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When my  ve ry  old f r iend and ers twhi le  executive ass is tan t ,  
Hugh Schwarz, came to m e  over  a year  ago and invited m e  t o  make  
th is  talk,  I was a t  f i r s t  f la t tered and, a f t e r  I had commit ted,  I was 
subsequently m o r e  than a l i t t le  uneasy and  subdued. 

F la t te red  that  th is  over-the-hi l l ,  two-year s - r e t i r ed  food 
peddler was being asked  to  p repa re  some  death less p rose  fo r  a 
bra iny  audience of engineering types. 

As the months have ro l led by, my  uneas iness and "subdution" 
have increased.  Somewhere along the l ine I l ea rned  that,  typical 
of the order ly ,  planned rout ine par t icu lar  to eng ineers ,  m y  ta lk had 
to  be  ready for  the p r e s s  by December  1, 1979! In the 15 weeks that 
would e lapse between then and now the fas t  changing world we l ive  in 
would probably make  everything I wrote then a s  obsolete a s  the fa l l -  
ing f i lm evaporators  we insta l led in Plymouth in 1945. 

A second rea l  handicap that I faced, and one that  will become 
obvious t o  you a l l  a s  th is  per formance wea rs  on, was m y  a l le rgy  t o  
reading a speech. All ca rd  car ry ing sa lesmen fancy themselves a s  
exper t  ad-l ibbing, extemporaneous,  spel lb inders who excel  in "wing - 
ing it" not "reading it". But winging i t  would never do fo r  th is  audience. 
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And finally m y  v e r y  e a r l y  encounter  with a r e a l  honest- to-  
goodness engineer  i s  s t i l l  deeply engraved in m y  subconscious.  It 
o c c u r r e d  in 1943. I had just  r es igned  f r o m  I. B. M. and was  being 
introduced by Dick Morse ,  the  head honcho of National R e s e a r c h  
Corporat ion,  t o  the top management  t e a m of that  fledgling organization.  
Bi l l  Humes,  who went on f r o m  N. R. C. to  head up the Carbide  a tom i c  
e x e r c i s e  a t  Oak Ridge, l i s t ened  to  M or s e  l a y  i t  on a s  t o  a l l  of the  g r e a t  
a t t r ibu tes  I would being t o  the  N. R. C. p ic tu re  and i t s  fu ture ;  then with- 
out the  t r a c e  of a s m i l e  and  in the coldes t  of voices ,  Bi l l  s a i d  "That 
r e m a i n s  t o  be  seen.  I '  

So today i t  r e m a i n s  t o  b e  s e e n  what m e s s a g e  I can  l eave  with 
you under  the gene ra l  theme of th is  pa r t i c u l a r  conference.  Obviously, 
I cannot d raw a bluepr int  of the fu tu re  f o r  the c i t r u s  indust ry  o r  f o r  
those  of you that  a r e  a n  ac t ive  and vi ta l  p a r t  of it. All I c a n  rea l ly  do 
i s  to challenge you and to encourage you tu ma ke  use  of the m o s t  
effective weapon that  I know of in the  bat t le  of coping with change - 
namely the u se  of your c rea t ive  a nd  inventive ins t incts .  The g r e a t e s t  
tool  of the problem so lver  i s  innovation. 

Innovation ha s  a lways  been  a key e lement  in  the growth h i s to ry  
of Amer ica .  But pe rhaps  in the stepped-up tempo of change and  in the 
inc reas ing ly  complex and competi t ive na tu re  of the  world  we l ive  and  
work in those  indus t r i es  and product  l ines  that  a s p i r e  t o  p r o s p e r  m u s t  
adopt innovation a s  a b a s i c  s t ra tegy .  

In P e t e r  D r u c k e r ' s  new book, "Management", he ha s  a n  
important  chap te r  enti t led,  "The Innovative Organization". In i t  he 
points out how fashionable " r e s e a r c h"  ha s  become and  ta lks  of the  
l a r g e  s u m s  of money that  a r e  being spent  on it. But in many  companies  
the  outcome has  been  improvement  r a t h e r  than innovation. I t ' s  m y  
hunch that  th is  de sc r i be s  the si tuation that  has  l a rge ly  exis ted  in the  
c i t r u s  indust ry  s ince  the development of concentra te  35 y e a r s  ago. 
I 'm  not in any s ense  beli t t l ing such  important  improvements  a s  e s s e n c e  
recovery ,  washed pulp, tank f a r m s ,  etc.  They - a r e  r e a l  improvements  - 
but they a r e  not innovations. Innovation involves the introduction and  
es tabl ishment  of a new wroduct o r  a new bus iness  on the ma rke t .  

Ed  Land innovated with the  Po la ro id  c a me ra .  

IBM innovated when they "bet t he i r  company on the  Se r i e s  360 
compute rs ,  1 1  

3M innovated with Scotch Tape. 

