|o{S2 OofRE| £2 Zi0|2t EX[2t LHE OIO|C|o{XMH K0|7|
o2 Lt

The key is to keep working with the idea and making it better.
M2 AE S siAM 3 ofo|C|ofE s Lzt YLt

Once you have some idea that you wanna play with level 3 they can approach tools to go through and improve
their idea.

YTh 3 EHAI0| FHOo{E oto|c|ojS0| RACHH, 1 ofo|c|ojE HESID 7H4st7| I8k

Bxa0hS(tools)g 0|8 + ASLC

Here's a score card that teaches them how to look at their idea through different lenses
0{7| CtE AZoA =2 ofo|C|0{E Z=F5t= WHE YRAF = 'score card'7t YASL|C}

and they can score their ideas themselves to understand and more importantly they can give the score cards to
their peers and say score my idea.

15 AAR ofo|C|ofo) M+E HZE = A0 © F2% A, 150 SES0 A 'score card’'E

Fo|M SREE 5loj5 XS2| ofojc|ofof] H4E WE 5+ A=F & 5+ AR

Why do we do that?
of o|A ENta?
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because so often employees go out and they say hey give me some feedback on this idea to one of their
coworkers.

M2 MEs2 252 S=04 ‘L ofo|c|o] ofm?Sstn =0 FLICt

And their coworkers listens the idea and says "Oh, yeah, that's really great. You should do it."
J2{H SEE2 M=z "2 dZo[oL"stn TetLICt

This is the single most useless feedback.
0|4 My £ = =Lt

You could possibly get its better if they hate the idea but they constructively hate it.
AE0| 1 ofo[Cjofof HAMT mf, X = AFLCH HAEXez HMT 0f st

And the score card gets them to constructively hate your idea

J2|x o] 230f 7tE(score card)7} O50| HEXHCZ 0222 OfO|C|0E HOF =
ol ZLICt

and that helps you make it stronger and better.

O 251, £2 olo|C|ojz HEE = A=F TAUL L

And after level 3, people say how to | know which idea | should emerge from level 3 to level 4?
3THAIZE B Fl AFEE2 0o OfO|C|0{E 4 THA|Z 7IX|1 Zjopg X| ngL|Ct

It's very simple.

4gs| zeret EXYLCH

Whatever idea other people want to help you with
CHE AMEE0| ZQF1 20{St= OI0|C|0{E MM

so share clue

a2{H, 2H siZo Hoi2|E oW g & A&HC

other people can’t stop and call you back and say that
CHE AMEHE0| G2 Z0A TS BiA,

you were talking about ? I couldn't stop thinking about it this weekend.
"7t ojof7|E AWEO| FTo AL MZbEo|."2tn HELICt

That's a big clue if they wanna take their time to help you.
Y 50| AZHE FOHsHM FME EZQbFE THCHH, OA HIZ 2% AR

Level 4, they could naturally know engage with real customers in the real world.
ATHA|, OS2 O[N| XtHA| ZIM M&oflAM TIm 2H|XIF SEE2|A H AYULICH
16



I( qu insight

for better digital

Actually yes. We lead engineers talk to customers with no other supervision present what so ever.
AMY, StorR. 2| X3 ZE Z2 AS 20| ISX}S0| 2H| XS C35t= & gLch

And it works? Great.
d2{H =207 AS7e? e

So they validate the problem and validate the solution.
J2H 15e 2HE Y5%D, siEMe =MEL

But actually launching a web site.
a3 A YALO|E AZIEH R

here's an example one of our teams great at site there was a market place for people
0| AlO|EE ESI= 22| B T SIUE 62 SO0 SAICH 0|22 A|FYULICt

where we can do to demand side validation of their idea.
JE9| ofo|C|{E ABSH & = A= Rojofa

Do people want to help other people, do things like a photoshop maybe somebody wants a picture motified but
they don't know how to do it.

AHE2 CHEARE EobF1 HOolst=71? UY £&271 AFEE HalFEDn H20 AL8EE 28

m 2= ZEA Z2 A

rir

Could we get another user to help these people and maybe even have them exchange money?
Ol AIEHES 7| fls] 22 CHE AL&XHE ZOjOf 5tLtR? oL, O E0AH =S HHYFOF
ane?

Less then a week, they directed a website just using a template ?(50:55)
1FYo| E[A= Mo 352 HEXS 0|8510] HAOIES UEASLICE

They got 4 thousand visitors and 9% of them uploaded photos
AHEO| MEFWD, O F 9%7 MEIE AREHSLIC

and said it’s gonna? cost 2 dollars. ? So we’re testing price.
dg|a H[EO] 2 E2{7t & Zo|ztn HHSLICH 2= 7HHS H2ESID AYSLICH

That conversion rate dropped? (51:02) 2.7%
1 HSE H0|EE 2.7%E WML

But you still pretty good.
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a2Lp OS] B WER2 FXASLC

They are in the first week after having an idea they haven't share it with any executives they haven't checked it
with anybody else. They are getting conversion data on the idea.

