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PREFACE 

 
It’s been almost a century since Schumpeter introduced the 
concept of innovation in a business context in his 1911 book 
The Theory of Economic Development. Then innovation was 
regarded as a disturbance in the flow of industrial and 
commercial life resulting from new product and service 
combinations created by entrepreneurs. Today the role of 
innovation in capitalist economies is well established. 
Baumol1 says that capitalism’s great achievement is to make 
innovation, which he defines as the fuel of the capitalist 
machine, routine. 
 
Over the years interest in innovation has ebbed and flowed 
but apparently we are on another upswing. Innovation is 
back and innovation is hot (or cool). 
 
Or at least that’s what the surveys tell us. For example: 
 

! A 2003 survey by Strategos2 found that 66% of 
respondents expressed innovation as a core corporate 
value. 
 

! A 2003 survey by The Boston Consulting Group3 
found that 69% of respondents ranked innovation as 
a top-three priority. 
 

! A 2003 survey by Cheskin and Fitch: Worldwide4 
found that 54% of respondents indicated that they 
would be spending more on innovation in 2004. 
 

                                                        
1 Baumol, W.J. (2002). The Free-Market Innovation Machine. 

Princeton University Press. 
2 Strategos. Innovation Survey. 2004. 
3 The Boston Consulting Group. Raising the Return on Innovation. 
2003. 
4 Cheskin and Fitch: Worldwide. Fast, Focused and Fertile –  the 
Innovation Evolution. 2003. 
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Even allowing for the fact that consulting and technology 
companies who may have a vested interest in innovation 
being “hot” sponsor many of these innovation surveys, there 
can be few managers in business today who are complacent 
about innovation. After more than a decade of cost cutting to 
boost the bottom line, top-line revenue growth is back in 
vogue (not that it ever really went away). And encouraging 
innovation has become a priority at international, national 
and region/state level. 
 
At a 2002 summit in Lisbon, the European Union (EU) set 
the goal to make research and development (R&D) equal to 
3% of national GDPs by 2010 – to bring the EU more in line 
with the USA and Japan. National governments all over the 
world recognize that innovation helps to increase economic 
growth and generate jobs. US and Canadian states including 
Maine and Alberta produce annual innovation reports and 
scorecards, as do many other regions around the world. 
 
But does innovation mean something different in the 
knowledge economy of the 21st century? Does an ever more 
complex innovation “force field” (see Figure A) place more 
emphasis on improving innovation performance? And is 
innovation in fact “routine” in the sense of being 
“routinized” within the processes and technology systems of 
today’s organizations? 
 
Dictionary definitions of innovation usually include 
“novelty” and “invention” but also include “change” and 
even “revolution”. Today, the concept that innovation is only 
about novelty or creativity or invention has been superseded. 
Current definitions are more likely to focus on innovation as 
the 
 

! Commercialization of ideas 
! Creation of intellectual capital 
! Establishment of differentiation in the marketplace 
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The position taken in this book is that  
 
 Innovation is the process of generating ideas 

for conversion into deliverables that enable 
the realization of value in the marketplace. 

Figure A: The Innovation Force Field 

 

 
 
But to succeed at being innovative demands that all levels of 
an organization pays closer attention to the innovation value 
chain and the process of innovation through the application 
of innovation performance management (IPM). 
 
IPM is the quest to improve the generation, conversion and 
realization of innovation. The authors’ perspective on 
innovation assumes that 
 

! Innovation is a core competency 
! Innovation has a value chain 
! Innovation management is both a business process 

and a technology domain 
 
Innovation is the responsibility of everyone within the 
organisation, and demands a process perspective that 
acknowledges the very practical skills involved in generating, 
converting and realizing the commercial potential of 
innovation. The authors also believe that optimum 
innovation performance management demands a top-down, 
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middle-out and bottom-up implementation that transcends 
the “silo” operating domain of research & development 
(R&D) business units, individual inventors or ivory-tower 
“creatives”. To achieve optimal performance, innovation 
must become an organizational way of life. 

Performance Management 

 
So the focus of this book is not innovation, but innovation 
performance management. In principle, performance 
management has been around for decades. Arguably it began 
with the time and motion studies introduced in the USA by 
Fredrick Taylor in the early 20th century. It was once 
primarily a focus of human resource development and is now 
associated with the alignment of strategy to operations 
through the practice of performance measurement based on 
key performance indicators (KPIs) and scorecards. The 
interest in performance management surged in the late 1990’s  
as businesses that had re-engineered, outsourced, downsized 
and rightsized while investing millions in ERP/CRM/SCM 
and other “enterprise management” technology began to 
focus attention on how to get a better return on their efforts 
and investments. 
 