Texas  Ins t rument  innovated with t he i r  c rea t ive  applicat ion of 
semi-conductors .  
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Michael  J. Kami,  who s e r v e d  success ive ly  a s  long-range 
planner  f o r  both IBM and  Xerox,  s a id  it b e s t  in h is  e s s ay ,  "Business  
Planning and  Bus iness  Opportunity", t o  quote "the governing s t r a t egy  
f o r  a n  ongoing bus iness  might  be  sa id  to be  "Bet ter  and  More". F o r  - 
the  innovative s t ra tegy  the devise  has  to  be  "New and Different. " 

My own descr ip t ion of the at t i tude r equ i r ed  of a management  

that  e spouses  innovation i s  t h i s !  It i s  a n  environment  that  encourages  
and  abe t s  the convers ion of i r r~prac t i ca l ,  half-baked,  and wild ideas  
into concrete  innovative real i tv .  

Involved in a l l  of th is  i s  the overr id ing r i s k  of fa i lu re  - o r  
pe rhaps ,  a s  Drucker  puts it, the  m o r e  dangerous  r i s k  i s  nea r  s ucce s s .  

Involved a l s o  i s  the importance of t iming.  The  world  abounds 
with examples  of products  that  fai led ini t ial ly because  they w e r e  too 
ea r l y  o r  found the i r  m a r k e t  a s  yet not ready  f o r  them. 

Bes ides  r i s k  and  t iming,  I  f ee l  t h e r e  i s  another  e lement  t o  
innovation. This  i s  serendipi ty  - the  s impl i s t i c  definition f o r  which 

i s ,  finding something new when you w e r e  looking f o r  something quite 
different .  

And finall-y, bes ide  the  acceptance of r i s k ,  the  need f o r  good 
t iming and the t h r i l l  of serendipi ty ,  t he r e  i s  the  f inal  wonderful e lement  
of luck that  over laps  and blankets  a l l  of the aforement ioned e lements .  
Don't eve r  discount luck - I ' m  a living example  of how it  pays off. 

As I  think I  sa id  e a r l i e r ,  t h e r e  i s  nothing unique about the  
importance of innovation - i t  has  been the t r a d e m a r k  of A m er i can  
f r e e  e n t e r p r i s e  and our productive capi ta l i s t ic  sys tem.  What m a y  
be new i s  the re la t ively  r ecen t  developments in the  world  energy  
p ic tu re  that  could well be  changing a l l  of our  p r io r i t i e s .  

In m y  humble opinion (that i s  not a s  humble as I  p re tend  i t  t o  

b e )  the oil emba rgo  of 1974-75  was a n  economic,  poli t ical  and  
psychological  wa te r shed  f o r  a l l  of the f r e e  world. 

Incredible  a s  i t  m a y  sound, I  honestly bel ieve  the  O P E C  
r a s c a l s  did us a favor.  That  i s  a ssuming  we wake up to  the  rea l i ty  
that  the  world in general ,  and the U. S. in pa r t i cu la r ,  because  of i t s  
high l eve l  of energy  needs ,  i s  running out of pet roleum a s  a driving 
fo r ce  of our indus t r i a l  might. 
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I  believe I  can s ay  without f e a r  of success fu l  contradict ion 
that  in the U. S. we: 

Will never  again  s e e  cheap energy.  

We will never  again  s e e  cheap money,  

We will never  again  s ee  cheap l abor .  - - 

We will never  again  s ee  cheap t ranspor ta t ion.  

We will never  again  s e e  cheap s torage.  --- 

We will never  again  s e e  cheap food - with the poss ible  

exception of orange juice. 

The logical  quest ion that  I a m  s u r e  i s  coming into many  
of your minds  is  - what Fox  i s  saying i s  possibly t r u e  o r  even probably 
t r u e  about the impor tance  of innovation - but the c i t r u s  bus iness  i s  
different. I t ' s  a  maturk  bus  ines  s o  ~ v e n c o n c e n t r a t e ,  the c inderel la  
of the 40 's  and 501s ,  i s  now old hat. I t ' s  been  wrung dry .  We've worked 
the  Vitamin C racke t  to  p ieces ;  we've said,  "Orange Juice  Isn ' t  f o r  
Breakfas t  Anymore"  until  the public i s  r eady  t o  th row up. So wha t ' s  
new and different  - o r  be t t e r  yet - can anything in th i s  indust ry  b e  new 
and different  ? 

Frankly ,  I don' t  know. 

What I  do know - and I  know it  f r om persona l  exper ience  - i s  
that  o lder  and m o r e  m a t u r e  bus ine s se s  than th i s  one have found ways t o  
innovate. 

Le t  x r ? e  take you by the hand through a few of them that  I  have 
been exposed to. 

I ' l l  come back t o  F lo r i da  c i t r u s  a f t e r  a  bit of a  detour but f o r  
the moment  join m e  a s  we a r r i v e  a t  United F r u i t ' s  headquar te r s  on 
F e b r u a r y  1, 1960. Together  we look a t  the f inancial  r e c o r d  of that  proud 
old company. 

