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Our role is
more important than ever. Yet I’m hearing 
back from our community members that 
they need to do more, with less, faster.

As corporate innovators, we’re tasked to respond to the Covid19-crisis, and 
prepare for bounce back and growth at the same time. Whilst we’re still 
facing the many challenges from before Covid, these dynamics present 
SJ\��INɄJWJSY�FSI�RTWJ�HMFQQJSLJX�KTW�ZX�YT�XTQ[J�

We’ve hosted a 10-week collaborative learning program Innov8rs Connect 
Unconference, designed for participants to learn what’s working now across 
industries, and to work their challenges guided by experts and supported 
by peers. 

In this Handbook, we’ve summarized what’s been discussed in the 100+ 
XJXXNTSX�YMWTZLMTZY�YMJ�UWTLWFR��TɄJWNSL�^TZ�F�HTRUWJMJSXN[J�T[JW[NJ\�
of the best and latest in corporate innovation. 

A big shoutout and THANKS to all the experts who volunteered their time to 
XMFWJ�GJXY�UWFHYNHJX��TɄJW�UWFHYNHFQ�LZNIFSHJ�FSI�XTQ[J�XMFWJI�HMFQQJSLJX��
You’ll meet all of them in this Handbook. 

In the months and years ahead, we can and should lead our organizations 
YMWTZLM�YMNX�ZSHJWYFNSY^��GFQFSHNSL�XMTWY�FSI�QTSL�YJWR�JɄTWYX��FSI�
creating tangible value internally, and in the market. 

At Innov8rs, it’s our mission to support you on that journey. If you’d like to 
stay on top of what’s working now across industries, and if you’re keen to 
connect and collaborate with peers and experts to further improve your 
outcomes, I invite you to join our community and our upcoming online 
events. 

Stay safe and see you soon- for now, happy reading and implementing!

Hans Balmaekers
Innov8rs.co

hans@innov8rs.co
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Hello friends
We’ve always been big fans of the 
Innov8rs conference, and giant fans 
of unconferences. It’s the best way to 
get past the buzzwords and have real 
discussions about real problems. In other 
words, to get actionable advice.

We hope you enjoy this collection of lessons learned from some of the best 
RNSIX�NS�NSST[FYNTS��.SXNIJ��^TZȅQQ�ɅSI�F�SZRGJW�TK�INɄJWJSY�YTUNHX��NSHQZINSL�
TZW�T\S�XJXXNTS�FGTZY�YWFSXKTWRNSL�VZFQNYFYN[J�NSXNLMYX�NSYT�WJFQ�ɅSFSHNFQ�
metrics.

The next steps for the innovation industry include:

• Professionalizing innovation as a career
• 9ZWSNSL�VZFQNYFYN[J�NSXNLMYX�NSYT�ɅSFSHNFQ�RTIJQX�YMFY�FQQT\�KTW�

uncertainty
• Turning executives into investors who know how to place great bets on 

innovation
 
If something in this book strikes you as absolutely true, completely 
wrongheaded, or just worth thinking about, then please speak up. We love 
debate!

What made you think? What made you disagree? How will innovation 
change during these times of great uncertainty?

Kind regards,

Tristan, Nick, & the Kromatic Team

Kromatic.com 
Get into new markets with new products 
You want to be an innovation leader - What’s stopping you?

Tristan Kromer 
tristan@kromatic 

Nick Noreña 
nick@kromatic.com
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SOLVE CHALLENGES. CAPTURE OPPORTUNITIES. ACHIEVE RESULTS.

FOR MORE INFO AND TO APPLY TO JOIN, GO TO 

INNOV8RS.CO/COMMUNITY

You Don’t Need To Go Alone.

Leading innovation in large organizations can 
feel like an island. There’s a place where there 
are others like yourself, who “also get it”. 

Join Innov8rs 
Community to 
connect and 
collaborate with 
peers and experts, 
to address actual 
issues and get 
actionable insights.

JOIN WEEKLY LIVE SESSIONS 
Talks, workshops and conversations, covering 
everything corporate innovation from A to Z

ON DEMAND ACCESS TO CONTENT  
Session recordings from our past online events 
and conferences plus other practical resources.

PEER SUPPORT AND EXPERT GUIDANCE 
Get open and honest feedback by hosting a 
challenge call. Go deeper and address key issues 
in topical workshops.

FACILITATED PEER CIRCLES 
Closed-door conversations with others in the 
same role and/or in the same industry. 

ENGAGE AND EXPAND YOUR NETWORK 
Ask questions, join discussions and connect with 
other members via our social learning platform. 
Whatever your question, simply tap into the 
experiences and expertise of others for answers.
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Covid19/Crisis 
Response

7 The Innovator’s Handbook 2021



CHECK RECORDING JOIN DISCUSSION

Expert

NICK DE MEY
Insights Lead &  

Founding Partner at 
Board of Innovation

The low-touch economy refers to the way businesses and consumers 
have responded to Covid19. It’s easiest to think of the low touch economy 
like a feedback loop. Health measures put into place to combat Covid19 
(e.g., social distancing, restrictions leads to economic disruption (e.g., 
budgetary changes, supply chain changes), which both lead to behavior 
WLMJXW��I�K���RI[�RIIHW�IQIVKI��GSRWYQIVW�WLST�HMȓIVIRXP]
�

The question is: will these changes last? Will consumer purchasing behaviors return 
to what they were before the pandemic spurred once we get a reliable vaccine? 
Can companies simply hold their breath, or should they really be tearing down the 
pipes and re-plumbing? And how long will the “low-touch” economy last once social 
distancing is unnecessary?

Don’t get caught in this thought loop. It’s easy to second-guess innovation towards 
YMJ�QT\�YTZHM�JHTSTR^dȂ�JXUJHNFQQ^�NK�^TZȅWJ�XHFWJI�YMFY�^TZȅQQ�GJ�ȇXFHWNɅHNSL�
liquidity on innovation that won’t be necessary in two years.” Chances are, things 
aren’t going back to “normal.” And things aren’t staying the same as they are during 
this crisis. Profound global changes like Covid19 create cultural, environmental, 
and personal changes to each of our lives that impact all of our movements going 
forward. The winners of the low touch economy have been the companies that 
responded and innovated rapidly.

6 Areas To Find Value and Opportunity In The 
Low-Touch Economy

There are six areas of opportunity in this new economy.

The Winners of the 
Low Touch Economy 
How To Navigate The Future By Focusing On The Now
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1. Industry Shifts
Almost every industry has shifted during Covid19. Major retailers are opening 
dark stores to shorten shipping and pickup times, and restaurants are quickly 
becoming ghost kitchens for delivery services. Nearshoring and the gig 
economy have quickly become de facto workplace strategies for on-demand 
YFQJSY�LJSJWFYNTS��&SI�TɇHJ�WJIJXNLSX�FSI�WJRTYJ�\TWP�MFX�HTRUQJYJQ^�XMNKYJI�
the way we interact, operate, and engage with our talent and our customers.

Opportunities in this space are vast. The way we operate has 
fundamentally shifted. Retailers like Bath and Body Works are 
XMNKYNSL���
�TK�YMJNW�XYTWJX�NSYT�IFWP�KZQɅQQRJSY�HJSYJWX�KTW�
local orders. The explosion of on-demand delivery, new tech 
requirements, and remote work has energized the gig economy. 
From opportunities in on-demand talent to digital venture 
partnerships, industry shifts are creating plenty of room to carve 
out innovation.

2. New Regulations
The weight of regulatory bodies is crushing during normal years. During this 
UFSIJRNH�JS[NWTSRJSY�
FSI�[JW^�QNPJQ^�IZWNSL�YMJ�UTXY�UFSIJRNH�GTZSHJ�
GFHP���WJLZQFYNTSX�FWJ�Ɇ^NSL�FY�YMJ�XUJJI�TK�QNLMY��8THNFQ�INXYFSHNSL�LZNIJQNSJX�
are converging with sanitation guidelines in the physical world, and remote 
conditions are colliding with data privacy guidelines in the digital world.

In the nooks and crannies of the regulations is some serious 
opportunity. How can you leverage the right data privacy and 
authentication services to solidify your data privacy policies? 
<MFY�HFS�^TZ�IT�YT�XYWJFRQNSJ�HZXYTRJW�ɆT\�NS�F�XTHNFQQ^�
distanced space? Applying innovation to in-the-moment 
challenges yields rewards in an atmosphere where everyone is 
trying to wrestle the same regulations.

Example areas of 
opportunity to consider:

• Nearshoring
• Virtual migration
• Dark stores
• Local automated 

warehouses
• Digital venture partnerships
• Local distributed businesses
• 4ɇHJ�WJIJXNLSX

Example areas of 
opportunity to consider:

• Remote court services
• Private remote diagnostic 

services
• B2B admin tools sensitive 

data
• Authentication services
• 7NXP�UWTɅQJ�HFQHZQFYTWX

“Profound global changes like Covid19 
create cultural, environmental, and personal 
changes to each of our lives that impact all of 
our movements going forward.”
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3. New Consumer Behavior
We all know that consumer behaviors have changed during Covid19. But what 
are the long-term implications? According to McKinsey, “many of the longer-
term changes in consumer behavior are still forming, giving companies an 
opportunity to help shape the next normal.” We’re in a business environment 
where there are suddenly thousands of new, unopened doors. This isn’t the 
slow-to-scale SaaS projects of the last decade. You can put out an innovation 
today and see results tomorrow. People are craving new experiences.

+TW�J]FRUQJ��RFS^�UJTUQJ�FWJ�INYHMNSL�YMJ�LJWR�ɅQQJI�L^R�NS�
favor of home workouts. There’s some real opportunity in health-
and-wellness at home. At the same time, almost every business is 
shifting to remote conditions. So, rental equipment for businesses 
and workers is an area of renewed opportunity. From optimizing 
J(TRRJWHJ�YT�ɅSINSL�\F^X�YT�XHFQJ�NS�F�INLNYFQ�GT]��HTSXZRJW�

FSI�JRUQT^JJ��GJMF[NTWFQ�HMFSLJX�FWJ�XUFWPNSL�NSST[FYNTS�

4. Societal Changes
Applying consumer behavioral changes to a larger scale, you get societal 
changes. What’s happening in a broader sense? Nick pointed out some 
examples like elderly IT support and alternative family gatherings. Traditionally, 
we’ve always dealt with digital holdouts. Older generations didn’t necessarily 
want to pick up an iPhone and order from an app. But during Covid19, they’re 
in a vulnerable category, and digital tech is their lifeline to the outside world. 
Many have been converted. So, how can your business assist them in using 
your apps?

There are plenty of these societal opportunities popping up. In 
fact, entirely new industries have spawned out of this pandemic. 
On the B2B side, supply chain frictions and remote activity 
monitoring are other examples of white-space value in the low-
touch economy.

Example areas of 
opportunity to consider:

• Informal video 
communication

• Health/wellness at home
• Optimize eCommerce
• Rental equipment at home
• B2B tools scaling services

Example areas of 
opportunity to consider:

• Remote health tracking
• Personal security services
• Elderly IT support
• New niche industries
• Remote activity monitoring
• Supply chain transparency
• Alternative family gatherings
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5. New Resources/Assets
Covid19 has created new assets. A good example of this is the available 
workforce. In the past, the gig economy and nearshoring drew sights of 
hesitation. After all, supporting those emerging work models requires some 
level of tech facilitation and collaboration. But now that most of us have built 

TW�FWJ�GZNQINSL��WJRTYJ�KFHNQNYFYNTS�XYFHPX��TS�IJRFSI�YFQJSY�NX�JFXNJW�YT�
imagine. While these aren’t “new” resources, they are newly available to you. 
Implementing the right systems or innovating the right solutions can help you 
make the most of them.

Mergers are another new resource or asset. You may be 
considering new M&As during this time for scale. This is an 
opportunity for resilient and proactive companies to scoop up 
crippled businesses and jumpstart them with innovation. M&A 
and partnership opportunities are a core pillar of how businesses 
are shaping the new normal going forward.

6. New Technology
Nick considers this the “lowest impact” white-space opportunity in the low-
touch economy. But that doesn’t mean that there’s no opportunity here. Most of 
the technology we’re using existed pre-Covid. Of course, we’re all moving around 
our tech stacks to facilitate remote conditions, but most of us aren’t putting 
XNLSNɅHFSY�WJXTZWHJX�YT\FWIX�YJHM�7�)�IZWNSL�YMJ�UFSIJRNH�

However, there are some areas that stand out. Telehealth, new 
data modeling tech, and remote surveillance tools all come to 
mind. Alternatively, using existing tech intelligently can be a 
INɄJWJSYNFYTW�IZWNSL�YMNX�UJWNTI��'JNSL�ɆJ]NGQJ�FSI�FLNQJ�JSTZLM�
to onboard new tools and resources rapidly can put you at a 
serious competitive advantage.

Example areas of 
opportunity to consider:

• Available workforce
• Local tourism partnerships
• Mergers for new scale

Example areas of 
opportunity to consider:

• New health tech
• Data modeling
• Surveillance tools
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CHECK RECORDING JOIN DISCUSSION

Expert

HOWARD YU
LEGO Professor of 
Management and 
Innovation at IMD

LEAP: Thriving 
After A Crisis

-R�XMQIW�SJ�țRERGMEP�GVMWMW��MX�GER�FI�HMȖGYPX�JSV�GSQTERMIW�XS�VIGSZIV��
Consumers are less likely to spend their discretionary income, which 
means companies are making less money.

However, companies that are well-prepared for the future can recover, and even 
thrive after a crisis.

How Technology Can Help Your Business 
Prepare For The Future

Typically speaking, older companies that have not exposed themselves to the age 
of digitization are less prepared for the future than companies that have embraced 
INLNYN_FYNTS��FWYNɅHNFQ�NSYJQQNLJSHJ�FSI�[FWNTZX�HTSIZHYN[NYNJX�

Organizations that thrive in times of crisis have leaped ahead in the technological 
world and moved away from traditional core competencies.

+TW�J]FRUQJ��NY�NX�STY�JSTZLM�KTW�F�GFSP�YT�WZS�F�ɅWXY�HQFXX�WJYFNQ�GWFSHM�ZXNSL�
MZRFS�OZILJRJSY�YT�RFPJ�QTFSX��.Y�RZXY�FQXT�TɄJW�RTGNQJ�UF^RJSY�XJW[NHJX�FSI�
mobile advisory services. Likewise, it is not enough for a fashion retailer to sell a 
large quantity of product to a big retailer.

To be successful, companies must reach the consumer directly, and one of the best 
ways to do that is through the use of innovative technologies.
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How To Measure If My Businesses Is Well-
Prepared For The Future

.2)�HTSIZHYJI�F�XYZI^�NS�)JHJRGJW�����dȂ�\JQQ�GJKTWJ�(T[NI���MNY�YMJ�
:SNYJId8YFYJXȅ�WFIFWdȂ�YMFY�IJYJWRNSJI�MT\�\JQQ�QFWLJ�HTWUTWFYNTSX�\JWJ�UWJUFWJI�
for the future.

The companies that recovered the quickest and are now thriving following the 
JɄJHYX�TK�(T[NI���FQQ�MFI�YMJ�KTQQT\NSL�FXXJYX�

Healthy Core Business

+TW�F�HTRUFS^�YT�WJHT[JW�KWTR�F�ɅSFSHNFQ�HWNXNX��NYX�HTWJ�GZXNSJXX�SJJIX�YT�
be strong. If a core business is already on a decline before a crisis, it’s almost 
impossible for it to adequately prepare for the future and recover after a crisis.

Strong Budget For IT And R&D

Companies that spent more on IT and research and development had a greater 
understanding of the needs of their consumer and their consumer base. This means 
that after a crisis hits, they are easily able to understand the troubles and concerns 
of their customer and address those concerns directly.

A Diverse Management Team

Companies that have management teams from the same background tend to get 
stuck in a box. Companies that had managers outside the traditional sector were 
able to widen their ideation funnel and attack their issues in a variety of ways.

CEO Tenure

&QYMTZLM�NY�\TSȅY�FɄJHY�YMJ�JSYNWJ�GZXNSJXX��F�YJSZWJI�(*4�YJSIX�YT�UWTRTYJ�RTWJ�
innovative ideas. CEO’s that are about to retire likely won’t engage in big innovation 
projects and CEO’s that are just starting tend to lack the credibility necessary to 
instigate a large change.

“Organizations that thrive in times 
of crisis have leaped ahead in the 
technological world and moved away 
from traditional core competencies.”
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CHECK RECORDING JOIN DISCUSSION

Expert

RICH TURRIN
Consultant and author. 

Prior innovation lab 
ɅSYJHM�MJFI�FY�.'2��

Author of “Innovation 
Lab Excellence” and 
ȇ(FXMQJXXdȂ�(MNSFȅX�

Digital Currency 
Revolution”.

Innovation Lab 
Excellence: Innovating 
In A Downturn

Innovation labs are loved and hated by companies that run them. They 
are loved because companies love the concept of innovation, but they 
are hated because innovation is fundamentally hard. It challenges 
people, and leaders in companies want the lab to do more and to do 
HMȓIVIRX�XLMRKW��8LI]�HSRŸX�YRHIVWXERH�LS[�MRRSZEXMSR�[SVOW�

Currently, Covid19 is what is driving digital transformation for businesses. All sectors 
have had their digital transformation requirements ramped up in order to handle 
work from home requirements. Covid19 also has brought about an economic 
downturn. Even in times of digital transformation, innovators are vulnerable in a 
downturn. There are a number of things innovators can do to lessen the fear and 
concern raised by a downturn.

Solve The Strangest Problems

The concept of “this is not my job” does not apply to innovators in a downturn. If 
FS�NSST[FYTW�XJJX�F�UWTGQJR��NY�NX�YMJNW�OTG�YT�XTQ[J�NYdȂ�WJLFWIQJXX�TK�\MJYMJW�YMJ�
problem touches the normal projects being handled by the innovator. Don’t be 
Ʌ]FYJI�TS�YMJ�J]NXYNSL�UWTIZHY�XHMJIZQJ�KTW�UQFSSJI�NSST[FYNTSX��.K�YMJWJ�FWJ�ZSZXZFQ�
problems within your company, the innovation team needs to be on deck to solve 
for these problems.
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Bring Technology Forward

2FS^�NSST[FYNTS�YJFRX�MF[J�F�XHMJIZQJ�TK�WTQQTZYX�KTW�INɄJWJSY�YJHMSTQTLNJX�YMJ^�
are working with. Bring technology forward. If you are working on a chatbot that isn’t 
perfect, launch it now. Don’t wait the additional three to four months it might take 
YT�UJWKJHY�YMJ�HMFYGTY��.K�^TZ�MF[J�YJHMSTQTL^�YMFY�HFS�GJSJɅY�^TZW�HTRUFS �̂�NY�NX�
better to launch it before it is perfect as long as it isn’t unprofessional. Technology 
that is 75% plus complete, they should be rolled out now. Your company needs the 
innovation, and the project will still help the consumer even if it isn’t complete.

It’s Not Just the Customers

During this time, you need to think beyond the client. While clients remain important, 
innovators need to focus on the people in the organization who are stressed by the 
“new normal.” Everyone’s roles are shifting and changing. If you can help a colleague 
overcome the stress created by these shifts, this will create added value for the role 
of the innovator within the company.

“If an innovator sees a problem, it is 
their job to solve it.”
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Expert

BRANT COOPER
Brant Cooper. NYT 
Bestselling Author; 
Keynote Speaker;  

The Startup Bluebook, 
CEO, Moves the 

Needle

To Innovate for 
“Real”, You Must 
Disrupt The Core

We are facing massive uncertainty, especially at times like these. We, 
as innovators, can and should lead our organizations forward. To do 
WS��[I�RIIH�XS�PIZIVEKI�XLI�țZI�ź)ŸWŻ�SJ�HMWVYTXMSR�TSIXV]��)QTEXL]��
)\TIVMQIRXW��)ZMHIRGI��)\IGYXMSR�ERH�)XLMGW�

The trick here is that we need to stop thinking that the core business does not 
understand innovation. Rather, maybe we need to focus on why innovators do not 
get the core business. And ultimately, we need to learn how to balance execution 
and learning throughout the whole business. 

Disruption Poetry

The innovation industry for a while has been selling a concept that we need to 
divide the organization into an execution side, and an exploration, a learning side. 
The pandemic is really driving home this feeling of disruption that we are having. 

Even before the pandemic, there was a tremendous amount of uncertainty in the 
world. The world is moving incredibly fast, and disruption seems to be happening all 
around us. If we look at startups like Uber, Airbnb, or even going back a few years to 
Instagram or even a lot of what Amazon does. It is not about technology invention. 
.Y�NX�WJFQQ^�FGTZY�MT\�\J�UWT[NIJ�YMNX�INɄJWJSY�Y^UJ�TK�J]UJWNJSHJ�FSI�[FQZJ�YT�JSI�
users, such that markets have changed.

If you think about it in that way, technology disruption tends to start in the core 
parts of the economy, driven by large technology and chemistry driven companies 
or major university programs. Therefore, if you were a technology company, what you 
SJJIJI�YT�IT�\FX�YT�NS[JSY��FSI�^TZ�LF[J�F�XNLSNɅHFSY�FRTZSY�TK�GZILJY�YT�7�)��
Part of the problem today is that we are still using this same method of innovation, 
even though the real change is out on edge. The real change is out there with 
NSIN[NIZFQXdȂ�NY�NX�FQRTXY�QNPJ�MF[NSL�XJ[JS�GNQQNTS�RFWPJY�XJLRJSYX��
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Disrupting the Core

What the innovation team can teach the core business is how do they separate what 
NX�PST\S�KWTR�\MFY�NX�ZSPST\S��8UJHNɅHFQQ �̂�\MJWJ�NX�YMJ�LFU�YMFY�YMJ^�KFHJ$�+TW�
example, pre-pandemic commercialization teams have faced the following situation. 

We know how we will hit our numbers this year, but we may be 5% short. We also do 
not know how we will close that 5% gap?

That is referred to as an uncertainty. To solve this, the teams need to use empathy, 
experiments, and evidence to close that 5% gap. Innovators already take these steps 
natively. The innovation teams just need to learn how to express it in a way that the 
core business gets what they are talking about. 

What Keeps a Leader Up at Night?

In order to get leaders on board, we need to focus on what they’re worried about. 
A solution to their problem is what they are going to fund. Especially in these times, 
QJFIJWX�FWJSȅY�\TWWNJI�FGTZY�\MFY�YMJNW�GWJFPYMWTZLM�NSST[FYNTS�NX�LTNSL�YT�GJ�Ʌ[J�
years from now. 

As innovators, we need to help the core business articulate where their unknowns are, 
and then we apply our skillset and toolset to close that gap, moving those “unknown” 
items to the “known” side. 

During the pandemic, that can include very fundamental market questions and 
customer questions that seemed “known” six months ago, but are currently unknown. 
However, it also can be issues like: how do we manage remote people? This is an 
uncertainty that core business executives might have, and it’s our job to close that 
gap applying lean innovation, including empathy, experiments, and evidence.

“We need to help the core business articulate where 
their unknowns are, and then we apply our skillset 
and toolset to close that gap.”
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What Corporate 
Innovators Need to 
Do to Ensure Post-
Crisis Growth

Expert

FRANK MATTES
Founder and CEO 

at innovation-3. 
Author of Scaling Up 
Corporate Startups

Corporate innovation has always been a tough job. It is now even 
tougher by budget cuts and working from home. At the same time, 
GSVTSVEXI�MRRSZEXSVW�EVI�EWOIH�XS�HS�RI[�XLMRKW�JVSQ�E�WQEPPIV�FEWI��
they are supposed to help navigate uncharted territories (the “New 
Normal”) and to set up the company for post-crisis growth. 

It is easy to view these circumstances as overwhelming and disheartening, but there 
is a way to move forward and ensure post-crisis growth.

Companies Unprepared For Fundamental Shifts

A recent study by McKinsey with 200 global CEO’s provided some great insight 
into how corporate innovation’s key stakeholders view the state of innovation in the 
current situation.

90% agreed that the Covid19 crisis will fundamentally change clients’ needs and 
business operations over the next 5 years. 7 out of 10 CEO’s say that the situation 
UWT[NIJX�TUUTWYZSNYNJX�KTW�LWT\YMȂ�GZY�TSQ^���TZY�TK����XJJ�YMJNW�HTRUFSNJX�
prepared to seize them.

The Need For A Tangible Action Plan

Consequently, corporate innovators must take the initiative. Since in most 
companies, innovation budgets have been cut, it is of uttermost importance to have 
a clear, actionable and communicable plan. There is simply no budget, no time and 
no space for taking the wrong turns.
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Step 1: Understand The New Normal

We all experience many changes in our lives. Some of these changes will stick and 
become the norm in a changed world, the “New Normal”. One aspect which is clearly 
emerging is a “low touch economy”. This describes a business environment in which 
HZXYTRJWX�\NQQ�GJ�MJXNYFSY�YT�MF[J�UM^XNHFQ�HTSYFHY�\NYM�YMNSLX�FSI�UJTUQJ�
N�J��ȇMNLM�
YTZHMȈ��FSI�UWJKJW�F�QT\�YTZHM�XTQZYNTS�YT�YMJNW�OTGX�YT�GJ�ITSJ�

(TSXJVZJSYQ �̂�HZXYTRJWX�\NQQ�MF[J�INɄJWJSY�IJHNXNTS�HWNYJWNF�FSI�UWJKJW�F�INɄJWJSY�
customer journey. Corporate innovators need to understand what this will mean 
in practice in their respective business environments so that they can catch New 
Normal customers where they want to be caught.

Step 2: Explore The Opportunities

*[JW^�HWNXNXdȂ�FQXT�YMJ�HZWWJSY�TSJdȂ�GWNSLX�SJ\�TUUTWYZSNYNJX��8TRJ�TK�YMJR�RF^�
come from understanding New Normal customer expectations deeper and/or 
faster than the competitors. Other opportunities lie in re-designing the channels to 
HZXYTRJWX�
J�L��TRSNHMFSSJQ�\NYM�F�WJ�IJɅSJI�UM^XNHFQ�YTZHM�UTNSY��FSI�YMJ�[FQZJ�
UWTUTXNYNTS���TɄJWNSL��

The most interesting opportunities will be in new business models. As we have seen 
from the last crisis, changed fundamental assumptions provide a fertile ground for 
new business designs. For instance, after the last crisis the common view on asset 
ownership changed. This led to new, “Sharing Economy” business designs, such as 
e.g. Airbnb and Uber.

Corporate innovators need to understand which fundamental assumptions are 
changed by the Covid19 crisis, generate ideas and validate them to seize the 
opportunities.

Step 3: Aligning Innovation And Digital

In many companies, Corporate Innovation and Digital have been two separated, 
siloed units. Both are asked in the current situation to support the core and 
contribute short-term to the company’s top line.

Your plan should consist of 
Ʌ[JdXYJUX�

1. Understand the New Normal
2. Explore the opportunities
3. Align Innovation and Digital
4. Select the right corporate startups / 

ventures
5. Accelerate and scale them up, based 

upon Best Practice

“Corporate innovators should be 
crystal-clear on what they focus 

on to make sure that precious 
resources are spent wisely”
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9MNX�NX�ST\�F�LTTI�YNRJ�YT�OTNS�KTWHJX��'^�ITNSL�XT��YMJ�HZWWJSY�TɄJWNSL�YT�J]NXYNSL�
clients may be extended or existing solutions adapted to new target groups.

Corporate innovators should align with their colleagues from Digital, compare the 
agendas and identify short-term opportunities that may arise from joining forces.

Step 4: Select The Right Corporate Startups

Smaller innovation budgets require corporate innovators to be very selective 
about which adjacent or even disruptive innovation activities should be kept 
alive, accelerated and scaled. Cuts that are made free resources which could be 
directed at accelerating the innovation journey of the precious few, right corporate 
startups/ventures. 

9MJ�ɅWXY�XYJU�NX�YT�XUTY�FSI�PNQQ�YMJ�ȇ_TRGNJXȈ��9MJXJ�FWJ�NSNYNFYN[JX�YMFY�FWJ�FQN[J�GZY�
XMTZQI�STY�GJ��8TRJ�HWNYJWNF�YT�NIJSYNK^�_TRGNJX�FWJ�KTW�J]FRUQJ�
F��XQT\�XUJJI�NS�
YMJNW�NSST[FYNTS�OTZWSJ �̂�
G��ZSKF[TWFGQJ�WJQFYNTS�GJY\JJS�J]UJHYJI�XN_J�FSI�YNRJ�TK�
GZXNSJXX�NRUFHY�TW�
H��RNXXNSL�FQNLSRJSY�\NYM�YMJ�3J\�3TWRFQ�

After the zombies have been killed, the portfolio should be pruned even more: Only 
YMJ�XYFWYZUX�\NYM�F�HQJFW�XYWFYJLNH�FQNLSRJSY�FSI�\NYM�ɅY�YT�YMJ�3J\�3TWRFQ�XMTZQI�GJ�
in the “bounce forward” portfolio.

Corporate innovators should be crystal-clear on what they focus on to make sure 
that precious resources are spent wisely and that the right startups ventures are 
accelerated as fast as possible.

Step 5: Accelerate And Scale Up The Right Corporate Startups

Historically, companies have not been good at achieving business impact from 
their corporate startups. Statistics show that 85-90% fail after the “Minimum Viable 
Product” stage.

The current situation does not allow failures. The odds for success must be 
increased. Improving the quality and speed of validation and scaling are key levers for 
achieving this goal. This requires using the best thinking tools and frameworks. One 
of these is the Lean Scaleup, which has been co-created and is used at more than 
20 leading companies already.

Corporate innovators should familiarize themselves with this framework and 
upgrade their innovation management accordingly so that they can increase the 
odds for success.

Although these are challenging times for corporate innovators there are also 
opportunities to support the core business and to re-establish the value of 
corporate innovation.
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Making A New Rule 
Book for Innovation

Expert

ESTHER GONS
Founder and CEO 
at GroundControl 

by NEXT Amsterdam 
and Author of The 
Corporate Startup

3RI�JEGXSV�MR�TVSJIWWMSREPM^MRK�MRRSZEXMSR�MW�LEZMRK�E�GPIEV�HIțRMXMSR�SJ�
[LEX�MRRSZEXMSR�MW�[MXLMR�XLI�GSQTER]��-J�]SY�LEZI�E�GPIEV�HIțRMXMSR��MX�
will help everyone within the company understand what to do with an 
innovation project and how to approach it. They’ll know whose door to 
knock on to take it forward. 

Every company has a rule book. That rule book is rooted in principles like cost 
WJIZHYNTS��LWT\YM��74.��FSI�NSHWJFXNSL�JɇHNJSH �̂�&QQ�YMJ�UWTHJXXJX�HWJFYJI�\NYMNS�
the company are linked to what’s in the company rule book. That rule book is a 
good thing; it’s what got the company to where it is today and it’s the system that is 
earning money. 

But as soon as you start dealing with innovation, you have to approach things 
INɄJWJSYQ �̂�9MFYȅX�GJHFZXJ�NSST[FYNTS�HFSSTY�FSI�\NQQ�STY�XZHHJJI�\NYMNS�YMJ�X^XYJRX�
IJɅSJI�G^�YMJ�HTRUFS^�WZQJ�GTTP��>TZ�SJJI�YT�HWJFYJ�F�XJHTSI�X^XYJR��F�XYFWY�ZU�
rule book. This rule book needs to contain things like: 

• Exploration of new ideas
• Taking a systemic innovation approach
• Learnings from previous innovations
• Validating and de-risking business models
• )JɅSNSL�.SST[FYNTS�'FXJI�4S�'ZXNSJXX�,TFQX

Defining Innovation Based On Business Goals

.YȅX�JFXNJW�YT�IJɅSJ�NSST[FYNTS�NK�^TZ�QTTP�FY�NY�KWTR�F�XQNLMYQ^�INɄJWJSY�UJWXUJHYN[J��
Instead of lumping innovation into core or adjacent, or using the horizon model, 
YMNSP�TK�NSST[FYNTS�FX�ɅYYNSL�NSYT�YMJXJ�YMWJJ�HFYJLTWNJX��
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1. Sustaining innovation. This innovation contributes to the current business model 
and has a high certainty factor. This is still innovation, though a lot of companies 
\FSY�YT�HFQQ�NY�NRUWT[JRJSY�TW�XZXYFNSFGNQNY �̂�'ZY�NYȅX�NRUTWYFSY�YT�IJɅSJ�\MFY�NY�NX�
so everyone within the company can identify it. 

2. Startup innovation.�9MNX�Y^UJ�TK�NSST[FYNTS�NX�FGTZY�ɅSINSL�SJ\�RTIJQX�KTW�YMJ�
near future. There is uncertainty. The innovation’s business goals won’t line up 
with the current business goals. That’s because this type of innovation is asking 
what models will exist seven to ten years from now. While these innovations might 
contribute to the current model eventually, their main focus will be on the future. 
This kind of innovation will need new KPIs and new ways of working. 

3. Basic research. This is the type of innovation that people are most afraid of 
because it has the most uncertainty. This innovation is all about new discoveries, 
SJ\�YJHMSTQTL �̂�FSI�SJ\�XHNJSHJ��>TZȅQQ�MF[J�INɄJWJSY�LTFQX�KTW�YMNX�PNSI�TK�
innovation. 

&�LTTI�IJɅSNYNTS�NX�YMJ�ɅWXY�XYJU�FSI�YMJ�RTXY�NRUTWYFSY�HTSINYNTS�KTW�
UWTKJXXNTSFQN_NSL�NSST[FYNTS�\NYMNS�F�HTRUFS �̂�.K�IJɅSNYNTSX�XYF^�KZ__ �̂�UJTUQJ�ITSȅY�
know what to do, how to approach innovation initiatives, and there will be no way 
YT�UWTKJXXNTSFQN_J�NSST[FYNTS�HTRUFS^�\NIJ��<MJS�^TZ�HQJFWQ^�IJɅSJ�NSST[FYNTS�
within your organization, it empowers people. They will know what to do when they 
encounter that type of innovation and what to do with it from there. 

“Innovation cannot and will not 
WYGGIIH�[MXLMR�XLI�W]WXIQW�HIțRIH�F]�
the company rule book.”
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Expert

CAROLINA WOSIACK
Managing Director 

EMEA at CI&T

The Innovation 
Illusion

When it comes to implementing successful innovation programs in a 
GSQTER]��XLIVI�MW�RS�SRI�WM^I�țXW�EPP�ETTVSEGL��8LI�TVSGIWW�GER�FI�
HMȖGYPX�FIGEYWI�XLIVI�EVI�WIZIVEP�ETTVSEGLIW�RIGIWWEV]�XS�IRWYVI�
success. 

-T\J[JW��J]JHZYN[JX�YMFY�FWJ�IWN[NSL�YMJ�NSST[FYNTS�\NYMNS�F�HTRUFS^�TKYJS�ɅSI�
YMJRXJQ[JX�XJFWHMNSL�KTW�F�XNQ[JW�GZQQJY�TW�F�ȇVZNHP�Ʌ]Ȉ��9MNX�NX�\MFY�NX�PST\S�FX�YMJ�
innovation illusion: the idea that all innovation problems within a company can be 
solved by doing one thing. This can fall in a variety of areas, as listed below. 

Take A Tour Of Silicon Valley

Taking a tour of other innovative companies allows you to discover new ideas and 
benchmark where your company sits. However, it is important to remember that 
the tour is not just about getting information or inspiration. You must return to your 
company and implement change. 

Train Teams In Design Thinking

Design thinking refers to the strategic, cognitive and practical processes by 
which new concepts are developed. It is important to rethink the way your 
company gets ideas, and teaching employees ways to upscale their thinking can 
MJQU�GZNQI�^TZW�HTRUFS^ȅX�NIJFYNTS�KZSSJQ��-T\J[JW��^TZ�RZXY�FQXT�ɅSI�\F^X�YT�
implement those ideas.
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Acquire Startups

Acquiring a startup can help your large company speak to a new market or disrupt 
the way a corporation runs. This has proven successful for many companies, but it 
can be hard for both your company and the startup to exist harmoniously. 

Revamp your office

<Jȅ[J�XJJS�YMNX�ITSJ�FQQ�T[JW��TɇHJX�LJY�WNI�TK�HZGNHQJX�NS�KF[TW�TK�TUJS�HTSHJUY�
IJXPX��4YMJWX�LJY�WNI�TK�YMJ�TɇHJ�FQYTLJYMJW��7J[FRUNSL�FS�TɇHJ�HFS�JSHTZWFLJ�
HTQQFGTWFYNTS�FSI�JSYMZXNFXYNH�JRUQT^JJX��GZY�YMNX�XYJU�FɄJHYX�YMJ�UWTHJXX�TK�
innovation, not the outcome.