Performance management involves much more than 
performance measurement – the metrics, KPIs, balanced 
scorecards and other kinds of dashboards used to measure, 
monitor and manage aspects of corporate performance on a 
day-to-day basis. Although these metrics do punch above 
their weight because they are heliotropic in the sense that 
what is measured and monitored is what the organization 
may tend to move towards actually performing in practice. In 
technology terms, performance measurement is just the 
“front-end” of performance management. It‘s the “back-
end” where all the action is. 
 
The culture of performance management is about more than 
watching numbers move up or down. It is about creating 
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sustainable business models that are adaptive to change and 
fully embraced by the people who are charged with delivering 
performance improvement. 
 
Verweire and Van Den Berghe5 define performance 
management as  
 

“a process that helps an organization to formulate, implement, and 
change its strategy in order to satisfy its stakeholders’ needs.” 

 
For them the goal of performance management is “sustainable 
organizational performance” and the purpose “to get better results”. 
And they see performance management as applicable to three 
levels within an organization: corporate, business unit and 
functional/operational. In other words, performance 
management is everyone’s responsibility: Top-down, middle-
out and bottom-up.  
 
The keywords of performance management include: Strategy, 
people, process, technology and alignment. And as Figure B 
shows, innovation performance management operates at the 
intersection of strategy, people, process and technology. 
Succeeding at this kind of four-dimensional alignment may 
involve a significant cultural change and could take years to 
implement. This intersection reflects the alignment of 
 

! strategy with operational execution (i.e. business 
processes) 

! people with those processes 
! technology with those processes 

 
Innovation performance management is simply the 
application of performance management techniques and 
tools to the innovation process. IPM is particularly relevant 
in terms of newer management frameworks such as value-
based management, in which value creation depends on a 

                                                        
5 Verweire K. and Van Den Berghe L. (2004). Integrated Performance 
Management: A Guide to Strategy Implementation. Sage. 
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strategy to create future cashflows by leveraging value drivers 
and realizing value in the marketplace. Innovation is itself a 
key a value driver in this context and is all about an endgame 
of delivering value in the marketplace. 

Figure B: The IPM Intersection 

 

Content Overview 
 

The content covers IPM from a process and practice 
perspective. The book is an introductory level text and it will 
quickly become apparent that the author has made wide 
reference to the original research and perceptive thought of 
many others. Our intention here has not been to cover 
innovation generally but specifically to highlight the 
principles, processes and practices that I think will help to 
improve innovation performance management in business 
organizations generally. 
 
The book does not focus on any one specific innovation 
activity – such as creativity or product development for 
example – nor does it focus on any one industry sector or 
marketplace. I reference limited case study material because 
extensive case study material can be found in the many books 
and articles referenced in the footnotes. I encourage you to 
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follow up on these references and explore the other 
resources mentioned in the book appendix. 

 
! Part 1 of the book discusses innovation as a value 

chain and business process and the innovation 
management technology market. 
 

! Part 2 of the book suggests practical ways to put IPM 
into practice. 

 
The book is aimed at business managers and leaders who 
would like to: 

 
! Nurture and support the innovation talent within 

their organizations 
 
! Appreciate innovation as a value chain and improve 

their value creation performance 
 

! Implement innovation management as a more formal 
business process 
 

! Get a heads-up on innovation management 
technology 

 
The author hopes that the book will help kickstart an 
innovation performance management initiative in your 
business or re-energize your existing commitment to 
improving your innovation performance. 
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PART 1 - PROCESSES 

 
This part of Innovation Performance Management: Principles | 
Processes | Practice discusses the innovation value chain and 
innovation management business process, targeted for 
improvement by innovation performance management 
(IPM). 
 
The content is aimed at business managers and information 
technology (IT) specialists who would like to  
 

! Appreciate innovation as a value chain 
 

! Implement innovation management as a business 
process  
 

! Understand the innovation management technology 
market 

 
The content reflects the contribution of many innovative 
thinkers to the lexicon and world of innovation. I encourage 
you to follow up on the books and other resources 
referenced. 
 
I hope that at the end of this section you will have an 
understanding of one kind of innovation value chain and 
horizontal innovation business process and some idea of the 
kind of technology available to help support the innovation 
management process. 
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Introduction  

 
Innovation is the gift of chaos. 