It brought the f i r s t  bananas  to the por t  of Boston f rom Jama ica  
on the deck of a sai l ing ship  before  the t u r n  of the century.  An innovation 

and  the s t a r t  of a  new important  industry.  

By 1952 th is  new indust ry  was accounting fo r  170 of the U. S. 
g r oce ry  dol lar ,  and U. F . ,  a s  a m a j o r  innovator in growing and shipping 
th i s  pe r i shab le  f ru i t ,  had 6570 of the m a r k e t  and was earning near ly  $50 
mil l ion a f t e r  t axes  on $300 mil l ion in sa les .  

4. 
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Then  everyth ing h i t  the  fan. E c u a d o r ' s  low-cos t  
competi t ion;  U .  S. Depar tmen t  of J u s t i c e  a n t i - t r u s t  act ion;  c o r p o r a t e  
complacency;  a n d  a l l  t he  c l a s s i c  s igns  of a t i r e d ,  m a t u r e ,  under - 
m a n a g e d  e n t e r p r i s e  brought  the  company t o  i t s  knees .  In 1970 the  
s a l e s  w e r e  s t i l l  $300 mi l l ion  but  the  p ro f i t s  w e r e  zilch, 

Now join m e  t h r e e  y e a r s  l a t e r .  The  s a l e s  w e r e  up to  $400 
mi l l ion  and  the  a f t e r - t a x  e a r n i n g s  w e r e  $35 mil l ion.  Ins tead  of a  
subs tan t i a l  load  of debt ,  the  ba lance  s h e e t  now showed $100 mi l l ion  
in c a s h  and  no debt.  

What did it  ? 

Change did it .  

We changed the  banana v a r i e t y  f r o m  G r o s  Miche l  t o  one 
ca l led  Valery .  Va le ry ,  d i s c o v e r e d  in Saigon, of a l l  p l a c e s ,  was  
r e s i s t a n t  t o  the  s c o u r g e  of the  indus t ry  - P a n a m a  Disease .  P a n a m a  
D i s e a s e  predic tably  wiped out a  banana plantat ion in 8 t o  12 y e a r s ,  
J u s t  t o  s t a y  even it had been  cos t ing  U. F. $30 mi l l ion  a y e a r  t o  conver t  
v i rg in  t r o p i c a l  f o r e s t s  into banana f a r m s .  

T o  ship  the  new f ru i t ,  a  m o r e  t ender  i t em than G r o s  Michel ,  
we had t o  p ro tec t ive ly  box the  f r u i t  in the t r o p i c s  - call ing f o r  boxing 
s t a t ions ,  hundreds  of them;  new shipping and  handling techniques  a n d  
equipment;  and new ripening p r o c e d u r e s  in the  m a r k e t  p lace .  

The convers ion  took two y e a r s  a n d  c o s t  o v e r  $80 mil l ion.  

Now l e t ' s  t a lk  about  the  r i s k  f a c t o r  in a l l  th is .  

Opposed t o  the  p r o g r a m  was o u r  own s a l e s  depar tmen t  - 

they w e r e  happy with the  f a m i l i a r  old s t a t u s  quo, G r o s  Michel .  

Opposed t o  the  p r o g r a m  w e r e  o u r  jobbers  o r  r i p e n e r s  - 

t he  t r a d e ,  the  channel  t o  the  m a r k e t  p lace .  They,  too, l iked  the  
dependable h a r d  t o  a b u s e  - e a s y  t o  r ipen,  G r o s  Michel .  

Opposed t o  the  change w e r e  o u r  t r o p i c a l  f a r m  m a n a g e r s .  
They w e r e  f a m i l i a r  with and unders tood the  a g r i c u l t u r a l  p r o c e d u r e s  
used in cult ivat ing G r o s  Michel .  Va le ry  was a d i f ferent  a n i m a l  r equ i r ing  
a whole new s e t  of p r o c e d u r e s .  No f a r m e r  r e a l l y  l i k e s  change. 

The  only people who w e r e n ' t  opposed t o  the  change w e r e  the  
new t e a m  of key people we brought  in t o  he lp  implement  the  p r o g r a m .  
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With a l l  the  s e a s o n e d  p r o s  opposed - you can  be t  i t  was  
a r i s k !  

Now l e t  m e  t i ck  off the  o the r  e l e m e n t s  of innovation I 
ment ioned e a r l i e r .  F i r s t  a s  to  t iming.  We w e r e  ac tual ly  s low in 
making t h e s e  changes.  O u r  compet i t ion  was  a l r e a d y  s tumbl ing 
a r o u n d  with the  concept  of a  d i s e a s e - r e s i s t a n t  banana.  This  was  one 
of the s a l e s  d e p a r t m e n t ' s  hang-ups.  They hated  t o  a d m i t  t o  being 
second.  The compe t i to r s  w e r e  too e a r l y  - we had i t  t i m e d  r ight .  