Although these initiatives may help as part of a broader program, compounding their 
NRUFHY��YMJ^�\NQQ�STY�GJ�JɄJHYN[J�G^�YMJRXJQ[JX��

ź8LI�MRRSZEXMSR�MPPYWMSR��XLI�MHIE�
that all innovation problems within a 
company can be solved by doing one 
thing.”
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How To Get 
Leadership On The 
Side Of Innovation

Expert

RITA MCGRATH
Columbia Business School 

Professor. Thinkers50 
YTU��������dNS�XYWFYJL �̂�
Bestselling author of 

The End of Competitive 
Advantage & Seeing Around 

Corners: How to Spot 
.SɆJHYNTS�5TNSYX�NS�'ZXNSJXX�

Before They Happen

I suggest you approach your leadership through the lens of your portfolio 
EGXMZMXMIW��;LIR�HMWGYWWMRK�MRRSZEXMSR�[MXL�]SYV�')3�SV�'*3��]SY�[MPP�
LEZI�XS�EHHVIWW�X[S�PIZIPW�SJ�YRGIVXEMRX]�

- Uncertainty about the market, which encompasses who your customer is, how you 
get to them, and what products and services they want. 

- Uncertainty about technologies and capabilities, which takes into account 
feasibility, execution, scaling, and critical mass.

<MJS�^TZ�YMNSP�FGTZY�NY��^TZ�MF[J�YMWJJ�INɄJWJSY�QJ[JQX�TK�GZXNSJXX�YT�HTSXNIJW�
when driving innovation:

1. Core Business, which is your established business. You know what you to do and 
who you’re doing it for, and that can be very innovative, but it has low uncertainty

2. Near-Field Businesses, which are your candidates to be your next generation 
core. These are your innovations with 8-months to 2 years generation that you 
might be planning for today.

3. Strategic Options, which are small investments you are making today that open 
up opportunities for the future.

It is interesting to note that it is easier to measure and quantify your ROI with 
your core business than with strategic options, but the options have much higher 
74.�UTYJSYNFQ��9MNX�NX�QFWLJQ^�GJHFZXJ�G^�IJɅSNYNTS�YMJ�HTWJ�FQWJFI^�MFX�F�QTY�TK�
uncertainty driven out of it, so you’re not going to get those types of venture capital 
returns from investing in your core business. 
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This is a conversation I often have with CFOs because they talk about options as a 
license to loot. On the contrary, you can be disciplined in your pursuit of options, but 
you have to have them in your portfolio because that’s where your future returns are. 

The Case For Investing In Innovation

Once you have your audience with the CEO or CFO, you need to provide them with 
reliable evidence that your company needs innovation, and ways that innovation will 
help. I usually follow these three steps:

Survey

.�ZXJ�F�XZW[J^�YT�ɅSI�NSINHFYTWX�YMFY�^TZW�J]NXYNSL�GZXNSJXX�NX�NS�IJHQNSJ��*]FRUQJX�TK�
a failing business may include investing the same amount, but not getting the same 
return, customers purchasing the same product for less elsewhere, customers not 
paying more for added features, and inability to attract new talent you want to keep. 
I walk leadership through each of these factors, and if the answer to many of these 
situations is “Yes”, then they’re on the wrong end of a fading competitive advantage. 

At that point there is no choice but to invest in what the next competitive advantage 
is or the business is going to become irrelevant. To make your case, you have to make 
them feel that dissatisfaction, that all is not well in the core business.

Process

Then, you need to encourage them to understand that innovation is not magic. 
There’s a systemic process where you can look at metrics for investment and 
progress, so you can reassure them that this isn’t license to just go crazy. It is an 
actual process that you follow.

Imagination Premium

For publicly traded companies, I use a metric called the “Imagination Premium”. It 
is a metric that shows how much of your market capitalization can be explained 
by operations; in other words, what you’re delivering today, versus your growth 
aspiration. If you take the value of growth divided by the value of operation, you get 
what I call the Imagination Premium or TIP. 

This is an interesting number, because it says that the operations are valued at the 
current state of your company. If you’re a highly innovative company, however, your 
investors are willing to pay more for your shares than if they were just looking at what 
^TZ�LJSJWFYJ�TS�F�HFXM�ɆT\�GFXNX��
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If you are very high on Imagination Premium, it means that very high expectations are 
baked into your share price, so being too high in Imagination Premium can be very 
risky. If you’re too low on Imagination Premium, you begin to attract activist investors, 
you start to become takeover bait, your board is under questioning, and your CEO 
may lose their job. So, you want to be somewhere in the middle. You want a balance 
between what you’re doing today and what you’re planning on doing tomorrow. 

The Effects Of Timing

.S�F�HWNXNX�TK�XZW[N[FQ��NY�NX�[JW^�INɇHZQY�YT�YMNSP�NS�YMJ�QTSL�YJWR��<MJS�INXHZXXNSL�
innovation and the current crisis, there is often a lot of discussion about shareholder 
returns and pressure, but what I actually think we have is a crisis of timing. We have 
allowed forces that favor the near term to overwhelm forces that favor the longer 
term. The Business Roundtable, this time last year, made a point that business has 
YT�GJ�WZS�KTW�YMJ�GJSJɅY�TK�FQQ�XYFPJMTQIJWX��FSI�.�YMNSP�YMFY�NX�INWJHYNTSFQQ^�HTWWJHY��
However, the problem in my view is not necessarily that we run businesses for 
XMFWJMTQIJWX��NY�NX�YMFY�\J�WZS�GZXNSJXXJX�KTW�XMTWY�YJWR�UF^TɄX�YT�XMFWJMTQIJWX��

After all, given a long enough time horizon, the interests of all stakeholders 
SJHJXXFWNQ^�FQNLSdȂ�NK�^TZW�\TWPJWX�FWJ�NRUT[JWNXMJI�FSI�^TZW�HTRRZSNYNJX�FWJ�
languishing, that is not going to be an environment of generous returns in the long 
run. Reframing this discussion from a timing perspective can help you to encourage 
YMJ�(�YJFR�YT�XZUUTWY�^TZW�NSST[FYN[J�JɄTWYX�

“We have allowed forces that favor the 
near term to overwhelm forces that 
favor the longer term. ”
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How to Become an 
Invincible Company

Expert

ALEXANDER 
OSTERWALDER
Co-Founder at 
Strategyzer and 
Author of The 

Invincible Company

When we say “invincible” we understand that no company is actually 
invincible. All companies are at risk of failure in one way or another; 
however, there are things that your company can do to stay ahead. In 
Q]�I\TIVMIRGI��XLIVI�EVI�XLVII�TVMQEV]�JEGXSVW�XLEX�LIPT�QEOI�]SYV�
GSQTER]�MRZMRGMFPI�

1. Constantly reinvent yourself
2. Compete on superior business models
3. Transcend industry boundaries
 
8ZHHJXXKZQ�HTRUFSNJX�FWJ�ST�QTSLJW�HQFXXNɅFGQJ�\NYMNS�NSIZXYW^�GTZSIFWNJX��9MFYȅX�
1985 thinking, and the world has changed since then. These days, companies need 
to think beyond their tried-and-true core business in order to remain relevant in a 
changing business world.

Challenges Facing Existing Companies

For established companies, the biggest challenge is trying to encompass both 
Explore and Exploit mentalities. Doing both at the same time is very hard for most 
organizations, because managing what you have and inventing the future require 
KZSIFRJSYFQQ^�INɄJWJSY�RNSIXJYX��FSI�RTXY�TK�ZX�FWJ�STY�[JW^�LTTI�FY�KTHZXNSL�
on both. So, how can we incorporate both the Explore and Exploit mentalities to 
JSMFSHJ�NSST[FYNTS$�+NWXY��\J�MF[J�YT�IJɅSJ�NSST[FYNTS��

3 Types of Innovation

.�GJQNJ[J�YMFY�YMJ�\TWI�ȇNSST[FYNTSȈ�FQTSJ�NX�STSXJSXJ��GJHFZXJ�YMJWJ�FWJ�INɄJWJSY�
types of innovation:
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1. Efficiency Innovation entails improving the existing processes and business 
model. This can include the addition of very sophisticated technology, but the 
challenge here is that you can mistake advanced technology for advancing the 
HTRUFS^�\MJS�^TZȅWJ�WJFQQ^�OZXY�RFPNSL�YMJ�HZWWJSY�UWTHJXXJX�RTWJ�JɇHNJSY��&Y�
\TWXY��YMFY�HTZQI�RJFS�YMFY�^TZW�HTRUFS^�NX�OZXY�LTNSL�YT�RTWJ�JɇHNJSYQ^�INJ�\NYM�
a dying business model. So, what we really need to do is work on sustaining and 
transformative innovation. 

2. Sustaining Innovation refers to new value propositions but with the same 
business model.

3. Transformative Innovation�NX�YMJ�RTXY�INɇHZQY�KTW�JXYFGQNXMJI�HTRUFSNJX��
This type of innovation focuses on inventing the future. It can be especially 
daunting because people believe that when creating growth engines involves 
the cannibalization of existing business. Sometimes that’s true, but it’s not always 
the case. In fact, it’s one of the most prevalent innovation myths. You can create 
growth engines that either build on the strengths of your existing business model 
or extend it into new ares. 

Although all three types of innovation facilitate change, only sustaining and 
transformative innovation fall under the Explore mentality necessary to facilitate true 
HMFSLJ��*ɇHNJSH^�NSST[FYNTS��\MNQJ�NRUTWYFSY��KTHZXJX�TSQ^�TS�YMJ�NRUWT[JRJSY�TK�
existing processes, and falls solidly within the Exploit culture.

The Portfolio Map

In order to bridge the gap between Explore and Exploit mentalities, we created a tool 
to harmonize both, the exploration of new ideas and the management of the existing. 
<MFY�\J�HFRJ�ZU�\NYM�NX�YMJ�5TWYKTQNT�2FU��\MNHM�RFPJX�YMJ�Y\T�INɄJWJSY�UTWYKTQNTX�
explicit: your Explore Portfolio and you Exploit Portfolio: 

1. Explore Portfolio: This portfolio incorporates transformative and sustaining 
innovation where you create, test, and adapt ideas, and new business models until 
some emerge that can become new growth engines. . 

2. Exploit Portfolio: This portfolio focuses on ways to detect and prevent disruption 
and improve your existing business model and operations. This can include 
FI[FSHJI�YJHMSTQTL^�KTW�RTWJ�JɇHNJSY�UM^XNHFQ�TUJWFYNTSX�TW�F�SJ\�GZXNSJXX�
RTIJQ�YMFY�FIOZXYX�YMJ�UWTHJXX�ɆT\��9MJXJ�NIJFX�RF^�GJ�NSST[FYN[J��GZY�YMJ^�FWJ�
not necessarily transformative. 

ź8LIWI�X[S�ZIV]�HMȓIVIRX�GYPXYVIW�RIIH�XS�țRH�
E�[E]�XS�GSI\MWX�MR�LEVQSR]�ERH�GSPPEFSVEXI�MR�
order to facilitate transformative innovation.” 
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9MJXJ�FWJ�Y\T�INɄJWJSY�\TWQIX��\NYM�INɄJWJSY�HZQYZWJX��9MJ�*]UQTNY�FUUWTFHM�
incorporates a professional consultant mindset reason and logic, while the Explore 
approach is more like pirates, opportunistic and unpredictable. These two very 
INɄJWJSY�HZQYZWJX�SJJI�YT�ɅSI�F�\F^�YT�HTJ]NXY�NS�MFWRTS^�FSI�HTQQFGTWFYJ�NS�TWIJW�YT�
facilitate transformative innovation. 

Ideate, Pivot, Kill

Data from early stage venture capital shows that you’d need to invest in approximately 
250 projects to produce one mega-success. About 162 of those projects will fail 
outright, 87 will produce some level of success, and only that one 1 will be completely 
successful. In short, you can’t pick the winner, and you will never know which project 
will succeed until you’ve invested. It’s great proxy data for corporate innovation. 

To this end, it is especially important to remember that failure is normal in a 
healthy innovation process. It’s a well known fact with successful companies that in 
innovation, you fail all the time. In the beginning “winners” and “losers” look virtually 
indistinguishable, and sometimes, a bad idea will get a lot of traction because it has 
a charismatic champion. You still can’t know how successful an idea will be until you 
test it. This is why portfolio management is the biggest next wave in innovation that 
we need to get right in order to succeed in transforming a business.

The lesson here is that you can’t pick the winner without investing in the losers, and 
this is the fundamental basis of Exploration logic: 

Rather than betting on one big project, invest in many smaller projects, but be 
prepared to embrace the small failures, because that is what will allow the successful 
projects and teams emerge. 

Power Behind Innovation

I do believe that those who invest in innovation will win; however, the key to 
success is not the people, the project, or the money. It’s the power. Leaders need 
to personally allocate time and money into innovation every week, if they want 
innovation to be taken seriously at their organization. In companies where you have 
HT�(*4XdȂ�TSJ�KTHZXJI�TS�*]UQTWJ�FSI�TSJ�TS�*]UQTNYdȂ�TW�\NYM�TSJ�(*4�\MT�NX�FY�
least 40% focused on innovation, you will see innovation emerge, and you will see 
companies succeed. Without more than 40% focus from leadership, there will be 
no innovation in the company, because there will be no power behind it. Convince 
leadership to focus on innovation, and the money, resources, and people will come.

“Avoid big failures, or you’re dead. 
)QFVEGI�WQEPP�JEMPYVIW�SV�]SYŸVI�HIEH�Ż
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How To Coordinate Efforts For Coherent 
Innovation Strategies

Something we see a lot is a lack of coherent overall strategy for innovation. When 
innovation is missing from your company’s overall goals, it’s never going to happen. 
Your strategy needs to incorporate both the Exploit and Explore portfolios. We call 
this Portfolio Guidance. The strategy should inform how you are going to manage 
both your Exploit and Explore portfolios. With your Exploit portfolio, consider which 
businesses are at risk, which businesses are you going to get rid of, and which 
businesses you may want to acquire. For your Explore portfolio, your portfolio 
guidance should focus on which areas of business you want to explore and what 
technologies you want to invest in. Finding the right exploration direction depends 
QFWLJQ^�TS�MT\�^TZ�IJɅSJ�^TZW�HTWUTWFYJ�NIJSYNY �̂�

Define Corporate Identity

)JɅSNSL�^TZW�HTWUTWFYJ�NIJSYNY^�LN[JX�^TZ�YMJ�UTWYKTQNT�
guidance that allows your teams to know what to do 
in both Exploit and Explore portfolios. With both of 
your portfolios working together, you can facilitate 
sustainable and transformative innovation that will keep 
your company relevant in our changing world. 

In order to create a corporate 
identity, you need three things:

1. Strategic Direction, in order to reallocate 
resources to innovation.

2. Organizational Culture, in which you 
WJIJɅSJ�^TZW�NSYJWSFQ�HZQYZWJ�FSI�MNWJ�
new talent.

3. Brand Image, which you can craft through 
investment in new arenas and platforms.
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How To Choose 
And Lead The Right 
Innovation Strategy

PETER GLASHEEN
Head of Faculty, 

Managing Director 
at Innovation 360 

Australia

AJ KENNEDY
Director, Innovation 

Management & 
Ideation Specialist 
at Innovation 360 

Australia

Innovation works even in the worst of times. According to a recent 
McKinsey report, those who take on this challenge during adversity 
outperform other companies by 10% during the crisis and 30% post-crisis. 
Realizing those returns requires a sound innovation strategy, and the 
capabilities required to deliver it.

Choosing and communicating the right innovation strategy for your company’s 
needs begins with your company’s aspirations. Aspirations can be the type of 
innovation you want to undertake: incremental or radical. It could also be an 
FXUNWFYNTS�KTW�UWTɅY�TW�LWT\YM��FX�IWN[NSL�YJHMSTQTL �̂�XJJPNSL�YMJ�WJFQ�SJJIX�TK�
users or having an intimate knowledge of the current market, trends, customers 
and competitors. 

A balanced approach between the extremes makes your company more adaptable 
across its business horizons and helps you ‘build the now’ and ‘search for the new’ 
at the same time.

Types Of Innovation Strategy

The answer to ‘why are we innovating’ comes from the mixture of strategies that 
^TZW�HTRUFS^�JRUQT^X��9MJWJ�FWJ�YMWJJ�INɄJWJSY�Y^UJX�TK�NSST[FYNTS�XYWFYJLNJX�\J�
commonly encounter:

• Need seekers
• Market readers
• Technology drivers

Experts
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Technology drivers strive for breakthroughs and incremental change aided by new 
technology. Market readers take advantage of proven, data-driven market trends 
and an understanding of customers and competitors. Need seekers look for new 
opportunities by understanding the end-user and rapid, go-to markets. A number of 
top companies employ a mix of these strategies. Apple is an excellent example of a 
company that employees the need seeker mentality. Samsung excels at reading the 
market, while Google is, without surprise, a technology driver. 

Innovation Strategy Design 

Your innovation strategy and corporate strategy need to be aligned, as well as 
coherent. To be successful, an innovation strategy must contain the following:

• A clearly articulated and concise corporate strategy that outlines your overriding 
goal, scope of activities and competitive advantage

• A 360 assessment that covers what management, employees and externals 
perceive

• A clear purpose, vision and mission 
• .IJSYNɅJI�LTFQX�KTW�NSST[FYNTS
• (FUFGNQNYNJX�NIJSYNɅJI�FSI�XYWFYJLNJX�FQNLSJI

Together, these factors form a coherent innovation strategy from which you can 
establish strategic initiatives as necessary. It is also important to understand how to 
RFSFLJ�^TZW�NSST[FYNTS�FHWTXX�INɄJWJSY�GZXNSJXX�MTWN_TSX��

• Horizon 1 is your core business, the ‘’Build the now’ part of the organization
• Horizon 2 is growth, meant to create new products and solutions in the coming years
• Horizon 3 is the future, learning and gaining insights that help you change the 

status quo of your industry

Leadership For Different Horizons

Your organization may need to ‘build the now’ by continually improving your 
existing business, or ‘search for’ and create ‘the new’ business with either short-
term or long-term goals. On that sliding scale, 5 distinct innovation leadership 
styles tend to succeed, as we’ve learned from Pierre Loewe, Peter Williamson and 
7TGJWYd(MFURFSd<TTI�

“Your innovation strategy and 
corporate strategy need to be aligned, 
as well as coherent.”
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1. The Spiral Staircase

Under this umbrella, the focus is on the customer and satisfying current needs. 
Using an internal existing team, you are gradually and in small steps climbing 
ZU\FWIX�\NYMTZY�QTXNSL�XNLMY�TK�YMJ�T[JWFQQ�LTFQ��9MJ�XYWFYJL^�\NQQ�GJ�IJɅSJI�G^�
steady movement and regular incremental innovation successes. When added, 
these can have large impact, so this style is more than continuous improvement, 
and when taken to a very high level could end up in the creation of a new 
GZXNSJXXdȂ�YMNSP�TK�MT\�\JQQ�&RF_TS�LTY�FY�XTRJ�NSYJWSFQ�KZSHYNTSX�YMFY�YMJS�
turned into AWS.

British Airways is another perfect example of this leadership style. The airline 
gained an edge in a hyper-competitive market by leveraging its internal brand 
managers to improve customer satisfaction, including the innovative option of 
customizing seats for each customer. 

2. The Cauldron

In many ways, the cauldron is the opposite of the spiral staircase. In this scenario, 
common especially for startups and entrepreneurial leadership styles or where 
transformation is required.The business model is under constant challenge by 
new ideas that might disrupt the core. Anytime something bubbles to the surface, 
it’s examined, leading to change and innovation at potentially rapid pace.

Think about Google’s approach to gaining market leadership and continually 
disrupting a number of industries today. You’d expect nothing less from a 
company whose business model is as ambitious as ’organizing the world’s 
information’.

3. The Fertile Field

Within this style and strategy, the organization attempts to use its existing 
HFUFGNQNYNJX�FSI�WJXTZWHJX�NS�SJ\�FSI�NSST[FYN[J�\F^XdȂ�WFYMJW�YMFS�NS[JXYNSL�
IWFRFYNHFQQ^�G^�UZXMNSL�XNLSNɅHFSY�KZSIX�FSI�YNRJ�NSYT�SJ\�WJXTZWHJX�FSI�
capabilities. It’s a process that lends itself to consistent growth due to the limited 
risks involved in using ‘existing resources’ and a tendency to focus on adjacent 
innovation or exploitation of the core.

Shell has distinguished itself in the oil and gas industry through this type of 
approach. Especially it’s recent history is full of case studies showcasing how 
good executives and decision-makers are at leveraging the resources they have 
for innovation and future growth. 

4. The PacMan

This style is, in many ways, self-explanatory. It’s an acquisition strategy at heart. 
.SST[FYNTS�THHZWX�YMWTZLM�TZYXTZWHNSL�NSST[FYNTS��ɅSFSHNSL�FSI�FHVZNWNSL�
startups, and other ways to acquire new resources and capabilities in the 
marketplace to drive future growth and the next big thing. 
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Cisco is one of the most famous examples of growth using this approach. After 
its founding in 1984, it famously grew out of a number of small tech acquisitions 
that kept it at the cutting edge of innovation and technology. Its acquisition 
of BabbleLabs in August 2020 to improve the audio quality of its own virtual 
meeting solutions is just the most recent example.

5. The Explorer

We end with the explorer, a strategy in which we’re constantly looking at future 
possibilities. Under this leadership style, the organization explores possibilities 
FSI�NS[JXYX�YNRJ�FSI�RTSJ^�NSYT�YMJR�\NYMTZY�YMJ�IJRFSIX�TW�J]UJHYFYNTSX�
FSI�
QNRNYFYNTSX��TK�XMTWY�YJWR�UWTɅYX��

Smartphones are common these days, but they weren’t when Motorola began 
its research into mobile telephones. In fact, that company spent 10 to 15 years 
IJ[JQTUNSL�NYX�ɅWXY�RTGNQJ�UMTSJ�\MJS�YMJ�RFWPJY�INISȅY�J[JS�J]NXY��.YȅX�YMJ�
perfect example of a conglomerate leveraging the Explorer model to prepare for 
long-term market leadership.

Leading Innovation Across Horizons

.S�FS�NIJFQ�\TWQI��J[JW^�TWLFSN_FYNTS�HFS�NS[JXY�WJXTZWHJX�NSYT�JFHM�TK�YMJ�FGT[J�Ʌ[J�
leadership styles for innovation. But with limited resources and funding, you need to 
make the right choices.

Most organizations will leverage a similar mix of leadership styles to manage and 
JSHTZWFLJ�NSST[FYNTS��9MFY�Y^UNHFQQ^�ɅYX�NSYT�TSJ�TK�YMWJJ�MTWN_TSX�

• Horizon 1: Spiral Staircase. You’re looking to build and improve on the now, within 
your existing core business.

• Horizon 2: Cauldron, Fertile Field, and/or PacMan. You’re looking to search for 
the new, with a focus on growth.

• Horizon 3: Explorer. The search for the new is more long-term, focusing on future 
business rather than immediate growth.

Within these styles, and with the right mix, you’re well on your way to successfully 
innovating within your unique environment.
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Coming out of the COVID-19 pandemic, everyone is wondering what the 
new normal will look like. With disruption comes opportunity. It gives 
innovators the chance to rethink organizational goals, models, and tools 
to accelerate innovation.

(TRUFSNJX�TUJWFYJ�TS�[FW^NSL�GZXNSJXX�RTIJQX��FSI�MF[J�INɄJWJSY�FUUWTFHMJX�
to adapting to COVID-19. For every business, however, there should be three 
primary considerations:

• What’s the right pace?
• What’s the right investment?
• What’s the right focus?

The answers to these 3 innovation questions will be determined by the corporate 
GZXNSJXX�RTIJQ
X��

Innovating Responsibly

'JNSL�FLNQJ�FX�FS�TWLFSN_FYNTS�RJFSX�GJNSL�FGQJ�YT�WJHTSɅLZWJ�XYWFYJL �̂�
structure, processes, people and technology quickly towards value-creating and 
value-protecting opportunities. Focus on the following to place your business in 
the best position to respond with agility:

• &HHJQJWFYJ�GJXY�UWFHYNHJX�FWTZSI�HTQQFGTWFYNTS��ɆJ]NGNQNY �̂�NSHQZXNTS�FSI�
accountability

• &HHJQJWFYJ�YMJ�YWFSXNYNTS�YT�FLNQNY^dȂ�KTHZX�TS�FLNQNY^�FX�UWNTWNY^
• Accelerate investments in innovation, partnerships and reporting
• Have good discipline in the company around data and how it is used
• Be willing to move earlier, faster, and more decisively

Innovation Now: Be 
Prepared To Accelerate 
Out of the Turn

Expert

PAUL HELLER
Chief Technology 

4ɇHJW�FY�8TUMJTS
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)TSȅY�HTSKZXJ�FHYN[NY^�FX�UWTIZHYN[NY �̂�.Y�NX�TKYJS�GJSJɅHNFQ�YT�MNY�UFZXJ�FSI�WJ�
evaluate existing products, business assumptions, and business cases. Consider 
WJITNSL�YMJ�ɅSFSHNFQX�FSI�NRUQJRJSYNSL�TW�FIOZXYNSL�XHTWJHFWIX�YT�YMJ�SJ\�WJFQNY �̂�
You may need to push a project back to an earlier gate if feasibility and business 
case have changed, based on the shifting business landscape.

A portfolio review should be a constant part of your business practice, including 
analyzing short term and long-term plans. It should not be a one-time activity, but 
should instead be a continuous process. Review frequently, so you can make small 
adjustments and correct your course at the soonest point possible.

Executive Buy-In

One critical component to bringing innovation to market is to get executive buy-in. 
No matter how great the innovation, it won’t make it to market unless the company 
executives are on board. Keep in mind each of the following considerations for 
securing executive buy-in.

• Understand the corporate business model. A company’s business model will 
dictate critical decision factors, including assumptions around go-to market, 
XFQJX��INXYWNGZYNTS�WJFHM��RFSZKFHYZWNSL��ɅSFSHJ��FSI�NSST[FYNTS��.K�NY�NXSȅY�HQJFW�
where innovation sits in a business model, you will need to do the work to 
determine the company mindset around innovation.

• Map innovation alternatives to business models. Come prepared to the 
RJJYNSL�\NYM�INɄJWJSY�Y^UJX�TK�GZXNSJXX�RTIJQX�YMFY�\NQQ�XJW[J�^TZW�NSST[FYNTS��
Take your knowledge of the pipeline and portfolio and apply that to possible 
business models. This allows you to align your terminology of innovation to 
those business models. 

• Speak the business model language. Make sure you are speaking the same 
language as the executives. Placing your innovation into the framework of the 
business model shows the executives that you have considered the business 
viability of the project. It will also help the executives see the innovation as core 
to the business model that they live day in and day out.

“Placing your innovation into the framework 
SJ�XLI�FYWMRIWW�QSHIP�WLS[W�XLI�I\IGYXMZIW�
that you have considered the business 
viability of the project.”
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Pepsi Cola shows how considering the business model allows for successful 
transformation. Pepsi Cola’s business model focused on salty sugary snacks. They 
knew they needed to pivot into a business model with healthier alternatives. If they 
couldn’t pivot their portfolio, they would be severely challenged. 

Pepsi had to think about innovation within a business model that prioritized 
both salty and sweet snacks as well as healthy alternatives. It was easy to make 
decisions on products they were familiar with because they knew all the key 
considerations for customer demand, distribution, packaging, and marketing. For 
a new, healthier product like sparkling water, all these were unknowns. They had 
business models that allowed them to bring the desired balance to their company 
portfolio and to remain successful and competitive.

• Bring facts to the conversation with executives. Executives don’t want to hear 
about what you think will happen if it is not backed up by data. You need to be 
able to present the innovation, the numbers, and how that aligns to strategy. 
Consider using scorecards and allow an executive to perform the scoring. This 
brings the executives into the conversation in a way that is tangible.

• Bring alternatives to the conversation.�9MJWJ�NX�ST�TSJ�XN_J�ɅYX�FQQ�RTIJQ��.K�
^TZ�HTRJ�YT�YMJ�YFGQJ�\NYM�FQYJWSFYN[JX��NY�FQQT\X�J]JHZYN[JX�YT�HTSXNIJW�INɄJWJSY�
types and pace of innovation. It also shows you have done your due diligence 
NSYT�INɄJWJSY�GZXNSJXX�RTIJQX��5WJXJSYNSL�FQYJWSFYN[JX�XMT\X�YMFY�^TZ�ZSIJWXYFSI�
how innovation will be part of the success of the business model.

• Establish innovation flexibility and adaptability. When you think about your 
TWLFSN_FYNTS�FSI�NS[JXYRJSY��^TZ�SJJI�YT�GJ�FGQJ�YT�XUJFP�FGTZY�INɄJWJSY�
scenarios and how you can shift resources to adapt to new and changing 
circumstances.

If you approach conversations with executives focused on the business models 
and prepare it with facts, it enables them to give the right innovation for the 
company the green light to move forward.
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8LIVI�EVI�QER]�JEGXSVW�XLEX�MRȞYIRGI�WYGGIWWJYP�MRRSZEXMSR��;I�LEZI�
HIțRIH�țZI�OI]�IPIQIRXW�XLEX�QEOI�YT�]SYV�MRRSZEXMSR�GETEFMPMX]��
Strategy, Structure, Resources, Processes, and Measurements. Innovation 
TIVJSVQERGI�ȞS[W�JVSQ�XLI�EPMKRQIRX�SJ�XLIWI�țZI�MRXIVVIPEXIH�IPIQIRXW��
each representing a separate and essential component of a successful 
open innovation program. Strong alignment across all dimensions 
indicates a strong ability to innovate.

One critical factor for success is a company’s structure. Structure determines how 
power works in an organization and who makes the decisions. The key element 
MJWJ�NX�MT\�TZW�TWLFSN_FYNTSFQ�XYWZHYZWJX�JRUT\JW�ZX�YT�JɄJHYN[JQ^�IJQN[JW�TS�YMJ�
innovation agenda. There are several business structures that may be utilized for 
innovative success, and many hybrid versions in between. A key distinction is that 
between centralized and decentralized structures.

Centralized Structure

In a centralized structure, a single group handles all innovation activities, and it’s the 
responsibility of the business units to execute the innovation plan as opposed to 
engaging in innovation activities. 

&UUQJ�NX�F�LWJFY�J]FRUQJ�TK�F�HJSYWFQN_JI�XYWZHYZWJdȂ�RTXY�TK�NYX�NSST[FYN[J�FHYN[NYNJX�
and idea generation are handled by a singular group. Those ideas are then passed 
on to the business units to create the products and generate marketing campaigns.

Building Your 
Innovation Capability:
The Importance of 
Structure

JENNIFER ELFTMANN
 Innovation Manager at 

Plug and Play

SIMON MAWER
Innovation Strategist 

Consultant

Experts

40 The Innovator’s Handbook 2021

https://community.innov8rs.co/c/session-recordings
https://community.innov8rs.co/c/innovators-handbook-2021


Decentralized Structure

In a decentralized structure, a lot of innovation happens “right at the front line.” For 
companies like Toyota, this type of structure may be optimal in helping it achieve 
its innovation goals. The decentralized structure is appropriate when competitive 
FI[FSYFLJ�NX�GZNQY�TS�JɇHNJSHNJX�NS�TUJWFYNTSX��

Meanwhile, some companies leverage a hybrid approach to structure. No structure 
is necessarily right or wrong. Each model has its pros and cons, which is why it’s so 
important to understand the strengths and weaknesses of the structure you have and 
to be sure it aligns with your innovation goals. 

“Structure determines how power 
works in an organization and who 
makes the decisions.”
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The Minimum Viable Innovation System (MVIS, as introduced by Scott 
Anthony, David Duncan and Pontus Siren ) is a type of innovation 
management system that sits in the middle between ‘ad hoc innovation’ 
with no real system or management and an ‘elaborate, large scale 
innovation factory’. 

The four key parts of an MVIS are:

1. Idea Buckets
• (TWJ�NIJFX�QTTP�FY�JSMFSHNSL�J]NXYNSL�TɄJWNSLX�FSI�LWT\YM�NIJFX�YT�WJFHM�

new customer segments or new markets

2. Strategic Opportunities
• Identify new areas to explore that customers want and that can be delivered, 

ensuring that these ideas are strategically aligned and laid out

3. Small Teams
• The list of strategic opportunities should be divided between smaller, 

appointed innovation teams. This requires elimination of other projects to 
free up resources.

4. Shepherds
• Select senior leaders that have the autonomy to make decisions and direct 

new growth projects and act like venture capitalists
• Use a digital platform to manage the innovation portfolio by strategic 

opportunities with a view of how projects are being developed
• Establish a threshold for investment that teams can spend without asking for 

approval

Identify and Build the 
Right Capabilities for 
a 90-day Innovation 
System

PETER GLASHEEN
Head of Faculty, 

Managing Director at 
Innovation 360 Australia

AJ KENNEDY
Director, Innovation 

Management & Ideation 
Specialist at Innovation 

360 Australia

Experts
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The four MVIS areas can be broken up into days over as little as a 90 program and 
FHHTRUFSNJI�G^�XUJHNɅH�FHYNTSX�

1. Days 1–30:�)JɅSJ�^TZW�NIJF�GZHPJY��XJUFWFYNSL�HTWJ�FSI�SJ\�LWT\YM�NIJFX

2. Days 20–50: Zero in on a few strategic opportunity areas, focusing on new areas 
to explore for customers than can be delivered

3. Days 20–70: Form small teams to develop ideas by appointing small, dedicated 
innovation teams

4. Days 45–90: Create a mechanism to shepherd innovation projects, including 
assigning executive sponsors to manage the innovation portfolio

4ZW�YTTQ�HFQQJI�YMJ�<MJJQ�TK�.SST[FYNTS�FQQT\X����HFUFGNQNYNJX�
LWTZUJI�NSYT�
��dFXUJHYX��YT�GJ�RFUUJI�KTW�FS^�TWLFSN_FYNTS��MNLMQNLMYNSL�XYWJSLYMX��\JFPSJXXJX��
and opportunities for improvement. 

Data from InnoSurvey has shown that there are six capabilities that are most 
important to a successful MVIS. The top capabilities required for success are:

• Technology watch
• Evaluation of competitors’ products
• Market research
• Reverse engineering
• Market regulation insights and
• Customers’ behavior insights

Focusing on these six key capabilities allows a company to best utilize its limited 
WJXTZWHJX��NSHQZINSL�YNRJ��RTSJ �̂�FSI�UJTUQJ��YT�JSFGQJ�JɇHNJSY�FSI�NRUFHYKZQ�
innovation growth.

A MVIS is a powerful tool for creating a workable lean governance structure for 
NSST[FYNTS�\NYMNS�F�HTRUFS �̂�*ɄJHYN[JQ^�NRUQJRJSYNSL�F�2;.8�\NQQ�FQQT\�HTRUFSNJX�YT�
JɇHNJSYQ^�RFSFLJ�NSST[FYNTS�YMWTZLMTZY�F�HWNXNX�FSI�YT�HQTXJ�YMJ�LWT\YM�LFU�

ź)ȓIGXMZIP]�MQTPIQIRXMRK�E�1:-7�[MPP�
EPPS[�GSQTERMIW�XS�IȖGMIRXP]�QEREKI�
innovation.”
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Innovation success can rarely be achieved without high-level corporate 
sponsorships. If you are entering a new market or making big internal 
GLERKIW�XLEX�YWYEPP]�QIERW�XLEX�]SY�LEZI�XS�GETMXEPM^I�SR�XLI�I\MWXMRK�
operations in one way or another. Taking this kind of action is usually too 
much to ask from individual intrapreneurs, who generally don’t have that 
kind of mandate. 

One of the most essential priorities for any innovator is convincing sponsors to 
help them get the resources they need to pursue innovation: money, connections, 
competencies and much more. You will need the support of a network of people 
that can push the right buttons. 

&�YWNHP^�XHJSFWNT�YT�SF[NLFYJ�NX�YT�ɅSI�^TZWXJQK�FHHNIJSYFQQ^�NRUNSLNSL�TS�XTRJTSJ�
else’s turf. Sponsors can help you identify when you’re treading on someone else’s toes 
and what is the smart way to manage it. These insights are incredibly valuable because 
^TZ�SJJI�YT�PST\�FGTZY�FQQ�YMJXJ�UTYJSYNFQ�XTZWHJX�TK�HTSɆNHY�FX�JFWQ^�FX�UTXXNGQJ��

Once you have found the right sponsor, work on building a strong relationship and 
leveraging their knowledge and connections. You should also open and humble to 
the fact that you don’t have the full picture of what’s happening in the business. There 
may be situations that you don’t understand because you don’t have access to those 
underlying reasons. Your sponsor may have a much better handle on things and it’s 
important to listen. Honor your sponsor and build a close relationship with them. 