Harrison Owen 
 
Every year new surveys or reports on some aspect of 
innovation are published and many of them reflect similar 
themes and questions: 
 

! Innovation is important 
 
CxO level positions understand that their business must 
embrace innovation as a core competency, that innovation 
has a value and that there is a market benefit to organizations 
being perceived as innovative. 
 

! What exactly is the process of innovation? 
 
Opinions differ on the process of innovation. Is some 
creative art that can’t be managed or are there ways of 
improving innovation performance through the use of 
process smarts and technology? 
 

! How do we monitor and measure innovation? 
 
The way innovation is monitored and measured - the metrics 
of innovation – is relatively immature in most organizations. 
Is innovation performance only about quantifying patent 
activity or is there more to it than that? 
 

! We could do better at innovation 
 
Countries, regions/states, businesses and specific business 
units all want to do better at innovation to service their 
customers better, to fuel job/wealth creation, increase their 
competitive edge in existing markets or create new markets 
for growth. 
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! What is innovation management technology? 

 
Innovation management technology is relatively immature 
and fragmented and its business penetration is limited so 
what does it include and how is it categorized? 
 
To deliver a perspective on these statements and questions, 
I’ll be discussing IPM based on the assumptions that 
innovation  
 

! Has a value chain 
! Can be implemented as a horizontal business process 
! Can be measured and monitored like any other 

process 
! Is supported by a wide range of information 

technology  
 
IPM has become a business imperative. Innovation, as a 
value chain and business process, is about driving future 
organizational wealth by creating and leveraging three kinds 
of organizational asset: 
 

1. Idea Assets (IA) 
2. Deliverable Assets (DA) 
3. Market Assets (MA)  

 
The term “asset” is used because these outputs in the 
innovation value chain have either a latent or actual value and 
each depends on the investment of resources to add value to 
the asset. These innovation assets are also better classed as 
intangible rather than tangible assets since their value is 
seldom reflected on company balance sheets (with the 
exceptions of product inventory as a deliverable and goodwill 
as a reflection of brand equity). 
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Innovation Management - Value Chain & 

Business Process 

 
Innovation management, that is the active management of 
innovation, recognizes that innovation is a value chain driven 
by a business process and supported by technology. 
 
A value chain can be defined as the process of receiving raw 
material as input, adding value to this material through 
process application and delivering the added value to 
customers. A business process is generally accepted to be a 
structured and measured set of activities, with each activity 
depending on one or more inputs to create one or more 
outputs.  
 
In this section I’ll briefly introduce the innovation value 
chain, the innovation management business process and the 
innovation management technology market. Figure 2.2 shows 
the innovation value chain that I’m proposing to anchor my 
discussion of IPM. This value chain depends on three 
process phases that define the scope of the innovation 
management business process: 
 

! Phase 1: Generating innovation  
! Phase 2: Converting innovation 
! Phase 3: Realizing innovation 

 
Michael Porter6 has defined theories about the forces that 
influence a firm’s competitive strategy and the concept of the 
value chain. Three of Porter’s five forces are:  
 

1. The threat of new entrants 
2. The threat of substitute products 
3. The intensity of competitive rivalry 

 

                                                        
6 Porter, M. (1985). Competitive Advantage: Creating and Sustaining 
Superior Performance. The Free Press. 
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Innovation management in conjunction with innovation 
performance management is all about reducing the impact of 
these kinds of forces on your business. 

The Innovation Value Chain 

 
The innovation value chain has both inputs and outputs as 
tabulated below: 
 
PHASE INPUT OUTPUT 

   

Generating  Frames of reference Idea assets  
   
Converting Idea assets Deliverable assets  
   
Realizing Deliverable assets Market assets  
 
This innovation value chain assumes a linear process with an 
incremental build in terms of potential realizable value and 
impact on commercial revenues (i.e. market assets have more 
value than deliverables that have more value than ideas).  
 