The  se rend ip i ty  f a c t o r  in th is  c a s e  was  a beauty!  As  i t  
developed a f t e r  l a r g e  s c a l e  plantings w e r e  m a d e ,  our  a c t u a l  y ie ld  
of f ru i t  p e r  a c r e  n e a r l y  doubled. Th i s  was  due t o  a  m u c h  heav ie r  
weight p e r  s t e m  and t o  r educed  e x p o s u r e  t o  blowdowns f r o m  wind- 
s t o r m s .  The Va le ry  g r e w  substant ia l ly  c l o s e r  t o  the ground than 
did the G r o s  Michel .  This  was  a n  unforeseen bonus - and  a m a j o r  
cos t  reduction.  

But  p e r h a p s  the  m o s t  exci t ing "serendip"  of a l l  was  the  
abi l i ty  we  had fo r  the  f i r s t  t i m e  t o  put a  l a b e l  - t he  l i t t l e  blue oval  
Chiquita - on the  f r u i t  that  was  inspected  f o r  top  qual i ty  and  packed 
in boxes  in  the t r o p i c s ,  The  branding,  backed  by a hefty TV a d v e r t i s -  
ing p r o g r a m ,  not only paid  f o r  itself m a n y  t i m e s  over ,  but  took t h e  
i t em,  a l m o s t  but. not quite ,  out of the  p e r i s h a b l e  commodi ty  ca tegory .  

And luck - yes ,  we had o u r  s h a r e  of luck,  I was  p a r t i c u l a r l y  
lucky in s o m e  of the  people tha t  joined m e  in managing and  implement ing  
the  changes.  P robab ly  we w e r e  lucky tha t  things w e r e  s o  s o u r  and  the  
outlook s o  g r i m  in  the  company that  the  B o a r d  of D i r e c t o r s  and  those  
key v e t e r a n s  who s t ayed  on decided t o  l e t  us  m a k e  a l l  of the  changes  
tha t  we fe l t  had t o  b e  done. L e s s  of a  c r i s i s  migh t  have caused  s o m e  
foot dragging,  A m a j o r  de lay  could have doomed the  company. 

Then our  luck  r a n  out. E l i  Black,  a t t r a c t e d  by our  t u r n -  
a r o u n d  and the $100 mi l l ion  in  the  bank, took over .  And I le f t  t o  
b e c o m e  a mi lkman .  

A s  s o r r y  i n d u s t r i e s  go, the d a i r y  b u s i n e s s  has  few p e e r s .  
Milk production and packaging i m p r o v e m e n t s  have lengthened the  shelf 
l i fe  of f luid m i l k  s o  d r a m a t i c a l l y  tha t  the  home de l ive ry  mi lkman ,  the  
or ig inal  backbone of m o s t  loca l  d a i r i e s ,  i s  no  longer  needed o r ,  f o r  

t h a t m a t t e r ,  a f fordable ,  With r ig id  government  s t a n d a r d s ,  G r a d e  A 
m i l k  i s  G r a d e  A mi lk ,  and  the  chain s t o r e s ,  with captive d a i r i e s  t o  
supply them t h e i r  p r iva te  l abe l ,  have c lobbered the  b randed  mi lks .  
The m a r g i n s  a r e  p a p e r  th in  and the  p e r  capi ta  consumption i s  falling. 
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The i c e - c r e a m  b u s i n e s s  i s  ove r -capac i t i ed  and  the  p r a c t i c e  of 
beat ing a i r  into the  product  (ca l led  o v e r  r u n )  r e s u l t s  in quali ty a n d  
p r i c e s  a l l  o v e r  the  lot.  The  m e d i c a l  p r o f e s s i o n  h a s  a l s o  b e e n  l e s s  
than helpful with t h e i r  an t i  - cho les te ro l  warn ings  on the  consumption 
of d a i r y  p roduc t s  genera l ly .  

T h e s e  w e r e  a few of the  f ac t s  of l i fe  tha t  I found a t  
H. P. Hood when I  a r r i v e d  in  S e p t e m b e r  1970. On a s a l e s  volume 
of $350 mi l l ion ,  o u r  a f t e r - t a x  p ro f i t  was  a m e a s l y  $2, 000, 000. 
The one b r igh t  spot  was the  Dunedin c i t r u s  plant  tha t  Minute M a i d  
was  f o r c e d  by a Depar tmen t  of J u s t i c e  Consent  D e c r e e  t o  unload 
in 1959. W-ith t h i s  plant  Hood had c a r v e d  a No. 1 s h a r e  of the  
chi l led  juice b u s i n e s s  in N. E . ,  Trop icana  notwithstanding. 

One of m y  e a r l y  ques t ions  was ,  "What have you done 
l a t e ly  that  i s  new and  di f ferent  ?I1 

I  quickly found out - p r e c i o u s  l i t t le .  But  they did s a y  tha t  
the  r e s e a r c h  d e p a r t m e n t  was  f i e ld  t e s t ing  a s c r e w y  idea o v e r  a t  
H a r v a r d  Square .  P r o m p t l y ,  I  d rove  o v e r  t o  H a r v a r d  S q u a r e  w h e r e  
I  found a t iny hole - in- the  - wall  s t o r e  ca l led  the  "Spa", that  f e a t u r e d  
n a t u r a l  foods,  tha t  was  pumping out Hood's  exper imen ta l  f r o z e n  
yogur t  fo rmula ,  using t h e i r  Taylor  s o f t - s e r v e  i c e - c r e a m  mach ines .  