Honor Your 
Sponsors

Expert

DAMIAN DUGDALE
Lead Consultant at 

WDO Innovation

“You will need the support of a 
network of people that can push the 
right buttons.”
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Though the term disruption often has a negative connotation, it is the 
pinnacle of innovation in business. It is important to view strategy, 
leadership, and culture from the perspective of disruption if you’re hoping 
XS�EȓIGX�GLERKI��*MVWX��LS[IZIV��]SY�QYWX�YRHIVWXERH�XLI�*SYV�(MWVYTXMZI�
0IEHIVWLMT�%VGLIX]TIW��XLI�7XIEHJEWX�1EREKIV��XLI�6IEPMWX�3TXMQMWX��XLI�
Agent Provocateur, and the Worried Skeptic.

All four bring unique and necessary qualities to the team, but the Worried Skeptic 
RF^�GJ�YMJ�RTXY�INɇHZQY�YT�\NS�T[JW�YT�INXWZUYN[J�HMFSLJ�

The Worried Skeptic Profile

<TWWNJI�8PJUYNHX�MF[J�F�Ʌ]JI�RNSIXJY��9MJ^�[NJ\�HMFSLJ�FX�IFSLJWTZX�FSI�FWJ�
often afraid to step into the unknown. 

Analytical and intuitive, Worried Skeptics want to study the data and carefully weigh 
YMJ�WNXPX�GJKTWJ�RFPNSL�IJHNXNTSX��9MJ^�WJHTLSN_J�F�UTYJSYNFQ�RJXX�NS�YMJ�RFPNSLdȂ�
primarily because they’re good at cleaning them up and are typically called upon to 
do so when disaster strikes. 

How to Take a Disruptive Approach with the 
Worried Skeptic

Of the four archetypes, Worried Skeptics will be most resistant to disruptive change. 
They tend to see it as an unnecessary risk with many potential downsides. 

<MJS�YW^NSL�YT�HTS[NSHJ�F�XPJUYNH��NY�NXSȅY�MJQUKZQ�YT�KTHZX�TS�UWTɅYFGNQNY �̂�RFWPJY�
share, or competitors: those things won’t change a Worried Skeptic’s mind. 

The Disruption 
Mindset

Expert

CHARLENE LI
Senior Fellow at 

Prophet. Author of The 
Disruption Mindset
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Instead, the only way to motivate a Worried Skeptic is to focus on customers. Talk 
about what’s best for customers, what they want, and how they can be better served. 
Essentially, the only way to change a Worried Skeptic’s default stance is to go back to 
the reason for why you exist as an organization. 

Disruptive organizations that are the most successful have clear processes and 
rituals that provide structure and stability. They remove uncertainty wherever 
possible. So, the team feels safe in taking bold risks, knowing that they have a strong 
foundation to fall back on. 

This stability will be comforting to everyone, particularly Worried Skeptics, during 
periods of disruption. 

You don’t have to distract or avoid your Worried Skeptics. They’re as valuable to your 
organization during disruption as they were prior to it. Put them to work doing what 
they do best: risk management. 

Disruption is rewarding, but there’s uncertainty involved. Worried Skeptics are already 
looking for worst case scenarios, so they may be best equipped to identify potential 
roadblocks that your team can devise creative solutions for. 

“Disruptive organizations that are the 
most successful have clear processes 
and rituals that provide structure and 
stability. ”
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Innovation teams provide an important function to every company’s 
progress and evolution. But they are much easier to disband than core 
JYRGXMSRW�PMOI�PIKEP��țRERGI��SV�,6��-R�JEGX��MRRSZEXMSR�XIEQW�QMKLX�FI�
ZMI[IH�EW�I\TIRHEFPI�EW�I\XIVREP�GSRWYPXEXMSRW��7S�MRRSZEXMSR�XIEQW�
țRH�XLIQWIPZIW�țKLXMRK�JSV�XLI�VMKLX�XS�WYVZMZI�

Here are some of the strategies innovation teams can take to step out of the survival 
stage and establish themselves as key functions to any business.

Structure The Innovation Team

An innovation team cannot pick a winning idea on day one. The team makes multiple 
XRFQQ�GJYX�YMFY�FWJ�UZY�YMWTZLM�YMJ�XYFLJX�TK�
���INXHT[JW^�TK�HZXYTRJW�[FQZJ��
���
[FQNIFYNTS�TK�YMJ�GZXNSJXX�RTIJQ��FSI�
���FHHJQJWFYNTS�NS�XHFQJ��3TY�FQQ�NIJFX�\NQQ�
XZHHJJI��GZY�YMJ�LTFQ�NX�YT�ɅSI�F�XZHHJXXKZQ�NIJF�YMFY�\NQQ�JSYJW�YMJ�GZXNSJXX�UTWYKTQNT�

To build a thriving innovation ecosystem, you must have a pipeline of ideas. The 
only way to ensure a pipeline is to build an innovation program designed to meet 
the corporation’s core needs. This requires the innovation team to be authentically 
deliberate about delivering value. The number one job for innovators is to create the 
innovation ecosystem that drives new revenue and growth and changes the culture 
so that the growth can be created in a repeatable way.

Establish Key Relationships

Innovation teams often operate outside the core functions of the company, but it 
NX�FHYZFQQ^�[JW^�NRUTWYFSY�YT�JXYFGQNXM�PJ^�WJQFYNTSXMNUX��:SIJWXYFSI�YMJ�INɄJWJSY�
departments in the company in addition to product teams, like legal, marketing, 
FSI�ɅSFSHJ�

Pirates In 
The Navy

Expert

TENDAYI VIKI
Associate Partner at 

Strategyzer. Author of 
The Corporate Startup 
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These teams will be important as you strive to take innovation products to market. 
+NSFSHJ�HTSYWTQX�YMJ�UZWXJ�XYWNSLXdȂ�STY�TSQ^�KTW�NSNYNFQ�IJ[JQTURJSY�GZY�FQXT�YT�YFPJ�
a product into the primary portfolio. If an innovation product enters the business 
UTWYKTQNT��RFWPJYJWX�\NQQ�SJJI�YT�ZSIJWXYFSI�YMJ�UZWUTXJ�FSI�GJSJɅYX�TK�YMJ�UWTIZHY�
FSI�MT\�NY�ɅYX�NSYT�YMJ�UTWYKTQNT�

There are a number of things innovation teams can do to develop relationships 
and deliberately structure their programs to establish these key relationships. One 
successful strategy is aligning with legal and compliance on a collaborative process 
for review of innovation projects.

As an example, the innovation team at a large European airline arranged a meeting 
with legal and compliance. They asked legal and compliance to advise them on 
\MFY�HWNYJWNF�RZXY�GJ�RJY�FHWTXX�YMJ�TWLFSN_FYNTS�GJKTWJ�F�UWTIZHY�TW�TɄJWNSL�NX�
allowed out into the world. The legal and compliance team wrote each requirement 
on a sticky note. The innovation team then walked legal and compliance through the 
stages of discovery, validation, and acceleration. Each sticky note requirement was 
placed at the stage where the validation must occur.

This exercise allowed the innovation team to develop a product lifecycle map for 
legal and compliance. The team was able to create a process that allowed them to 
turn to legal and compliance only when they were going outside the established 
guardrails. Not only did this streamline the process for the innovation team, but it also 
established legitimacy for the innovation team across the organization. 

Alignment on Decisions

Innovation teams are constantly collecting data from experiments throughout the 
development and validation stages of the innovation process. While data is helpful, it 
does not mean anything without a clear process for making decisions.

9T�JXYFGQNXM�FS�JɄJHYN[J�NSST[FYNTS�UWTHJXX��YMJ�YJFR�XMTZQI�MF[J�F�HQJFW�
understanding of how decisions will be made within the corporation on innovations. 
<MNQJ�ST�UWTHJXX�NX�ɆF\QJXX��TZYQNSNSL�FS�ZSIJWXYFSINSL�\NYM�XYFPJMTQIJWX�TS�\MFY�
IFYF�UTNSYX�\NQQ�IWN[J�FHHJQJWFYNTS�\NQQ�
���MJQU�LZNIJ�YMJ�NSST[FYNTS�YJFRȅX�IJHNXNTSX��
FSI�
���FQQT\�YMJ�YJFR�YT�VZFSYNK^�XZHHJXX�

“While data is helpful, it does not mean 
anything without a clear process for 
making decisions.”
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Also, consider addressing failure with company leaders. Failure is inevitable in 
innovation, and this needs to be understood and embraced before an innovation 
team can thrive. Otherwise, the team is crippled by the fear of failure.

Focus on Intentionality

Whether your innovation team is brand new or an existing team within an 
organization, take a step back and evaluate whether you have taken the necessary 
steps to establish your team as a core function in the company. Think about the 
values of the company, the business goals, and the gaps in the portfolio.

.SST[FYTWX�TKYJS�ɅSI�UFXXNTS�FSI�J]HNYJRJSY�KWTR�YMJ�NIJFX��GZY�^TZ�RZXY�
remember that companies are focused on revenue. Not all innovation projects need 
to drive this revenue, but it will never disappear as a goal. The innovation team 
should be able to speak to how it contributes to the overall aims of the company of 
either growth or transformation.

Make sure your team has a clear process for tackling innovation, validating results, 
and vetting recommendations. Nothing will set your team back more quickly than a 
string of bad recommendations that are not supported by data.
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A company cannot implement an innovation management process 
without clear, unambiguous governance. In order to succeed in 
MRRSZEXMSR��GSQTERMIW�RIIH�WTIIH��-R�XLI�[SVHW�SJ�XLI�JSVQIV�')3�SJ�
+)�.EGO�;IPGL��ź-J�XLI�VEXI�SJ�GLERKI�SR�XLI�SYXWMHI�I\GIIHW�XLI�VEXI�SJ�
GLERKI�SR�XLI�MRWMHI��XLI�IRH�MW�RIEV�Ż�8LI�VEXI�SJ�I\XIVREP�MRRSZEXMSR��
especially in the time of Covid19, is faster than ever.

The rules of governance tell you what management information and data you need, 
FSI�MT\�YMJ�UWTHJXXJX�XMTZQI�GJ�FIOZXYJI�KTW�JɄJHYN[J�NSST[FYNTS��,T[JWSFSHJ�
rules need to include:

• What decisions will be made?
• Who will make them?
• What decision rules will be followed?
• What analyses must be available to the decision-makers?

Governance is especially important in the time of Covid19, where the rate of 
change is extremely fast. Companies must be able to analyze product road maps, 
reprioritize investments, and reanalyze the balance of investments between market 
IJ[JQTURJSY��RFWPJY�UJSJYWFYNTS��UWTIZHY�IJ[JQTURJSY��FSI�IN[JWXNɅHFYNTS��9MJXJ�
IJHNXNTSX�IWN[J�XNLSNɅHFSY�TWLFSN_FYNTSFQ�NRUFHYX��NSHQZINSL�XMNKYX�NS�WJXTZWHJ�
buckets, smaller or reallocated budgets, products put on hold or canceled, 
movement of employees between projects or out of the company, stressful deadline 
management, and stricter steering, decision-making and governance.

One of the most important steps to establishing clear governance rules that drive 
for innovation is to create an environment of streamlined decision-making.

Expert

HUUB RUTTEN
VP Research 
& Application 

Development at 
Sopheon

Governance 
Best Practices 
+TW�*KKJHYN[J�.SST[FYNTS�2FSFLJRJSYdȂ�
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Coordinated Decision Making

In order to make decisions, it is important to understand how innovation is or should 
GJ�RFSFLJI�NS�F�HTRUFS �̂�.SST[FYNTS�RFSFLJRJSY�MFUUJSX�QTSL�YJWR�
FSSZFQQ^��
FSI�XMTWY�YJWR�
RTSYMQ^���FSI�NY�NS[TQ[JX�XYFPJMTQIJWX�KWTR�HWTXX�KZSHYNTSFQ�YJFRX��
to business leaders, to C-Level executives.

The following should all be phases of decision-making:

• Innovation Planning:�&�QTSL�YJWR�JɄTWY��NSST[FYNTS�UQFSSNSL�IJɅSJX�XYWFYJLNH�
UWTIZHY�WTFI�RFUX��XJYX�NSST[FYNTS�YFWLJYX�FSI�05.X��FSI�IJɅSJX�GZHPJYX�TK�
resources including the number of employee resources and time.

• Front End Development: Also long term, front end development requires 
cross-functional teams and business leaders to analyze market requirements 
and insights, candidate features and ideas, research, studies, and prototypes, 
and new technology platforms. This work does not go into the market directly 
but feeds into portfolio management, which are the more short term phases 
described below.

• Portfolio Optimization: This should be done continuously over shorter terms and 
involves business leaders and C-Level executives to plan product road maps, 
select features, prioritize resources, and manage product and feature records.

• Process and Product Management: Based on portfolio optimization decisions, 
cross-functional teams and business leaders must manage product release 
development, feature development, assembly development, resource allocation, 
and time.

The above phases of decision-making must all act together and form one data 
set. The team performing innovation planning must provide those decisions to the 
employees who manage front end development. Without feedback from front end 
development, there can be no meaningful decisions on portfolio optimization or 
process and product management. If all stakeholders communicate through the 
above phases, it enables a company to proceed to product concept development 
and product development and launch.

“Having a clear, top down decision-
making structure will ensure each 
person is held to their accountabilities 
and there are no gaps in the chain. ”
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Clear Decision Hierarchy

For successful innovation, there must be a clear top-down decision-making structure.

1. It is a best practice to establish an Innovation Management Council. This is not 
the board, though there should be people from the board on the council. The 
council should meet at least twice a year to set priorities, review strategies, 
ensure correct process and consider changing governance. This council owns 
governance on behalf of the CEO.

2. )JɅSJ�YMJ�RFSIFYJX�UJW�WTQJ��\NYMTZY�UTXXNGNQNYNJX�TK�[JYT��(TRRTS�RFSIFYJX�G^�
role are:
a. CEOdȂ�8YWFYJLNH�YFWLJY�XJYYNSL��XYWFYJLNH�WTFI�RFUX��LQTGFQ�WJXTZWHJ�GZHPJYX�
b. Product Line Owners/Business Leaders with Commercial TargetsdȂ�5WTIZHY�

road maps, portfolio prioritization, backlog prioritization, feature selection.
c. Product Directors with a Commercial TargetdȂ�,FYJPJJUNSL�KTW�SJ\�UWTIZHY�

releases, including accountability for investment decisions for the next stage, 
data quality, team resources and budgets, and setting expectations and 
success criteria. 

d. Engineering DirectorsdȂ�4UJWFYNTSFQ�GFHPQTL�UWNTWNYN_FYNTS��

There must be one named individual for each accountability.

Defined meeting structure

1. )JɅSJ�YMJ�XYWZHYZWJ�TK�RJJYNSLX��NSHQZINSL�UTWYKTQNT�RJJYNSLX��HWTXX�UTWYKTQNT�
meetings, new product meetings, and new feature meetings. Most meetings 
should not require more than two people. These meetings should include:
a. Agendas, chairmanship, participants, information packs, and decision 

alternatives
b. Scorecards, checklists, uncertainties
c. Decision criteria in accordance with KPIs
d. Decision implementation

2. )JɅSJ�JXHFQFYNTS�WZQJX�KTW�HFXJX�TK�HTSɆNHY

3. The role and responsibilities of the development teams and their leaders. 
Development teams are not responsible for decisions beyond day-to-day 
IJHNXNTSX�YMFY�IT�STY�NSɆZJSHJ�XYWFYJL �̂

Having a clear, top down decision-making structure will ensure each person is held to 
YMJNW�FHHTZSYFGNQNYNJX�FSI�YMJWJ�FWJ�ST�LFUX�NS�YMJ�HMFNS��9MNX�QJFIX�YT�JɄJHYN[J�FSI�
JɇHNJSY�NSST[FYNTS�IJHNXNTS�RFPNSL�

&�KTHZX�TS�IJHNXNTS�RFPNSL�\NQQ�FQQT\�HTRUFSNJX�YT�FIFUY�\NYM�ɆJ]NGNQNY^�FSI�FLNQNY^�NS�
times of great change, maximizing their ability to innovate as demanded by the market.

52 The Innovator’s Handbook 2021



CHECK RECORDING JOIN DISCUSSION

8LI�'SRXMRYSYW�-RRSZEXMSR�*VEQI[SVO�MW�E�FPYITVMRX�JSV�XLI�
organizational process that allows corporations to innovate faster, with 
less waste, and with a faster time to market. Companies are currently 
UYMXI�IȓIGXMZI�EX�STXMQM^MRK�F]�HSMRK�[LEX�XLI]�EP[E]W�HS�YWMRK�QSVI�
SV�HMȓIVIRX�XIGLRSPSK]��;LIVI�GSQTERMIW�WXVYKKPI�MW�QSZMRK�JVSQ�
STXMQM^MRK�XS�XVERWJSVQMRK��WYGL�EW�GVIEXMRK�RI[�TVSGIWWIW�MR�XLI�I\MWXMRK�
FYWMRIWW��8LMW�QEOIW�VIEGLMRK�XLI�HMWVYTX�TLEWI�MRGVIHMFP]�HMȖGYPX�

Managing The Organization

Innovation is as much about managing innovations as it is about managing the 
organization. The introduction of new technology or processes is about making 
sure that your organization adjusts to the new standard even at the cost of being 
NSJɇHNJSY��.SST[FYNTSX�IT�STY�XZHHJJI�GJHFZXJ�FXXZRUYNTSX�FWJ�RFIJ�FGTZY�
the outcome.

When innovations are introduced to the business, the introduction is often 
FHHTRUFSNJI�G^�F�SZRGJW�TK�FXXZRUYNTSX�YMFY�MF[J�STY�GJJS�[JWNɅJI��9MJ�KTQQT\NSL�
assumptions are common but problematic:

• Further development of the innovation is aligned with business objectives
• There is capacity, in both time and money, for further development when there is 

in fact always competition on capacity for further development
• Line management is enthusiastic about the change which is often not true 

because change brings costs and disruption putting targets at risk

The Two Biggest 
Pitfalls in Corporate 
Innovation Are Not 
About Innovation

Expert

ARENT VAN  
‘T SPIJKER
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• Senior leadership is interested in gradual growth when in fact they often want fast 
results. In the experimentation phase, innovations show big promise, making them 
interesting to senior leadership. In the scale-up phase, things slow down and 
GJHTRJ�YJINTZX�FSI�WJVZNWJ�ɅSJ�YZSNSL��9MNX�RT[JRJSY�KWTR�J]UQTINSL�UTYJSYNFQ�
to gradual growth often loses the interest of senior leadership.

As innovator, you should take stock of your assumptions in order to determine how 
best to transition a product to the business. Collectively, as innovation function, it’s 
important to create a supporting infrastructure for continuous innovation that does 
include a proper transition from the innovation teams to the business.

“It’s about making sure that your 
organization adjusts to the new 
standard even at the cost of being 
MRIȖGMIRX�Ż
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Innovation cannot happen by accident. We can’t continue to make 
the mistake many organizations have in thinking that innovation 
happens simply because we come up with a few interesting ideas. Those 
epiphanies in the shower, the inspirations that emerge while on our 
morning commute, or walking in the forest are not replicable and so can’t 
support a program of sustainable innovation.

Ideas are not innovation; instead, innovation inside of large organizations in 
particular is the process of translating a steady pipeline of opportunities into growth 
drivers for the organization as a whole. That’s an intentional process, and that’s how 
you can turn innovation into a reliable revenue driver.

Pipelining the Innovation Ecosystem

Making innovation reliable is all about getting ideas into the innovation pipeline. 
7FYMJW�YMFS�XMTTYNSL�KTW�YMJ�RTTS��^TZ�SJJI�QTYX�TK�XRFQQ�GZY�XUJHNɅH�NIJFX�FY�YMJ�
beginning of the funnel. Through the pipeline, an organization makes decisions 
on which opportunities to pursue, with a small number of those opportunities 
continuing through the funnel and resulting in meaningful revenue.

.S�TYMJW�\TWIX��FS�JɄJHYN[J�NSST[FYNTS�JHTX^XYJR�KTHZXJX�TS�JXYFGQNXMNSL�F�MNLM�
quantity of opportunities rather than focusing only on supposed high quality 
ideas. We can’t rely on predicting the million dollar opportunities. Instead, we need 
YT�HWJFYJ�F�\NIJ�JSYW^�UTNSY�YT�YMJ�NSST[FYNTS�KZSSJQdȂ�QTYX�TK�XRFQQ�GJYXdȂ�\NYM�F�
IJHNXNTS�RFPNSL�UWTHJXX�YMFY�JɇHNJSYQ^�WJIZHJX�YMJ�[TQZRJ�TK�TUUTWYZSNYNJX�GJNSL�
XZUUTWYJI��9MJ�JɄJHY�NX�YT�JXYFGQNXM�F�XZXYFNSFGQJ�ɆT\�TK�NIJFX�RF]NRN_NSL�YMJ�
chances that a small fraction will deliver value to the organization.

Intentional 
Innovation

Expert

JONATHAN 
BERTFIELD

Transformation 
Practice Lead at 

Modern Accelerator
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Growth Boards as Intentional Innovation 
Drivers

Organizations who believe in intentional innovation drive it in a number of ways. They 
may establish ad hoc teams managed through an accelerator framework, or set up 
dedicated teams that are grounded in an innovation strategy and 100% focused on 
innovation opportunities. 

Regardless of the team structure, growth boards are a powerful driver of 
intentional innovation.

9MJ�HTSHJUY�TK�F�LWT\YM�GTFWI�NX�XNRUQJ��.YȅX�F�YJFR�TK�QJFIJWX�KWTR�FHWTXX�INɄJWJSY�
sectors of the business, coming together on a regular cadence to review potentially 
NSST[FYN[J�NIJFX�YT�KZSI��8JY�ZU�YMJ�WNLMY�\F �̂�YMJ^ȅWJ�XUJHNɅHFQQ^�IJXNLSJI�YT�RFPJ�
binding decisions that will increase the chances of getting high value, strategically 
aligned businesses emerging on a consistent basis .

Best Practices for Innovation Growth Boards

Not every growth board can or should function in the same way. Growth boards have 
YT�GJ�F�WJɆJHYNTS�TK�YMJ�TWLFSN_FYNTSFQ�FSI�UTQNYNHFQ�I^SFRNHX�TK�\MNHM�YMJ^�FWJ�FUFWY��
'ZY�YMJ^�IT�WJɆJHY�F�SJ\�RNSIXJY�FSI�SJ\�\F^X�TK�\TWPNSL��FSI�XT�KTW�YMJR�YT�GJ�
successful new approaches to decision making are necessary. A few best practices 
can help to make sure they are successful:

Decisions made are timely and binding. They should happen at the meeting, and be 
ɅSFQ�G^�YMJ�YNRJ�YMJ�RJJYNSL�NX�HTRUQJYJ��8TRJ�LWT\YM�GTFWIX�JRGWFHJ�IJRTHWFYNH�
[TYNSL�UWNSHNUQJX��\MNQJ�TYMJWX�IJKJW�YT�F�QJFIJW�RFPNSL�YMJ�ɅSFQ�HFQQ�TW�ZXJ�F�
XHTWJHFWI��*FHM�RJYMTI�\TWPX��FX�QTSL�FX�NY�WJɆJHYX�YMJ�LTFQ�TK�F�GNSINSL�IJHNXNTS�

Meetings should allow for crisp decisions. One formula we’ve successfully followed 
is the 15-15-15 rule: 15 minutes dedicated to the startup team making their case, 15 
minutes of Q&A, and 15 minutes of deliberation amongst the board members. 

2JRGJWXMNU�XMTZQI�GJ�HWTXX�KZSHYNTSFQ�GZY�QNRNYJI��9MJ�RTXY�JɄJHYN[J�LWT\YM�
GTFWIX�.�MF[J�XJJS�MF[J�ST�RTWJ�YMFS�Ʌ[J�TW�XN]�RJRGJWX�\MT�FWJ�IJHNXNTS�RFPJWX�
NS�INɄJWJSY�KZSHYNTSX�FHWTXX�YMJ�GZXNSJXX�ZSNY��4SHJ�RJRGJWXMNU�WNXJX�NSYT�ITZGQJ�
INLNYX��YMJ�LWT\YM�GTFWI�GJHTRJX�KFW�QJXX�JɄJHYN[J�

ź8LI�IȓIGX�MW�XS�IWXEFPMWL�E�WYWXEMREFPI�
ȞS[�SJ�MHIEW�QE\MQM^MRK�XLI�GLERGIW�
that a small fraction will deliver value 
to the organization.”
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The growth board culture should be consistent and disciplined. It should have a 
\WNYYJS�HMFWYJW�YMFY�LZNIJX�FQQ�RJJYNSLX��NSHQZINSL�F�XUJHNɅH�IJɅSNYNTS�TS�\MFY�
constitutes a binding decision. Membership should be consistent over time. 
Decisions should focus on the evidence being presented and the balance of the 
existing portfolio where the startup opportunity sits. 

Growth board members should have skin in the game. At least some of them should 
have regular roles on the ‘execute’ side of the business, so that if the opportunity is 
successful there is clarity on which P&L will manage the business moving forward 
and any technologies, platforms or systems the business needs to integrate with are 
well informed 

Growth Board Learnings 

I’ve been working with 16 growth boards over the last 18 months, in 5 companies, all in 
[JW^�INɄJWJSY�NSIZXYW^�XJHYTWX��

One of the biggest challenges is how often growth boards tend to say yes. When 
asked to pivot, persevere, or kill, persevere ends up being the default decision far too 
often. As a result, funnels don’t tend to narrow, every opportunity gets funded. 

9MJ�ɅWXY�JɄJHY�NX�YMFY�YMJWJ�NX�QJXX�RTSJ^�F[FNQFGQJ�YT�KZSI�YWZQ^�GWJFPYMWTZLM�
opportunities later in the funnel. The second is that many of the initially approved 
ideas disappear organically but much later than they should have because they 
didn’t meet the evidentiary burden. Essentially spending weeks and months 
pursuing traction and spending valuable resources on ideas that should have been 
killed earlier. 

That’s especially the case in less mature boards, who say yes to 90% of ideas 
coming in. As boards become more mature, they realize the value of saying no and 
overcoming that cultural habit. 

More mature boards averaged about 70% yes’s. That’s closer to the balance you can 
reach for as you build that intentional innovation pipeline.
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The Innovator’s Dilemma taught us that resources are always allocated 
to projects with the clearest ROI. But, despite lofty statements about 
innovation, most companies invest their resources in the core business. 
As an innovator, the key to success is going where those resources are 
already invested. Launching new products with the potential to scale 
XLVSYKL�I\MWXMRK�GLERRIPW�GSYPH�WSPZI�XLMW�JEQSYW�HMPIQQE�SRGI�ERH�
for all. 

To systematically build ventures from idea all the way up to scaling in multiple 
markets, corporations should have six pillars in place, which together form what I call 
the 10x Growth Machine operating system. This system allows companies not only to 
HTRUJYJ�TS�XHFQJ�\MNHM�NX�NSXZɇHNJSY��GZY�FQXT�TS�XUJJI��9MJ�HMFQQJSLJ�HTWUTWFYJX�
SJJI�YT�XTQ[J�NX�MT\�YMJ^�HFS�QFZSHM�[JSYZWJX�\NYM�XUJJI�FSI�GJ�ɅWXY�YT�XHFQJ�G^�
using their assets and resources. 

The Six Pillars

9MJ�XN]�UNQQFWX�YMFY�IJɅSJ�YMJ�TUJWFYNSL�X^XYJR�FWJ�

1. Aligned senior management vision on where to play and what the boundaries 
of innovation are? Also having in mind which power does innovation have in our 
company? Is it part of every leadership meeting? 

2. Clear understanding of who, how and when investment decisions are made. 
Why? Most problems are around the resource allocation in big companies, since 
people and money are driven by short term accounting metrics that leads to 
investments with the highest ROI and the short term. 

Dedicated Growth 
Governance

Expert

MISHA DE STERKE
Senior Partner Venture 
Building @ Innoleaps 
& Author of the 10x 

Growth Machine
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3. End to end innovation process from idea all the way to deployment in the market. 
Most of the time it is unclear till what point of maturity the innovation should grow 
to be of interest to the business. If you let the innovation go too soon, it will die 
because of underfunding. If you let it go too late, the business would not accept 
NY�GJHFZXJ�NY�NX�INɇHZQY�YT�NSYJLWFYJ��4W�F�XNRUQJW�J]UQFSFYNTS�NX�YMJ�
NS�KFRTZX�ȄSTY�
invented here syndrom’. 

4. Growth accounting, to measure and evaluate the progress an innovation is 
making we need to implement a new set of metrics. Instead of focusing purely on 
‘ROI’ we need to measure leading indicators of customer behavior that gives us a 
better idea if we reach our business goals. Then if we are successful, do we have 
capital allocated to actually scale or do we need to wait for the annual budget 
cycle? In case of the latter we can better stop. 

5. .SST[FYNTS�RFSFLJRJSY��MT\�IT�\J�RFSFLJ�TZW�NSST[FYNTS�JɄTWYX$�)T�\J�XJY�
up a central organization? Or decentralize in the business? Depending on what 
we want to achieve with innovation the organizational setup is crucial. How do we 
FWWFSLJ�QJLFQ�FSI�WJLZQFYTW^�FSI�ɅSFSHNFQ�XZUUTWY�KTW�TZW�SJ\�[JSYZWJX$

6. Talent: To make innovation happen, you need entrepreneurial talent and you need 
an incentive system to attract and keep entrepreneurial talent. 

Lets deep dive a bit more in a couple of elements mentioned above. 

Dedicated Growth Governance

How can companies systematically innovate and scale beyond the core business? 
The answer is to create a dedicated growth governance system. Beneath the 
executive board should be a venture board, whose sole responsibility is beyond-
the-core ventures. It should be made up of a limited number of executives, ideally 1 
(�QJ[JQ�
(*4�(+4���TSJ�KWTR�7�)��TSJ�KWTR�YMJ�HFYJLTW^�NS[TQ[JI��FSI�TSJ�TW�Y\T�
external challengers. 

What Does The Venture Board Do?

9MJ�[JSYZWJ�GTFWI�XJYX�LTFQX�FSI�XYWFYJL �̂�XJHZWJX�ɅSFSHNFQ�FSI�YFQJSY�WJXTZWHJX��
and supplies metered funding based on milestones. They also manage the portfolio 
of initiatives by determining which bets are going well, which ones should end, and 
when to reallocate people and assets to a more promising initiative. The venture 
board should meet every 6 to 8 weeks for 2 hours and be available for immediate 
decisions requested by ventures. The venture board has end-to-end accountability 
KWTR�XHTZYNSL�YT�XHFQNSL�TK�SJ\�[JSYZWJX��9MJ^�ɅSI�YMJRFYNH�NIJFX�QNSPJI�YT�XYWFYJLNH�
guidelines, validate certain initiatives, and, if successful, they can be built and spun 
TɄ�TW�JRGJIIJI�\NYMNS�F�GZXNSJXX�ZSNY��
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How Is Progress Measured?

9MJWJ�FWJ�XJ[JWFQ�RNQJXYTSJX�\MJWJ�YMJ�[JSYZWJ�YJFR�RFPJX�UWTLWJXX��.S�YMJ�ɅWXY�Ʌ[J�
\JJPX��YMJ�LTFQ�NX�YT�[FQNIFYJ�NIJF�UTYJSYNFQ��9MJ�YJFR�SJJIX�YT�ɅSI�F�UWTGQJR�\TWYM�
solving, one that is big enough for the venture board to invest in. KPI’s include:

• .IJSYNɅHFYNTS�TK�HQJFW�UFNS�UTNSYX�TK�YFWLJY�HZXYTRJWX
• A proven match between the idea and that pain point
• Discovering the rough size of the opportunity 

From there, the team can start building a Minimum Viable Product. This phase can 
YFPJ���Ȃ���\JJPX��UQZX�YNRJ�YT�UWTIZHJ�F�XFRUQJ�UWTIZHY��9MJ�LTFQ�NX�YT�FHVZNWJ�YMJ�
ɅWXY�HZXYTRJWX�FSI�05.ȅX�NSHQZIJ�

• (WJFYNSL�FS�2;5�\NYM�F�HQJFW�UWTUTXNYNTS�
YFWLJY��:85��UWNHJ��HMFSSJQ�
• &HVZNWNSL�ɅWXY�HZXYTRJWX�YMWTZLM�J(TRRJWHJ�FSI�YJXY�XYTWJX
• Identifying the total available market
• )WFKYNSL�UWT�KTWRF�UWTɅY�FSI�QTXX

If the product is getting good traction, it’s time to launch it in a pilot market. This 
GZXNSJXX�RTIJQ�ɅY�UMFXJ�YFPJX���Ȃ���\JJPX��UQZX�YNRJ�KTW�WJɅSNSL�YMJ�UWTIZHY�YJHM��
Recurring revenue is the goal, with KPI’s of: 

• (ZXYTRJW�FHVZNXNYNTS�
YMWTZLM�J�HMFSSJQX�FSI�WJYFNQ�
• Recurring revenues
• Cost of acquisition 
• Cost of goods sold
• Customer retention 

9MJ�ɅSFQ�XYFLJ�NX�YT�XHFQJ�NS�RZQYNUQJ�RFWPJYX��9MJWJ�NX�ST�YNRJQNSJ�KTW�YMNX�UMFXJ��
9MJ�LTFQ�NX�YT�HWJFYJ�F�UWTɅYFGQJ�GZXNSJXX�\NYM�F�XZXYFNSFGQJ�FSI�WJUJFYFGQJ�
business model. 

The venture board needs to support and develop an organization around the front 
line. Which means give people closest to the customer more responsibility so 
employees can solve customer problems faster and build the next business. The 
venture board needs to empower the innovation team to make decisions quickly. 
Venture building is not a pure marketing exercise, and decisions can’t wait to be 
made with 100% of the information. Decisions need to be made every day, with more 
strategic decisions made every 6 to 8 weeks.
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Patience Is Key

If we want to launch a product successfully, the possibility of revenue needs to be 
understood very quickly. But it takes patience to build a business. So we want to 
forecast how fast we can grow while managing expectations with senior managers. 
1JFIJWX�SJJI�YT�IJRTSXYWFYJ�MT\�YT�RFPJ�UWTGQJRX�XRFQQJW�G^�XTQ[NSL�YMJ�XUJHNɅH��
instead of debating the ideological. 

They must also support the teams by listening, coaching, giving, and celebrating 
milestones and achievements. They should explore what the teams are learning 
without judgment, and shift the focus away from micromanaging. Instead, leaders 
should facilitate peer-to-peer learning and collaboration across silos and 
business units. 

ź&IRIEXL�XLI�I\IGYXMZI�FSEVH�WLSYPH�FI�E�
venture board, whose sole responsibility is 
beyond-the-core ventures.”
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We offer strategic guidance for business leaders 
looking to navigate through this rapidly evolving crisis.

%RDUG�RI�,QQRYDWLRQ�LV�D�VWUDWHJ\�DQG�EXVLQHVV�GHVLJQ�ƓUP�� 
We partner with the world’s largest organizations to solve their 
biggest challenges through meaningful innovation.  
Relentlessly focused on impact.

More info at ZZZ�ERDUGRƓQQRYDWLRQ�FRP

Proudly independent for +10 years

New York $PVWHUGDP� Antwerp Singapore

Visit our website to 
access the full report.

https://www.boardofinnovation.com/


Disrupt dis-
ruption

TOOLS  •  TRAINING  •  SOFTWARE  •  COACHING  •  ECOSYSTEM DESIGN

Modern Innovation Infrastructure for Enterprise 

strategyzer.com/innov8rs

INNOVATE. SUCCEED.
GROW.
with Accolade  , 
software for innovators by Sopheon. 

Learn more at www.sopheon.com/software/enterprise-innovation-management/

https://www.strategyzer.com/innov8rs
https://www.sopheon.com/software/enterprise-innovation-management/


Misha de Sterke, Senior partner at Innoleaps, who 
was part of the Unconference just published his 
second book the "10x Growth Machine - how 
companies can innovate, scale and win".

Business Builders

www.innoleaps.com

We work for clients like: 
Nestle, Reckitt Benckiser, Heineken, Philips

We accelerate growth within 
predictable timelines by bringing 

an entrepreneurial way of working.