However, it is vital that the innovation value chain also 
operates as a learning loop in that activities within a phase 
can be expected to inform each other and subsequent 
process phases inform predecessor phases. In this sense the 
value chain acts as a kind of self-regulating learning loop and 
encourages the kind of “double-loop” learning advocated by 
thinkers such as Chris Agyris. What you learn as you proceed 
through the value chain can provide valuable feedback for 
adjusting earlier stages in the chain. However this value chain 
is also pyramidal in the sense that market assets are at “the 
top” rather than just “the end” of the chain. 
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Figure 2.2: The Innovation Value Chain 
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You should note that this is the definition of the innovation 
value chain advocated in this book. There are many others. 
For example Kandybin and Kihn7 define the innovation 
value chain as having four main phases: Ideation, project 
selection, development and commercialization. And they say 
that the ability to “Master the Entire Innovation Value Chain” is a 
key pillar in raising your return on innovation investment. 
The other pillars being to “Understand Your Innovation 
Effectiveness Curve” and “Don’t Do It All Yourself”. 

Frames of Reference (FoRs) 

 
Here, the innovation value chain begins with the creation of 
frames of reference (FoRs). A FoR defines the framing of a 
statement or question relating to anything that is relevant to 
your business and can be expected to contribute to your 
innovation generation efforts. A frame of reference can be 
thought of like a camera lens used to view the world. Some 
lenses are designed to provide a wide-angle view of the world 
that packs in a lot of surrounding context, whereas others are 
designed to zoom in on a small area of detail. Ideally your 
FoRs should reflect a mix of wide-angle and narrow focus 
lenses on the world.  
 
Traditionally a frame of reference might reflect the domains 
of your 
 

! Industry/marketplace 
! Competition 
! Customers 

 
But in terms of the innovation value chain, a FoR could be 
based on anything: 
 

! Existentialist philosophy 
! Complexity theory 

                                                        
7 Kandybin, A., Kihn, M. Raising Your Return on Innovation 
Investment. strategy+business, Nov. 5 2004. 
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! Television soaps 
 
The aim is to approach the generating innovation phase of 
the value chain with an open mind but one that is at least 
partially narrowed by frames of reference that you think, at 
least when you begin the innovation generation process, are 
relevant to your business. The innovation value chain 
feedback loop will inevitably throw up its own suggestions to 
fashion into FoRs – after all, that is half the fun of 
innovation!  

Idea Assets (IA) 

 
Ideas are widely regarded as the raw material of innovation. 
You invest time and effort and money into ideas in order to 
determine if they are both viable and valuable and to move 
them through the innovation value chain to convert them 
into deliverable assets. Ideas can originate from FoR 
influenced data or information gathered from anywhere 
within the kind of innovation ecosystem shown in Figure 2.3 
below. But equally ideas could be “pushed-down” from 
further up the value chain as a result of delivering products 
and services to customers or creating and sustaining brands 
in the marketplace. 

Deliverable Assets (DA) 

 
Idea assets are converted into deliverable assets in the form 
of  
 

! Improved product/service/process/model offerings  
! Extended product/service/process/model offerings 
! New product/service/process/model offerings 

 
The term deliverable asset is chosen deliberately to make the 
point that innovation encompasses more than just a product 
focus. Delivering products is only one way to create market 
assets in the developing knowledge economy. 
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Figure 2.3: The Innovation Ecosystem 

 

 
 

Market Assets (MA) 

 
Deliverable assets are converted into market assets that 
encompass:  
 

! Intellectual property (IP)  
(e.g. patents/trademarks/copyrights/domain names) 

! Process expertise in the form of content (know-what) 
and workflows (know-how) 

! Relationship expertise in the form of collaborative 
networks (know-who) 

! Brand equity in the form of images, messages, 
designs and experiences 

 
Creating, contributing to and leveraging market assets is the 
driving force of the knowledge economy, the hallmark of a 
learning organization and a key skill required of a knowledge 
worker. 
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The Innovation Business Process  

 
Managing innovation means cultivating an 
environment where lightning can strike twice 

           
Paul Saffo 

Institute for the Future8 
 
Supporting the innovation value chain is an innovation 
management business process with three main phases: 
Generating, converting and realizing innovation, as shown in 
figure 2.4. This process is quite different from innovation 
processes proposed in the past – the so-called linear and 
chain-linked processes - which were largely focused on 
product development and manufacturing-oriented processes. 
 
As Figure 2.4 shows, starting from the bottom up there are 
two key activities in each phase: 
 

! In the generating innovation phase, vigilance and 
creativity activities create idea assets as the first 
output/input in the innovation value chain. 
 

! In the converting innovation phase, idea management 
and deliverable development and introduction (DDI) 
activities create deliverable assets as the second 
output/input in the value chain. 
  

! In the realizing innovation phase, intellectual capital (IC) 
management and brand/product management activities 
create market assets, the final output of the value 
chain. 