When I  s a y  pumping out, I  m e a n  jus t  that.  Peop le  w e r e  
l ined up buying the  stuff. F u r t h e r m o r e ,  al though I  a m  anything but  a 
yogur t  l o v e r ,  I  l iked  th i s  f r o z e n  yogurt.  Unlike the  cloying a f t e r -  
effect  one usually g e t s  a f t e r  eat ing i c e - c r e a m ,  the  a f t e r - t a s t e  with 
f r o z e n  yogurt  i s  l ike  you 've  jus t  b r u s h e d  your teeth.  

My i m m e d i a t e  r e a c t i o n  was  tha t  we had come  up with 
a winner.  I  dec ided t o  ca l l  i t  " F r o g u r t "  (caus ing s o m e  snide c o m m e n t s  
f r o m  m y  a s s o c i a t e s )  a n d  o r d e r e d  a f u l l  p r e s s  launch of the product  
in N. E. The next  dozen o r  s o  ins ta l la t ions  a l l  bombed!  The Spa 
on H a r v a r d  Square  went m e r r i l y  along;  a l l  o the r  N. E. out le ts  gave 

up, My s a l e s  people c l a i m e d  the  people who f requen ted  H a r v a r d  Square  
w e r e  ha rd ly  typical .  That  was  in 1971. 

F i v e  y e a r s  l a t e r  I  r e c e i v e d  a phone ca l l  f r o m  a fe l low in 
New York City who c l a i m e d  he was  o u r  F r o g u r t  d i s t r ibu to r  in the  
Metropol i tan  m a r k e t .  F r a n k l y ,  I d idn ' t  know we had a F r o g u r t  
d i s t r ibu to r  anywhere .  I ' d  jus t  about  forgot ten  the  product .  Our  
h e r o  had s o m e  b e e f s  about  the  s e r v i c e  he was  get t ing and  I  invited 
him t o  Boston t o  t e l l  m e  about  h is  p r o b l e m s .  B e f o r e  he a r r i v e d ,  I  
dec ided to  check his  s a l e s  r e c o r d .  To  m y  f l abbergas ted  a m a z e m e n t ,  
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dur ing a m o s t  r e c e n t  12-months  p e r i o d  o u r  to ta l  F r o g u r t  s a l e s  amounted 
t o  about  65, 000 gal lons - which t r a n s l a t e d  into about  3 mil l ion  F r o g u r t  
s e r v i n g s .  But ,  out of t h i s  to ta l ,  ou r  New York  complaining c u s t o m e r  - 
had bought and r e s o l d  90% of the 65, 000 gal lons.  In o the r  words ,  he  had  
the  New Y o r k e r s ,  the  toughes t  m a r k e t  in  A m e r i c a ,  consuming o v e r  2 -  1 / 2  
mi l l ion  s e r v i n g s  of t h i s  new product .  

When our  New York  f r i e n d  a r r i v e d ,  I  could ha rd ly  wait  t o  
a s k  what in the  t a r n a t i o n  he  was  doing with the  stuff - I  f igured  he  m u s t  
b e  bathing in it. He expla ined h i s  p r o g r a m .  Using a beat -up,  used  
de l ive ry  t r u c k  and  a p a r t - t i m e  d r i v e r ,  he  was  se rv ic ing  about  60 s e p a r a t e  
r e t a i l  out le ts  tha t  he had s e t  up - m a n y  l ike ,  o r  even  s m a l l e r  than the  
Spa a t  H a r v a r d  Square  - w h e r e ,  by the  way, he  had  gotten the  insp i ra t ion  
t o  take  on the  product .  

I w a s  skept ica l  but  willing t o  b e  shown, s o  the following week 
I m e t  him in New York and  he  gave m e  the  tour ,  s t a r t i n g  with h is  f i r s t  
a n d  m o s t  p r i z e d  account  - Bloomingdales .  In the  ne the r  r eg ions  of 
tha t  f amous  e m p o r i u m  t h e r e  i s  a  f a s t  food opera t ion  ca l led ,  "40 C a r r o t s "  - 

specia l iz ing  in  the  new d i e t a r y  cult  - the  eat ing of na tura l ,  good-for-you 
d i shes .  We a r r i v e d  a t  3 in  the  a f t e rnoon  a n d  the  waiting l ine  was  50- 
deep. The m o s t  popular  i t e m  on t h e i r  m e n u  was  o u r  F r o g u r t .  But  they 
had  invented a new and  v e r y  c l e v e r  twist .  They  offered  the  f r o z e n  yogur t  
a s  a  m a i n  d i sh  - . esconced on l e t tuce  and  fes tooned with nuts  o r  f ru i t ,  
o r  what have you. The New York  s e c r e t a r i a l  s e t  w e r e  eat ing it  up - 
l i t e ra l ly .  