Innoleaps helps Fortune 
500 companies in identifying 
new growth opportunities and 

building new business
from idea to scale. 

www.10xgrowthmachine.com
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Funding, 
Accounting 
& Metrics
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Innovation 
Accounting

-RRSZEXMSR�EGGSYRXMRK�QYWX�MRZSPZI�XLVII�HMȓIVIRX�WIXW�SJ�/4-W��VITSVXMRK��
governance, and global. Reporting KPIs are designed to measure the 
TVSGIWW�JVSQ�MHIEXMSR�XLVSYKL�TVSHYGX�QEVOIX�țX�JSV�MRGYFEXIH�RI[�
ventures. Governance KPIs are great because they help you see the 
big picture on whether or not the investment is still a good one. Global 
/4-W�I\EQMRI�XLI�MRRSZEXMSR�HITEVXQIRXŸW�SZIVEPP�TIVJSVQERGI�MR�
consideration of the larger business. 

&S�NSST[FYNTS�FHHTZSYNSL�X^XYJR�\NQQ�STY�WJUQFHJ�YMJ�XYFSIFWI�FHHTZSYNSL�
ɅSFSHNFQ��
that companies are doing. It is there just to complement and mitigate some of the 
shortcomings:

• Financial accounting recognized assets are getting commoditized
• Financial accounting is only tracking the outcome of assets deployment not the 

value creation system
• ;FQZFGQJ�FXXJYX�FWJ�STY�FHHTZSYNSL�WJHTLSN_JI�
J]FRUQJ��UWTHJXX��HZQYZWJ�JYH��
• Financial accounting can’t track something that hasn’t happened. This is 

particularly detrimental for lean, design thinking and agile teams whose work is 
to avoid large mistakes by doing some well thought through experiments.

Reporting KPIs

Reporting KPIs need to be unique for each enterprise based on challenges, industry, 
and business maturity. The goal of reporting KPIs is to understand the innovation 
your company is engaged in, such as how many prototypes, how many research 
activities, or how many ideation plans are in progress. Common reporting KPIs are 
cost per learning and time-cost per learning. The focus of both of these is learning. 
Thus, minimizing time-cost per innovation cycle is critical, leading to a state of 
continuous learning. In this state, market input can be transformed into a deliverable 
for the customer immediately.

Expert

DAN TOMA
Author of The 

Corporate Startup 
& Co-Founder of 

OUTCOME
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Governance KPIs

New ventures must show progress in order to have continued investment. In this 
case, management is given tools to making decisions on investments. These KPIs, like 
YMJ�TSJX�UWNTW��FWJSȅY�FGTZY�ɅSFSHJX�FSI�FWJ�STY�ɅSFSHNFQ��GZY�FWJ�IJXNLSJI�YT�XMT\�
UWTLWJXX��9\T�HTRRTS�05.X�NS�YMNX�HFYJLTW^�FWJ�UWTGQJR�XTQZYNTS�ɅY�FSI�UWTIZHY�
RFWPJY�ɅY��5WTGQJR�XTQZYNTS�ɅY�05.X�WJVZNWJ�YMFY�[JSYZWJX�IJRTSXYWFYJ�F�WJFQ�RFWPJY�
SJJI�FSI�F�XTQZYNTS�YT�YMJ�SJJI�KTW�\MNHM�HZXYTRJWX�\NQQ�UF �̂�5WTIZHY�RFWPJY�ɅY�
KPIs are to show that the right product has been built to satisfy a demand and is 
acceptable to customers. Under this KPI, a business model must be shown where 
customer behavior fuels growth.

Global KPIs

Global KPIs help you see how a venture performs or if further investment is needed. It 
helps you to see if the innovation department has been successful. Thus, global KPIs 
FWJ�ɅSFSHNFQ�NS�SFYZWJ��GZY�FWJSȅY�ɅSFSHNFQ�05.X�UJW�XJ��

*XXJSYNFQQ �̂�YMJ�ɅSFSHNFQ�JQJRJSY�NX�YT�XMT\�YMFY�F�WJYZWS�NX�THHZWWNSL�G^�YMJ�
continued investment in the innovation. One of the best ways to do this is through 
the innovation contribution, which examines the percentage of successful venture 
launch by the innovation department, as compared to the corporate revenue or 
UWTɅY��IZWNSL�F�XUJHNɅH�YNRJ�UJWNTI�

.SST[FYNTS�FHHTZSYNSL�NXSȅY�OZXY�ɅSFSHNFQ��.Y�NS[TQ[JX�XJJNSL�YMJ�HTRUFS^�FX�F�\MTQJ��
instead of parts.

“Minimizing time-cost per innovation 
cycle is critical, leading to a state of 
continuous learning.”
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Tracking and 
Measuring Innovation 
for Better Decision 
Making

If your internal innovation process is maturing, you understand that 
you need to start making decisions based on data rather than on gut 
feelings or some pretty pictures. This ensures that you make innovation 
manageable, measurable, and visible for everyone. 

To make this happen, you need to understand how to evaluate your innovation 
process by plotting stage relevant assumptions as well as how to make decisions 
based on real data.

Innovation Lab and Innovation Accounting: 
How To Set it Up

+TW�INXWZUYN[J�NSST[FYNTS��^TZ�SJJI�F�INɄJWJSY�X^XYJR��&�X^XYJR�YMFY�ITJX�STY�
contribute to your current business models or operations, but rather a second 
X^XYJR�YMFY�FQQT\X�^TZ�YT�ɅSI�SJ\�GZXNSJXX�RTIJQX�NS�YMJ�KZYZWJ��9MNX�NX�HFQQJI�
a startup rule book, and you need it if you want to set up an ambidextrous 
organization. That second system also needs innovation accounting so that you can 
replace all the processes and KPIs from the current system, which are hurdles for 
your disruptive innovation.

Expert

ESTHER GONS
Founder and CEO 
at GroundControl 

by NEXT Amsterdam 
and Author of The 
Corporate Startup
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To set up this system, you need to consider that there are multiple layers to data-
driven innovation accounting:

• >TZW�YJFRX�
MT\�YMJ^�FWJ�ITNSL�
• &HHZRZQFYJI�IFYF�KWTR�FQQ�TK�^TZW�YJFRX�
HFS�^TZ�MJQU�YMJ�YJFRX�IT�GJYYJW��\MFY�

IT�^TZ�SJJI�YT�JSXZWJ�YMFY�YMJ�KZSSJQ�NX�ɅQQJI�\NYM�LTTI�UWTOJHYX���FSI�
• 9MJ�\MTQJ�XYWFYJLNH�JHTX^XYJR�
ITJX�YMNX�HTSYWNGZYJ�YT�^TZW�XYWFYJLNH�LTFQX�

\NYMNS�YMJ�TWLFSN_FYNTS�

Systematic Approach to Innovation

It is essential to understand that all of this starts with your projects or startups, that’s 
\MJWJ�FQQ�YMJ�IFYF�\NQQ�GJ�HTRNSL�KWTR��'^�LJYYNSL�YMJNW�IFYF��^TZ�HFS�ɅLZWJ�TZY�

• How are they doing on a weekly or monthly basis? 
• Can you help them?
• Are there any hurdles preventing them from learning with evidence? Because that 

is what you need when you do data-driven decision-making, actual evidence of 
what your initiatives are learning

9T�FHHTRUQNXM�YMJXJ�LTFQX��YMJ�ɅWXY�YMNSL�^TZ�\FSY�NX�XTRJ�PNSI�TK�YFQPNSL�UTNSY�\NYM�
real data to understand how they are doing on a continuous basis. Not just every 
year or quarter. You want to know on a deeper level within a startup: what they are 
learning, how they are learning, and what experiments they are doing to provide you 
evidence, so that you can get the data you need to make decisions. Also, you want 
the teams to approach this in the same way so that you can compare them.

This data is always connected to the experiments that your initiatives are doing, and it 
is backed up with evidence that is coming out from these experiments. Even though 
the evidence may appear fuzzy in the beginning and data-driven at the end, all of it 
will help shape your decisions. 

4SHJ�^TZ�MF[J�YMJ�ɅWXY�QF^JW�IT\S��^TZ�HFS�XJJ�MT\�^TZW�YJFRX�FWJ�ITNSL��NK�YMJ^�
FWJ�UJWKTWRNSL�\JQQ��NK�^TZ�HFS�XJJ�FQQ�YMJ�YJFRX�FSI�\MJWJ�YMJ^�FWJ�NS�YMJ�INɄJWJSY�
stages. In the level above that, you will also want to see how your portfolio is doing. 
Are the startups proceeding fast enough to the various stages, how much have you 
NS[JXYJI��MT\�RZHM�YNRJ�INI�^TZ�XUJSI�NS�YMJXJ�INɄJWJSY�XYFLJX��FSI�IT�^TZ�MF[J�FS�
invalidation rate?

ź9WMRK�I\MWXMRK�WXEKI�KEXI�JVEQI[SVOW�
for innovation makes data-driven 
decisions for disruptive innovation 
really hard.”
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The Framework

The next big question is, how do you set up a system that helps you make these data 
decisions? First, you need a framework. It seems quite logical that you need a stage 
gate or framework to make decisions on. However, many companies end up creating 
such a framework taken from their current system.

Most traditional stage gates models from product development are borrowed from 
the current system. These models were contrived from twelve stage gates because 
they needed to decide based on actual strong criteria and risks. 

Most of these stage gates are borrowed from the IT department or the digital 
department where, apart from some sort of discovery phase, the framework is based 
on a non-risk rollout that will give you some indication of how long the rollout will take. 

Using existing stage gate frameworks for innovation makes data-driven decisions for 
disruptive innovation really hard. The criteria are still KPI’s, based on what the current 
business wants to see and based on business cases and models, which means you 
still have to guess or project. 

.SXYJFI��.�XZLLJXY�^TZ�YFPJ�F�HTSXHNTZX�JɄTWY�NS�YMNSPNSL�FGTZY�MT\�INɄJWJSY�YMNX�
stage gate association is if you look at startups and apply those learnings to your 
stage gate framework.

It is crucial to understand that most startups fail. Based on this mindset, you need 
a lot of initiatives to have some results in the future, and that can take a couple of 
years. So, for example, if you want two initiatives to be successful, you need a lot of 
initiatives from the beginning. That is why stage gates are so important in setting up 
data-driven decision-making, and if that is not done right with the right mindset, then 
FQQ�YMJ�TYMJW�YMNSLX�WJQFYNSL�KWTR�YMFY�\NQQ�GJ�INɇHZQY�FX�\JQQ�

To succeed, you need a VC mindset for investing because we are looking at high risk, 
high return. As a result, it is not a controlled rollout. Instead, it is about betting on 
many small bets to have some developments in the future. That is why you need to 
start with a lot of initiatives to have potential later on. Making sure to save for a few 
bigger bets of those that prove their potential along the way.
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.RUFHY�[X�;FSNY^dȂ�
How the Right Metric 
Makes or Breaks 
Your Big Idea

-R�XLI�GYVVIRX�GSRXI\X��YRGIVXEMRX]�MW�XLI�SRP]�GIVXEMR�XLMRK�[I�LEZI��-XŸW�
our job as innovators to teach our colleagues in the core business how to 
FEPERGI�I\IGYXMSR�ERH�PIEVRMRK�XLVSYKLSYX�XLI�[LSPI�SVKERM^EXMSR��8LI�
pandemic is a ripe opportunity to do this, as many things that used to be 
źORS[RŻ�WM\�QSRXLW�EKS�EVI�RS[�źYRORS[RŻ�EKEMR�

In order to get this into the core business or get this across the organization, we 
have to eat our own dog food. We have to behave like startups ourselves and 
understand where we need to go to develop empathy and how to run experiments 
internally, in order to bring this mindset to the rest of the organization. By action, we 
must teach people how to balance this search and execution.

Evaluating Uncertainty

This starts with evaluating where uncertainty is. The goal is to understand where the 
QJ[JQ�TK�ZSHJWYFNSY^�NX�NS�J]NXYNSL�UWTIZHYX�FSI�UWTOJHYX�
GTYM�NSYJWSFQ�FSI�J]YJWSFQ���
'FXJI�TS�YMTXJ�ɅSINSLX��MT\�^TZ�IJFQ�\NYM�YMJXJ�UWTIZHYX�FSI�UWTOJHYX�\NQQ�INɄJW��

9T�J[FQZFYJ��HWJFYJ�F�XNRUQJ���]���\NYM�ȇQT\�HTSɅIJSHJȈ�TS�YMJ�QJKY�XNIJ�FSI�ȇMNLM�
HTSɅIJSHJȈ�TS�YMJ�WNLMY�XNIJ��FSI�ȇQT\�NRUFHYȈ�TS�YMJ�GTYYTR�FSI�ȇMNLM�NRUFHYȈ�TS�
the top.

• +TW�XHTWNSL�ȇHTSɅIJSHJȈ��ZXJ�VZJXYNTSX�XZHM�FX�
• Do we understand the stakeholder?
• Do we understand the need? 
• Do we understand the desired outcome?
• Do we have the right capabilities?
• Do we have access to the right resources?

Expert

BRANT COOPER
NYT Bestselling 
Author; Keynote 

Speaker; The Startup 
Bluebook, CEO, Moves 

the Needle
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For scoring “impact”, use questions such as:

• Does it align with company objectives?
• .X�YMJWJ�F�SJFW�YJWR�GJSJɅY$
• .X�NY�UTXNYN[J�ɅSFSHNFQQ^$
• Is it positive on other strategic levers?

.K�^TZ�XHTWJ�F�UWTIZHY�TW�UWTOJHY�TS�ȇMNLM�NRUFHYȈ�FSI�ȇMNLM�HTSɅIJSHJȈ�NYȅX�[JW^�
likely you already have an organizational structure that should be able to execute. 
For example, you can send projects into a project management group with high 
HTSɅIJSHJ�YMFY�^TZ�\NQQ�FHMNJ[J�^TZW�IJXNWJI�TZYHTRJX��

-T\J[JW��NK�^TZ�J[FQZFYJ�NYJRX�YMFY�QFHP�HTSɅIJSHJ�\NYM�QTYX�TK�ZSPST\SX��^TZȅQQ�
need to apply more of these entrepreneurial skills in that endeavor. Then, we need to 
systematically move items from the unknown over to the known side.

Measuring Progress With Behaviour-Based Metrics

Fundamental to dealing with uncertainty versus execution, is how we measure the 
progress that we’re making. Value Stream Discovery helps us to draw straight lines from 
product development to performance. We measure the seven states a customer goes 
through from becoming aware to becoming passionate about a product or service.

KPI’s and OKRs are outcome-based metrics, great for execution, not very helpful for 
learning. Instead, we need to track behaviour-based metrics that indicate that we’re 
making progress towards the desired outcomes. The Value Stream Mapping helps to 
think through what is the desired behaviour. This applies to products but also to your 
innovation program. 

Who are your stakeholders? Your sponsors? Your coaches, your team members? You 
can think of them of market segments. Each one of those groups goes through a 
[FQZJ�XYWJFR�\NYM�WJXUJHY�YT�YMJ�UWTIZHYX�FSI�XJW[NHJX�YMFY�^TZȅWJ�TɄJWNSL�NS�^TZW�
innovation program. What is the promise I’m making, and what must I deliver for them 
YT�GJ�XFYNXɅJI$�<MFYȅX�YMJ�GJMF[NTZW�YMFY�NSINHFYJX�YMFY�YMJ^ȅWJ�XFYNXɅJI$

The trick is that you need to start in the middle, as you can’t start focusing on 
RFPNSL�YMJR�F\FWJ�TSQ �̂�.SXYJFI��^TZ�FHYZFQQ^�XYFWY�\NYM�LJYYNSL�YMJR�XFYNXɅJI��<MFY�
is the promise I make to my stakeholder and what must I deliver such that they are 
XFYNXɅJI$�<MFYȅX�YMJ�GJMF[NTZW�YMFY�NSINHFYJX�YMFY�YMJ^�FWJ�XFYNXɅJI$�

We’re asking them to change their behaviour, so we can measure change by 
measuring their behaviour. That’s why we need to be careful not to come up with 
vanity metrics, as they can be gamed and aren’t linked to actual behaviour change.

ź*YRHEQIRXEP�XS�HIEPMRK�[MXL�
YRGIVXEMRX]�ZIVWYW�I\IGYXMSR��MW�LS[�[I�
measure the progress that we’re making.”
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Financial Modeling: 
From Fuzzy Early 
Stage Project To 
Scaling Up

*MRERGMEP�QSHIPMRK�MW�E�GSVI�IPIQIRX�XS�QENSV�FYWMRIWW�HIGMWMSRW��JVSQ�
IEVP]�WXEKI�WXEVXYTW�XS�PEVKI�GSVTSVEXMSRW��8LI�TVMQEV]�KSEP�SJ�țRERGMEP�
modeling is to represent the economic performance of a business or 
TVSNIGX�EX�TVIWIRX�ERH�MRXS�XLI�JYXYVI��*MRERGMEP�QSHIPW�TVIHMGX�FYWMRIWW�
success, signal business risks, and enable educated business decisions.

&�ɅSFSHNFQ�RTIJQ�NX�GFXJI�TS�MNXYTWNHFQ�UJWKTWRFSHJ�FSI�FXXZRUYNTSX�FGTZY�KZYZWJ�
performance. Financial modeling is particularly complicated at the beginning of an 
innovation project because the company has limited or zero historical data.

Early Stage Financial Modeling

At the beginning of a project, there is no data, only guesses. Early stage market 
WJXJFWHM�FSI�J]UJWNRJSYFYNTS�WFWJQ^�UWT[NIJX�F�XYWFNLMYKTW\FWI�ɅSFSHNFQ�RTIJQ��
Generally teams are only able to provide qualitative insights, and some qualitative 
data with very large margins of error. Even after a small Proof of Concept, sales data 
will be minimal.

If the limited data is entered into a linear projection, the future projections and ROI 
HFQHZQFYNTSX�FWJ�ZSNRUWJXXN[J�GJHFZXJ�YMJ�UWTOJHY�NX�STY�^JY�TɄ�YMJ�LWTZSI��<MFY�
a linear model fails to account for is the growth stage of the business, where its 
ɅSFSHNFQ�SZRGJWX�RF^�WNXJ�J]UTSJSYNFQQ �̂

Modeling is also complicated if a project is approaching or in its growth stage. 
Modeling at this stage will be equally inaccurate because the project is unlikely 
to continue on the same growth trajectory forever. Once the market matures, the 
growth is likely to slow down and smooth out.

Expert

TRISTAN KROMER
Innovation Coach & 
Founder at Kromatic
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What Not To Do

A pitch for an innovation project often provides information that is not helpful for 
ɅSFSHNFQ�RTIJQNSL��XZHM�FX�

• A customer persona, including information like a description of the target 
customer, with demographics, facts, behaviors, needs, and goals

• A value proposition canvas
• A business model canvas
• A description of the user experience

This fuzzy information is not useless... in fact, it is critical to product development. 
'ZY�STSJ�TK�YMJXJ�KWFRJ\TWPX�FSX\JW�YMJ�GFXNH�VZJXYNTS�XTZLMY�FKYJW�NS�ɅSFSHNFQ�
modeling: how much money will the project actually make? This is the key piece of 
information required when someone is deciding whether to fund a project.

What Information Does An Investment 
'TFWId3JJI$

<MJS�YMNSPNSL�FGTZY�F�XZHHJXXKZQ�ɅSFSHNFQ�RTIJQ��YMNSP�FGTZY�F�\JFYMJW�HMFWY�\MJWJ�
the meteorologist tries to predict the path of a hurricane. A hurricane chart begins 
\NYM�NSKTWRFYNTS�YMFY�NX�IJɅSNYJ��QNPJ�YMJ�MZWWNHFSJȅX�HZWWJSY�QTHFYNTS��&X�YMJ�UWJINHYJI�
time period extends further into the future, the hurricane’s predicted path widens 
because the level of uncertainty increases.

9MJ�XFRJ�YMTZLMY�UWTHJXX�XMTZQI�GJ�FUUQNJI�YT�ɅSFSHNFQ�RTIJQNSL��&�XZHHJXXKZQ�
ɅSFSHNFQ�RTIJQ�FHPST\QJILJX�KZYZWJ�ZSHJWYFNSY �̂�.Y�YFPJX�YMJ�F[FNQFGQJ�VZFQNYFYN[J�
IFYF�
HZXYTRJW�UJWXTSF��ZXJW�J]UJWNJSHJ��JYH���FSI�YWFSXQFYJX�YMFY�NSKTWRFYNTS�NSYT�F�
projection that realistically represents user uncertainty. 

&�XZHHJXXKZQ�ɅSFSHNFQ�RTIJQ�FHPST\QJILJX�YMJ�ZSHJWYFNSY �̂�YFPJX�VZFSYNYFYN[J�FSI�
qualitative data, and translates it into a projection that realistically represents the 
ZSHJWYFNSY �̂�9MJ�ɅSFSHNFQ�RTIJQ�HFS�UWTOJHY�WJXZQYX�KWTR�F�WFSLJ�TK�MNLMQ^�ZSQNPJQ^�
to very likely. This allows the potential investor to understand the general range of 
possible results and helps narrow expectations on the most likely outcome.

ź%�WYGGIWWJYP�țRERGMEP�QSHIP�EGORS[PIHKIW�XLI�
uncertainty, takes quantitative and qualitative 
data, and translates it into a projection that 
realistically represents the uncertainty.”
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How to Create an Uncertain Financial Model

&Y�NYX�XNRUQJXY��F�ɅSFSHNFQ�RTIJQ�SJJIX�YT�WJUWJXJSY�YMJ�GZXNSJXX�RTIJQ�FX�NSUZYX�
and outputs. Customers come in and revenue comes out.

*[JS�NS�YMJ�HFXJ�TK�F�RNXXNTS�NRUFHY�RTIJQ�
F�STSUWTɅY���YMJWJ�FWJ�NSUZYX�FSI�
TZYUZYX��2TSJ^�HTRJX�NS�FSI�QN[JX�LJY�XF[JI��.YȅX�YMJ�OTG�TK�YMJ�ɅSFSHNFQ�RTIJQ�YT�
predict the future, based on the data of today. To do this, companies can use a few 
basic principles in their approach:

• Start Simple, Build ComplexitydȂ�>TZW�ɅWXY�RTIJQ�ITJXSȅY�SJJI�YT�FHHTZSY�KTW�
NSYJWJXY�WFYJX�FSI�YMJ�LQTGFQ�JHTSTRNH�JS[NWTSRJSY��8YFWYNSL�\NYM�Ʌ[J�[FWNFGQJX�NX�
XZɇHNJSY�KTW�F�ɅWXY�[JWXNTS�

• Customer CentricitydȂ�)TSȅY�HJSYJW�YMJ�ɅSFSHNFQ�RTIJQ�FWTZSIX�FXXJYX�FSI�
(4,8��8YWZHYZWJ�YMJ�ɅSFSHNFQ�RTIJQ�FWTZSI�YMJ�ZXJW�OTZWSJ �̂�ZXNSL�HTS[JWXNTS�
WFYJX�KWTR�XYJU�YT�XYJU�FX�[FWNFGQJX�NS�YMJ�ɅSFSHNFQ�RTIJQ�

• 9MNSP�;NXZFQQ^dȂ�&�ɅSFSHNFQ�RTIJQ�NXSȅY�OZXY�FGTZY�SZRGJWX��FSI�XUWJFIXMJJYX�FWJ�
hard to think through. Draw the model as a conversion funnel and remember to 
draw loops for how customers return again and again and also invite others.

• Use Variables as HypothesesdȂ�)TSȅY�JSYJW�F�LZJXX�KTW�MT\�RFS^�HZXYTRJWX�TW�
how much revenue you will have four years from now. Estimate the conversion 
rate of visitors-to-customers and customers-to-revenue. Then use the variables 
to calculate what happens during each time period.

• Embrace UncertaintydȂ�)TSȅY�UWJYJSI�YT�PST\�YMJ�J]FHY�[FQZJ�TK�FS^�[FWNFGQJ��
Early stage startups don’t know that their conversion rate is 10% or 20%. Use a 
WFSLJ���Ȃ��
�

• Use a Monte Carlo SimulationdȂ�.K�ZXNSL�WFSLJX��JRUQT^�F�XYFYNXYNHFQ�FUUWTFHM�
with a Monte Carlo simulation. This is an approach that uses ranges to produce 
a large number of simulations of the results of your model. The output is a 
QNPJQNMTTI�TK�FS^�LN[JS�ɅSFSHNFQ�WJXZQY��NSXYJFI�TK�F�XYFYNH�UWJINHYNTS�

• ,JY�)FYFdȂ�.K�YMJ�WFSLJ�NX�[JW^�QFWLJ��LFYMJW�RTWJ�IFYF�YT�SFWWT\�^TZW�UWJINHYNTS��
When you don’t know much, even a little data can improve your predictions radically.

• Use Output to Set Success and Fail ConditionsdȂ�9MJ�ɅSFSHNFQ�RTIJQ�NXSȅY�OZXY�
a tool to predict the future. Use it to identify your minimum success criteria for 
future experiments and research.

Although some of these terms and tools such as a Monte Carlo simulation can 
be intimidating, there are some basic templates that can be useful. Start with a 
[NXZFQN_FYNTS��RT[J�YT�F�GFXNH�ɅSFSHNFQ�RTIJQ��YMJS�RT[J�YT�F�2TSYJ�(FWQT�XNRZQFYNTS��
*[JS�F�GFXNH�[NXZFQN_FYNTS�FSI�VZFSYNɅHFYNTS�\NQQ�MJQU�JFWQ^�XYFLJ�HTWUTWFYJ�XYFWYZUX�
MF[J�F�RJFSNSLKZQ�HTS[JWXFYNTS�\NYM�ɅSFSHJ�
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A Critical Tool For Success

.Y�NX�NRUTWYFSY�KTW�JFWQ^�XYFLJ�UWTOJHYX�YT�UZY�YNRJ�FSI�JɄTWY�NSYT�ɅSFSHNFQ�RTIJQNSL��
It does not need to be a major investment of time. A simple model using simple tools 
can deliver a lot of information. When the startup has more data, the model can 
NRUWT[J��'ZY�YMJ�ɅSFSHNFQ�RTIJQ�RZXY�WJUWJXJSY�ZSHJWYFNSY^�FSI�STY�KFQQ�NSYT�YMJ�YWFU�
of linear projections.

9MJ�ɅSFSHNFQ�RTIJQ�NX�F�PJ^�YTTQ�NS�WFNXNSL�HFUNYFQ�FX�F�XYFWYZU��.S[JXYTWX�FSI�
HTWUTWFYJ�J]JHZYN[JX�\NQQ�UQFHJ�F�HWNYNHFQ�J^J�TS�YMJ�ɅSFSHNFQ�RTIJQ��QTTPNSL�YT�
understand the sustainability of the business.

.S�FIINYNTS�YT�WFNXNSL�JFWQ^�HFUNYFQ��ɅSFSHNFQ�RTIJQNSL�\NQQ�UWT[NIJ�[FQZJ�YMWTZLMTZY�
the life of the project. Financial modeling will help in decisions around user 
FHVZNXNYNTS��RFPNSL�IJHNXNTSX�FGTZY�GZXNSJXX�LWT\YM�
XZHM�FX�J]UFSINSL�NSYT�SJ\�
RFWPJYX���GZILJYNSL��FSI�[FQZNSL�F�GZXNSJXX�KTW�XFQJ��5ZYYNSL�YMJ�YNRJ�FSI�JSJWL^�NSYT�
ZSIJWXYFSINSL�FSI�UWJUFWNSL�FS�FHHZWFYJ�ɅSFSHNFQ�RTIJQ�NS�YMJ�JFWQ^�XYFLJX�TK�F�
UWTIZHY�STY�TSQ^�JSFGQJX�RJFSNSLKZQ�ɅSFSHNFQ�HTS[JWXFYNTSX��NY�FQXT�KTWHJX�HWNYNHFQ�FSI�
thoughtful conversations about the success of the business early on.
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Foresight, 
Trends & 
Startup 
Scouting
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-RȞIGXMSR�TSMRXW�EVI�WLMJXW�MR�XLI�IRZMVSRQIRX�XLEX�LEZI�E���<�MQTEGX�
on one or more elements of your operating model. If you see them early 
and anticipate them, or if you have the capability to react quickly, your 
FYWMRIWW�GER�VIEGL�RI[�LIMKLXW��7TIGMțGEPP]��ER�MRȞIGXMSR�TSMRX�GEYWIW�
XLI�EWWYQTXMSRW�YRHIVP]MRK�]SYV�FYWMRIWW�XS�RS�PSRKIV�VIȞIGX�VIEPMX]��%W�
it unfolds, the assumptions in the business start to get more disconnected 
from reality. If you miss it or don’t see it coming, it can cause your business 
to decline. 

4SJ�TK�YMJ�WJFXTSX�J]JHZYN[JX�IJ[JQTU�GQNSI�XUTYX�\NYM�WJXUJHY�YT�NSɆJHYNTS�UTNSYX�
NX�YMFY�NY�NX�[JW^�INɇHZQY�YT�QTTP�FY�YMJ�\TWQI�INɄJWJSYQ^�\MJS�^TZȅ[J�GJJS�WZSSNSL�
your operation for a long time in a given way. Now something has come along that’s 
changed the constraints or opportunities that you have. This change shifts what’s 
possible and what you want to be doing within your business, and can easily catch 
you unawares.

What I would observe in this Covid-period is that the whole world has been 
pushed into a high uncertainty world, one that most of us within innovation have 
been living in for a long time. This is the world of high assumptions that you have 
to make relative to knowledge that you have. Many of the tools that we associate 
with innovation, like discovery-driven planning, business model canvas, investment 
readiness, those kinds of tools are actually useful across all our businesses, because 
\J�FWJ�ST\�JSLFLJI�NS�XNLSNɅHFSY�WJNS[JSYNTS�

.SɆJHYNTS�5TNSYX�
(And How To Deal 
With Them)

Expert

RITA MCGRATH
Columbia Business School 

Professor. Thinkers50 
top 10 & #1 in strategy. 
Bestselling author of 

The End of Competitive 
Advantage & Seeing Around 

Corners: How to Spot 
.SɆJHYNTS�5TNSYX�NS�'ZXNSJXX�

Before They Happen

“ Changes don’t occur in C-suite, they 
occur where the business is operating.”
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In order to accomplish these three tasks, I recommend you place yourself in a 
position where you can see these things happening. That often requires that you go 
to the outer edges of your organization, where the customer service and interaction 
is happening. Changes don’t occur in C-suite, they occur where the business is 
operating. You have to get out to the edges to see for yourself what is really going on.

Once you have seen what is happening, you have to decide what to do about it. Many 
people say to be bold and leap into the unknown, but I think that is a mistake. Most 
of the ways that we plan in corporations, assumes that we have more knowledge than 
we do. 

Instead, I recommend a reasoned approach in which you articulate your hypotheses, 
and then plan with great rigor up to your next checkpoint or milestone. At that point, 
you stop and assess your risks to determine whether you should redirect, change 
something, accelerate, or exit the strategy. 

There are three steps to handling 
NSɆJHYNTS�UTNSYX�XZHHJXXKZQQ^�

1. See the issue
2. Decide what to do
3. Figure out how to move the organization 

with you
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-XŸW�MQTSVXERX�XS�JSVIGEWX�XLI�JYXYVI�SJ�ER]�FYWMRIWW��*SVIGEWXMRK�XLI�JYXYVI�
needs of a business involves framing the future in two distinct categories.

The Forecast Zone is often the sole strategy of businesses looking for new product 
or service development. They leverage the experience of the past to develop a 
model for what the future might look like.

The Foresight Zone, on the other hand, is the second path that is often ignored. 
This is where the traditional tools of the strategist become less useful, as it requires 
developing a much more complex model of future conditions. This is the key fresh 
element that strategists need to embrace, in conjunction with forecasting.

The tools of the innovator are crucial for building a strategy around foresight.

Different Systems for Different Approaches

5QFSSNSL�KTW�YMJ�KZYZWJ�KWTR�GTYM�YMJ�KTWJHFXY�_TSJ�FSI�YMJ�KTWJXNLMY�_TSJȂ�YMJ�
IZFQ�UFYM�FUUWTFHM��WJVZNWJX�JSYNWJQ^�INɄJWJSY�X^XYJRX�

Today-for-Today strategies mean fast responses to disruption, focusing on projects 
with a high certainty of success, and relying on sales as the core business emphasis.

Today-for-Tomorrow strategies mean leaving open space for the creative process, 
diving into projects where uncertainty is high, and attempting to anticipate coming 
disruption to have a response ready.

Expert

BRIAN CHRISTIAN
Managing Partner at  

The Inovo Group
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How a Dual-Path Strategy Could Have Saved a 
Major Corporation

The dual-path approach leverages both forecasting and foresight, rather than 
only forecasting. This approach might have saved a famous company: Blockbuster. 
Blockbuster had robust brand recognition and national presence in the United States. 
'ZY�NY�IWFLLJI�NYX�KJJY�TS�WJFHYNSL�YT�YMJ�INXWZUYNTS�TK�SJ\HTRJW�3JYɆN]�

Blockbuster forecasted its future based on its past. Meanwhile, the company ignored:

• Hastings predicted 50% video streaming penetration by 2002.
• 3JYɆN]�QFZSHMJI�F�ɆJILQNSL�);)�RFNQ�TWIJW�WJSYFQ�XJW[NHJ�FX�JFWQ^�FX������
• 3JYɆN]�LWJ\�YMFY�GZXNSJXX�FSI�HTRUQJYJI�FS�.54�FY�F�	����RNQQNTS�RFWPJY�HFU�

NSd�����

Instead of reacting to that input and leveraging foresight to develop a response, 
Blockbuster:

• )JHQNSJI�F�INWJHY�TɄJW�YT�GZ^�3JYɆN]�NS�������GJHFZXJ�NYX�T\S�RFWPJY�UTXNYNTS�
was secure.

• Ended an early video streaming partnership in 2001 because it was not yet 
UWTɅYFGQJ�

• 1FZSHMJI�FS�TSQNSJ�);)�WJSYFQ�GZXNSJXX�NS�������QTSL�FKYJW�3JYɆN]�XTQNINɅJI�NYX�
own market position.

'QTHPGZXYJW�HQTXJI�NYX�WJRFNSNSL�XYTWJX�NS�������2JFS\MNQJ��FX�TK�������3JYɆN]�MFX�
F�	����GNQQNTS�RFWPJY�HFU�FSI�	���GNQQNTS�NS�WJ[JSZJ��+TWJHFXYNSL�\FXSȅY�JSTZLM��&�
foresight strategy could have saved Blockbuster from oblivion.

“The dual-path approach leverages 
both forecasting and foresight, rather 
than only forecasting.”

83 The Innovator’s Handbook 2021



CHECK RECORDING JOIN DISCUSSION

Traditional technology roadmaps show how the technology of that 
business evolves over time and essentially form a summary of a 
company’s R&D program, but miss what is happening in the market. 

Other types of roadmap exist, usually published by industry trade organizations or 
government trade departments. These roadmaps tend to be huge reports on market 
YWJSIX�FSI�FWJ�INɇHZQY�YT�SF[NLFYJ��9MJ�YMNWI��FSI�RTXY�ZXJKZQ��Y^UJ�TK�YJHMSTQTL^�
roadmap is essentially a mix of the two, including both the market trends and 
technology evolution. 

In theory, this last type of technology roadmap is the best for a business, because 
ultimately, a good roadmap should include an understanding of what trends are 
happening in the market and an interpretation of what that means in terms of future 
UWTIZHYX�KTW�^TZW�GZXNSJXX��9MNX�IJɅSJX�HQJFWQ^�\MFY�YJHMSTQTL^�^TZ�SJJI�YT�HWJFYJ�
to be ready to serve the future needs of your customers, and what R&D projects you 
need to start working on to have those new products ready in time. 

Problems With Technology Roadmaps

The problems with most technology roadmaps tend to be:

• They are too high level and broad to be useful
• They are too complex and too comprehensive
• They try to cover too much ground
• They only include summaries of what is going on
• They are led by the technology lead in a business and not by the market facing lead

Expert

ANDY WYNN
Founder at TTIP 

Consulting

Reverse Engineering 
The Future: 
How to Ensure your Innovation Portfolio is Truly 
&QNLSJId<NYM�2FWPJY�3JJIX
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How to Make Technology Roadmaps Work 
KTWd>TZ

A technology roadmap should be a strategic exercise to help point businesses in the 
right direction. A roadmap should add value to your business. That is why they need 
to be market-led. 