 
I should note here that some do not believe in such a thing 
as a formalised innovation management process in the sense 
that inventors can’t be “grown” and creativity can’t be 

                                                        
8 As quoted in Building An Idea Factory, BusinessWeek online, Oct. 11 
2004. 
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“forced”. And there are many arguments for the view that 
innovation, like knowledge for example, can’t be managed in 
the sense of “making it happen”. Complexity theory 
supporters such as José Fonseca9 argue that innovation 
derives not from a positivist, mechanistic process like that 
discussed here but from a participative, emergent process 
based on rich conversations between constantly evolving 
groups of people. 
 
Innovation emerging from the ebb-and-flow of conversation 
is undoubtedly powerful and surely works. How many ideas 
have you had yourself sparked by conversations with others 
and how difficult would it be to convert and realize the value 
of ideas on your own without the support of a network of 
helpers? 
 
However, my aim here is neither to deny the validity of this 
“complex adaptive process” perspective to innovation, nor to 
claim that I am not “advocating” a particular approach but 
merely to recognize that a holistic approach to IPM will value 
and appreciate the benefits of both mechanistic and 
emergent perspectives. And as no less than Albert Einstein is 
reputed to have said: “Innovation is not the product of logical 
thought, although the result is tied to logical structure.” 

                                                        
9 Fonseca J. (2001), Complexity and Innovation in Organizations. 
Routledge. 
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Figure 2.4: The Innovation Business Process 
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The Innovation Management Technology 

Market 

 
The first thing to say about the innovation management 
technology market is that few people recognize it as a market 
at all because it is both immature and highly fragmented. 
However, IT industry analysts such as Gartner, AMR and 
others recognise some kind of space and pay some attention 
to it.  
 
For example in a 2002 research note10 Gartner claimed that 
innovation management products are emerging in five 
categories: 
 

1. Idea management 
2. Innovation life cycle management 
3. Product development 
4. Environmental innovation management 
5. “Outside-the-box” innovation management 

 
Gartner have published a number of useful and illuminating 
research notes covering innovation management generally.  
 
AMR Research tends to focus more narrowly on the product 
development process and supporting technology, and while 
AMR Research11 believe that “Innovation management is real but 
it’s not an application”, they posit five best practice elements of 
innovation management that can currently be supported by 
technology 
 

1. Capturing ideas in a coordinated structure. 
2. Turning ideas into products 
3. Minimizing time to peak sales 

                                                        
10 Caldwell, F. Harris K., Rozwell, C. Survey of Innovation Management 
Technology. Gartner Research Note, 21 Jan. 2002. 
11 O’Marah, K. Innovation Management is Real, But It’s Not an 
Application. AMR Research Tech Update, Oct. 30 2003. 
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4. Translating changes/feedback into product 
extensions 

5. Rewarding good ideas.  
 

But in general the market is loosely defined by analysts and 
vaguely recognized by end users. What is particularly missing 
is integration between the technology silos of innovation 
management applications, not unlike the situation in the early 
days of the ERP market. Here I’ll give a quick personal 
perspective on the market that reflects the value chain and 
business process outlined above. 
 
Part of the reason for the lack of clarity about this market 
space is that it has no “big kahuna” or “killer app”, to use the 
market terms. Currently there is no innovation management 
equivalent of ERP – that is an integrated package that 
provides an end-to-end process solution embracing 
generating, converting and realizing innovation.  
 
Industry leaders like IBM, Microsoft and SAP are focused 
largely on enterprise-level product lifecycle management 
(PLM) or new product development and introduction 
(NPDI) applications (I call this DDI to emphasize that not 
all innovation deliverables are products). But most other 
vendors across all three phases of the innovation 
management process are niche players, by which I mean 
small vendors (in revenue terms) servicing relatively limited 
user communities and delivering “point” (i.e. limited scope) 
solutions. There is certainly no obvious market leader in 
innovation management technology. 
 
Figure 2.5 gives a general overview of the innovation 
management technology market in the context of the 
innovation business process outlined above. I have divided 
the technology into two layers 
 

1. Innovation Management Applications – the 
functional applications that users work with to 
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support their specific process activities. 
 

2. Innovation Oriented Architecture (IOA) – a service 
architecture that provides a number of essential 
shared functional capabilities to these applications. 