P e r h a p s  the  m o s t  in te res t ing  l e s s o n  of the  day was  our  
f r i e n d ' s  p r i c ing  policy. Af te r  a  l i t t l e  quizzing,  I  l e a r n e d  tha t  he w a s  
se l l ing  o u r  F r o g u r t  m i x  f o r  $4. 25  a  gallon. He bought i t  f r o m  u s  
d e l i v e r e d  a t  $2. 00. The son-of-a-gun was  c l e a r i n g  $2. 00 a ga l lon  p r e -  
tax.  And he was  growing a t  the  r a t e  of 10% a month.  T o  m a k e  a long 
s t o r y  s h o r t ,  we bought him out and  now d i s t r ibu te  in New York  with a 
Hood subs id ia ry .  

I think t h e r e  a r e  s o m e  l e s s o n s  in th i s  p a r t i c u l a r  case .  

One i s  the  obvious f a c t o r  of t iming.  O u r  e a r l y  a t t e m p t s  
w e r e  too soon f o r  the  yogur t  f eve r  tha t  b e c a m e  the  vogue. 

Another  i s  the  need,  v e r y  often, f o r  someone  outside the  
f ami ly  t o  find the key t o  a  s u c c e s s f u l  new innovative product .  The 
N. I. H. (not invented h e r e )  cons t ra in t  i s  p r e s e n t  in  a l l  organiza t ions .  
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A t h i r d  l e s s o n ,  I think, i s  a s  good a n  idea o r  innovation 
m a y  b e ,  w h e r e  i t  i s  re la t ive ly  e a s y  t o  copy, you can expect  copies  
t o  abound and  fas t .  This  i s  what  has  o c c u r r e d  with f r o z e n  yogurt.  
It ce r t a in ly  o c c u r r e d  with f r o z e n  o range  juice concentra te .  

Which f inal ly b r i n g s  m e  t o  your bus iness .  

Would tha t  I  could l a y  be fo re  you a b r a n d  new innovated 
u s e  of F l o r i d a ' s  c i t r u s  crop,  If I had one, I wouldn't  b e  making a 
speech  about  it  - I ' d  b e  promot ing i t  and  looking f o r  f inancia l  ange l s .  

However,  f r o m  a t iming point of view t h e r e  m a y  b e  two 
o r  t h r e e  ideas  that  have been  kicking a r o u n d  whose  day might  b e  on 
hand. 

The f i r s t  is  a  v e r y  old one. In 1948, o v e r  30 y e a r s  ago,  
Minute Maid  buil t  a  pilot plant  t o  t r y  t o  e x t r a c t  the  a lpha  ce l lu lose  
f r o m  the p e e l s ,  As  m o s t  of you know, a lpha  ce l lu lose  i s  the  r a w  
m a t e r i a l  f o r  cel lophane and  rayon.  It d idn ' t  work  - in fac t ,  I  think 
it  blew up on one occas ion.  

Tha t  e a r l y  e x p e r i m e n t  had a n  unusual  h is tory .  The idea  
c a m e  f r o m  a c h e m i s t  who was  a neighbor of m y  f i r s t  f inancia l  of f icer  
who l ived in Ipswich,  M a s s a c h u s e t t s .  Dick Story ,  a r e a l  New 
Englander ,  brought  the idea in. As  was  m y  s ty le ,  I  put h im in c h a r g e  
a b a s i c  mis take .  Don' t  give a p u r e  n u m b e r s  m a n  a sc ient i f ic ,  techni-  
c a l  responsib i l i ty .  He won' t  know the r ight  ques t ions  t o  ask .  

At any r a t e ,  we p roceeded  and,  b a s e d  on the  Ipswich 
c h e m i s t ' s  recommendat ion ,  we built  the  pilot plant  a t  Plymouth.  
S e v e r a l  months  and  $200, 000, m o r e  o r  l e s s ,  l a t e r ,  I  r ece ived  a 
few, v e r y  few, s a m ~ l e s  of p las t i c  d i s c s  f r o m  th i s  projec t .  Having 
no knowledge of what the  end product  ought t o  r e a l l y  be  and  having 
v e r y  l i t t le  t o  r e p o r t  to  our  s h a r e h o l d e r s  of a  f avorab le  n a t u r e  tha t  
y e a r ,  I put a  glowing p a r a g r a p h  in that  y e a r ' s  annual  r e p o r t  about  
o u r  a lpha  ce l lu lose  r e s e a r c h  p ro jec t ,  

Within a couple of days  f r o m  the s h a r e h o l d e r  mail ing,  
I r ece ived  a phone ca l l  f r o m  one of o u r  s tockha lde r s .  He in t roduced 
himsel f  a s  Dr .  A r c h i e  Weith, D i r e c t o r  of R e s e a r c h  f r o m  Union 
Carbide .  He quie t ly  expla ined h is  i n t e r e s t  and  posi t ion in the  
u-or!d of p l a s t i c s  and r a i s e d  s o m e  ques t ions  about  the  r e s e a r c h  tha t  
we w e r e  doing, Need less  to say ,  I had few, if any,  a n s w e r s .  