What happens with the Market-led Technology Roadmap approach is that we 
change ownership and change mindset, so it completely alters the way you run 
^TZWdWTFIRFUX��

The biggest issue with traditional road mapping is it does not look to the future, and 
NY�ITJX�STY�QTTP�YT�YMJ�YWJSIX��9MJXJ�HTS[JSYNTSFQ�WTFIRFUX�FWJ�OZXY�YW^NSL�YT�ɅY�\MFY�
a business does today with what they think the trends are, instead of looking to the 
future and working backwards. If done correctly, a roadmap should be a fantastic 
XTZWHJ�TK�SJ\�NIJFX�YMFY�HFS�ɅQQ�YMJ�NSST[FYNTS�KZSSJQ��

“A good roadmap should include an understanding 
of what trends are happening in the market and an 
interpretation of what that means for your business.”
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The worldwide lockdown forced consumers and companies to adopt new 
habits and adapt the way that they operate. We’ve been monitoring the 
changes brought about by the low touch economy and what’s happening 
around the world. What we’ve noticed is that the low touch economy is 
ultimately a trigger for new opportunities.

The low touch economy is here to stay, too. Because of that, society is taking the 
ɅWXY�XYJUX�YT�HMFSLJ�GJMF[NTW��FSI�\JȅWJ�XYFWYNSL�YT�XJJ�YMJ�HMFSLJX�YMFY�RNLMY�XYNHP�

These changes aren’t going to go away with the development of a vaccine. There 
are many surveys and reports available telling us that, for example, only 50% of 
Americans plan on getting a Covid-19 vaccine. Survey results are similar in the 
UK and other areas of the world. So while there are multiple pharma companies 
working to develop a vaccine, the adoption of it will be slow. The behavioral drive of 
consumers will continue to be an important factor in the changes within society. So 
brands have to adapt.

Shifts In Behavior Will Happen On Many 
Fronts

8MNKYX�TS�RFS^�KWTSYX�\NQQ�NSɆZJSHJ�MZRFS�GJMF[NTW�FSI�\NQQ�LJSJWFYJ�WNUUQJ�JɄJHYX�
that are hard to predict. Consumer behavior is changing due to health measures, 
economic disruption, and technological advancements. Every new shift is a possible 
opportunity. We’ve outlined six of those new opportunities. Some of which were 
born out of the Covid-19 crisis, while the state of the economy accelerated some of 
the others. The big shifts include:

Expert

VINCENT PIRENNE
CEO at Board of 
Innovation USA

Consumer Behavior 
Shifts in a Low Touch 
Economy
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• Increased willingness to share personal data
• Wellbeing-centric lifestyles
• Rise of telemedicine
• Digital buying is the norm
• Escaping the madness
• Transparency and corporate citizenship

How brands capitalize on these shifts in behavior will be a big factor in determining 
whether they are winning in the low touch economy. 

What Brands Are Winning In A Low Touch 
Economy? 

Certain brands are making the right pivots. We took a closer look at the winners, 
those brands that are making lots of progress or increasing their revenue in these 
uncertain times. While life sciences and pharma companies are clear winners, we 
excluded them from our ranking of the top 40 industries. Once we did that, there are 
clear winners thriving in industries such as: 

• Digital infrastructure, including cloud computing, cybersecurity, and automation 
• Virtual creativity, including digital creation platforms
• Low touch living, such as eCommerce and facility management
• Investing in yourself, including healthier lifestyles, makeup brands, and 

UJWXTSFQdYWJFYX�
• Disconnect from reality, such as entertainment, gambling, and gaming

How You Can Adapt

What brands are prepared to meet the demands of a low touch economy? We 
developed a set of parameters to help us determine who is adapting and how they 
are doing it. These parameters include: 

• What value do you provide?
• 4ɄJWNSL��FZINJSHJ��FSI�JSLFLJRJSY
• How do you deliver value? 
• Location, employees, workplace, supply chain
• How do you capture value? 
• Revenue streamz

“The behavioral drive of consumers will continue 
to be an important factor in the changes within 
society. So brands have to adapt.
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You can evaluate a product or a brand based on these parameters and start to see 
winners emerge.

For example, let’s look at Peloton. This New York-based brand develops at-home 
J]JWHNXJ�JVZNURJSY�FSI�MTRJ�ɅYSJXX�HQFXXJX��9MJ^�RFNSQ^�YFWLJYJI�QZ]ZW^�HZXYTRJWX�
where people will exercise at home. But due to the pandemic, they anticipated and 
IJ[JQTUJI�XTQZYNTSX�YMFY�FWJ�ɅY�KTW�YMJ�QT\�YTZHM�JHTSTR �̂�4SJ�XRFQQ�UN[TY�YMJ^�
did was going towards the masses. Because of the huge growth in demand, they 
managed to develop cheaper bikes. They looked at ways to reach their customers 
YMWTZLM�INɄJWJSY�HMFSSJQX��.S�YMNX�HFXJ��YMWTZLM�HTQQFGTWFYNTS�\NYM�&UUQJ9;��\MNHM�
isn’t something they did prior to the pandemic.

Another example is the US and Canada-based restaurant chain Panera Bread. They 
TɄJW�ȇLTTI�ȄHQJFSȅ�RJFQX�XJW[JI�KFXY�HFXZFQ�Ȉ�YFWLJYNSL�&RJWNHFS�KFRNQNJX�IZWNSL�
lunchtime. They’ve changed their way of working to include low touch services like 
curbside pickups and contactless one-hour delivery. They’ve also changed their in-
store dining through a complete redesign for a low touch economy. 

9MJ�ɅSFQ�J]FRUQJ�NX�YMJ�GWFSI�'J^TSI�2JFY��9MJ^�QFZSHMJI�F�KJ\�^JFWX�GFHP��
developing plant-based meat substitutes. They were mainly focusing on restaurants 
and fast-food dining. As they saw a huge uptake in the fast-food experience, they 
developed large campaigns to better supply their fast-food chains. They also 
changed their revenue model by making aggressive pricing strategies to compete 
with traditional meat. It’s an interesting approach because originally they positioned 
themselves as a more luxurious product. But it’s working. 

How Is Your Product Or Brand Capturing 
9MJXJd4UUTWYZSNYNJX$

What can you take away from all this for your own brand? Start by looking at the 
parameters above. Then ask yourself if your brand positions itself to make a move 
and adapt to the low touch economy. You’ll need to develop an approach that will 
make it happen. Because Covid-19 probably won’t go away quickly, but these new 
opportunities will. 
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Innovation is a top priority for nearly every company. Yet, it is still a 
highly unpredictable business process. That is why we want to focus on 
XLI�VSSX�GEYWI�SJ�XLMWŶWTIGMțGEPP]��[L]�HSIW�MRRSZEXMSR�JEMP#

Innovation is the process of devising solutions that address unmet customer 
needs. The way to win at innovation is to separate the innovation process from the 
product development process. The goal here is to exit the innovation process with 
a product concept that, before you even develop it, you know it is going to win in 
the marketplace.

Two Different Innovation Approaches 

(TRUFSNJX�ZXJ�Y\T�INɄJWJSY�NSST[FYNTS�FUUWTFHMJX��

• The Ideas First Approach: Companies either ask the customer for solutions 
they want, brainstorm ideas, iterate, and pivot, or have a limited understanding 
of customer needs. When you approach innovation this way, the innovation and 
development process are intertwined. This means you do not know if you have a 
\NSSNSL�UWTIZHY�GJKTWJ�^TZ�XYFWY�IJ[JQTUNSL�NY��(TSXJVZJSYQ �̂�NY�NX�FS�NSJɇHNJSY�
way to learn about customer needs.

• The Needs First Approach:�.S�YMNX�FUUWTFHM��YMJ�HTRUFS^�ɅWXY�HTRJX�ZU�\NYM�
FQQ�YMJ�HZXYTRJW�SJJIX��ɅLZWJX�TZY�\MNHM�TSJX�FWJ�ZSRJY��FSI�YMJS�IJHNIJX�TS�
a solution. This approach has the company separating the innovation process 
from the development process. This means that the output of the innovative 
process is a solution that the company knows addresses the unmet needs 
because they tested it. From there, the company will create a product that they 
know is going to succeed. 

Why Innovation Fails 
& How To Fix It

Expert

TONY ULWICK
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The Problem With Innovation

The problem with innovation is not that the customer does not know their needs. 
Instead, the problem is that companies do not know what a “need” is. We cannot 
blame the customers for not knowing their needs. The real issue is that a company 
SJJIX�YT�IT�F�GJYYJW�OTG�TK�IJɅSNSL�\MFY�F�SJJI�NX�

This sets up an interesting paradox- somewhat comical, yet tragic. In a typical 
customer interview, neither the researcher nor the customer understands what inputs 
are being sought. Even worse, they do not know what information, if discovered, will 
lead to successful innovation. As a result, these researchers do not ask the right 
questions, and the customers do not provide the right inputs. These researchers end 
up gathering an extensive amount of information, including thousands of inputs. But 
they still fail to discover the inputs that take the guesswork out of innovation. Why? 
'JHFZXJ�YMJ�SJJI�MFX�STY�GJJS�IJɅSJI��

What Should A “Need” Be?

A need is a statement that tells a business where there’s a lack of customer value. 
Needs are just the problem or lack, not the solution. It’s the task of the innovation 
team to identify potential solutions based on what customers actually want to 
achieve, not what’s failing in their interaction with the current product.

The “job” is the process the customer is using a product to achieve. This shift of 
focus aligns product design with the customers’ needs. Instead of making the 
product more desirable, it’s better to focus on how users want to get their job done. 
Companies can do this by creating a job map that captures the entire “job” to obtain 
a full understanding of the steps.

After creating a solution, innovators can ask customers about what factors of the new 
XTQZYNTS�FWJ�
N��NRUTWYFSY�FSI�
NN��XFYNXKFHYTW �̂�9MJ�FWJF�KTW�LWT\YM�NX�\MJWJ�UWTIZHY�
performance is important but not currently satisfactory. That’s the best area to 
address in nearly any market.

How To Fix the Innovation Problem 

<MFY�\J�\FSY�YT�IT�NX�ɆNU�YMNX�FWTZSI�HTRUQJYJQ �̂�2FPNSL�XZWJ�YMFY�GTYM�YMJ�
interviewer and the customer know what a need is. This way, when both understand 
precisely what piece of information they are looking for, they can then create a 
complete set of needs.

“We cannot blame the customers for 
not knowing their needs.”
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,S[�HS�]SY�FYMPH�E�FIXXIV�TVSHYGX#�1SVI�MQTSVXERXP]��LS[�MW�źFIXXIVŻ�
HIțRIH#�4VSFPIQ�WSPZMRK�MW�GLEPPIRKMRK�FIGEYWI�XLI�MRRSZEXSV�RIIHW�XS�
understand what improvements are required before a better product can 
be built.

Start With The Problem

Starting with a solution is like building a key without a door. One step to building a 
better product is embracing problems before developing solutions. Instead of simply 
RFPNSL�F�UWTIZHY�ȇGJYYJW�Ȉ�NIJSYNK^�\MJYMJW�NY�SJJIX�YT�GJ�KFXYJW��RTWJ�JɇHNJSY��RTWJ�
user-friendly, or another characteristic in which the current product is failing.

Love your problem, not the solution. Innovators tend to see a problem and quickly 
LWF[NYFYJ�YT�F�XTQZYNTS��8YFYNXYNHFQQ �̂�MT\J[JW��RTXY�XTQZYNTSX�KFQQ�ɆFY�GJHFZXJ�YMJWJ�
is not a complete understanding of the problem. The innovator rushes straight up 
YMJ�U^WFRNI�YT�YMJ�XTQZYNTS�\TWQI��STY�IJ[TYNSL�XZɇHNJSY�YNRJ�YT�ZSIJWXYFSINSL�
the problem. Time is spent getting funding and building a product that might not 
address the issue.

The Customer Doesn’t Know What They Want

A customer cannot successfully identify their need. As Steve Jobs once said, “It 
is not the customer’s job to know what they want.” Customers do not serve up 
problem statements but instead focus on solutions statements and feature requests. 
Traditionally, customers do not introspectively understand the root cause or are not 
innovators capable of providing a solution.

How to Find Problems 
Worth Solving

Expert

ASH MAURYA
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Think about taxis. If you had asked customers what is broken with taxis ten or twenty 
years ago, they would have complaints and suggestions, but the idea that a customer 
would propose a rideshare solution is unlikely. Instead, you need to aggregate 
data about problems, identify which problems are a priority, and have a group of 
innovators pose solutions, not just resolutions.

Talking About Problems Is Hard

It takes skill and practice to talk about problems in a way that initiates results. In the 
corporate world, innovators tend to be more protective and defensive of problems. 
Corporate leaders are only likely to open up if they know you, like you, and trust you.

You can’t approach a leader and say, “You are doing innovation all wrong; here are all 
your organization’s problems.” You will be viewed as aggressive, and no one will be 
TUJS�YT�QNXYJSNSL�YT�^TZW�XZLLJXYNTSX��5JTUQJȅX�ɅWXY�WJFHYNTS�NX�YT�WJFHY�SJLFYN[JQ^�YT�
feedback on problems.

Only when you get to the heart of the problem can you create a solution built to 
address the problem. The art is to uncover issues without running into the pitfalls that 
come with discussing problems. The result is building a better product.

ź1SWX�WSPYXMSRW�JEPP�ȞEX�FIGEYWI�XLIVI�
is not a complete understanding of the 
problem.”
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In any business venture, crises will inevitably arise. But how do you tackle 
tough challenges and turn them into non-obvious opportunities in an 
MRRSZEXMZI��IȓIGXMZI�ERH�IEW]�[E]#

1FYJWFQ�8MTWYHZYX�NX�F�UT\JWKZQ�RJYMTITQTL^�KTW�T[JWHTRNSL�INɇHZQY�HMFQQJSLJX�
and transforming uncertainties into tangible opportunities. It leverages non-obvious 
needs, markets and resources beyond the box. 

Let’s look into the example of a Spanish furniture company. For over 30 years they 
had created bookshelf systems primarily for Spanish libraries and other public 
institutions, and were faced by the challenges of digital books and media, and a lack 
of demand and funds in their primary target market. By utilizing the Lateral Shortcuts 
RNSIXJY�FSI�FUUWTFHM�YMJ^�\JWJ�FGQJ�YT�ɅSI�NSST[FYN[J�XTQZYNTSX�YMFY�J[JSYZFQQ^�
saved their business. 

Using Lateral Shortcuts

This meant looking at every resource they had, especially the non-obvious ones. 
They used strong materials, yet these were easy to modify and combine. They run a 
simple and manual production system. And because they were a family company, the 
decision-making chain was shortened, and they could quickly implement changes. 
They were able to recombine these existing elements to create non-obvious 
applications for new needs and markets. 

Expert

NADINE MEISEL
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By changing the arrangement of simple elements of the bookshelves that were 
currently being produced, the company could easily create shelving units that 
\TZQI�ɅY�NSYT�WJXNIJSYNFQ�XJYYNSLX�FSI�GJ^TSI��9MJ^�HTZQI�HWJFYJ�IJXNLSJW�XMJQ[NSL�
X^XYJRX�KTW�INɄJWJSY�XUFHJX�XZHM�FX�QN[NSL�WTTRX��PNYHMJSX��\TWPXUFHJX��GFWX��
bedrooms, and closets. 

&X�F�WJXZQY�TK�NIJSYNK^NSL�FSI�ZYNQN_NSL�YMJNW�WJXTZWHJX�INɄJWJSYQ �̂�YMJ�HTRUFS^�
expanded outside their current market. Not only did this open up new target markets 
in Spain, but it also gave them the opportunity to expand into international markets. 
They were able to utilize the Lateral Shortcuts approach to turn the crises of facing 
bankruptcy into an opportunity to build and expand their business.

“Lateral shortcuts leverage non-
obvious needs, markets and resources 
FI]SRH�XLI�FS\�Ż
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6IQSXI�HIWMKR�XLMROMRK�GER�LIPT�]SY�țRH�JEWX��MRRSZEXMZI�WSPYXMSRW�XS�FMK�
business problems. In fact, running design projects on virtual platforms 
can actually lead to better results than face-to-face innovation projects.

Why Design Thinking?

In order to solve problems with innovation, you must have the ability to rapidly and 
consistently respond to new challenges with innovative solutions that make a real 
impact. This is where design thinking comes into play. 

At its most basic level, design thinking is a human-centered problem-solving 
approach that uses creative tools and mindsets of design to help all kinds of 
TWLFSN_FYNTSX�ɅSI�NSST[FYN[J�XTQZYNTSX�YT�YMJ�HMFQQJSLJX�YMJ^�KFHJ��.Y�XJJPX�YT�
GFQFSHJ�\MFY�NX�IJXNWFGQJ�\NYM�\MFY�NX�YJHMSTQTLNHFQQ^�KJFXNGQJ��ɅSFSHNFQQ^�[NFGQJ��FSI�
ethically sustainable. 

• Desirability: Design thinking considers the problem to be solved, the ways that it 
can be solved, and the ways in which the solution will cater to human needs.

• Feasibility: Design thinking takes into account whether the solution to the 
problem is feasible given the organization’s resources and available technology. 

• Viability:�)JXNLS�YMNSPNSL�NSHQZIJX�ɅSFSHNFQ�UWTOJHYNTSX��NSHQZINSL�NSNYNFQ�
investment, projected revenue, and growth. 

• Sustainability: )JXNLS�YMNSPNSL�RZXY�YFPJ�NSYT�FHHTZSY�YMJ�JɄJHYX�TK�YMJ�
solution, both socially and environmentally. 

How to Solve Big 
Problems Faster 
With Remote Design 
Thinking

Expert
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Design Thinking Process

9MJ�IJXNLS�YMNSPNSL�UWTHJXX�TZYQNSJX�YMJ�\F^�YMFY�TWLFSN_FYNTSX�LT�KWTR�IJɅSNSL�
the problem to designing and creating a solution. By its nature, the design thinking 
process is very hands-on, and typically incorporates three steps:

1. Empathize: 2JRGJWX�TK�YMJ�TWLFSN_FYNTS�LT�TZY�NSYT�YMJ�ɅJQI�YT�NSYJWFHY�\NYM�FSI�
understand the user in order to gain insight into their needs and desires.

2. Ideate:�4SHJ�YMJ�UWTGQJR�MFX�GJJS�NIJSYNɅJI��YMJ�NSST[FYNTS�YJFR�IJQ[JX�NSYT�
the creative process with designs, sketches, and idea development. 

3. Prototype: From the ideas created in the previous step, designers create a 
prototype of the suggested solution.

All of these are very hands-on activities that require face-to-face interaction that is 
not possible in a remote work environment. It is therefore necessary to consider ways 
that we can overcome the challenges of working remotely in order to reproduce the 
magic of in-person design and innovation. 

Challenges Of Going Remote

Going remote presents a variety of challenges for design and innovation teams who 
are used to working closely with others. Some of the primary challenges designers 
experience when going remote include:

• Reproducing “face-to-face magic” and group creativity
• Keeping people on track
• Maintaining individual and team accountability
• Achieving tangible outputs
• :XNSL�YMJ�WNLMY�RJYMTIX�JɄJHYN[JQ^
• Making it as fun and engaging as a face-to-face workshop

9MJXJ�HMFQQJSLJX�HFS�XYNɆJ�YMJ�HWJFYN[NY^�TK�YMJ�YJFR�FSI�WJXZQY�NS�QJXX�JɄJHYN[J�
solutions, not to mention increasing time and expenses on the project. Fortunately, 
WJRTYJ�IJXNLS�YMNSPNSL�TɄJWX�F�SZRGJW�TK�FI[FSYFLJX�YMFY�HFS�MJQU�TWLFSN_FYNTSX�
surmount these obstacles. 

ź;MXL�VIQSXI�HIWMKR��]SY�GER�KVIEXP]�I\TERH�
your pool of resources and more easily share 
ideas with stakeholders and team members.”
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Advantages of Remote Design Thinking

)JXUNYJ�YMJ�INɇHZQYNJX�TWLFSN_FYNTSX�NSNYNFQQ^�KFHJ��LTNSL�WJRTYJ�FHYZFQQ^�TɄJWX�
numerous advantages over more traditional face-to-face methods. For each step in 
the process, the main advantages are as follows:

Empathize

• You can engage the right team members with needed skill sets, regardless of 
geography.

• Remote communication allows you to collect input and inspiration from more 
diverse sources, as you can connect with people around the world. 

• You can invite users and stakeholders into “your virtual studio” to participate and 
co-create with you, which allows for a more productive interactive experience. 

Ideate

• Remote communication provides for synchronous and asynchronous working, to 
facilitate greater idea diversity.

• You have the ability to use digital media to bring your ideas to life.
• It is easier to run remote brainstorms with diverse user and stakeholder groups 

outside the team.

Prototype

• You can create more convincing digital prototypes to share and learn quickly.
• Remote access allows you to get instant feedback from a wide range of 

stakeholders regardless of location. 
• Remote design makes it easier to incorporate the creative visions of others.

With remote design, you can greatly expand your pool of resources and more easily 
share ideas with stakeholders and team members. The design process can be 
enhanced through the use of digital tools and media, and you can more easily meet 
with individuals and groups regardless of their geographic location. 

Mistakes And Lessons Learned From 
,TNSLd7JRTYJ

9MJ�YJFR�FY�9WJJMTZXJ�\TWPJI�INWJHYQ^�\NYM�[FWNTZX�HTRUFSNJX�YT�HWJFYJ�FS�JɄJHYN[J�
remote design experience. During the process, two major mistakes provided 
opportunities for learning. 
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Mistake #1: Trying to Just Replicate the 
Face-to-face Experience Virtually

Although it seemed at the time to be logical to 
XNRUQ^�XJY�ZU�F�[NWYZFQ�[JWXNTS�TK�YMJ�TɇHJ��IJXNLSJWX�
discovered that it was impossible to replicate the face-
to-face experience. Instead, they found innovative ways 
to incorporate remote technology to make the process 
RTWJ�JɄJHYN[J��

Mistake #2: Assuming People Would 
Be Gradually Moving to Remote Design 
Thinking

With the COVID-19 pandemic, remote workplaces 
became a reality quickly. What may have been 
projected to be a gradual, steady transition became 
a necessity practically overnight. Companies found 
themselves adjusting to remote design thinking at 
speed, which produced quite a few challenges. 

As more companies adopt remote design thinking, they are beginning to discover 
YMJ�RFS^�FI[FSYFLJX�YMFY�WJRTYJ�YJHMSTQTL^�TɄJWX�T[JW�YWFINYNTSFQ�KFHJ�YT�KFHJ�
design methods. The ability to connect remotely with customers, team members, and 
stakeholders around the globe allows for the introduction of more ideas, while digital 
RJINF�YTTQX�FQQT\�KTW�RTWJ�JɇHNJSY�IJXNLS�NSUZY��

4[JWFQQ��YMJ�GJSJɅYX�TK�WJRTYJ�IJXNLS�YMNSPNSL�JSXZWJ�YMFY�NY�\NQQ�WJRFNS�F�SJHJXXFW^�
means of innovation long after the current crisis has passed.

What They Learned:

• Focus on what you can do, not what you 
can’t.

• Use remote tools and platforms that 
complement each other (Slack, Zoom, 
InVision, etc.).

• Use time zones to your advantage.
• Keep people at the center of the 

experience.

What They Learned:

• Valuable voices get heard.
• Introverts are unleashed.
• There is greater individual accountability.
• Flexible teams and timeframes facilitate 

greater creativity.
• Newly-trained leaders get results.
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CHECK RECORDING JOIN DISCUSSION

Brainstorming new ideas and new ways to solve central business 
challenges is core to the innovation process. But COVID-19 has disrupted 
that process, taking away options like hackathons and design thinking 
workshops. Instead, work is shifting online, bringing with it a few changes 
that are crucial to continuing success.

The traditional way of collecting new ideas from your employees is through open 
suggestion boxes or forums. But, that tends to fall short of the goal, as 70% of ideas 
collected are typically related to HR improvements. Compared to that method, a well 
set-up innovation challenge has a few distinct advantages:

• You’ll receive more ideas. Innovation challenges provide employees with 
thought starters, making it easier for them to ideate. That, in turn, results in a 
higher quantity of submissions.

• You’ll receive higher-quality ideas. Providing the context of the ideas sought 

RTWJ�TS�YMFY�GJQT\��MJQUX�JRUQT^JJX�XZGRNY�XZLLJXYNTSX�YMFY�FWJ�RTWJ�HQTXJQ^�
aligned with organizational objectives.

• You’ll achieve long-term engagement. New challenges, run through the same 
X^XYJR�GZY�TS�F�RTWJ�WJLZQFW�
RTSYMQ^�TW�VZFWYJWQ^��GFXNX��HTSYNSZJ�YT�JSLFLJ�
employees over time. That’s especially true if submissions are time-limited, 
adding scarcity as a motivating factor to the equation.

• You’ll control the influx of new ideas. You can decide when to run each 
challenge. That, in turn, allows you to space out challenges enough to implement 
ideas from prior challenges before moving towards ideation in another area.

How to Plan and Run 
a Successful Online 
Employee Ideation 
Challenge

Expert

COBY SKONORD
Co-Founder & CEO  

at Ideawake
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How To Create A Great Challenge Statement

An ideation challenge is only as good as its prompt. Get this piece right, and the 
quality of ideas you’ll receive will increase drastically. Here is a three-step process for 
creating engaging, actionable challenge statements:

1. )JɅSJ�^TZW�LTFQX��TGOJHYN[JX��TW�TGXYFHQJX��9MNX�NX�\MJWJ�^TZ�J]UQFNS�J]FHYQ^�\MFY�
^TZ�\FSY�
FSI�SJJI��YT�FHMNJ[J�TZY�TK�YMNX�HMFQQJSLJ��<MJWJ�UTXXNGQJ��YNJ�YMJ�
challenge to a broader strategic objective for the organization, which makes the 
ideas you receive more actionable.

2. Ask why you’ve not currently achieved the goal or overcome the obstacle you’re 
focusing on. That simple question will help you:

3. Uncover the drivers behind your core goal or obstacle. If you’re seeking to 
NSHWJFXJ�JɇHNJSH^�NS�YMJ�XFQJX�IJUFWYRJSY��YMNX�RJFSX�FXPNSL�\M^�NY�NXSȅY�GJNSL�
WZS�JɇHNJSYQ^�YTIF �̂

At this point, you have the opportunity to narrow and prioritize your drivers. Instead 
TK�MNLMQNLMYNSL�XFQJX�NSJɇHNJSHNJX��^TZ�RNLMY�GJSJɅY�KWTR�XUJHNɅHFQQ^�INXHZXXNSL�^TZW�
(72�TW�F�MNLMJW�YMFS�J]UJHYJI�FUUTNSYRJSY�ST�XMT\�WFYJ��,JYYNSL�XUJHNɅH�FQQT\X�
you to prioritize your drivers in order to better focus each challenge.

Broad or Narrow Challenge Statement and 
Drivers: Which Works Better?

9MJ�ɅSFQ�HMTNHJ�^TZȅQQ�SJJI�YT�RFPJ�KTW�^TZW�HMFQQJSLJ�XYFYJRJSY�NX�\MJYMJW�YT�PJJU�
NY�GWTFI��TW�LJY�XUJHNɅH��9MJWJ�NX�ST�UJWKJHY�FSX\JW �NSXYJFI��NY�IJUJSIX�TS�^TZW�
priorities and your front-line employees’ experience with this type of exercise.

A broad challenge statement will almost necessarily result in a higher engagement 
rate. It’s easier to think of ideas to submit. But those ideas will most likely be lower-
quality than if you focused on a more narrow statement designed to improve and 
XTQ[J�F�[JW^�XUJHNɅH�IWN[JW�

Most organizations start with a broader challenge statement to maximize engagement. 
Over time, through ideation challenge iteration, the team adds more narrow 
statements over time, once employees are more used to the platform and process.

1TSL�YJWR��SFWWT\�HMFQQJSLJ�XYFYJRJSYX�FWJ�GJXY��.Y�UF^X�YT�LJY�XUJHNɅH��.SHQZINSL�
F�XUJHNɅH�05.��F�UJWHJSYFLJ�NSHWJFXJ�KTW�YMFY�05.��FSI�F�YNRJKWFRJ�KTW�YMFY�NSHWJFXJ�
helps employees experienced in the process ideate in ways that are both actionable 
and likely to succeed.

“An ideation challenge is 
only as good as its prompt.”
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CHECK RECORDING JOIN DISCUSSION

It has never been easier to make change in organizations than it is today. 
8LI�FEVVMIVW�XS�I\TPSVMRK�RI[�MHIEW�ERH�VIEHMRK�XLI�QEVOIX�MR�VIEP�XMQI�
have never been lower.

So much has changed in the worlds of product design and innovation. Many leaders 
are not fully aware of the new possibilities. New teams, tools, and techniques are now 
available to come together to create a new world of possibilities for organizations.

For example, a Fortune 500 company in a highly regulated industry to launch a 
SJ\�TɄJWNSL�KTW�F�SJ\�FZINJSHJ�NS�OZXY�Ʌ[J�RTSYMX��+FWRJWȅX�.SXZWFSHJ�\FX�FGQJ�YT�
FYYWFHY�RNQQJSSNFQ�WJSYJWX�YT�F�SJ\�WJSYJWȅX�NSXZWFSHJ�TɄJWNSL�NS�FGTZY�����TK�YMJ�YNRJ�
it would have taken them using traditional methodologies.

Ideas are Built on Assumptions

One major pitfall to positive change is falling in love with ideas during brainstorming 
sessions. There is no such thing as a good idea or a bad idea. Ideas are simply 
clusters of assumptions. Rather than falling in love with an idea, a company must 
dissect ideas into their underlying assumptions. Fall in love with testing those 
assumptions, not the idea associated with the assumptions.

Expert

SCOTT MCDONALD
Co-founder at Modern 

Accelerator

We Can’t Build 
Tomorrow Using 
Yesterday’s Tools: 
The Evolving Face of Change

102 The Innovator’s Handbook 2021

https://community.innov8rs.co/c/session-recordings
https://community.innov8rs.co/c/innovators-handbook-2021


All, none, or some of these assumptions could be correct. The accuracy of these 
assumptions will guide the product development process.

Example of assumptions include:

• Millennials want personalization
• Millennials don’t have anything worth insuring
• Millennials don’t know about renter’s insurance
• Millennials think renter’s insurance is too confusing

 
Validate Assumptions

Going to market without validating the underlying assumptions of an idea is a 
HTXYQ^dRNXYFPJ�

• Successful ideas: Where products go to market with underlying assumptions 
have some degree of evidence and validation

• Unsuccessful ideas: Where products go to market with invalidated assumptions 
and validation occurs in real-time in the market. This is the most expensive way to 
learn that you built the wrong product

Make validating assumptions a part of your process. Get out every assumption 
behind an idea. In the Farmer’s example, the team explored everything they believed 
to be true about millennials, renting, insurance, what millennials might want, their 
attitudes, and any other assumption associated with the idea. The team then ran 
experiments to test and validate whether the assumptions are true. If the assumptions 
FWJ�STY�YWZJ��XNLSNɅHFSY�KZSIX�\NQQ�GJ�XUJSY�TS�XTRJYMNSL�YMJ�RFWPJY�ITJXSȅY�\FSY�

The new playbook for moving forward with successful ideas is to validate 
FXXZRUYNTSX�\NYM�WJFQ�MZRFSX�HTSYNSZTZXQ �̂�4SHJ�^TZȅWJ�HTSɅIJSY�NS�^TZW�[FQNIFYNTS��
that’s the time to start putting things into production.

ź*EPP�MR�PSZI�[MXL�XIWXMRK�XLSWI�
assumptions, not the idea associated 
with the assumptions.”
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CHECK RECORDING JOIN DISCUSSION

Let’s take a look at the journey from idea to revenue-generating products, 
as well as building out an innovation portfolio for new business models 
and value propositions.

Managing Your Innovation Portfolio

Innovation is hard in all companies, large and small, and this is largely because 
HMFSLJ�NX�INɇHZQY��.S�TWIJW�YT�HWJFYJ�FSI�RFSFLJ�F�XYFGQJ�NSST[FYNTS�UTWYKTQNT��NY�NX�
important to establish a culture of both exploration and exploitation.

Explore + Exploit Cultures

Innovation and growth require both exploration and exploitation. Exploration 
culture cultivates creation, discovery, validation, and acceleration of completely 
new ideas that are foreign to an organization, while exploitation culture values 
the management, systematic improvement, and growth of existing business. Most 
companies are better at exploiting current systems than exploring new systems 
and business propositions, largely because exploration includes a great deal of 
uncertainty. On the other hand, once the value and method of an idea have been 
established, companies are good at growing from there. 

Structuring Your Innovation Process

In order to facilitate growth and innovation, it is important to establish a solid 
structure. In fact the lack of structure is one of the primary reasons that the explore 
culture fails in many organizations.

Lean 
Experimentation

Expert

NARJEET SONI
Product Strategist and 

CEO at Lean Apps
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Why Do Most “Explore” Setups Fail?

• Lack of structure
• Lack of mentoring
• Lack of experimentation
• Over-investing in one “Build Trap”
• Lack of scalability

In order to avoid falling into the same traps, organizations must consider the way that 
they structure the entire innovation journey.

Typical Innovation Journey

The typical innovation journey can be summarized as follows:

1. Idea Management: Idea creation and team selection

2. Discovery: Opinionated research

3. Incubation: Build a fancy product

4. Launch: Enable marketing and sales

5. Scale: Put more money into acquiring users

In reality, people spend too much time on ideas and incubation. They become 
emotionally invested in the product, due to the amount of time and resources they 
put into it, and are not willing or able to move on when something isn’t working.

Lean Experimentation Innovation Journey

Rather than depending on outdated design and innovation methods, Lean 
Experimentation provides a balanced approach to increase your idea output and 
encourage growth. 

1. Ideation (2 months): Introduction of disruptive ideas, team building, and 
UWTGQJRdMZSYNSL

2. Discovery (4 months): Development of problem solutions and conducting 
QJFSdJ]UJWNRJSYX

3. Incubation (6 months):�5WTIZHY�RFWPJY�ɅY��IJXNLS�XUWNSYX��FSI�FLNQJ�IFYF�FSFQ^YNHX

4. Launch (6 months): Sales traction, growth hacking to keep users active and 
acquire new users

Rather than focusing the majority of time and resources, Lean Experimentation 
encourages innovators and designers to invest time in analyzing the market for growth 
potential and tailoring your product to ensure that it is something people want.
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Going All-In with Experiments

Investment of time and resources is critical to innovation. However, you should be 
aware that failure is the most likely outcome of your idea. No amount of experience 
FSI�HTRUJYJSHJ�NS�F�LN[JS�ɅJQI�\NQQ�XMNJQI�^TZ�KWTR�RFWPJY�KFNQZWJ��.S�KFHY��J[JS�
industry leaders like Google and Microsoft have entire virtual graveyards full of 
failed ideas. 

For this reason, it is important to consider the impact of your project from an 
impersonal perspective. Basing your innovation and development on hard data allows 
you to determine when to continue a project and when to let it go before it becomes 
a build trap.

Data Beats Opinions

Opinions regarding whether people think or hope the product will be successful are 
largely based on desire, experience, and related knowledge, but have no basis in fact. 
)FYF��TS�YMJ�TYMJW�MFSI��HFS�GJ�VZFSYNɅJI�FSI�ZXJI�YT�UWT[NIJ�^TZ�\NYM�FHYNTSFGQJ�
insight into your project. 

How to Obtain Data

1. Rough Idea: Project number of users, demographics, and expected usage.

2. XYZ Hypothesis: Use formula X% of Y will do Z to create a better idea of your 
potential market.

3. Hypozoom: Scale down XYZ to small-scale, localized usage.

4. Decide on Experiment: Test your hypothesis based on scaled-down numbers.

5. Skin in the Game: Obtain email, phone number, customer calls back, customer 
books demo, customer reaches checkout, customer pre-orders, customer orders. 
:XNSL�F�UTNSYX�X^XYJR��^TZ�HFS�HFQHZQFYJ�YMJ�JɄJHYN[JSJXX�FSI�RFWPJYFGNQNY^�TK�
your product based on this data.