Figure 2.5: Overview of Innovation Management Technology 
Market 

 

 

 
I briefly review a number of the applications referenced in 
Figure 2.5 in the relevant process activity sections below. But 
I don’t spend any time discussing the IOA except to say here 
that this is the kind of complex infrastructure technology 
represented by SAP NetWeaver, Microsoft .NET and IBM’s 
WebSphere “platform” offerings. Currently very few 
innovation management applications actually run on any of 
these infrastructure offerings. I expect that to change 
dramatically over the next 3-5 years. 
 
Figure 2.6 suggests a way of segmenting the innovation 
technology market into what might be termed pre and post 
DDI. Pre DDI includes the applications that support 
vigilance, help with creativity and manage ideas. Post DDI 
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includes stage-gating, intellectual property, brand and 
product management.  

Figure 2.6: Innovation Management Market Segments 

 

 
 

Whether you agree with this kind of segmentation or not, it’s 
easy to speculate about some directions that the market 
might take in terms of the current status quo, for example 
 

! Vendors of vigilance or creativity software moving up 
into idea management 
 

! Vendors of idea management moving down into 
creativity and vigilance and up into IP management 
 

! Vendors of PLM moving down into idea 
management and up into IP and brand management 
 

! Vendors of IP management moving down into idea 
management or across into brand management 

 
But what’s clear (to me at least!) is that at some time in a 3-5 
year timeframe this market space will get the attention of the 
major players. Then a feeding frenzy will take place as 
dominant  vendors like Microsoft or SAP “acquire to 
assemble” and move towards creating first cut innovation 
resource planning (IRP) applications or integrating 
innovation management into existing application assets. 
There is a great opportunity for SAP to do this at the high-
end of the market – by extending its ERP suite – and for 
Microsoft to do this in the mid-market and at the 
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“information worker” desktop level by leveraging its 
Business Solutions and Office applications and user base. 
A number of vendors servicing different phases of the 
innovation management process are well positioned either 
for takeover or for extinction. So it’s fair to say that the 
innovation management market is certainly set for some 
disruptive innovation of its own in the short-to-medium 
term. 
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GENERATING INNOVATION  

 
Chance favors only the prepared mind. 

                                                                                       
Louis Pasteur 

 
Generating innovation is about uncovering innovation 
opportunities by using vigilance and creativity techniques and 
technology.  These activities involve surfacing 
propositions/ideas from vigilance activity (reactive) or 
generating new propositions/ideas through creativity 
(proactive).  
 

! The input into the generating innovation activities is 
frames of reference. 
 

! The output from the generating innovation phase is 
idea assets. 

Figure 2.7: Generating Innovation Phase 

 

 
 

FoRs can inform both vigilance and creativity activities and 
what is surfaced through vigilance can inform creative 
activities or vice versa. The primary driver for the generating 
innovation phase is to create a deeper and wider 
propositional asset base to generate quality ideas with the 
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possibility for innovation conversion and realization. The 
secondary driver is to maintain a continuously updated 
SWOT (strengths weaknesses, opportunities and threats) 
profile of the business to help managers to remain adaptive 
and minimize the possibility of being blindsided by 
“disruptive” innovations that can rearrange the competitive 
positioning within existing markets or establish first mover 
advantage in new markets. 
 

Vigilance 

 
Purposeful, systematic innovation begins with the 

analysis of new opportunities. 
                          

Peter F. Drucker12 
 
Vigilance has a long history. One can imagine early man 
being constantly vigilant to spot predator threats and carrion 
opportunities on the plains of Africa. But in today’s 
innovation management context, vigilance is about paying 
attention to actual and potential changes in state both within 
your business and in the external environment that may have 
an innovation impact either as a threat or an opportunity.  
 
I believe that vigilance is one of the least-valued and least 
well-leveraged activities within the innovation process. The 
problem is not that most businesses are not vigilant but that 
that the rationale for this vigilance does not have an 
innovation dimension and the results of vigilance are not well 
co-ordinated and consolidated. If you look at figure 2.8 you’ll 
see that there are many potential inputs for this vigilance 
activity but in practice these inputs operate as “silos” from 
which it is difficult to get the big-picture from an innovation 
perspective.   

                                                        
12 Drucker, P.F. The Discipline of Innovation. Harvard Business 
Review, August 2002. 
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Figure 2.8: Overview of Vigilance Inputs and Outputs 

 

 
 
The output from the vigilance activity includes 
 

! Ideas that can go straight into idea management 
! Propositions that can form new FoRs 
! FoRs to drive a specific creativity activity 
! Opportunities to license third-party intellectual 

property 
 
Vigilance is a form of directed innovation generation but it 
should not be limited only to event-driven scenarios triggered 
by recognizing a problem or need. Otherwise innovation will 
always be in response mode, which in of itself is hardly 
innovative. Instead businesses become vigilant by using 
frames of reference to inform a general level of awareness 
based on scanning, which looks outward to a wider 
unconnected market community, and soliciting feedback, 
which looks inwards towards a connected stakeholder 
community.  