He sugges ted  a lunch. I e a r l y  ag reed .  At tha t  lunch he 
offered  to v i s i t  the  Ipswich l a b o r a t o r y  and g o  o v e r  t h e i r  exper imen ta l  
da ta  and working p a p e r s .  I could have hugged him. 
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The net  of a l l  t h i s  was  - we w e r e  being taken. Our  
Ipswich chemis t  was a  phony, The then c o s t  of purifying the  
Alpha ce l lu lose  f r o m  c i t r u s  p e e l s  was  uneconomic.  We kil led 
the  p ro jec t  and s o m e  wag hung a  s ign  on the pi lot  plant  that  
r e a d ,  "Fox ' s  Folly". 

But that  was  35 y e a r s  ago. Today, with the  cos t  of 
pulp going a t  $400 t o  $500 p e r  ton, the wor ld  supply potential ly 
l imi ted ,  a lpha  ce l lu lose  migh t  b e  a  prof i table  by-product  in F l o r i d a  - 
I  don' t  know, But someone  should take  a  new look. Timing and  
poss ib ly  new technology would s e e m  t o  indica te  s u c h  a  move.  

T h e r e  i s  ano the r  development  tha t  r e a l l y  in t r igues  m e .  
This  i s  in the improvement  r a t h e r  than the  innovation ca tegory .  
E u r o p e ,  b e c a u s e  they lag  the U. S. in r e f r i g e r a t i o n  a t  a l l  s t a g e s  
of the d is t r ibut ion  s y s t e m  f r o m  t r a n s p o r t  t o  warehouse  t o  s t o r e  
f ix tu res  to  s t o r a g e  capaci ty  in the home, have worked on a n d  m a d e  
r e a l  p r o g r e s s  with n o n - r e f r i g e r a t e d  p roduc t s .  T h e i r  s t e r i l e  m i l k  
packed in T e t r a  B r i x  con ta ine r s  i s  v e r y  c lose  t o  o u r  b e s t  f luid m i l k  
in the  d a i r y  case .  In Canada one of D. K. Ludwig 's  many  e n t e r p r i s e s  
h a s  s t a r t e d  se l l ing  s ingle  s t r eng th  o range  juice in a  s t e r i l e  c a r t o n  
tha t  combines  cheaper  than g l a s s  packaging with a  comple te  mach ine  
s y s t e m  of fill ing and sea l ing  asept ica l ly .  With the  cos t  of r e f r i g e r a t e d  
t r a n s p o r t ,  warehousing a n d  s t o r e  d isplay  going through the  roof, the  
economics  of th i s  development  m a y  b e  wor th  a  go on your T. I. Com - 
pu te r s .  

And f inal ly,  mos t ly  I  suppose I b r o k e  m y  pick  on t h i s  
one. I ' d  l ike  t o  put in a  s h o r t  plug fo r  h igh-dens i ty  concentra te .  
We t r i e d  i t  a t  Hood with o u r  L ibe ra t ion  launch. The f ive-to-one 
concept  i s  sound. It pumps  and m i x e s  a t  z e r o  F a h r e n h e i t  o r  below. 
It s t o r e s  well and it  of fers  m a j o r  savings  in  cube f o r  a l l  e l e m e n t s  
of the  d is t r ibut ion  sys tem.  It d e s e r v e s  ano the r  r e a l  look by s o m e -  
one with the m u s c l e  to m a k e  it  s t ick.  

F inal ly ,  no  s e l f - r e s p e c t i n g  s a l e s m a n  wor thy of a  b r i e f  
c a s e  could le t  a n  opportunity such  a s  th i s  s l i p  b y  without s t r ik ing  
a  blow fo r  the ro le  of the  m a r k e t e r  a n d  the  impor tance  of the  m a r k e t  
p lace  in any discuss:on that  involved product  innovation. 

Many y e a r s  ago I had the unique p l e a s u r e  of get t ing to  
know Dr.  Norman  Vincent P e a l e  - no m e a n  s a l e s m a n  himsel f .  At 
lunch one da)- he s u m m e d  up, a s  succinct ly  a s  I  think one can do 
it ,  the  key to  a  s u c c e s s f u l  b u s i n e s s ,  His gem was ,  "Find a  need 
and f i l l  it. " Simple  and t r u e  but s o  often ignored by the  so -ca l l ed  
b r a i n s  of indust ry .  
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The E d s e l  bombed because  the public need  a t  the  t i m e  was  
f o r  a very  d i f ferent  c a r  configurat ion.  

The DuPont Company dropped a  r e a l  bundle with the  develop-  
m e n :  and introduction of Cor fam - the a r t i f i c i a l  l e a t h e r .  The m a r k e t  
p lace  did not s e e  the need  fo r  such  a  product  a t  tha t  p a r t i c u l a r  t i m e .  