6. Run Your Experiment: Execute the experiment, collect the evidence and insights, 
and decide next steps

Using these testing and validating methods allows you to produce ideas at scale and 
at speed. Lean Experimentation will help you to enhance your innovation portfolio by 
reducing the cost investment and allowing you to reliably track the success of your 
ideas throughout the process, so you can invest in the best ideas for your company

“Opinions regarding whether people 
think or hope the product will be 
successful have no basis in fact.”
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CHECK RECORDING JOIN DISCUSSION

To learn how to create sustainable growth, it’s unnecessary to compare 
yourself to fast-growing unicorns. Instead, look out your window and 
take inspiration from the humble oak tree and its acorns. Trees have 
been thriving on our planet for hundreds of millions of years, so they 
EVI�XLI�TIVJIGX�I\EQTPI�SJ�KVS[MRK�MR�YRGIVXEMR�XMQIW��3EO�XVIIW��MR�
particular, have much to teach us about cultivation, opportunity, and 
progression. 

Acorns are fascinating organisms. They are a small unit, but they are chock full of 
WJXTZWHJX�FSI�)3&��*FHM�FHTWS�HTRJX�\NYM�F�XUJHNɅH�RFSIFYJ��LWT\�VZNHPQ �̂�FSI�
grow up. If they fail to accomplish these commands, they will die. Oak trees have 
NSHWJINGQJ�WTTY�X^XYJRX�YMFY�FQQT\�YMJR�YT�ɅSI�YMJ�RTXY�KJWYNQJ�LWTZSI��-JWJ�NX�\MJWJ�
they drop their acorns to give them the highest likelihood of success. Acorns that 
do manage to sprout and develop into mighty oak trees will eventually reach the 
limit of how high they can grow. To regenerate, they grow wider. Instead of building a 
taller tree, they become a forest. 

Businesses can learn a lot from the acorn and the oak tree. Just as an acorn has 
INɄJWJSY�)3&�\NYMNS�NY��FQQ�\TWPNSL�YT\FWI�YMJ�XFRJ�LTFQ��NYȅX�NRUTWYFSY�YT�WJFQN_J�YMFY�
YMJWJ�SJJIX�YT�GJ�INɄJWJSY�)3&�\NYMNS�FS�TWLFSN_FYNTS��9MJ�UJTUQJ�\MT�FWJ�RFPNSL�
XUWTZYX�FWJ�INɄJWJSY�KWTR�YMTXJ�\MT�FWJ�HWJFYNSL�GWFSHMJX��\MNHM�FWJ�INɄJWJSY�KWTR�
the ones making sure the tree gets bigger. It’s equally important to make sure the 
structure built around this talent is the right environment for them to reach their 
highest potential. Solitary trees that aren’t part of a forest grow faster, but they also 
don’t live as long. So businesses must branch out from within, creating their very 
T\S�KTWJXY�TK�INɄJWJSY�UWTIZHYX�TW�XJW[NHJX��1NPJ�YMJ�RTYMJW�YWJJ��XYWTSL�X^XYJRX�
must be in place to support all of these new initiatives. 

Expert

HENRIK WERDELIN
Author of The Acorn 
Method. Founding 
Partner at Prehype. 

Founder at Bark

The Acorn 
Method
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Interestingly, trees accelerate their ability to regenerate when they feel they’re about 
to die. When the mother tree is in danger, oak trees will deploy more acorns to the 
most fertile ground. 

Most businesses do the opposite when they see failure on the horizon. In many 
cases, if a company knows a product has disappointing sales, they throw even more 
WJXTZWHJX�FY�NY��'ZY�\MFY�YMJ^ȅWJ�FHYZFQQ^�ITNSL�NX�\FXYNSL�YNRJ��JɄTWY��FSI�HFUNYFQ�TS�F�
lost cause. They should look for the acorns sprouting the tallest and strongest, and 
XZUUTWY�YMJR�NSXYJFI��'ZXNSJXXJX�SJJI�YT�ɅSI�\F^X�YT�WJLJSJWFYJ�FSI�GWFSHM�TZY��TW�
they risk disappearing for good. 

“Oak trees, in particular, have 
much to teach us about cultivation, 
opportunity, and progression.”
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CHECK RECORDING JOIN DISCUSSION

Pivots are fundamental changes in how an organization operates. 
Currently, the global pandemic and the resulting uncertainty are two of 
the biggest factors impacting how businesses operate and plan for the 
future. 

9MJ�YMWJJ�\F^X�F�[JSYZWJ�HFS�YJQQ�\MJS�YMJ^�XMTZQI�UN[TYdȂ�TW�YMJ�YMWJJ�RTXY�
HTRRTS�Y^UJX�TK�ȇYWNLLJWXȈdȂ�FWJ�

1. .K�YMJWJ�NX�F�XNLSNɅHFSY�XMNKY�NS�YMJ�NSIZXYW^
2. If their current strategy is underperforming
3. If there is a megatrend in the industry or society
 
When any of these major events impact a business, it’s important to respond 
quickly. However, it’s just as important to plan and choose the right pivot. To start, 
TWLFSN_FYNTSX�XMTZQI�ZYNQN_J�YMNX�KTZW�XYJU�UWTHJXX�YT�ɅSINSL�F�UN[TY�

Four Steps To Pivoting

1. Identify The Trigger

9MJ�ɅWXY�XYJU�NX�YT�NIJSYNK^�\MFY�MFX�HMFSLJI�YT�NRUFHY�YMJ�GZXNSJXX�FSI�\M^�
there was a change. Focus on any important data points in both the business’s 
short-term and long-term strategies. A trigger could be either internal or 
external from the organization. 

2. Identify The Anchor

An anchor is the set of core assets of a business. The company should think 
about what makes them valuable and stand out from the competition. Then it 
can determine what is working and what needs to be changed when creating 

Expert

SEBASTIAN MUELLER
Co-Founder  
MING Labs

Venture 
Pivoting
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a new strategy. If something is not working at the core of the business, it has a 
WNUUQJ�JɄJHY�TS�YMJ�WJXY�TK�YMJ�HTRUFS �̂�

3. Examine Options

There will always be multiple options or pivot points. So, it is essential to 
determine what will work best for the company. A business should carefully 
J]FRNSJ�JFHM�TK�YMJ�UWTUTXJI�UN[TYX�FSI�YMJ�JɄJHY�YMJ^�\TZQI�MF[J�TS�YMJ�
business. It is necessary to think about the current situation and anticipate any 
KZYZWJ�HMFSLJX�YMFY�\TZQI�FɄJHY�YMJ�SJ\�XYWFYJL �̂�

4. Try The New Angle

After deciding on plausible options, they should be run through testing before 
full implementation. Testing beforehand will determine if a pivot will work for 
the business. It allows to go back to the drawing board or make any needed 
adjustments for the best solution to grow the business. 

“A trigger could be either internal or 
I\XIVREP�JVSQ�XLI�SVKERM^EXMSR�Ż
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CHECK RECORDING JOIN DISCUSSION

As outlined in my other article here in this handbook, corporate 
innovators must start with four things that help to adapt to budget cuts, 
to set up the company for post-crisis growth and to maintain corporate 
MRRSZEXMSRŸW�VSPI�[MXLMR�XLI�GSQTER]�

• Understand the “new normal”
• Spot the opportunities coming from changes in customer needs, customer 

journeys, shifts in the channels and from new business models
• Align with digital units to identify where a collaboration could provide short-

YJWR�GJSJɅYX�YT�YMJ�HTRUFS^
• Select the right corporate startups and ventures that will be the basis for 

post-crisis growth
 
After these actions have been done, the Lean Scaleup framework will be helpful 
in accelerating and scaling the selected corporate startups and ventures. In the 
current situation, the aspects mentioned below are of particular importance.

Pre-Scaling Up Cornerstones

Typically, the models companies are using to judge whether a particular innovation 
NSNYNFYN[J�NX�\TWYM�YT�GJ�XHFQJI��FWJ�STY�XUJHNɅHFQQ^�IJXNLSJI�KTW�YMJ�HTWUTWFYJ�HTSYJ]Y�

.S�YMJ�HZWWJSY�XNYZFYNTS��NS�\MNHM�XT�RZHM�NX�XMNKYNSL�
HZXYTRJW�SJJIX��HZXYTRJW�
OTZWSJ^X��[FQZJ�HMFNSX��JHTX^XYJRX��JYH����F�YMTWTZLM����s�[FQNIFYNTS�NX�SJJIJI��
investigating quite a few aspects, asking questions like: do we have a superior value 

Expert

FRANK MATTES
Founder and CEO 

at innovation-3. 
Author of Scaling Up 
Corporate Startups

Lean Scaleup: 
8JYd>TZW�(TWUTWFYJ�
Ventures Up For 
Success
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proposition? Do we have an unfair advantage?

The Lean Scaleup framework arranged the boxes to be checked in a clear procedure. 
It is important to add however that validation is not just a checkbox exercise; it 
WJVZNWJX�F�STS�HTSɅWRFYNTS�GNFXJI��TUJS�RNSIXJY�FSI�FS�JɄJHYN[J��XUWNSY�GFXJI�
work style.

A second cornerstone of the Lean Scaleup that is of particular importance in the 
current situation is determining the right scaling up pathway. Scaling up can be 
ITSJ�NSXNIJ�YMJ�HTRUFS^�
NS�FS�J]NXYNSL�GZXNSJXX�ZSNY�TW�NS�F�XJUFWFYJ�ZSNY��TW�
TZYXNIJ�YMJ�HTRUFS �̂�\NYM�T\S�XYFɄ�TW�[NF�F�[JSYZWJ�GZNQIJW��9MJWJ�FWJ�LJSJWNH�UWTX�
and cons for every alternative but in the light of the current situation they need to 
be discussed carefully. 

A third cornerstone from the Lean Scaleup toolbox is scaling up planning. Generically, 
this refers to what needs to be done during scaling up, arranging metered funding 
FSI�JXYFGQNXMNSL�FS�JɄJHYN[J�LT[JWSFSHJ��

In the current situation, it is imperative to have a hard look at the growth strategy of 
the corporate startup/venture which is to be scaled. Pre-crisis, the mission was often 
to “build a new business” and/or to “support corporate transformation”. Now, many 
HTRUFSNJX�MF[J�HMFSLJI�UWNTWNYNJXȂ�YMJ�RNXXNTS�MFX�GJHTRJ�YT�ȇXZUUTWY�HTWJ�XMTWY�
term and then build it into a business”.

Transition to Scaling

The companies that have co-created the Lean Scaleup all underline that there 
needs to be a distinct phase in which the corporate startup or venture switches from 
ideation/validation mode into a hypergrowth scaling up mode. In the current situation 
it is even more important than ever to get this right.

<J�MF[J�NIJSYNɅJI�XN]�FHYNTSX�NS�YMNX�YWFSXNYNTSFQ�UMFXJ�

• 5WJXXZWJ�YJXY�PJ^�FXXZRUYNTSX�TS�ȇWJFI^�YT�XHFQJȈdȂ�GWNSL�NS�TZYXNIJ�TK�YMJ�YJFR�
experts to eliminate bias

• Ensure proper funding and governance. Earmark the overall funding for scaling up 
FSI�XJY�RNQJXYTSJ�KTW�RJYJWJI�KZSINSL�
N�J��WJQJFXJ�YMJ�KZSINSL�UWT�WFYF�FX�XHFQNSL�

“There needs to be a distinct phase in which 
the corporate startup switches from ideation/
validation mode into scaling up mode.”
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ZU�RNQJXYTSJX�FWJ�FHMNJ[JI�

• 'ZNQI�FS�TZYXYFSINSL�J]JHZYNTS�YJFR��8HFQNSL�ZU�WJVZNWJX�F�INɄJWJSY�XPNQQ�XJY�YMFS�
exploration, ideation and validation.

• *XYFGQNXM�UWTIZHY�T\SJWXMNUdȂ�YMJ�FUUWTFHM�YT�IJɅSJ��YT�IJ[JQTU�FSI�YT�
market product features that was used in the ideation and validation phases 

2NSNRZR�;NFGQJ�5WTIZHY��2NSNRZR�2FWPJYFGQJ�5WTIZHY��JYH���\NQQ�STY�\TWP�NS�
scaling up anymore

• Arrange a collaboration model between core and scaleup. Provide access to 
corporate assets, create a formal alignment and support for practical work. 

• Support preparations for post-scaling up pathways-to-growth. Depending on 
whether the initiative is going to be reintegrated into the business, remain a 
corporate entity, spun out, JV’ed with another company, etc. additional activities 
may be needed in the scaling up phase 

Dual Leadership

Dual Leadership, i.e. balancing the optimization of the core while simultaneously 
building new business, is one key pillar of the Lean Scaleup framework. With smaller 
innovation budgets and an increased pressure on managers and functional experts, it 
is even more important.

Top management needs to be prepared to make tough decisions if they want to see 
their company set up for post-crisis growth and not just only in survival mode. These 
decisions will certainly center around budgets but also around whether mission-
critical managers and functional experts should support the day-to-day business or 
accelerate the journey of the corporate startup / venture.

Culture And Collaboration

The third key pillar of the Lean Scaleup framework is culture and collaboration 
GJY\JJS�YMJ�HTWJ�FSI�YMJ�HTWUTWFYJ�XYFWYZU�[JSYZWJ��)JɅSJ�WTQJX�FX�XUJHNɅHFQQ^�
FX�UTXXNGQJ�YT�F[TNI�HTSKZXNTS�QFYJW��8UJHNK^�\MFY�YMJ�GJSJɅYX�FWJ�
KTW�HTWJ��KTW�
XYFWYZU�[JSYZWJ�FSI�KTW�HZXYTRJWX���\MT�ITJX�\MFY�FSI�\MT�\NQQ�HTQQJHY�\MNHM�UFWY�
of the rewards.

.S�YMJXJ�HMFQQJSLNSL�YNRJX��HTWUTWFYJ�NSST[FYTWX�SJJI�F�HQJFW�RFU�FSI�JɄJHYN[J�YTTQX�
for navigation. The Lean Scaleup, a best practice framework co-created with more 
than 20 leading companies is one of these tools. It will be publicly available in the 
next few months.
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Coronavirus has reshaped supply chains, consumer behavior, and the 
global economy in a matter of months. Business and product cycles 
EVI�EGGIPIVEXMRK�EX�HM^^]MRK�VEXIW��JSVGMRK�I\IGYXMZIW�XS�TVIHMGX��TPER��
and react within a moment’s notice. If they can’t, they’re eliminated, as 
evidenced by the fact 50% of S&P 500 companies have disappeared in 
the last 20 years. 

As Ralph Waldo Emerson once said, “In skating over thin ice, our safety is in our 
speed,” so innovators are being pressed to deliver faster innovation results with 
ever-thinning resources. That’s a near-impossible job description, but it’s the job 
embraced by every startup in history. 

All Innovation Requires Speed

Genuine, breakthrough innovation is marked by addressing unsolved problems, 
IJɅSNSL�SJ\�RFWPJYX��FSI�SF[NLFYNSL�ZSKFRNQNFW�HTSYJ]YX��.Y�MFX�QNYYQJ��NK�FS^YMNSL��
to do with optimising, cost cutting, or releasing new product features within 
well-established markets. What’s more, the evidence supports the reality that fast 
innovators are far more likely to be strong innovators, by getting products to market 
more quickly and scaling revenue before competitors.

Therefore, the number one job to be done by every corporate innovator is learning 
as much as possible, as fast as possible, for the lowest cost possible, inside new and 
uncertain markets.

Built for Speed: 
<M^dYMJ�+FXY�3TY�YMJ�
Big Will Dominate 
YMJd+ZYZWJ

Expert

NATE NASRALLA
Head of Global 
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Why Startups Have The Speed Advantage

8UJJI�NX�YMJ�JXXJSHJ�TK�XYFWYZUX��FSI�NYȅX�YMJ�KZSIFRJSYFQ�INɄJWJSYNFYTW�GJY\JJS�
them and the enterprise. There’s a certain swiftness knit into how they build and 
IJQN[JW�YMJNW�UWTIZHYX��8YFWYZUX�MF[J�F�ɅSNYJ�FRTZSY�TK�HFUNYFQ��TW�ȇWZS\F �̂Ȉ�FX�NYȅX�
HFQQJI��XT�NK�YMJ^ȅWJ�ZSFGQJ�YT�WJFHM�YMJNW�SJ]Y�RNQJXYTSJ��LJY�F�UWTIZHY�YT�QNKYTɄ��TW�
generate enough revenue, they crash. That crash creates a mindset and level of 
speed that just doesn’t exist inside large corporates.

Becoming Both Big & Fast 

By engaging startups and harnessing their approach to rapid, low-cost learning, 
innovators can build a roadmap into new markets and release new products one small 
XYJUdȂ�TW�TSJ�ȇUN[TYȈdȂ�FY�F�YNRJ��FQQT\NSL�HMJFU�KFNQZWJ�YT�HTWWJHY�YMJNW�HTZWXJ�

5WFHYNHFQQ^�XUJFPNSL��YMNX�QTTPX�QNPJ�XYWZHYZWNSL�F�XJWNJX�TK�XRFQQ�GJYXdȂ�NS[JXYRJSYX��
UNQTYX��FSI�HTRRJWHNFQ�FLWJJRJSYXdȂ�\NYM�XYFWYZUX�\MT�HFS�HMFSLJ�HTZWXJ�VZNHPQ^�
and inexpensively, adapting according to customer feedback.

The reality is speed can be harmful if you’re headed in the wrong direction. 
By developing a startup engagement portfolio, corporates can identify early 
successes before putting their full weight in support of them. And once they do, this 
HTRGNSFYNTS�TK�RFXX�
YMJ�HTWUTWFYJ��FSI�[JQTHNY^dȂ�XUJJI�NS�F�LN[JS�INWJHYNTSdȂ�
YMJ�
XYFWYZU��NX�IJFIQ^�YT�HTRUJYNYNTS��

Corporates who embrace the startup’s speed unlock:

• Focus: a laser-focus on reaching their goals faster to avoid depleting capital 
before scale

• Customer Intimacy: closer contact with customers builds trust quickly

• Rapid Learning: developing critical, early-stage learnings quickly reduces risks 
and costs

• Culture: a radical openness to change results in forward momentum to reach goals

• Decision Making: act on learning and execute decisions in a fraction of the time

• Agility: pivot and adapt to learnings quickly, moving in any direction

A startup-corporation partnership will help your innovation team dominate the future 
with the both speed and size. 

ź*EWX�MRRSZEXSVW�EVI�JEV�QSVI�PMOIP]�XS�
be strong innovators.”
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When it comes to implementing innovation in a company, there is no 
single way to success. However, there are ways that make success easier. 
One such way is through collaboration with startups. 

When a company is just starting to implement startup collaboration programs, it can 
GJ�INɇHZQY�YT�PST\�MT\�YT�XZHHJXXKZQQ^�WZS�XZHM�UWTLWFRX��&S�JFX^�\F^�YT�GWJFP�
NSYT�YMJ�NSST[FYNTS�LFRJ�NX�G^�ɅWXY�OTNSNSL�F�HTQQJHYN[J�TK�HTWUTWFYJ�HTRUFSNJX�\MT�
are engaging startups together in a program. This will allow your company to easily 
learn the successes and challenges other companies have faced. 

What Is A Coalition?

A collective is an association typically composed of several companies that provide 
INɄJWJSY�XJW[NHJX�NS�F�LN[JS�RFWPJY�FSI�XYFWY�HTQQFGTWFYNSL�YTLJYMJW��9FPJ��KTW�
J]FRUQJ��3J\�>TWP�(NY^ȅX�YTZWNXR�RFWPJY��9^UNHFQQ �̂�TSJ�\TZQI�ɅSI�MTYJQX��FNWUTWYX��
restaurants, museums, Broadway shows and more that are all trying to corner a 
portion of the tourism market. These companies are not competing, but rather 
working toward the same goal: bringing tourists to New York. 

When these companies get together and engage collectively in one framework 

UWTLWFR��\NYM�XYFWYZUX�NY�NX�PST\S�FX�F�[FQZJ�HMFNS�UWTLWFR�

A value-chain is the full range of activities needed to create a product or service. 
In this example, the product is New York City. So in a collective, rather than one 
company alone providing every service needed to bring tourists, each company 
UWT[NIJX�TSJ�XUJHNɅH�XJW[NHJ�YT�MJQU�WJFHM�YMJ�T[JWFWHMNSL�LTFQ��

Collaborative 
Innovation: Real, 
*ɇHNJSY�FSI�
Impactful

Expert
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How Can A Collective Open Innovation 
Program Help?

Such a framework is better for companies just starting to implement innovation 
programs than going it alone, especially if your company is able to join a collective 
with experienced corporate companies. Joining an experienced collective allows your 
company to see the way corporate companies manage their innovation and engage 
\NYM�XYFWYZUX�NS�FQQ�INRJSXNTSX�TK�YMJ�HTQQFGTWFYNTS�
NSST[FYNTS�YWFSXKJW��.5��HTSYWFHYX��
IFYF�RFSFLJRJSY�JYH���>TZ�\NQQ�GJ�FGQJ�YT�XJJ�YMJ�RZXHQJ�TK�YMJ�NSST[FYNTS�UWTLWFR�
FQWJFI^�NS�FHYNTS��\MNHM�HFS�LWJFYQ^�NSɆZJSHJ�YMJ�\F^�^TZW�NSST[FYNTS�UWTLWFR�
runs. You will be able to see the successes and challenges of other programs and 
implement what will work best for your company in your own program. 

Are There Downfalls To A Collective Open 
Innovation Program? 

As with any program, there can be downfalls to a collective. For example, for a 
HTQQJHYN[J�YT�WZS�UWTUJWQ �̂�YMJ�UWTLWFRX�JFHM�NSIN[NIZFQ�HTRUFS^�WZSX�MFX�YT�GJSJɅY�
from the common goal of the entire collective. This means that each company in a 
collective has to use the mechanism that is of common interest to the collective as a 
whole, so as an individual company, you may be limiting your opportunities. 

Although collectives may be the best method to get your innovation program 
started, once you learn the ropes, your company can go switch over to a single-
interest program.

“An easy way to break into the innovation 
KEQI�MW�F]�țVWX�NSMRMRK�E�GSPPIGXMZI�SJ�
corporate companies who are engaging 
startups together”
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Changes within the global marketplace have caused businesses to 
VIXLMRO�IZIV]XLMRK�XLI]ŸZI�XEOIR�JSV�KVERXIH��:EPYI�GLEMRW��JSV�I\EQTPI��
have historically been linear and sequential and built for dependability. 
&YX�XLI]�SRP]�ȞSYVMWL�MR�JEQMPMEV�XIVVMXSV]��[LIVI�XLI�VYPIW�SJ�XLI�KEQI�
are understood, and customers are well-known. Organizations can 
SZIVGSQI�RI[�ERH�YRI\TIGXIH�GLEPPIRKIW�F]�MQTPIQIRXMRK�E�RIX[SVO�
of ecosystems. 

Ecosystems are an external approach to accessing skills and talent, because 
TK�YMJNW�JUMJRJWFQ�SFYZWJ��YMJ^�HFS�RT[J�KFXY��\NYMTZY�Ʌ]JI�HTXYX�FSI�LJSJWFYJ�
spontaneity and imagination along the way. One company using ecosystems to 
transform and reinvent their business model is Haier, the world’s largest household 
appliance manufacturer. 

The smart home revolution changed everything for Haier, including its customer 
base. They realized they needed new content to engage customers in a way they’d 
never thought of before. So, they decided to be radically open, engaging with a 
series of partners that operate cohesively, collaborate, co-create, and share revenue. 
They created microenterprises, reorganizing from a traditional organizational 
structure to a profoundly outside-in collection of small businesses.

Haier has platforms within their organization, designed around shared interests to 
make scalable learning possible and take bets on the future. Using this ecosystem 
strategy, Haier began relationships with new partners, like recipe producers and 
organic farmers, to reach a variety of customers to which they historically had no 
connection. Haier’s use of an ecosystem made it possible for them to co-create new 
customer experiences, rather than continuing to only focus on new solutions. 

Ecosystems: 
Dreams & Details

Expert

BILL FISCHER
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Author of Reinventing 
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Changes outside an organization have to be complemented by the changes inside 
the organization. For an ecosystem to thrive, it’s important to think big and be 
NSHWJINGQ^�FHHJUYNSL��<MJS�FYYWFHYNSL�F�INɄJWJSY�LWTZU�TK�UFWYSJWX��NY�HFS�GJ�JFX^�YT�
fall into the trap of stereotyping them as strange. However, these co-creators might 
have a secret that gives a business an edge over its competition. 

Value capture is often top of mind when it comes to innovation. In an ecosystem, 
there must also be value sharing. That is, fair and equitable sharing of the value 
created from the endeavor. There also must be a willingness among partners not to 
try to run the show. A centerless ecosystem is more likely to generate spontaneity 
than directed ecosystems. Trust partners to make the ideas work. If they work, they 
can become part of the platform. If they don’t work, pull the plug quickly, so there’s 
ST�XNLSNɅHFSY�WNXP�YT�YMJ�NS[TQ[JI�TWLFSN_FYNTSX��

Ecosystems often exist in plain sight. Once they’re recognized, they can be nourished 
in a way that encourages real innovation and sustained growth.

ź)GSW]WXIQW�GER�QSZI�JEWX��[MXLSYX�
ț\IH�GSWXW�ERH�KIRIVEXI�WTSRXERIMX]�
and imagination along the way.”
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Most companies try to compete in the digital economy by investing 
VIWSYVGIW�SR�HMKMXM^MRK�XLIMV�I\MWXMRK�TVSHYGXW�ERH�WIVZMGIW��;LMPI�XLMW�
goal is critical, it’s not a strategy that fundamentally changes your 
business model. It leaves businesses racing against their competitors to 
try to stay relevant. 

.K�\J�QTTP�FY�YMJ�Ʌ[J�INLNYFQ�GZXNSJXX�RTIJQ�FWHMJY^UJX��HWJFYNSL�F�INLNYFQ�NSYJWKFHJ�
for products is the most traditional route. If you want a new way to grow, you’ll need 
to be applying more powerful digital business strategies. Understanding the other 
KTZW�RTIJQX�NX�HWZHNFQ�KTW�MJQUNSL�HTRUFSNJX�J]UQTNY�INɄJWJSY�FXUJHYX�TK�UQFYKTWR�
economics. Take a look at what we can learn from the successful application of 
these alternative strategies.

The Digital Tools Platform 

Companies utilizing this approach focus on innovating niche digital solutions that 
their customers need. There are many successful examples of this model in the 
GFSPNSL�XJHYTW��\MJWJ�GFSPX�HFS�NS[JXY�YT�HWJFYJ�YMJNW�T\S�ɅSYJHM�GZXNSJXXJX�
NSXYJFI�TK�QJYYNSL�XYFWYZUX�FSI�[JSYZWJ�HFUNYFQ�ɅWRX�ɅSI�YMJXJ�XTQZYNTSX��9MNX�XFRJ�
approach can be seen in the industrial sector, where General Electric created 
software platforms that allow them to monitor and manage their machines remotely. 
9MJ^�\JWJ�FQXT�FGQJ�YT�IJ[JQTU�FUUQNHFYNTSX�YMFY�YMJ^�HTZQI�TɄJW�YT�YMNWI�UFWYNJX��

Platform Strategy: 
The Critical Enabler 
for Success in the 
Digital Economy

Expert

SIMON TORRANCE
Senior Advisor & 

Presenter, the New 
Growth Playbook

126 The Innovator’s Handbook 2021

https://community.innov8rs.co/c/session-recordings
https://community.innov8rs.co/c/innovators-handbook-2021


The Developer Enablement Platform 

Companies with this type of platform expose their assets and capabilities to third 
party developers, who will then embed them in their own products. A classic 
example in the Telco space is Twilio, which provides Uber with chat and messaging 
functionality. Customers of the ride sharing app have a much better experience 
because they don’t have to call their driver. Developer enablement can also 
NSHWJFXNSLQ^�GJ�XJJS�NS�GFSPNSL��\NYM�JRGJIIJI�ɅSYJHM�YMFY�FQQT\X�YMNWI�UFWYNJX�YT�
HWJFYJ�ɅSFSHNFQ�XJW[NHJX�KTW�YMJNW�HZXYTRJWX��

The Marketplace Platform 

<MJS�RTXY�UJTUQJ�YMNSP�TK�UQFYKTWRX��J'F^�NX�UWTGFGQ^�TSJ�TS�YMJ�ɅWXY�HTRUFSNJX�
that will come to mind. The bidding giant is one of the most prominent examples 
of a type of platform, which is the marketplace. This model involves being a pure 
intermediary that connects people who have something with people who want 
something. There are even very successful examples of traditional companies that 
adopted this model. Naspers was a 100-year-old print publishing company in South 
Africa that entered the digital space. They set out to create the next generation of 
HQFXXNɅJIX�FSI�\JWJ�FGQJ�YT�HWJFYJ�F�\MTQJ�UTWYKTQNT�TK�RFWPJYUQFHJ�GZXNSJXXJX�
FHWTXX�RFS^�INɄJWJSY�[JWYNHFQX��

The Ecosystem Orchestration Model

The ultimate model is one in which you can orchestrate multiple ecosystems 
including multiple platforms and multiple audiences. Your goal is to solve problems 
that can be adjacent to your core business or even farther away. For example, Ping 
An Insurance created platforms and ecosystems in spaces like real estate, buying and 
selling cars, and remote telemedicine. These disparate industries are not related to 
insurance but allow the company to participate in more aspects of their customers 
lives. By doing so, Ping An creates a much richer engagement with a broader 
number of end users and customers. This model, which Alibaba also follows, puts the 
company in the center of a rich ecosystem that they can monetize in several ways. 

What these models have in common is that they’re all programmable, and they all 
ZYNQN_J�TUJS�XTKY\FWJ��IFYF�FSI�&.��'ZY�YMJ^�MF[J�INɄJWJSY�HMFWFHYJWNXYNHX��INɄJWJSY�
QJ[JQX�TK�HTRUQJ]NY^�FSI�FQXT�INɄJWJSY�QJ[JQX�TK�NRUFHY�

“The ultimate model is one in which you can 
orchestrate multiple ecosystems including 
multiple platforms and multiple audiences.”
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Too often, the conversations about innovation projects and  
changing a company’s innovation culture are only open for a limited 
amount of people.

In every company, there is never a lack of ideas, entrepreneurial potential and 
innovation capabilities from a wide range of employees. However, it is typically 
just the managers and so-called creatives that are invited to the table. In this way, 
innovation culture at many companies has become an elitist discussion.

Common Misperceptions About Innovation 
Culture

.SST[FYNTS�HZQYZWJ�NX�FY�NYX�RTXY�XZHHJXXKZQ�\MJS�JSYNWJ�HTRUFSNJX�FWJ�TɄJWJI�F�XJFY�
at the debate. Too often, companies get stuck on the idea that innovative ideas have 
to come from people who look or act the part of innovators.

The truth is, it doesn’t matter if there’s a perceived sense of creativity, 
JSYWJUWJSJZWNFQ�RNSIXJY�TW�NSST[FYNTS�UWTUJSXNY^�NS�F�UJWXTSdȂ�J[JW^TSJ�NX�HFUFGQJ�
of an innovative idea. Opening the conversation up to more people allow for more 
ideas and for your employees to feel more respected.

How Do I Know If My Company Has A Good Innovation Culture?

When it comes to a successful innovation culture, the success of a company starts 
with two questions: Is there respect for my employees? Is there psychological safety 
for my employees?

The Basics For An 
Innovation Culture

Expert

ALF REHN
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Southern Denmark. 

Author of Innovation For 
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Is there respect?
Does everyone in your company know everyone? This may be a hard goal to achieve 
NS�QFWLJ�HTWUTWFYNTSX��GZY�HTRUFSNJX�\MJWJ�YMJ�RFSFLJWNFQ�XYFɄ�PST\X�J[JW^TSJ�G^�
name have a much more welcoming work environment.

A welcoming work environment means employees feel much safer bringing their 
ideas to the table. Employees need to know that it doesn’t matter what their 
GFHPLWTZSI��JIZHFYNTS��FLJ��XJ]��TW�WFHJ�NXdȂ�J[JW^TSJ�HFS�MF[J�F�XF �̂

If you look around at your company’s innovative team and it is composed of a few 
people who look and act the same, then your innovative team is not successful.

Is there psychological safety?
Now that you have invited everyone to the table, every employee needs to feel safe 
sharing their ideas.

Too often, companies have longtime employees who have had an innovative idea 
but are too afraid to share them because they were repeatedly shot down earlier 
in their career. If a person’s ideas get shot down or looked over seven years in a 
row, it shoots a message that the company doesn’t care what they have to say. If an 
employee feels the company doesn’t care for their ideas, they stop engaging in the 
innovative process.

Managers should examine whether everyone in the company is treated with civility 
and respect. Does someone who looks the part get more attention than someone 
who doesn’t?

Those types of microaggressions can kill creativity in a company. It won’t matter what 
workshops or retreats you run, if your company doesn’t have a solid foundation of 
respect and psychological safety, it will never have a truly innovative culture.

“If your company doesn’t have a solid 
foundation of respect and psychological safety, 
it will never have a truly innovative culture.”
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While innovation drives success, organizations aren’t actually built to 
innovate. Their inherent structure is about discipline, replicability, and 
IȖGMIRG]��XLI]ŸVI�HIWMKRIH�XS�OIIT�HSMRK�[LEX�XLI]ŸVI�HSMRK��8LMW�GER�
be considered an “institutionalized inertia” or the “addiction to business 
as usual.” 

Although human beings are naturally curious and creative, something happens 
to that creativity when people are grouped in an organization. Without inclusive 
IN[JWXNY^dȂ�\MJWJ�J[JW^TSJ�KJJQX�YMJNW�TUNSNTSX�FWJ�[FQZJI��FSI�YMJ^�HFS�HFQQ�TS�YMJNW�
ZSNVZJ�GFHPLWTZSIX�YT�UWT[NIJ�NSXNLMYdȂ�UJTUQJ�\NQQ�SFYZWFQQ^�YW^�YT�ɅSI�F�HTRRTS�
ground. They want to get along and keep everyone happy, and they may not feel 
safe stepping outside this pattern. This eliminates disruptive ideas and prevents 
innovation and growth. 

For organizations who recognize this issue, consider these four questions you need 
to ask to outline your plan for change.

What Is the Culture We Want to Create?

For many organizations, the need for innovative growth inspires this process. 
But some companies may want to create a culture of safety, fun, excellence, or 
JS[NWTSRJSYFQ�WJXUTSXNGNQNY �̂�9MJ�ɅWXY�XYJU�NX�IJɅSNSL�YMJ�Y^UJ�TK�HZQYZWJ�^TZ�\FSY�YT�
have and why it’s important to the company’s success. For established companies, 
^TZ�RNLMY�GJ�HMTTXNSL�F�HZQYZWJ�YMFY�NX�[FXYQ^�INɄJWJSY�KWTR�YMJ�TSJ�^TZ�MF[J�ST\��

Expert

SCOTT ANTHONY
Senior Partner at 
Innosight. Author 

of Eat, Sleep, 
Innovate and Dual 

Transformation

Eat, Sleep, Innovate: 
How to Make Creativity an Everyday Habit Inside 
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For This Culture to Exist, What Do People 
Need to Do Every Day?

What habits do employees and managers need to adopt to create your desired 
culture? This list of behaviors and routines may be unique to your organization. For a 
HZQYZWJ�TK�NSST[FYNTS��HTSXNIJW�YMJXJ�Ʌ[J�JQJRJSYX�

• Curiosity: Keep wondering if there’s a better way. Ask questions, research, and 
experiment.

• Obsession With Customers: This is why you do what you do. How can you create 
the best possible experience for your customers? What do they need, want, and 
not yet realize they need and want?

• Collaboration: Inclusive diversity is essential for coming up with innovative 
solutions. Diversity is about making sure you have people from a variety of 
backgrounds at the table, and inclusivity is about making sure they all feel safe, 
welcome, and free to share their ideas. 

• Adept in Ambiguity: Give space for possibility. Get comfortable with the idea 
that there is more than one solution to many challenges. Be ready to pivot as 
circumstances change. 

• Being Empowered: The team feels empowered to speak up and act on new ideas 
because they know they’re supported by their managers and the organization as 
a whole. 

What actions do people need to take every day to bring those elements to life within 
your company? 

Instead of the Behaviors We Need, What Are 
People Doing and Why?

Identify the daily habits that are blocking you from the behaviors and routines you 
want to see, and consider why it’s happening that way. Many organizations will say it’s 
a matter of time or resources, but those are excuses that don’t get to the heart of the 
NXXZJ��)N[J�IJJUJWdȂ�F�HQTXJW�QTTP�\NQQ�WJ[JFQ�YMJ�YWZJ�GQTHPFLJX��

“Changing culture requires consistent 
focus on the day-to-day habits that 
bring it about.”