Frames of Reference 

 
The aim of a FoR is not to reflect or create a “mental 
groove” or to support an existing entrenched mental model 
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but to open up other avenues of investigation. A frame of 
reference is built on top of a domain interest statement that 
takes the form of a statement like 
 

! We are interested in patents registered for process 
improvement 

! We are interested in new brand experiences launched 
by our competitors 

! We are interested in financial services activity in 
China 

 
This domain interest statement is supported by keywords and 
key concepts, for example 
 

! Product/inventor names, patent IDs, IPM 
! Competitor/brand names, trademarks, viral 

marketing initiatives 
! Country/industry names, key player firms, e-banking 

 
The keywords and concepts may be further defined by value 
operands 
 

! Must have more than 20 references by other patents 
! Must be a brand valued at more than $10 million 
! Must be a commercial rather than government 

sponsored activity 
 
A FoR forms the basis for  
 

! the search criteria that is used to feed vigilance 
systems focused on sources such internal knowledge 
management systems or external news and patent 
databases 
 

! the initial framing to kick-off creativity activities such 
as brainstorming and improvisation 
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! the basis for text-mining the output from the various 
vigilance systems to look for patterns and themes 

 
FoR definition is highly influential because every FoR is 
heliotropic in nature - meaning that your overall innovation 
generation effort will tend to move in the direction of your 
FoRs. That’s why it’s important that FoRs are regularly 
reviewed and adapted to what has been learned further up 
the innovation value chain. Otherwise out-of-date FoRs will 
hinder rather than help innovation performance.  

Innovation Scanning 

 
Innovation scanning is environmental scanning directed for 
innovation purposes. Environmental scanning is usually 
focused on changes in the external business environment of 
an organization. Often this scanning is linked to the strategic 
planning process as a way to help decision makers 
understand the kinds of scenarios that might come into play 
in the future. In my brief discussion of scanning below, I 
have relied on Morrison13 and Choo14 for the references 
made to the work of others. 
 
Aguilar (1967) pioneered the thinking about scanning in a 
business context and defined scanning as the systematic 
collection of external information in order to 
 

! Reduce the random nature of information flows into 
the business 
 

! Provide an early warning for managers of changing 
external conditions 

 

                                                        
13 Morrison, J.L. (1992). Environmental Scanning. In M. A. Whitely, J. 
D. Porter, and R. H. Fenske (Eds.), A primer for new institutional 

researchers (pp. 86-99). The Association for Institutional Research. 
14 Choo, C.W. Environmental scanning as information seeking and 

organizational learning. Information Research, Vol. 7 No. 1, Oct. 
2001. 
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Brown and Weiner (1985) define environmental scanning as 
“a kind of radar to scan the world systematically and signal the new, the 
unexpected, the major and the minor”.  While Coates (1985) sees a 
key objective of an environmental scanning system as 
detecting trends and events that may represent an 
opportunity, threat or change driver to an organization. 
 
Trends are important because they generally provide a trigger 
for innovation. The authors of Scan to plan15 identify a trend 
as 
 

“…a statement of the direction of change. It is usually gradual, long-
term change in the forces shaping the future of an organization, a region, 

a nation, a sector or society in general.” 
 
They go on to identify eight external trend groups to pay 
attention to: Global, demographic, social, work and 
workplace, science and technology, economic, business, 
government and regulation. Examples of current trends that 
fit these trend groups and may function as catalysts for 
innovation include: 
 

! Global warming 
! Aging population 
! Use of mobile phones 
! Instant messaging 
! Nanotechnology 
! Globalization 
! Outsourcing 
! Sarbanes-Oxley or Freedom of information 

legislation 

                                                        
15 Dalton, J.G., Jarratt, J., and Mahaffie, J.B. (2003). From scan to 

plan: integrating trends into the strategy making process. The 
American Society of Association Executives. 
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The Scanning Domain 

 
For businesses interested in the widest exposure to 
innovation threats and opportunities, the scanning domain 
embraces both an internal and external scope: 
 

! Internal intellectual capital: The document stores and 
databases that make up the knowledge base of the 
organization including any formal knowledge 
management system. 
 