OfOICIO{ & ME2 X F Wo|dELICt CHE FFTIt OfOIC|0{E S/OIX = 4% CHE
AtEat 2 HESHEX|E QPRI OS2 ofo|c|ojof CisH tHEHE HO|EE AASLIC

This is a powerful stuff.
0|2 Z&sr AYLICt

And they went out and? validate with supply side? would other users help these users do things?(51:24

dg|n 82 Lop7t 8528 YSASLIC

#ME0| CHE |RXES Z2EN
and the answer is yes, yes they will.

dg|n g2 ‘HYULIEL Y fXS0| =bE AYLICH

22% showed an intent and 25% completed a task like this.
22%7} 23 ogE BN 25%= H|xT YS EASLIC

They got real world data which took them to level 5.
JE2 4H HIo|[§E AL, 0|A0| 5 A= o|F0{FLICH

What they do at level 5 is that they show that they know how to move their level and they know which
directions is up? so you get one more data point (51:46) that shows that you can move your humber up.

5EA0IME o2 oS THAIZ Ho{7t=Xl, ofH yeko| deelx| eitts HE EOo{F 00}
gLich d2iM EHg THAIZ "OoZE o QACHE Ho[E ZQAES 13 o AASLIC

Customer engagement can go up.
n74o| Fo{g0| Ot = UASLICE

You already for what we call the boss level??(51:54) Level 6, the end of the red box.
o|o] UATH THAQ 6 THAIMX| FpSLICE EZH HhAo OrX|9} THA|E

This is where you take your idea back back into the company and pitch it??(52:00) to executives
0| THA|l= otojC|ojS2| WS CHA T Mz S2{M YAE RFOM ZHESIE= AYLICH

but now we are not playing a game with HIPPO?(52:06) highest paid person's opinion.
S| Xg 2= 71 &2 APl MEo| Wi oAl mEE AYS St 20| obHLICt

I — 1

This is not a constructive game.
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ojZ2 dEX Aol oLt

rlo

We wanna stop playing that game because we want real data.
S£2l= 44X HIOJEHE 57| MEo, 1 AYS HF1 H2 Ao=E

I don't have to guess if your vague? idea is good bring me some small amount 0f??(52:17) real customer data
and do it quickly and expensively.

3 ojoj2 5% otojcjoj7t MM S| HOIEE E[ofA 7tMct E 4 ACHH, a2
AZ0| HES SHAM MESHH & + QACHH, 22 Co|d =5 L7t YUSLIC

And they do. How was this working?
AAES 3 Stx. {EA o|F = ASNK?

In a typical year, we might take a dozen self products from prototype to report ??(52:34) customer just play with
that prototype to see how they engage with them.

o, 174S0| o2 1 otoC|o{E1t == XIE YOLRY| o ZREEIYS
H3st=tl, f2l&2 1Y Z2EEY22E M| HES FdI=

Using the red box process, last year we did hundreds instead of a dozen for less? money.
Ao o] 'EE Xt ZEMAE AMESIN, X3= XEHT HEL22 10 o747} ol 100 K72
ofo|C|o{ & ;L Ch

Many of those?(52:45) for projects we failed but twenty of them had moved on to the blue box.
B2 ZEHES2 MIIX|T 20 7= otz SAR Fo{ksL ot
Those with fail, those innovators still learn how to conceive an idea and articulate that idea,

Hufst ARHS2 0{TS| Of0|C|0jE H4dots U, FHE6H:E EH,

engage with other employees
SEES HHAZI= L4,

and then engage ?(53:02) getting real data from actual customers
HH FOixtEL| HEE n2{st= W,

and then come back and talk to management about how that idea tested.
a2(a 3 otolcjoije] Al uPdE AIXA Eust= WHES Hifn ASLC

Those are incredibly valuable skills.
a3 7|82 dEUA ASSHx=

Our goal is to create failed innovators first.
M3l MmE HUTES BEE AR
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for better digital

And prove to them t0?(53:15) you can fail and it's okay because failed innovators ?(53:22) turn to successful
innovators.

Ag|nE= ASHA HijdM 8322 7t YWHE YaHF1, SFHsHL0|3 FHLCt

Many of our blue boxes or red boxes on there second then third red box. ?they came up the ?.(53:29)
it dxfer w7k dxtel tiREEE ..

So the red box, it connects people with their passions and purpose.
JBM o] W7k HALE To|E, AZEOH 150 WA xS AFA UL

We've decide it.

ga|s AMROR

We will gonna do something cool announcing here today that Adobe is going to open source entire contents of
the red box.

25 HWTZE o2 gL|Ct HIZ, o] wZtetAol BE LHE=SS WUsH7|2 ASL T

It's gonna be free to download and if you want to like get the link. all you need to do is email
kickbox@adobe.com

OS2 C[2E2E HIoOAM £ oloA|7, 2132 QUSIACH 2|22 kickbox@adobe.com 22
HYTt BL{A|™H EL|Ct

and we will send you the link where you can download it and use it for free under creative common's license
that change it make it better give it back to us.

a2¥, 227} o2{EH CREEE Yod £+ = YIS HUER HIH, dE2 XMEHA
A 80| OS2 HiD JHHSHY O REMA EIEH FAHR

Why we would do this?
27} eff o|HAMK Ena?

Why would we give a way of process?
of 27 ZEMAE FRE HIEMNRQ?

One reason.
ot7tX| ol Lt

Because we are building products with ?(54:23)
27t 32 8% UED 7] WZ2oloa

and we want you to build products that you love too because you would like to buy them.
agja, i FGA AHEStE HES S0 2A|7| HELCRaE, FH0] RS At A
gH LM

Thank you.
ZArEL Ct
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