132 The Innovator’s Handbook 2021



Meetings are one example. You may feel you’re promoting teamwork and being 
collaborative when everyone comes together to brainstorm, but is everyone actually 
speaking up and sharing ideas? Does everyone know why they’re there, or are they 
resentful about their time being wasted? Is someone dominating the discussion? 
Is the meeting starting late or dragging on too long? Does the meeting end with a 
strong conclusion and assigned action steps?

What’s the BEAN?

BEANs are based in behavioral psychology. What is it that makes people change their 
behavior, and how can it be encouraged? This is the plan you need to develop to go 
from where you are as an organization to where you want to be. 

BEAN stands for Behavior Enabler, Artifact, and Nudge:

• Behavior Enabler: Use direct encouragement to change a behavior. This could 
GJ�F�WTZYNSJ�TW�F�WNYZFQdȂ�TW�XTRJYMNSL�FX�XNRUQJ�FX�F�HMJHPQNXY��9MJ�NSYJSYNTSFQ�
JɄTWY�YT�RFPJ�F�HMFSLJ�NX�YMJ�MFWI�\TWP�NS�YMJ�'*&3�UWTHJXX�

• Artifact: This is the link between the enabler and the nudge, and it’s some kind of 
digital or physical reminder of what you’re doing and why. 

• Nudge: A nudge is an indirect encouragement to change a behavior. The idea is 
to make the change as natural and pleasant as possible by encouraging people 
YT�IT�NY�\NYMTZY�YMNSPNSL�FGTZY�NY��+TW�J]FRUQJ��^TZ�RNLMY�WJIJXNLS�^TZW�TɇHJ�YT�
encourage communication or gamify the process to make it more fun without 
calling direct attention to it.

BEANs attack behavioral blockers and give you a path to your new culture. They will 
QTTP�INɄJWJSY�NS�JFHM�TWLFSN_FYNTS��

Case Study: DBS Bank

Over the course of a decade, DBS Bank has managed to transform from a slow-
moving organization rooted in regulations and business as usual into a “digitally-
enabled innovation powerhouse.” They did it by taking a close look at daily behaviors 
and developing a program to attack the behaviors that were blocking their success.

DBS wanted to be the world’s best bank and be thought of in the same way 
consumers think of Google, Amazon, or Apple. They wanted to function with the 
excitement and innovation of a start-up. This meant being agile, data-driven, and 
experimental, as well as devoted to their customers and their own internal learning 
and growth. 

They asked the big question: what’s stopping us from doing this? They realized it 
was in their meetings, which were dominated by the speaker, poorly-organized, and 
JSIJI�\NYMTZY�IJɅSNYN[J�HTSHQZXNTSX��)'8�PSJ\�HTQQFGTWFYNTS�\FX�FS�NRUTWYFSY�UFWY�
of agility and their overall success, but only 40 percent of people actually thought 
those meetings were truly collaborative.
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DBS created a BEAN they called MOJO to create better collaboration within the 
YJFR�RJJYNSLX��9MJ^�FXXNLSJI�F�2JJYNSL�4WLFSN_JW�
YMJ�24��YT�HFQQ�YMJ�RJJYNSL�
YT�TWIJW�FSI�QJFI�YMJ�INXHZXXNTS��9MJ�24�HMTXJ�F�/T^KZQ�4GXJW[JW�
YMJ�/4��YT�
watch the meeting and evaluate the MO’s performance. The JO was also tasked with 
encouraging people to stay focused and present if he or she noticed the participants 
were getting distracted. After the meeting, the JO gave public feedback on how the 
meeting went. 

It worked. After experiencing meetings that included the MOJO hack, 90 percent of 
participants said meetings were collaborative. 

Bringing Innovation Culture to Your 
Organization

It’s not easy to change the culture of an organization, which has often taken hold over 
the course of years or even decades, especially when many employees who have 
been there just as long. But it can be done. It requires a leadership commitment to 
the change and consistent focus on the day-to-day habits that bring it about. Those 
small changes, repeated over time, will transform your organization. 

)'8�TɄJWX�FS�NSXUNWNSL�XYTW �̂�GZY�YMFYȅX�TSQ^�F�LQNRUXJ�NSYT�YMJ�HMFSLJX�YMJ^�RFIJ�
\NYMNS�YMJNW�TWLFSN_FYNTS��9MJ^�NIJSYNɅJI�FSI�NRUQJRJSYJI�SZRJWTZX�'*&3X�FSI�
other changes, and it wasn’t an overnight success story. These types of changes can 
take a long time, but they’re worth it. 
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1SWX�GSQTERMIW�LEZI�YRHIV�YXMPM^IH�SRI�SJ�XLIMV�QSWX�MQTSVXERX�EWWIXWcŵ�
the ideas inside their employees’ heads. 

Frontline employees by virtue of working with customers and products every day 
FWJ�GTRGFWIJI�\NYM�NSXNLMYX�YMFY�HFS�MF[J�F�XNLSNɅHFSY�NRUFHY�TS�YMJ�HTRUFS^ȅX�
bottom line. However, in most companies, these employees don’t have a voice and 
their ideas become hidden assets. 

+TW�J]FRUQJ��8YJ[J�<T_SNFP�\FX�FS�-5�JRUQT^JJ�FSI�GJLLJI�RFSFLJRJSY�Ʌ[J�
times to make what eventually became the Apple I after he left to start Apple 
Computers. On the other hand, because Google encouraged its employees to work 
on their own ideas, engineer Paul Buccheit was able to create Gmail. 

The point is this: companies that don’t leverage their employees’ ideas risk losing 
out on disruptive innovation that could drive tremendous growth.

Six Facets For Empowering Employees

Imagine a workplace where every employee feels they can do the best work of 
their lives. They are encouraged to autonomously develop insights as they work 
with customers and products. Those insights lead to ideas which they share with 
YMJNW�KJQQT\�JRUQT^JJX��\NYM�HTWUTWFYJ�UFWYSJWX��FSI�J[JS�HZXYTRJWX��WJɅSNSL�FSI�
improving them along the way.

Expert

HUGH MOLOTSI
Author of The 

Intrapreneur’s Journey

How The Most 
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Such a workplace is not some imaginary utopia. We’ve observed many aspects of 
this vision in several innovative companies that empower frontline employees. We 
developed the Intrapreneurship Empowerment Model as a framework to bring these 
best practices to your company. 

This model consists of the following six facets:

• Time & FreedomdȂ�*RUQT^JJX�FWJ�LN[JS�XJQK�INWJHYJI�YNRJ��HFW[JI�TZY�KWTR�YMJNW�
day jobs, to work on their own projects. 

• Dedicated Innovation TeamdȂ�&QQ�JRUQT^JJX�FWJ�XZUUTWYJI�G^�F�HJSYWFQ��NSYJWSFQ�
team of supportive coaches who provide the tools, mindset and guidance 
needed to accelerate the company’s innovative progress. 

• Design ThinkingdȂ�*RUQT^JJX�ZXJ�)JXNLS�9MNSPNSL�UWNSHNUQJX�YT�GJ�JɄJHYN[J�
innovators. 

• Open CollaborationdȂ�*RUQT^JJX�HFS�JFXNQ^�ɅSI�TZY�\MFY�TYMJW�JRUQT^JJX�FWJ�
working on in their self-directed projects, provide feedback, and form teams 
across organizational and geographic boundaries. 

• Lean ExperimentationdȂ�*RUQT^JJX�FWJ�UWT[NIJI�YMJ�YTTQX�FSI�NSKWFXYWZHYZWJ�YT�
test their ideas. Decisions are driven by data instead of the leader’s opinion. 

• Align for YesdȂ�*RUQT^JJX�FWJ�LN[JS�WJXTZWHJX��YTTQX��YWFNSNSL��FSI�XJSNTW�
leadership mentoring to develop their self-directed projects. A formal process is 
NS�UQFHJ�FQQT\NSL�UWTOJHYX�YT�ȇLWFIZFYJȈ�YT�TɇHNFQQ^�KZSIJI�NSNYNFYN[JX��

Empowering employees to work on their own ideas gives them a boost in intrinsic 
motivation, which in turn leads to increased job satisfaction. And when employees 
have high job satisfaction, retention is also high. Increased intrinsic motivation 
also leads employees to do more creative work which results in more innovative 
TZYHTRJX��<MJS�F�HTRUFS^�GJHTRJX�RTWJ�NSST[FYN[J��WJ[JSZJ�FSI�UWTɅYX�NSHWJFXJ�

“In most companies, frontline 
employees don’t have a voice and 
their ideas become hidden assets.”
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One of the key challenges for companies that want to innovate is 
ORS[MRK�LS[�XS�IRKEKI�IQTPS]IIW��)ZIV]�SVKERM^EXMSREP�GSRXI\X�[MPP�
VIUYMVI�E�HMȓIVIRX�ETTVSEGL�MR�SVHIV�XS�WYGGIWWJYPP]�GVIEXI�E�GYPXYVI�SJ�
innovation. 

4SJ�JXXJSYNFQ�ɅWXY�XYJU�\NQQ�GJ�FXXJXXNSL�MT\�WJFI^�^TZW�HTRUFS^�NX�YT�NSST[FYJ��
Your resources, culture and values will also inform which innovation style would be 
most appropriate. Understanding this context will help you identify the key drivers 
to leverage as well as the main obstacles to overcome in your company’s innovation 
journey. 

Here are some key elements to consider when you are about to design your program. 

• What are your goals for the program?
• What type of organization are you?
• How is your organization managed- centralized or decentralized?
• What’s the management style?
• What makes up for the core business today?
• What’s your innovation lifecycle?
• What’s your risk sensitivity?
• What’s the geographical scope?
• How would you describe the organizational culture?
• <MFY�FGTZY�ɅSFSHNFQ�HFUFGNQNYNJX�FSI�WJXTZWHJX$
• <MFY�INɄJWJSY�LWTZUX�TK�JRUQT^JJX�\TZQI�^TZ�GJ�\TWPNSL�\NYM$�

Engage Employees 
in Your Innovation 
Journey: Readiness 
Checklist

Expert
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There are various innovation models, for example intrapreneurship, open innovation 
and collaborative innovation. Analyzing your context through these particular 
elements will help you to know which type of innovation program you can launch and 
will help you to globally evaluate your company’s readiness to innovate. 

ź)ZIV]�SVKERM^EXMSREP�GSRXI\X�[MPP�VIUYMVI�E�
HMȓIVIRX�ETTVSEGL�MR�SVHIV�XS�WYGGIWWJYPP]�
create a culture of innovation.”
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In order to build a scalable innovation program, you need to start with 
PIWW�GSQTPI\��PS[IV�VMWO�MHIEW��ERH�MRGVIEWI�XLIMV�GSQTPI\MX]�ERH�VMWOW�EW�
you build buy-in and internal capabilities. 

Walk, Run, Scale

The three stages to this scalability include the following:

1. Walk- Incremental (Horizon One): Improvements to existing products, services, 
or processes inside your organization. 

2. Run/ Scale- Disruptive (Horizon Two):�4ɄJW�SJ\�UWTIZHYX�FSI�XJW[NHJX�YT�
J]NXYNSL�RFWPJYX��TW�TɄJW�HZWWJSY�UWTIZHYX�FSI�XJW[NHJX�YT�SJ\�RFWPJYX�

3. Run/ Scale- Transformational (Horizon Three):�4ɄJW�SJ\�UWTIZHYX�FSI�
services to new markets, tapping into new business models. 

The biggest issue corporate innovators generally have in terms of going from where 
they are to where they want to be, is how it is communicated and certain enabling 
events. In fact, there is a huge gap between how you get there, and how you 
communicate the steps to get there, to leadership. 

Expert

COBY SKONORD
Co-Founder & CEO 

at Ideawake

Overcoming the 
Execution Gap 
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Often, innovation teams think they are being tasked with doing more disruptive or 
YWFSXKTWRFYNTSFQ�
-TWN_TS�9\T�-TWN_TS�9MWJJ��NSST[FYNTS��FSI�YMFY�NX�YMJ�WJFXTS�YMJ�
program exists. However, even if you are tasked to do disruptive or transformational 
NSST[FYNTS��LTNSL�GFHP�FSI�QTTPNSL�FY�-TWN_TS�4SJ�NSST[FYNTS�ɅWXY�HFS�JSI�ZU�
GJSJɅYNSL�^TZ�RTXY��<MJS�^TZ�ɅWXY�FHMNJ[J�XZHHJXX�YMJWJ��FSI�^TZ�HFS�IT�NY�VZNHPQ^�
in year one, especially right now during Covid19, you build the capability, the buy-in, 
FSI�YMJ�OZXYNɅHFYNTS�NS�TWIJW�YT�J]UFSI�FSI�LJY�YMJ�WJXTZWHJX�YMFY�^TZ�FWJ�LTNSL�YT�
need to go to the disruptive and transformational state.

The Frontline Challenge Process

5ZYYNSL�YMJ�<FQP��7ZS��8HFQJ�KWFRJ\TWP�NSYT�UWFHYNHJ�HFS�GJ�INɇHZQY��'ZY�^TZ�HFS�
succeed by using the Frontline Challenge process and engaging employees across 
the organization through questions and invitations to add their voice to new ideas or 
initiatives. Each challenge should go through these stages:

1. Plan & Promote: At this stage, leadership can pose the challenge and promote 
employee participation. A lot of thought should go into creating the right type 
TK�HMFQQJSLJ�\NYM�YMJ�WNLMY�UFWFRJYJWX�YT�HWJFYJ�NIJFX�YMFY�GTYM�GJSJɅY�YMJ�
organization and excite employees.

2. Ideate: In the ideation stage, employees start submitting ideas and comments. 
They also select ideas at this stage that will go through the remaining stage. 
The steps after the ideation stage help promote a more entrepreneurial way of 
thinking beyond just making suggestions.

3. Validate: Employees validate or test ideas during this stage. They analyze the 
HZXYTRJW�UJWXTSFX�YMJ�GZXNSJXX�YFWLJYX�
TW�SJ\�HZXYTRJW�UJWXTSFX�KTW�YMJ�
GZXNSJXX�YT�WJFHM��FSI�XYFWY�YT�XJJ�YMJ�RFWPJY�UTYJSYNFQ�KTW�YMJNW�NSST[FYNTSX��
This stage can take between four and eight weeks depending on the depth of 
the process. 

4. Leadership Pitch: Employees pitch to the person in the organization who owns 
the budget or other key decision makers who can weigh in on the product or 
idea. Employees may go through several pitches as they seek funding and 
resources or simply sponsorship so they can more readily approach leaders 
higher in the organization.

“There is a huge gap between how you 
get there, and how you communicate 
the steps to get there, to leadership. ”
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5. Prototype: Before a product or service can be launched, the group must create 
or organize the creation of a prototype to establish proof of concept. Working 
through this stage can give employee groups the in-depth understanding of the 
UWTHJXX�YT�WJɅSJ�YMJNW�NIJFYNTS�XYFLJX�NS�KZYZWJ�HMFQQJSLJX�

6. Pilot: 9MNX�NX�YMJ�ɅSFQ�XYFLJ�TK�YMJ�+WTSY�1NSJ�(MFQQJSLJ�UWTHJXX��-JWJ��YMJ�LWTZUX�
market test the critical elements of the business and delivery model for the new 
product.

Throughout the process, employee groups learn how to collect ideas and collaborate. 
Employee knowledge is leveraged to improve the ideas and address real needs in the 
GZXNSJXX��9MTZLMY�QJFIJWX�FSI�IJHNXNTS�RFPJWX�HFS�RFPJ�YMJ�ɅSFQ�XJQJHYNTSX�KWTR�F�
wide pool of ideas. 

This will build a culture of entrepreneurship by changing how employees approach 
HMFQQJSLJX�FSI�HZXYTRJW�SJJIX��9MNX�NX�RTWJ�YMFS�OZXY�HTRNSL�ZU�\NYM�NIJFXdȂ�NYȅX�
a structured way for employees to test ideas, think about the product process, and 
become more critical thinkers. It’s important to start this challenge process in the 
Walk stage to build up employees’ knowledge and skills, but challenges can quickly 
ramp up to transform the whole organization.
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In order to navigate to the future successfully, organizations must 
HIZIPST�EHZERGIH�GETEFMPMXMIW�EGVSWW�XLI�JSPPS[MRK�JSYV�GEXIKSVMIW� 

7XVEXIK]��:MWMSRcŵ�1ETcŵ�2EVVEXMZIdȂ�(WJFYJ�FSI�RFU�^TZW�QTSL�YJWR�[NXNTS�YMFY�
accounts for exponential technologies and change and then communicate that to 
your customers or stakeholders in a compelling way. 

-RRSZEXMSR��7TIIHcŵ�)\TS�8IGLcŵ�0IETdȂ�8UJJI�NX�HWNYNHFQ�YT�WJRFNSNSL�WJQJ[FSY�NS�
the market, and it is important to have the tech to move forward and not be afraid to 
leap from a failing idea to something new. 

'YPXYVI��-QTEGXcŵ�(MZIVWMX]cŵ�)\TPSVEXMSRdȂ�9JHMSTQTL^�ST\�FQQT\X�ZX�YT�MF[J�F�
tangible impact on the environment and provide sustainable operations while still 
RFPNSL�F�UWTɅY��)N[JWXNY^�TK�YFQJSY��[FWNJI�FUUWTFHMJX��HZWNTXNY �̂�FSI�J]UQTWFYNTS�FWJ�
necessary for successful innovation.  

0IEHIVWLMT��6SFSXWcŵ�1IERMRKcŵ�1MRHWIXdȂ�9JHMSTQTL^�NX�FI[FSHNSL�VZNHPQ �̂�
FSI�RZXY�YFPJ�NSYT�FHHTZSY�YMJ�JɄJHYX�TK�FZYTRFYNTS�FSI�WTGTYNHX�NS�TZW�GZXNSJXX�
RTIJQX��.S�FIINYNTS��ɅSINSL�RJFSNSL�NS�TZW�WTQJX�FSI�XMNKYNSL�RNSIXJYX�NS�YMJ�
organization will help to guide change. 

When organizations focus time and resources and only one or two of these 
categories, it can really slow down the process. It is important to remember that 
innovation is about both technology and people. For this reason, it is particularly 

The Future Ready 
Mindset

Expert
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“Future Ready”
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important to focus on the overall mindset of your organization, dream big, and allow 
for meaningful innovations. People want to work on big problems that they feel will 
FɄJHY�YMJ�\TWQI�TS�F�QFWLJW�XHFQJ��

Exponential Innovator Mindset Framework

To establish an exponential innovator mindset, it is important to establish a cultural 
framework that focuses on INnovation rather than UNnovation. Unnovation refers to 
the traditional mindset common in many organizations, in which there is little to no 
LWT\YM�FSI�INɇHZQY^�RFSFLNSL�HMFSLJ��.SST[FYNTS��TS�YMJ�TYMJW�MFSI��JSHTZWFLJX�
risk taking, diverse ideas, and speedy growth. 

Unnovation vs. Innovation

• Incremental vs. Exponential: 8RFQQ�KJFYZWJ�NRUWT[JRJSYX�FWJ�ɅSJ��GZY�^TZ�SJJI�
to use technology for exponential growth in order to stay ahead of the curve. 

• Tech-Focused vs. People Focused: Playing with toys is fun, but it is important for 
teams to understand that they are creating for people. Technology can get really 
overwhelming, and the people can get lost, which results in a loss of value. Focus 
on the human problem that you are solving, and let the technology work into the 
process naturally. In short, don’t just create tech for tech’s sake.

• Activity vs. Achievement: Rather than focusing on inputs and investment, pay 
attention to which ideas have the most output and ROI potential. This allows you 
to focus on the ideas that have the most impact on your market. 

• Theoretical vs. Experiential: Conceptual discussion is useful, but should move 
from concept phase into hands-on prototyping and experience as quickly as 
possible. Get used to learning as you go, so you can work through any problems 
and complete your development phase more rapidly. 

• Idea Negative vs. Idea Positive: While there may be naysayers in your 
organization who insist that any new idea is bad until proven good, it is important 
to create a culture and mindset that allows for a more positive “good until proven 
bad” perspective.

• Prediction vs. Exploration: 5WJINHYNTSX�FWJ�XNRUQ^�HTSɅIJSY�LZJXXJX��.SXYJFI�TK�
trying to judge the outcome before you start, facilitate curious action and explore 

“Innovation requires diverse teams 
XLEX�PIER�MRXS�XLI�GSQTPI\MX]�ERH�
nuance of the world around us.”
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the possibilities. Open-minded experimentation is critical to ensuring a valid 
outcome without bias. 

• Conservation vs. Ideation: Many organizations have a conservative approach to 
risk taking. Shifting your cultural mindset to positive ideation will help you move 
forward in the innovation process. 

• Fiscal Impatience vs. Fiscal Patience: Rather than focusing on getting an 
immediate, if low, return on your investment, provide a high level of clarity for your 
future vision so investors are comfortable with the progress of your project and 
can envision the higher return possible with a more patient approach.

• Innovation as a Garden vs. Innovation as a Jungle: While organizations tend to 
be more comfortable with the idea of orderly, safe idea growth, the fact is that 
innovation is chaotic and dangerous. No matter how much you prepare, there 
will always be unexpected bumps in the road to innovation. If you are doing 
innovation right, you are doing something that has never been done before. Trust 
in the process, and keep to your plan, and you will succeed.

• Siloed Thinking vs. Systems Thinking: It can be easy to fall into an atomized, 
self-centered approach when trying new things, but innovation requires diverse 
teams that lean into the complexity and nuance of the world around us in order to 
provide innovation that is timely and relevant. 

2TINK^NSL�^TZW�TWLFSN_FYNTSFQ�HZQYZWJ�YT�WJɆJHY�FS�J]UTSJSYNFQ�NSST[FYNTS�RNSIXJY�\NQQ�
go a long way toward helping you to create new products and ideas with the utmost 
XUJJI�FSI�JɇHNJSH �̂�
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Life sciences companies are in a moment of transition for their sales 
ERH�QEVOIXMRK�IȓSVXW��,MWXSVMGEPP]��WEPIW�LEZI�FIIR�E�TIVWSREPM^IH�
process with a sales team that briefs healthcare professionals, including 
I\TPEREXMSR�SJ�XLI�YRHIVP]MRK�WGMIRGI��8LI�WEPIW�XIEQ�LEW�FIIR�QSVI�PMOI�
a consultant for the healthcare professionals. The sector is moving from 
face-to-face interactions to digital interactions.

As the sector pivots from face-to-face to digital, it must consider the customer 
journey in a digital world. This transformation has been sped up due to the 
COVID-19 pandemic. Consumer behaviors haven’t shifted this profoundly in 
recent history which has created related monumental shifts in digital behaviors 
and innovations.

Ready To React

COVID-19 has shown that the ability to pivot a plan is a key competence for 
companies seeking to innovate. The ability to react quickly is something that needs 
to be part of the organizational structure. The mindset of the leadership and the 
entire organization needs to be geared to maximizing on unexpected opportunities.

The pandemic has shown that companies able to pivot to digital quickly were better 
able to adapt to and take advantage of the resulting change in consumer behavior. 
If the business is unable to adapt, they would be stuck and unable to deliver on the 
customer need state.

Digital Shifts 
Requires A Culture of 
Customer Centricity 
And Data Obsession

Expert

CAROLINA WOSIACK
Managing Director 

EMEA at CI&T
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Customer-Centric Innovation

Understanding consumer behavior is critical to successful innovation within a 
business, no matter the sector. Innovation must take into account the customer 
need state and the customer journey. One of the most important things in boosting 
internal innovation is to bring business impact and value to the consumer. Whichever 
HZXYTRJW�OTZWSJ^�NX�GJNSL�NSST[FYJI�ZUTS��NY�SJJIX�YT�GJ�HQJFW�\MFY�GJSJɅY�\NQQ�GJ�
delivered to the customer and the company.

Data is the new currency. Companies that are data driven in their decision-making 
are going to have a distinct advantage. The more information gets digitized, the more 
insights become available. Companies and innovators that don’t make the investment 
in thinking about how to create value from data systematically will have a more 
INɇHZQY�YNRJ�RJJYNSL�FSI�FIFUYNSL�YT�HTSXZRJW�UWJKJWJSHJ�

Customer experience and the available consumer insight data must be the focus 
of every innovation process. All employees, from front to back of house, should be 
aware of the importance of a customer centric approach. If customer obsession and 
data obsession are embodied in company ethos and ways of working, this will drive 
successful innovation.

“Companies that are data driven in 
their decision-making are going to 
have a distinct advantage.”
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%W�MRRSZEXMSR�PIEHIVW��[IŸVI�SJXIR�JVYWXVEXIH�[LIR�WXEȓ�JYRGXMSRW��
business leaders, and middle management don’t engage in innovation 
initiatives. If that’s the case in your organization, ask yourself the 
following questions.

Am I The Right Person For This Role? 

5JWMFUX�^TZW�XYWJSLYMX�QNJ�NS�ɅSINSL�SJ\�FWJFX�YT�J]UQTWJ��WFYMJW�YMFS�UJWXZFINSL�
others. In which case, invest in training on persuasion, or enlist other people in 
your company who are better suited. If your goal is to ultimately scale innovation 
throughout the organization, it often makes sense to delegate the work to those 
with the right skill set. Who are the strongest “intrapreneurs”? If you do not have 
the political connections you need to get others on board, who does? Utilize 
those people for that role, so that you can focus on what it is that you do best as 
an innovator.

What Do I Really Need From People?

Do you need everybody to “engage”? What does engagement look like? Do people 
just need to be excited about innovation? Is innovation a shiny object to inspire 
people? Or, do you really just need to be left alone to come up with great ideas 
that then get integrated into the organization? Do you just need resources and to 
convince somebody to write a check? This is a completely valid option. Think hard 
about what it is you need from engagement, and what you need from other people. 

The Missing Middle: 
How to Spread 
Innovation to the Rest 
of the Organization

Expert

PAULA CIZEK
(MNJK�7JXJFWHM�4ɇHJW�

at NOBL Collective
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What Is The Smallest Change You Can Make To 
Their Existing Routine?

Everybody is busy within organizations—nobody is sitting around, waiting for work 
to come to them. Everybody thinks what they are doing is the top priority in the 
organization. HR thinks that D&I should be a bigger priority and everybody should 
be working on it. Operations thinks that nothing is more important than production. 
Marketing thinks that the long-term brand value is the number one priority, and 
making cuts would be damaging in the long term. 

People are already working on what they think is important. If you want them to 
engage with you on innovation, make it small. Maybe you can modify what it is they 
are already doing, instead of introducing a major new initiative on top of existing work. 

How Will It Get Them What They Want?

You can’t make people want what you want, and you can’t make them want something 
YMJ^�ITSȅY�\FSY��8T�NSXYJFI��TɄJW�F�\NS�\NS�XTQZYNTS��-T\�NX�\MFY�^TZ�FWJ�ITNSL�LTNSL�
to help them? How will it move the organization closer towards its goals? Think about 
what it is that you want and that they also want, and how you can work together to 
achieve common goals.

“Think about what it is that you want and 
that they also want, and how you can work 
together to achieve common goals.”
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2020 has introduced a whole new reality, with a pandemic, natural 
disasters, and social upheaval around the world. In fact, VUCA, an 
EGVSR]Q�țVWX�MRXVSHYGIH�MR�XLI�����W�EW�E�[E]�SJ�HIWGVMFMRK�XLI�TSWX�
'SPH�;EV�[SVPH��LEW�FIGSQI�MRGVIEWMRKP]�VIPIZERX�

• Volatile
• Uncertain
• 'SQTPI\
• Ambiguous

&X�YMJ�\TWQI�HTSYNSZJX�YT�LWT\�RTWJ�IFSLJWTZX�FSI�INɇHZQY�YT�SF[NLFYJ��NY�NX�RTWJ�
important than ever that everyone works together. An African proverb states”If you 
want to go fast, go alone. If you want to go far, go together,” but this is easier said 
than done. 

9MJ�INɇHZQYNJX�YMFY�YMJ�\TWQI�NX�KFHNSL�TS�F�QFWLJ�XHFQJ�FQXT�FUUQ^�YT�YMJ�XRFQQJW�
XHFQJ�NSYJWFHYNTSX�NS�UJWXTSFQ�FSI�UWTKJXXNTSFQ�WJQFYNTSXMNUX��9MNX�NS�YZWS�FɄJHYX�YMJ�
way that companies handle their work culture and interactions. 

According to a 2017 Gallup poll:

• ��
�TK�LQTGFQ�JRUQT^JJX�FWJ�INXJSLFLJI���Ȃ��
�NS�*ZWTUJ�FSI���
�NS�YMJ�:�8�
• ��
�
FQRTXY������SJFWQ^�HTSXYFSYQ^�J]UJWNJSHJ�HTSɆNHY
• ��
�TK�HTSɆNHY�WJXZQYX�KWTR�UJWXTSFQNY^�HQFXMJX�TW�JLTX
• ��
�TK�JRUQT^JJX�MF[J�XJJS�UJWXTSFQ�FYYFHPX�FWNXJ�KWTR�HTSɆNHYX

These numbers show that it is time for us to take a step back and reconsider the way 
that our organizations work internally. What can we do to work together, so that we 
can all go far?

Psychological Safety 
for High Performance

Expert

LAURA DELIZONNA
5M)dȂ�*]JHZYN[J�

Coach, International 
Speaker, Author
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Research on High Performing Teams

In a recent study of Google’s highest performing teams, experts established that the 
following characteristics were critical to high performers:

• Psychological Safety: Teams knew that they could explore and innovate without 
fear of punishment or retribution in the event of an error or mistake. This was the 
most important indicator for high performers.

• Dependability: Team members and leadership shared a level of dependability 
that allowed them to work freely and rely on each other.

• Structure and Clarity: Team members had a clear understanding of the structure, 
their role, and the roles of others within the project.

• Meaning: Individuals working on high performing teams felt that their work would 
have a meaningful impact for the greater good of the world. 

• Impact: Team members felt that their individual skills and contributions made an 
impact on the project and the organization as a whole. 

What is Psychological Safety?

5X^HMTQTLNHFQ�XFKJY �̂�FX�IJɅSJI�G^�&R^�*IRTSXTS�TK�-FW[FWI�'ZXNSJXX�8HMTTQ��
is “a climate where people feel it is safe to take risks and be vulnerable.” Basically, 
psychological safety allows you to present your full self without fear of negative 
consequences. It answers the fundamental question of “Are you with me or against 
me?”. If we want to go far, then we need to go together with a positive answer to this 
question, because trust is the foundation of all relationships. 

Research into psychological safety has shown that it is a motivator in both 
UWTKJXXNTSFQ�FSI�UJWXTSFQ�FWJSFX��.S�YMJ�\TWPUQFHJ��UX^HMTQTLNHFQ�XFKJY^�FɄJHYX�

• Overall Organizational Performance
• Innovation and Creativity
• Individual Employee Engagement
• Personal Employee Well-Being 

Research has further shown that high psychological safety correlates with lower error 
rates and reduced turnover intention.

Although it may seem counterintuitive, psychological safety is not the same as 
“being nice.” It is not about job security, making everyone feel good, or sugarcoating 
feedback. It is the answer to the question: “Are you with me or against me?” The 
FSX\JW�YT�YMNX�VZJXYNTS�MFX�F�XYWTSL�NSɆZJSHJ�TS�NSIN[NIZFQ�GJMF[NTWX��GTYM�
personally and professionally.
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Universal Principles of Human Behavior

.S�TWIJW�YT�ZSIJWXYFSI�YMJ�\F^X�YMFY�UX^HMTQTLNHFQ�XFKJY^�FɄJHY�TZW�NSYJWFHYNTSX��NY�NX�
important to understand the universal principles of human behavior. Trust, positive-
to-negative interactions, negativity bias, and social exchange theory.

• Trust is the Foundation: Trust is the greatest predictor of successful 
relationships, both personal and professional. When individuals trust, they are 
more willing to take risks and show vulnerability, which allows for a healthier and 
more creative environment.

• 5:1 Relationship Ratio: All relationships follow a mathematical design, and 
UX^HMTQTLNHFQQ^�XFKJ�WJQFYNTSXMNUX�XMTZQI�J]MNGNY�F�WFYNT�TK�Ʌ[J�XFKJ�UTXNYN[J�
YWZXYNSL�NSYJWFHYNTSX�KTW�J[JW^�SJLFYN[J�YJSXNTS�HTSɆNHY�NSYJWFHYNTS��9MJ�WFYNT�NX�
established based on our natural inclination toward negativity bias.

• Negativity Bias: Due to our natural negativity bias, we tend to overestimate 
threats, underestimate resources, and we overlook opportunities and potential 
GJSJɅYX��9MNX�NX�\M^�YMJ�����WJQFYNTSXMNU�WFYNT�NX�HWNYNHFQ�YT�JSXZWNSL�UX^HMTQTLNHFQ�
safety in human interactions.

• Social Exchange Theory: The basis of Social Exchange Theory is “what’s in it 
KTW�RJ$Ȉ�.Y�NX�JXXJSYNFQQ^�F�HTXY�GJSJɅY�FSFQ^XNX�ZXJI�YT�IJYJWRNSJ�FHYNTSX�FSI�
reactions.

All of these principles together allow us to build the foundation for psychological 
safety, which requires trust and positive interactions.

4 C’s of Psychological Safety

Whether you are a leader in your organization or a contributor, psychological safety 
is critical for all healthy relationships, both personal and professional. A high level 
of psychological safety creates trust between individuals, which is key. The four C’s 
below outline behaviors that you can use to help build psychological safety:

Courage 

Courage is choosing the vulnerability of uncertainty, risk, and transparency by 
admitting mistakes, revealing imperfections, and taking personal responsibility. While 
making mistakes can be unpleasant, it is important to consider them in a positive light 
as a means of improvement. 

In short, it is important to remember that it is okay to make mistakes, but it is not okay 
to not make amends. Keeping yourself adaptable encourages growth beyond your 
current capacity. Adaptability gets you out of “prove” mode and into “improve” mode:

• Prove Mode: Who’s wrong or right?
• Improve Mode:�)J[JQTU�SJ\�XPNQQX�FSI�ɅSI�XTQZYNTSX�
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.K�^TZ�ɅSI�^TZWXJQK�NS�F�XNYZFYNTS�\MJWJ�^TZ�FWJ�\WTSL��FXP�^TZWXJQK��IT�^TZ�\FSY�
YT�GJ�WNLMY�TW�IT�^TZ�\FSY�YT�GJ�JɄJHYN[J$�:XJ�HTZWFLJ�YT�YFPJ�YMJ�UFYM�YT\FWI�
improvement. Admit your errors and learn from them. 

Curiosity

All adventures start with “I don’t know.” Innovation and growth are adventures that 
require uncertainty and releasing control, because otherwise we are following the 
same path that has already been traveled. Rather than maintaining the status quo, ask 
yourself “How can we?” as in, “How can we accomplish our goals? How can we get 
there from here?”

One of the key components of establishing psychological safety is diversity. Low 
diversity and high psychological safety result in comfortable stability without 
innovation, while low diversity and low psychological safety result in “Groupthink,” 
or adherence to the status quo. With diversity and low psychological safety, there 
is a high level of self-censorship and fear. Team members don’t feel comfortable 
suggesting new ideas, because they know they will be dismissed, ignored, or talked 
over. They stop speaking up. This is a dangerous place for teams to be in, and it is 
where startups often fail. 

Diversity does not just mean demographic diversity, but that people often bring 
INɄJWJSY�QNKJ�J]UJWNJSHJX��.Y�HFS�FQXT�RJFS�FLJ�IN[JWXNY �̂�TW�J[JS�IN[JWXNY^�TK�J]UJWYNXJ�
and experience. With high diversity and high psychological safety, innovation can 
occur because people feel safe taking risks, and the focus is on learning behaviors. 
It is okay to make mistakes, and everyone can learn and improve the process. 
Psychological safety makes it less scary to make those mistakes. 

5X^HMTQTLNHFQ�XFKJY^�ZSQTHPX�YMJ�GJSJɅYX�TK�IN[JWXNY �̂�.Y�NX�STY�JSTZLM�YT�OZXY�GWNSL�
diverse teams together; they must exist in an environment of psychological safety in 
order to create complexity and engagement.

Numerous studies have shown that diverse teams: 

• Make better decisions and are more creative and innovative
• &WJ�RTWJ�ZSHTRKTWYFGQJ��9MJWJ�NX�LWJFYJW�HTSɆNHY�FSI�QJXX�XTHNFQ�NSYJLWFYNTS��GZY�

^TZ�FWJ�GWNSLNSL�NS�INɄJWJSY�UJWXUJHYN[JX�FSI�NIJFX�YMFY�FWJ�HWNYNHFQ�KTW�NSST[FYNTS��
9MJWJ�FWJ�LTNSL�YT�GJ�INɇHZQY�HTS[JWXFYNTSX�FSI�MFWI�VZJXYNTSX��FSI�YMFY�NX�LTTI�

• Do not guarantee inclusion or belonging. 