I ' v e  had m y  s h a r e  of m i s f i r e s  tha t  could have been  p reven ted  
i f  we had r e a d  the  needs  of the housewife m o r e  accura te ly .  

A beauty that  I  c a n ' t  think about  without get t ing a  s tomach  
ache  was a  packaged f r o z e n  m a s h e d  potato tha t  we in t roduced under 
the Snom C r o p  l a b e l  in the e a r l y  1950 's .  

Af te r  the product  l a id  such  a n  egg tha t  we had t o  pick i t  up 
f r o m  the f r o z e n  food cabinets ,  we did a  pos t  m o r t e m  on the  p r o j e c t  
and  l e a r n e d  that  the  m a j o r i t y  of housewives in terviewed jus t  wouldn't  
a d m i t  that  they w e r e  too  l a z y  t o  m a s h  the i r  own po ta toes !  An advance  
d i scuss ion  with a  s m a l l  focus  g roup  of h o m e m a k e r s  would have  given 
us the  word if only we had a s k e d  them.  

So m y  advice  t o  those  of you tha t  come  up with a n  excit ing 
product  concept ,  a t  a n  e a r l y  s t age ,  check with your potent ia l  u s e r s  
a s  to whether  t h e r e  i s  r ea l ly  a  need that  the product  will  fill. The  
e x e r c i s e  will  poss ib ly  s a v e  your company a  lo t  of money  and  you f r o m  
having a  v e r y  r e d  face ,  

T o  s u m  up, the  fo rmula  f o r  pushing an  indus t ry  s u c h  a s  
c i t r u s  out of the  indus t r i a l  d o l d r u m s  m u s t  include the  following p e r -  
cept ions :  

1. Innovation m u s t  b e  encouraged,  n u r t u r e d  a n d  
rewarded .  

2 .  R i sks  m u s t  b e  t aken  and  s o m e  f a i l u r e s  ant ic ipa ted  
and ignored.  

3 .  The impor tance  of t iming m u s t  be  r ecogn ized  a s  a  
v l ta l  fac tor  in eventual  s u c c e s s .  - 

4 The  e l e m e n t s  of se rend ip i ty  a n d  luck a r e  frequently 
i n  hiding, T h e v  should not b e  counted on n o r  should they b e  d i s -  
counted, 

3. The needs  of the  c o n s u m e r  a n d / o r  f ina l  u s e r  m u s t  
b? k e ~ t  in the fo re f ron t  of the  innovative e x e r c i s e .  
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6 .  And final ly pp t he  ta lent  tha t  h a s  the  v is ion  and  the  guts  
t o  put a l l  of t h e s e  e l e m e n t s  in p lace  and  on s t r e a m  - a ta lent  tha t  c a n  

- ,  - - 
b e s t  b e  d e s c r i b e d  a s  " e n t r e p r e n e u r s h i p 1 '  m u s t  b e  p r e s e n t  a t  the  top - 

of the t e a m  that  a s p i r e s  t o  h i t  a  new jack-pot.  

You have been  m o s t  pa t ient  th rough  t h i s  long l e c t u r e ,  and 
I  can  only hope I 've  renewed your f a i th  a s  e n g i n e e r s  tha t  your ca l l ing  
i s  one of the  m o s t  exci t ing a n d  c r e a t i v e  ways  tha t  I know of t o  m a k e  a 
l iving,  and,  a t  the  s a m e  t i m e ,  t o  b e  ab le  t o  go home a t  the  end of the  
day comfor table  in the  knowledge tha t  p e r h a p s  you have  come  up with 
something new a n d  different .  

On a m u c h  b r o a d e r  s c a l e  the  sub jec t  of o u r  coun t ry ' s  need  
f o r  innovation and  change was m a s t e r f u l l y  t r e a t e d  in a n  a r t i c l e  b y  
W:lliam C. N o r r i s ,  Chief Execut ive  Officer  of Contro l  Data Corp .  , 
in the J a n u a r y  28, 1980 i s s u e  of B u s i n e s s  Week. 

Af ter  thoroughly chiding o u r  va r ious  ins t i tu t ions ,  s t a r t i n g  
witn the  big co rpora t ions  but  including a c a d e m i a ,  o rgan ized  l a b o r ,  
p r iva te  foundations, o u r  c h u r c h e s  and  not l e a s t  of a l l  o u r  government  
for being apathet ic ,  r i sk-avoiding,  s e l f i s h  and  reac t ionary ,  he  c l o s e d  
with the following quote: 

"All of us  have a s t a k e  in o u r  inst i tut ions.  All  b e a r  s o m e  
responsib i l i ty  fo r  solving s o c i e t y ' s  p r o b l e m s .  We m u s t  a s k  o u r s e l v e s  
what we can do t o  encourage  product ive  change - i n  o u r  inst i tut ions 
a n d  our  own l ives .  Until product ive  change i s  accompl ished,  our  
s t a n d a r d  of living will  continue t o  decl ine ,  " 
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