If we want to harness the power of diversity in our high performance teams, we need 
to ignite intrapersonal diversity by:

• Considering multiple perspectives and embracing complexity
• Understanding that everyone has bias
• Soliciting input and feedback to overcome inherent bias
• Resisting categorical thinking and increasing complex understanding
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Care 

The key to embracing complexity is speaking human-to-human. We all want to be 
seen and heard. We all want to be respected. We don’t just want a seat at the table, 
we want to be part of the conversation. Caring leadership helps to ensure this 
inclusiveness. People follow a leader because they feel that leaders are working 
in their best interests and in service to them. As a leader, you are not just an 
FZYMTWNYFYN[J�ɅLZWJ��^TZ�HWJFYJ�F�LJSZNSJ�XJSXJ�TK�HFWJ�FSI�HTSSJHYNTS�G^�XJJNSL��
listening, and feeling.

See another’s strengths, vulnerabilities, and insecurities.

Listen to what’s not being said. Hear the emotion and intent between and behind 
the words. Feel the other person’s pain. This is also uncomfortable. This is where the 
bonds of a relationship are built. 

This concept goes back to the 5:1 ratio and negativity bias. Negativity is stronger than 
UTXNYN[NY^�FSI�\NQQ�FQ\F^X�MF[J�F�LWJFYJW�JɄJHY�GJHFZXJ�UJTUQJ�T[JWJXYNRFYJ�YMWJFY��
underestimate resources, and overlook opportunities. 

Commitment

Finally, commitment is crucial to psychological safety. In a psychologically safe 
setting, integrity is venerated and fakes are disdained. Individuals are valued for 
standing up for themselves and their ideals, and the organization gains integrity by 
remaining whole and undivided. Commitment is acting with integrity and remaining 
dedicated to your priorities. It is also choosing priorities that are important to creating 
well-being in yourself and others, elevating others around you, listening to others, and 
experiencing their feelings. 

If you can bring the four C’s with a learning and growth mindset, then we will be 
better together. That is something we need today more than ever. 

“Psychological safety is the answer 
XS�XLI�UYIWXMSR��EVI�]SY�[MXL�QI�SV�
EKEMRWX�QI#Ż
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%GVSWW�XLI�FSEVH��MRRSZEXMSR�IȓSVXW�EVIRŸX�]IX�]MIPHMRK�IRSYKL�VIWYPXW��
8LI�QMWWMRK�TMIGI�MW�XLI�LYQER�EWTIGX�SJ�MRRSZEXMSR�ŵ�XLI�VE[�MRRSZEXMSR�
ability or innovation talent of the workforce. 

Is Everyone An Innovator?

Delving into the question of innovation ability, you will also soon pick up on a 
widespread belief that everyone is an innovator. It’s true that “to innovate is human.” 
We humans are the only species that rearranges our environment and realizes ideas 
from our imaginations. The belief that everyone is an innovator underpins employee 
innovation challenges where anyone can post a suggestion or idea. 

We are all for democratization. But after a decade of involvement in such internal 
employee challenges, we have found they often lead to lots of incremental ideas, 
and many poorly expressed ideas. Yes, great ideas can come from anywhere, but 
that does not mean they are equally likely to come from everyone.

The fact that few employee ideas are implemented is partly because little thought 
is given upfront to funding for winning ideas, or the “not invented here” syndrome 
exists in which business units do not adapt to outside suggestions. But it is also 
GJHFZXJ�RTXY�JRUQT^JJX�QFHP�YMJ�GZXNSJXX�XPNQQX��NSɆZJSHNSL�XPNQQX�FSI�IJQN[JW^�XPNQQX�
required in innovation. So while innovation CAN come from anyone, it takes a lot 
RTWJ�YMFS�HWJFYN[NY �̂�&SI�YMJWJ�FWJ�INɄJWJSY�IJLWJJX�FSI�ɆF[TWX�TK�NSST[FYNTS�YFQJSY�
FSI�XPNQQ�NS�INɄJWJSY�NSIN[NIZFQX�

Moreover, innovation talent is not a binary “yes/no” thing. Once you know a person’s 
XUJHNɅH�NSST[FYNTS�FGNQNYNJX��^TZ�HFS�GJYYJW�RFYHM�YMJR�YT�UWTOJHYX��UFNW�YMJR�ZU�
\NYM�HTRUQJRJSYFW^�YJFRRFYJX��FSI�TɄJW�YMJR�YWFNSNSL�YT�IJ[JQTU�\MJWJ�SJJIJI��

Innovation Ability 
Predicts Growth

Expert

SUZAN BRIGANTI
Founder, CEO &  
Head of Product 
at Swarmvision
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And if you measure innovation ability at scale, you can also predict, on aggregate, 
your workforce’s readiness to innovate. 

The Four Elements of Innovation Ability

A large-scale study by Swarm Vision found that innovation talent is statistically 
UWJINHYN[J�TK�GZXNSJXX�WJXZQYX��&Y�YMJ�ɅWR�QJ[JQ��NSST[FYNTS�HFUFGNQNY^�HQTXJQ^�UWJINHYX�
LWT\YM��2H0NSXJ^�HTRUFWJI�NSST[FYNTS�UWTɅHNJSH^�KTW�����HTRUFSNJX�FLFNSXY�
JHTSTRNH�UWTɅY�UJWKTWRFSHJ��9MJNW�FSFQ^XNX�XMT\JI�F�XYWTSL��UTXNYN[J�HTWWJQFYNTS�
GJY\JJS�NSST[FYNTS�UJWKTWRFSHJ�FSI�ɅSFSHNFQ�UJWKTWRFSHJ��8T�GJNSL�FGQJ�YT�UWJINHY�
your workforce’s capacity to innovate is very valuable indeed. 

.SST[FYNTS�FGNQNY^�HTSXNXYX�TK�KTZW�JQJRJSYX��
F��RTYN[FYNTS �
G��UWTHQN[NYNJX�
FS�
NSHQNSFYNTS�TW�UWJINXUTXNYNTS�YT\FWI�F�UFWYNHZQFW�GJMF[NTW� �
H��XPNQQX �FSI�
I��
preferences. 

-JWJ�FWJ�YMJ�INɄJWJSHJX�GJY\JJS�YMJ�KTZW�JQJRJSYX�TK�NSST[FYNTS�FGNQNY^�

Motivation

-ZRFS�RTYN[FYNTS�NX�TKYJS�HTSYJ]YZFQ�FSI�JGGX�FSI�ɆT\X��FSI�YMFY�RFPJX�NY�MFWI�YT�
assess. A person may be very unmotivated to mow their lawn, but very motivated to 
toss a ball with their kid. I may not be very motivated at 4:00 in the morning, but I’m 
ɅWNSL�TS�FQQ�H^QNSIJWX�FY�������FR��>TZ�RF^�GJ�FGQJ��GZY�STY�\NQQNSL��YT�NSST[FYJ�KTW�
^TZW�XUJHNɅH�JRUQT^JW�GJHFZXJ�^TZ�MF[J�QTXY�KFNYM�YMFY�^TZW�INXHWJYNTSFW^�JɄTWY�\NQQ�
be rewarded.

Proclivities

Proclivities are either inborn or deeply conditioned behaviors that, by adulthood, are 
quite stable aspects of the self. In addition to personality, these include attitudes, 
beliefs, values and behaviors. We know that innovators are not motivated by the same 
things as ordinary employees. For example, they may prefer a challenging assignment 
HWJFYNSL�F�SJ\�UWTIZHY�TW�GZXNSJXX�[X��F�HTWSJW�TɇHJ�YMFY�HTRJX�\NYM�F�XYFNI�WTZYNSJ�

Skills

9MJ�RFNS�INɄJWJSHJ�GJY\JJS�UWTHQN[NYNJX�FSI�XPNQQX�NX�YMFY�XPNQQX�FWJ�JFXNJW�YT�
develop. A person can have little inborn talent for a given activity, and with 
J]YJSIJI�JɄTWY��YMJ^�HFS�IJ[JQTU�YMJNW�XPNQQX��'ZY�F�MNLM�UWTHQN[NY^�HFS�RFPJ�
learning a related skill much easier. At the same time, seeing yourself succeeding 
at a new skill can make you feel more positive about it, and alter your sense of 
yourself. Over time, that positive experience of a new skill can feed back into your 
proclivities and sense of self.

“Innovation talent is statistically 
predictive of business results.”
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Preferences

Your preference is what you enjoy most. Preferences and skills are not the same 
YMNSL��+TW�J]FRUQJ��^TZ�RF^�QNPJ�GWFNSXYTWRNSL�GZY�FWJ�STY�[JW^�UWTQNɅH�FY�NY��

The Eight Behaviors That Distinguish Success 
Innovators From Others

A large-scale study by Swarm Vision revealed eight behaviors or innovation talents 
that distinguish serial, successful innovators from the general population. These 
eight behaviors are highly predictive of real-world innovation outcomes such as 
UWTɅYFGNQNY �̂�LQTGFQ�J]UFSXNTS��FHVZNXNYNTSX�FSI�.54X��

.S�TWIJW�YT�YMWN[J��NSST[FYNTS�YJFRX�SJJI�YT�GJ�RFIJ�ZU�TK�NSIN[NIZFQX�\NYM�F�XZɇHNJSY�
degree of these skills:

• Drive�Ȃ�9MJ�FRGNYNTS�YT�YFHPQJ�GNL�TUUTWYZSNYNJX��YMJ�NSNYNFYN[J�YT�NSXYNLFYJ�SJ\�
ventures, to pursue them with intensity, and to persist through setbacks.

• Disrupt�Ȃ�9MJ�XJQK�HTSɅIJSHJ�YT�INXXJSY�KWTR�NSMJWNYJI�FUUWTFHMJX��YT�GWJFP�
boundaries, to thrive in uncertainty.

• Create�Ȃ�&�KFXHNSFYNTS�\NYM�ST[JQY �̂�TGXJXXNTS�\NYM�UWTGQJR�XTQ[NSL��FGNQNY^�YT�
make uncommon connections, the mindset to continuously grow.

• Connect�Ȃ�9MJ�FGNQNY^�YT�WJQFYJ�YT�IN[JWXJ�XYFPJMTQIJWX��YT�SF[NLFYJ�F�HTRUQJ]�
organization for resources, to persuade, and attract a team.

• Control�Ȃ�.SYJWJXY�NS�FQQ�FXUJHYX�TK�F�[JSYZWJ��YMJ�IWN[J�YT�GJFY�YMJ�HTRUJYNYNTS��F�
HTRKTWY�FSI�KFHNQNY^�\NYM�YMJ�ɅSFSHNFQ�FXUJHYX�TK�NSST[FYNTS��NSHQZINSL�RFSFLNSL�WNXP�

• Think�Ȃ�&�QFWLJ�HFUFHNY^�KTW�NSKTWRFYNTS��FGNQNY^�YT�WJHTLSN_J�JRJWLNSL�UFYYJWSX��
FSI�YT�WJɆJHY�TS�ZSIJWQ^NSL�X^XYJRX�

• Deliver�Ȃ�7JXTZWHJKZQSJXX��FIFUYFGNQNY �̂�FSI�YMJ�FGNQNY^�YT�UN[TY�^TZW�FUUWTFHM�YT�
reach goals, based on the changing context.

• Give�Ȃ�9MJ�RTYN[FYNTS�YT�GJSJɅY�TYMJWX�FSI�YT�RFPJ�YMJ�\TWQI�GJYYJW�YMWTZLM�
innovation.

The good news? It is now possible to assess this talent in individuals and organize 
it into stronger teams using Swarm. It’s time to close the gap between innovation 
aspirations and actual results.
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On a large scale, innovators are often the employees within an 
SVKERM^EXMSR�XLEX��[LIR�QIX�[MXL�E�TVSFPIQ��țRH�ER�MHIE�XS�LIPT�WSPZI�MX��
However, there is more to the problem-solving process than just the idea. 

When it comes to problem-solving, there is a universal creative process based on 
the basic steps of:

• Clarifying the challenge
• Generating ideas
• Developing solutions
• Implementing action

-T\J[JW��J[JW^TSJ�JSLFLJX�NS�YMJ�UWTHJXX�NS�F�INɄJWJSY�\F �̂�FSI�YMJWJ�NX�F�
necessary shift in understanding that process to ensure successful problem-solving. 

Cross-functional Collaboration Relies On 
People Solving Problems As A Team 

<MJS�FS�TWLFSN_FYNTS�TW�GZXNSJXX�NX�KFHJI�\NYM�F�UWTGQJR��INɄJWJSY�IJUFWYRJSYX�
\NYMNS�YMJ�TWLFSN_FYNTS�LJSJWFQQ^�QTTP�FY�YMJ�UWTGQJR�INɄJWJSYQ �̂�\MNHM�HFZXJX�
confusion when everyone gets together. For example, when announcing a new 
product, the research and development department would describe a product as 
ȇKZQQ�KFY�^TLZWY�NS�F������T_�
HF�����L��YZGJ�Ȉ�9MJ�TUJWFYNTSX�IJUFWYRJSY��MT\J[JW��
would see the product as 50,000 cases per month, while the consumer sees it as 
food in their refrigerator. 

Cracking the 
Code to Better 
Cross-Functional 
Collaboration

Expert

JANICE FRANCISCO
Founder & CEO at 
'WNILJ5TNSY�*ɄJHY
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9MJXJ�INɄJWJSHJX�NS�UJWXUJHYN[J�RJFS�HTQQFGTWFYTWX�FWJ�JSLFLNSL�NS�FS�ZUMNQQ�
GFYYQJ�J[JW^�YNRJ�YMJ^�\TWP�YTLJYMJW�GJHFZXJ�J[JW^TSJ�NX�ɅLMYNSL�FLFNSXY�YMJNW�
SFYZWFQ�UWJKJWJSHJX�KTW�UWTGQJR�XTQ[NSL��9MJ�XTQZYNTS��YMJS��NX�YT�ɅLZWJ�TZY�MT\�YT�
get everyone on the same page, focusing on the part of the problem you are trying 
to address. 

7JXJFWHM�XMT\X�YMFY�YMJXJ�YMNSPNSL�UWJKJWJSHJX�NSɆZJSHJ�MT\�\J�QNPJ�YT�JSLFLJ�
in the various parts of the problem-solving process. We tend to skip over the steps 
where we don’t have a preference and spend more time in the areas where we 
do have a preference.There are four thinking preferences in the problem-solving 
UWTHJXX��HQFWNɅHFYNTS��NIJFYNTS��IJ[JQTURJSY��FSI�NRUQJRJSYFYNTS��\MNHM�JFHM�RFYHM�
ZU�\NYM�YMJ�INɄJWJSY�XYFLJX�TK�YMJ�HWJFYN[J�UWTHJXX��

When you have awareness of these thinking preferences and understand their 
underlying behaviours you can use them as a framework to guide collaboration 
and a way to keep everyone focused on the thinking that’s needed; regardless of 
thinking preferences.It brings clarity to how people can contribute, and helps them 
ɆJ]�GJ^TSI�YMJNW�Y^UNHFQ�RNSIXJY�XT�J[JW^TSJ�HFS�ɅSI�YMJNW�UQFHJ�NS�YMJ�NSST[FYNTS�
process. The four thinking preferences are:

1. Clarifiers

(QFWNɅJWX�YMNSP�XYWFYJLNHFQQ^�FSI�VZJXYNTS�NIJFX��UWTGQJRX��FSI�SJ\�IJ[JQTURJSYX��
These thinkers focus on facts and information as they search for opportunities.

2. Ideators

Ideators, which are most innovators, focus on creating new ideas and the big 
picture of an organization or project. They’re great at brainstorming and imagining 
possibilities.

3. Developers

)J[JQTUJWX�HFS�YWFSXKTWR�NIJFX�NSYT�FHYNTSFGQJ�UTXXNGNQNYNJX��9MJ^�WJɅSJ�
XZLLJXYNTSX�FSI�Y\JFP�GNL�NIJFX�ZSYNQ�YMJ^ȅWJ�F�LWJFY�ɅY�KTW�XUJHNɅH�FUUQNHFYNTSX�
and problems.

4. Implementers

These are the action-focused tacticians in an innovative group. They focus on the 
‘how’ of testing and rolling out an idea to get results and more insight.

ź3YV�XLMROMRK�TVIJIVIRGIW�MRȞYIRGI�
how we like to engage in the various 
parts of the problem-solving process.”
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)NɄJWJSY�UJTUQJ�\NYMNS�FS�TWLFSN_FYNTS�RF^�MF[J�F�MNLMJW�UWJKJWJSHJ�KTW�INɄJWJSY�
XYFLJX�FSI��FX�F�WJXZQY��\NQQ�MF[J�INɄJWJSY�YMNSPNSL�UWTɅQJXdȂ�NS�KFHY��YMJWJ�FWJ����
YMNSPNSL�UWTɅQJX�^TZ�RF^�HTRJ�FHWTXX�\MJS�^TZȅWJ�HTQQFGTWFYNSL�

For example, an innovator may develop a new idea for a product that an organization 
lacks, but someone in operations doesn’t want to hear about the concept. They want 
to know how they can implement the product. An engineer would want to know how 
YT�IJ[JQTU�YMJ�UWTIZHY��\MNQJ�YMJ�ɅSFSHJ�IJUFWYRJSY�\TZQI�KTHZX�TS�HQFWNK^NSL�IFYF�
for the product. 

This isn’t to say that every employee in each department thinks the same way, but it 
allows collaborators to have a basis of understanding. Therefore, it is imperative to 
understand which type of problem-solver you are working with at any given time. This 
way, you can be sure to have conversations that meet them where they are in the 
problem-solving process and bring them to where you want to be. 
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Teams are made up of habits, both good and bad. Leading a team of 
innovators can sometimes feel like running in circles. Often entrepreneurs 
will have a clear vision or goal, but struggle to bring it to life. There is a lot 
that comes into play when leading a team, but by taking two elements 
into consideration, leaders should be able to seamlessly guide their teams 
to meaningful success. 

There is a simple 2x2 quadrant created from David Marquet’s Intent Based Leadership 
and adapted by Barry O’Reilly’s Unlearn that helps people understand the correlation 
between clarity and capability when it comes to leadership and teams. 

Incorporating clarity and capability into the work environment may seem like 
common sense, but it is even more essential to understand how these two 
KFHYTWX�FWJ�HTSSJHYJI��'^�QTTPNSL�FY�YMJ��]��RFYWN]�^TZ�HFS�XJJ�YMJ�KTZW�INɄJWJSY�
ways to categorize teams. Ideally, teams want to be in the high clarity and high 
capability quadrant.

Asses Your Team

In terms of clarity and capability, there are a few things to take into consideration 
\MJS�FXXJXXNSL�F�YJFR��+NWXY�TɄ��NIJSYNK^�YMJ�X^RUYTRX�YT�MF[J�F�GJYYJW�
understanding of where your team is. How will you know if a team lacks clarity but 
has capability?

9MJS�YFPJ�F�QTTP�FY�^TZW�FHYNTSX��-T\�IT�^TZ�WJXUTSI�\MJS�^TZ�ɅSI�F�YJFR�NS�F�QJXX�
UWTIZHYN[J�VZFIWFSY$�<MFY�ZSUWTIZHYN[J�GJMF[NTW�IT�^TZ�ɅSI�^TZWXJQK�UFWYNHNUFYNSL�
in as a result of seeing the symptom?

Innovation 
Leadership Habits

Expert

NICK NOREÑA
Innovation Coach and 
&I[NXTW�FY�0WTRFYNHdȂ�

Lean Coaching & 
Innovation Ecosystem 

Design
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Finally, address how your team typically reacts to your own behavior. Hopefully, by 
doing this, you will have a clear idea of what quadrant your innovation team lands in 
which is essential in understanding how to achieve the ultimate amount of success. 

Taking Action 

Behavior is an undeniable factor of the work environment, but by understanding it 
^TZ�HFS�GJYYJW�YFPJ�FHYNTS��)JɅSJ�LTTI�MFGNYX�FSI�GJ�FX�XUJHNɅH�FX�UTXXNGQJ��4S�YMJ�
TUUTXNYJ�JSI�TK�YMJ�XUJHYWZR��^TZ�FQXT�SJJI�YT�IJɅSJ�FSI�NIJSYNK^�YMJ�GFI�MFGNYX�
as well. Now, you will begin replacing those bad habits with the good ones. It might 
sound easier said than done, but by using the same cue, providing the same reward, 
and changing the routine, any habit can be changed. Create a plan for collecting 
feedback on these behaviors to help follow-through with plans and motivation. The 
symptoms, actions, and reactions must all be observable. Clarity and capability go 
MFSI�NS�MFSI�FSI�\MJS�NRUQJRJSYJI�HTWWJHYQ^�YMJ^�\NQQ�ZSITZGYJIQ^�GJSJɅY�F�YJFR��
Changing habits can be daunting, but it is absolutely possible. 

Assess Your Team Members

To make strong decisions that help your team, you need to assess where your 
individual team members are on the scales of capabilities and clarity. Using the 
aforementioned 2x2 matrix, you can map out the symptoms of your teammates to 
try and understand where each person lies. Once you know that, you can take a 
principled approach to how you act to support them.

You can use the same approach to recognize what you do incorrectly when you 
make snap judgments in stressful situations. You need to always ask yourself: what 
behaviors am I exhibiting that detract from the environment I want to build with 
my team?

Taking Action

Understanding how habits take hold in a work environment will help a leader make 
decisions and take action. It allows leaders at all levels to promote good habits and 
attempt to replace bad habits. Again going back to the 2x2, those snap judgments 
made in stressful situations might have instilled bad habits.

“Clarity and capability go hand-in-
hand and when implemented correctly 
XLI]�[MPP�YRHSYFXIHP]�FIRIțX�E�XIEQ�Ż
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For example, if you have a team member who you recognize has the capabilities 
needed to do their work, but is lacking clarity on what the vision is they are 
contributing to, then you might be inclined to micromanage that team member and 
control the outcomes of their work. Perhaps that has become a habit that you rely 
on day to day whenever your colleague asks you a question. That question prompts 
you to micromanage, and all of the sudden you are spending more time doing other 
people’s work and less time doing your own. 

If you consider how to replace that habit, you might think of a new reaction to the 
same cue of your colleague asking you a question. Trying to explain your team’s 
vision or strategy and having them explain it back until everyone is crystal clear is a 
way you can break that negative cycle.

Recognizing and changing habits takes a lot of disciplined work, but it can be done 
\NYM�LWJFY�JɄJHY�
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When it comes to developing an innovative idea within a company, 
MX�QE]�FI�FIRIțGMEP�XS�LEZI�SRI�SV�QSVI�MRXVETVIRIYVW�SR�WXEȓ��%R�
intrapreneur is an employee who is tasked with developing an innovative 
MHIE�SV�TVSNIGX�MRXS�E�TVSțXEFPI�TVSHYGX��%PXLSYKL�ER�MRXVETVIRIYV�QE]�
not face the same risks or reap the same rewards as an entrepreneur, 
they do have access to the resources of an established company. 

.SYWFUWJSJZWXMNU�NX�[JW^�INɄJWJSY�KWTR�JSYWJUWJSJZWXMNU�FSI�YMTXJ�XMNKYNSL�NSYT�
intrapreneurship should be ready to be patient and make compromises because 
YMJ�SJJI�TK�F�HTRUFS^�RF^�GJ�INɄJWJSY�KWTR�YMJ�SJJI�TK�FS�NSIN[NIZFQ��1NPJ\NXJ��
companies that are considering adding dedicated intrapreneurs should be willing 
and ready to make changes. 

Dedicated Roles

When considering adding innovators or intrapreneurs to a large company, it is 
important to make dedicated roles for them. Rather than having several employees 
focus half their time on innovation and half their time on implementation, it’s best to 
have dedicated innovation managers to help facilitate innovative projects within the 
company. 

At Roelof’s organization, it didn’t take many — there were three dedicated managers 
in a company with 15,000 employees — but those three managers were able to 
facilitate several new projects. The company also carved out dedicated roles for 
NSYWFUWJSJZWX��4ɄJWNSL�YMNX�ɆJ]NGNQNY^�FQQT\X�F�GJYYJW�\TWP�JS[NWTSRJSY�KTW�YMJ�
employees and more ideas to the company. 

Our Intrapreneurial  
Journey To Save 
Babies’ Lives

Expert

ROELOF BERG
Serial Intrapreneur
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Awareness and Permission

The next step to creating a successful innovative environment is building awareness 
throughout the company to ensure employees know innovation is not only allowed 
but encouraged. When working in a traditional company with a hierarchy structure, it 
HFS�GJ�INɇHZQY�YT�LJY�KWJXM�NIJFX�GJHFZXJ�NY�NX�MFWI�KTW�SJ\�JRUQT^JJX�YT�LJY�YMJNW�
ideas to the top. However, if a company actively asks for volunteers to come up with 
new projects, they will get more enthusiastic employees and therefore, better ideas.

Big Innovation Funnel

When participating in intrapreneurship or innovation, it is important to cast a wide 
net. Ask many employees for ideas, send out surveys, scout for recent trends to 
ɅSI�YMJ�GJXY�NIJFX��&HHJUY�J[JW^YMNSL�YMFY�MFX�J[JS�YMJ�XQNLMYJXY�HTSSJHYNTS�YT�YMJ�
HTRUFS^�XYWFYJL �̂�FSI�ITSȅY�OZILJ�YTT�XTTS��RTXY�NIJFX�\NQQ�HMFSLJ�\NYMNS�YMJ�ɅWXY�
weeks of customer research. Then, workshop your ideas outside the company with 
WJFQ�HZXYTRJW�HTSYFHY�FSI�FQQT\�MJF[^�UN[TYNSL�YT\FWIX�YMJ�SJ\Q^�NIJSYNɅJI�HZXYTRJW�
pain points. 

If you put a lot of ideas into the proverbial funnel, you can be sure that a successful 
one, or two, or three will come out. 

“Companies that are considering adding 
dedicated intrapreneurs should be willing 
and ready to make changes”
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Intrapreneurs who try to make change from the inside out are often met 
with resistance, which either makes them give up and get in line or burn 
out and leave the company.

Challenging the status quo with disruptive ideas requires balancing the rebel spirit 
with diplomatic tactics. These diplomatic rebels are successful in inspiring change 
GJHFZXJ�TK�Ʌ[J�MFGNYX�GJMF[NTWX�

Understand People Will Hate Your Project

You have to accept that there will be resistance. It’s like being a politician: they’re 
met with resistance the entire way, yet they persevere. It’s part of being an 
intrapreneur, and you should focus on what causes it, where it comes from and how 
YT�RT[J�FWTZSI�NY�WFYMJW�YMFS�YW^NSL�YT�ɅLMY�NY�MJFI�TS��

To get through this, you need resilience and endurance to move against the current. 
9WZXY�^TZW�HTSɅIJSHJ�NS�YMJ�UWTOJHY�YT�\TWP�\NYM�YMJ�LN[JS�HTSINYNTSX��

Only Break The Rules You Understand

Make sure you know why the rules were put in place—and who put them there so 
you know whose toes you’re stepping on before you put your foot forward. Master 
the rules before you try to break them.

This requires you to stay humble, respectful, and curious. Question how the rules 
came to be and what risk you’re taking by breaking them, then leverage the system. 
Create clear opportunity spaces and a strong narrative: tell the stakeholders a 
compelling story about why the rule needs to change.

The Five Habits 
of High-Impact 
Intrapreneurs

Expert

DAVID GRAM
Co-Founder of 

Diplomatic Rebels
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Build A Tribe

To create a community and make people want to follow you, you have to be 
passionate about what you’re doing and show others how interesting it is. People 
need to feel like they’re a part of it, that it’s happening with them, not to them. Use 
clear communication and compelling storytelling, along with demo days and artifacts 
FSI�X^RGTQX�YT�HWJFYJ�F�XYWTSL�NIJSYNɅHFYNTS�\NYM�\MFY�^TZȅWJ�ITNSL��9MNX�NX�MT\�^TZ�
create a movement and change the organization.

<WNYJ�1T[J�1JYYJWXdȂ�1TYX�TK�9MJR

Be proactive and reach out to others, humbly and respectfully, to try to understand 
their resistance. Stay kind and curious, and approach this project with patience and 
empathy. Send emails to the people you hope will join you and be transparent about 
what you’re doing. 

*SHTZWFLJ�ȇMTY�IJXPXȈ��NS[NYJ�PJ^�XYFPJMTQIJWX�YT�MF[J�F�IJXP�NS�^TZW�TɇHJ�TW�TYMJW�
work space, so they can watch what you do and feel included.

Make People Shine

This is the best part! Make everyone look good, even those who tried to shut you 
IT\S�FY�ɅWXY��'J�LJSJWTZX��FSI�JRUT\JW�TYMJWX�YT�LN[J�YT�YMJ�UWTOJHY��0JJU�YWFHP�TK�
\MT�LJYX�NS[TQ[JI �UWFNXJ�YMJNW�JɄTWYX�FSI�WJ\FWI�YMJR�\NYM�LNKYX�FSI�HJQJGWFYNTSX��
This encourages people to come back for more, and helps ensure that what you’re 
ITNSL�NXSȅY�F�TSJ�TɄ�J]UJWNJSHJ�

“Challenging the status quo with 
disruptive ideas requires balancing 
the rebel spirit with diplomatic tactics.”
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Climate, SDG’s 
& Positive 
Impact

168 The Innovator’s Handbook 2021



CHECK RECORDING JOIN DISCUSSION

Companies may feel like they need to bring a stronger social impact 
to the world in a very challenging time. Corporate social responsibility 
(CSR) as it was once known is dead. Now companies should open up to 
rethinking their business models to demonstrate impact in the world.

9NRJX�FWJ�INɄJWJSY�YTIF^�KWTR�YMJ�IF^X�TK�(87�GJNSL�STYMNSL�GZY�HTRUFS^�
ostentation. With consumers and commerce having new powers thanks to 
YJHMSTQTL^�
UQZX�YMJ�FGNQNY^�YT�WJFHM�TZY�INLNYFQQ^�YT�RFPJ�HMFSLJ���GTYM�XMTZQI�
work together.

(TRUFSNJX�SJJI�YT�ɅSI�YMNX�GFQFSHJ�YT�MJQU�HTSXZRJWNXR�FSI�GZXNSJXX�NSYJWY\NSJ�
into something more powerful.

All of this becomes predicated on the times we live in and the technologies available 
to bring culture and commerce together toward a greater good. 

2NSIXJY��[NXNTS��FHYNTS��HTRRNYRJSY��FSI�HTRRZSNHFYNTS�FWJ�YMJ�Ʌ[J�KZSIFRJSYFQX�
to achieve impact in a Post-CSR world. Mindset is one of the most important areas 
since it means looking at opportunities to strengthen the business while also doing 
XTRJYMNSL�YT�GJSJɅY�XTHNJY �̂

Vision and action work together in this case, including keeping a commitment to 
JSFHY�YMNX�SJ\�GZXNSJXX�[NXNTS�QTSL�YJWR��KTW�RTWJ�YMFS�RJWJ�ɅSFSHNFQ�GJSJɅY��
(TRRZSNHFYNTS�NX�YMJ�ɅSFQ�XYJU��\MJWJ�YMJ�HTRUFS^�XMTZQI�J]UWJXX�NYX�RTYN[FYNTSX�
GJ^TSI�ɅSFSHNFQ�LFNSX��FSI�YFPJ�ȄHWJINYȅ�KTW�YMJ�QFWLJW�NRUFHY�NY�MFX�NS�YMJ�\TWQI�

Expert

SHERRY RAHMATIAN
Managing Director at 

Sylvain Labs

Progress In A 
5TXY�(87d<TWQI� 
How Businesses Can Rethink Their Impact 
In This Moment
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.K�^TZW�HTRUFS^�NXSȅY�FQWJFI^�WJFI^�KTW�YMNX�HTS[JWXFYNTS��ɅSI�YMJ�TUUTWYZSNY^�KTW�
positive impact in current business challenges. You know the big challenges your 
TWLFSN_FYNTS�KFHJX��FSI�^TZ�HFS�QNSP�YMJR�YT�XTQZYNTSX�YMFY�HFS�GJSJɅY�XTHNJY �̂

The WNBA is a good working example of how this works in tandem. Bringing together 
culture and commerce, the organization solved their business challenges while also 
helping the players and society in general. It all starts with looking together at societal 
FSI�GZXNSJXX�SJJIX�ɅWXY��YMJS�ɅSINSL�YMJ�TUUTWYZSNYNJX�YT�XTQ[J�GTYM�YTLJYMJW�

“CSR is dead. Companies should open 
up to rethinking their business models 
to demonstrate impact in the world.”
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Leadership teams are talking about their organization’s social impact. 
Within many organizations, though, there is a paralysis of the leadership 
when it comes to taking action on their social mission. They are unsure 
what to do to both drive social impact and respond to growing pressure 
to respond to human rights and broader social issues. 

Yet, change is happening Just take a look at annual reports of today’s biggest 
organizations and note the amount of references to social impact issues. Beyond 
making generic comments around social issues, companies are repositioning 
themselves around driving societal change as a central part of their business 
strategy. It’s a marked and evolving shift for many organisations and their leaders.

Who Is Leading Social Change Within an 
Organization?

The area of social impact is relatively new for many corporations, though. While they 
know it’s something they need to take on, there often isn’t someone who is helping 
drive social changes forward in an impactful way. This is where innovation leaders 
have an opportunity. They are uniquely positioned to lead the charge of social 
missions within their organizations in a real and meaningful way.

ANTHONY FERRIER
National Innovation 
Consulting Lead at 

KPMG Australia

PATRICK MCINTYRE
Executive Director 
at Sydney Theatre 

Company

Experts

How is Covid 
Testing Companies’ 
Social Missions 
(And What Can Innovation Leaders Do About It?)
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Innovators Have The Experience And Know-
how To Create Change

.SST[FYNTS�QJFIJWX�FWJ�NIJFQQ^�VZFQNɅJI�YT�QJFI�YMJ�HMFWLJ�GJHFZXJ�YMJWJ�FWJ�UFWFQQJQX�
between the innovation experience and broader social change. Both require a 
balance of strategy and tactical action. They both also need to create an impact 
instead of merely creating activity. 

It’s the way innovation leaders are positioned within the organization, though, that 
LN[JX�YMJR�YMJ�RTXY�XNLSNɅHFSY�FI[FSYFLJ��9MJNW�UTXNYNTS�NX�\MFY�RFPJX�YMJR�YMJ�
right people to take control of an organization’s social mission. Innovators understand 
how to operate in a strategic, action-oriented manner. They also know how to operate 
successfully in an environment where they don’t control the resources. Innovators 
can act as alchemists and redirect resources and tools towards the area of impact. 

Innovators Must Gain Leadership Support to 
Make Meaningful Impact

In part, the innovator’s role should also be to educate upwards. Within a lot of large 
organizations, innovation isn’t actively supported at the top. However, increasingly 
XTHNFQ�NRUFHY�NX�F�XJSNTW�J]JHZYN[J�YTUNH�TK�NSYJWJXY��8NLSNɅHFSY�HMFSLJX�NS�FS�
organization need leadership ownership, but also need a pathway to create impact. 

As innovators we need to ask ourselves what our role is in starting and facilitating a 
conversation around how an organization can drive social impact. When we can gain 
the leadership’s support, we’ll be able to lead the charge on creating lasting social 
impact as an organization.

“Innovation leaders are uniquely positioned to 
lead the charge of social missions within their 
organizations in a real and meaningful way.”
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Time To Connect.

As innovators, we need to do more with 
less, faster. To be successful, it’s crucial for 
you and your team to take a step back, to 
VIȞIGX�ERH�VIJSGYW�

Join our Innov8rs 
Connect events 
to understand 
what’s working 
now, benchmark 
your performance 
and explore new 
approaches.

16-20 NOVEMBER
- Strategy, Leadership & Governance
- Funding, Accounting & Metrics 

7-11 DECEMBER
- Ideation, Incubation & Business Design
- Venture Building & Portfolio Management 

7-8 JANUARY
- Careers, Personal Development & Wellbeing 

25-29 JANUARY
- SDG’s, Climate & Positive Impact

22-26 FEBRUARY
- Foresight, Trends & Startup Scouting
- Ecosystem Engagement & Startup 
Collaboration

15-19 MARCH
- Culture, Talent & Teams

NOT YOUR TYPICAL EVENT: YOU’LL ACTUALLY LEARN & DO STUFF.

FOR MORE INFO AND TO APPLY TO JOIN, GO TO 

INNOV8RS.CO/CONNECT
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