! Internal human resource capital: The skill sets and 
experience represented in your employees and trusted 
advisers. 

 
! External network capital: The intellectual and human 

resource capital (that you have access to) in the 
network of business partners that your organization 
collaborates with. 

 
! External market and industry environment – your 

industry and market peer group, including key 
competitors, and whatever or whoever else has an 
impact on that peer group. 

 
! The macro environment that includes the social, 

technological, economic, environmental, political, 
educational and regulatory (STEEPER) influences on 
your organization’s operating environment. 

 
Internal scanning depends on access to the knowledge 
management process that encompasses knowledge 
production, validation and integration so that internal 
knowledge is systematized and accessible to scanning 
technology (knowledge management as a process and 
technology domain is not addressed here). 
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> IPM Alert <  
 
Vigilance activities help to identify the know-
what and know-how knowledge that exists 
both inside and outside an organization. But 
Sigvald Harryson16 makes the point that 
 

“knowing what we know is less powerful than 
knowing who knows what”. 

 
In his terms “Know-who based companies know 
who has the know-how” and it’s leveraging this 
knowledge that enables know-who companies 
to network their tacit knowledge with others 
to generate innovation. 
 

The Scanning Process 

 
In the context of external analysis, Fahey and Narayanan 
(1986) suggest that organizations: 
 

! Scan the environment to identify changing trends and 
patterns 
 

! Monitor specific trends and patterns 
 

! Forecast the future direction of these changes and 
patterns and 
  

! Assess their organizational impact 
 
But in order to reflect the unpredictable nature of trends and 
patterns and to support innovation management the scanning 
process needs to be both active and continuous. Active 

                                                        
16 Harryson, S.J. Why Know-Who Trumps Know-How. 
strategy+business, issue 27. 
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scanning means focusing the scanning on a specific range of 
information sources and using directed methods to get the 
optimum return. Continuous scanning means maintaining a 
constant scanning activity and not just initiating scanning in 
response to a crisis or as a reaction to a specific event in the 
internal or external environment. 
 
Any scanning process must pay attention to 
 

! Signs of change 
! Signals of potential events on the horizon 
! The opinions and predictions of experts 
! Second or third-order “indirect” impacts 
! New best practice/benchmarking data 

 
According to Choo, “Managers who perceive the environment to be 
more uncertain will tend to scan more.” And Choo cites much 
evidence to support the conclusion that environmental 
scanning improves organizational performance by helping 
managers to make better sense of their operating 
environment. In fact paying attention to sense making, in a 
formalized way on a regular basis, is likely to be a key 
competency of innovative organizations. 

Innovation Scanning Technology 

 
In the past, formal external scanning processes used paper-
based press clipping services. The technologies that have 
changed the scanning process leverage the Internet, email 
and Web-based portals. Today, anyone can undertake 
external scanning in an informal way simply by the regular 
use of Internet search engines and subscribing to personal 
news feeds or individual web site alert functions. But many 
organizations now depend on dedicated scanning technology, 
which uses the Internet as its primary scanning domain, to 
ensure that continuous and wide-ranging scanning takes place 
automatically. Often this scanning is used for competitor 
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intelligence (CI) gathering but the FoRs for innovation 
generation must extend much wider than CI.  
 
To deliver this scanning capability some vendors require you 
to install software locally, but most do not as they operate 
using an application service provider (ASP) model in which 
all software is hosted on the vendor’s web servers and 
accessed via a Web browser by the service user on an 
anytime/anywhere basis. Most of these Internet-based 
scanning systems function in much the same way. First they 
require you to create a profile of your scanning needs. This 
profile is likely to include: 
 

! Keywords, phrases or topics to include or exclude 
from Internet searches 
  

! Boolean search formulas or natural language query 
questions that use these terms 
 

! Other criteria such as the search frequency, preferred 
delivery format(s) and how to handle duplicate 
results. 

 
In other words to create system-specific FoRs. Naturally the 
more sophisticated the scanning profile you require, the more 
immediately you want to receive scan results and the wider 
range of delivery formats you require, the more costly the 
scanning service is likely to be. Typically, the service delivers 
the results of the scans defined in your profile to a defined 
subscriber base in one or more formats such as: 
 

! An email message (an alert). 
 

! A personalized newsletter or report delivered as an 
attachment to an email message or as an embedded 
link within a message. 
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! Content fed into a Web portal that is continuously 
updated and accessible to a community of users. 
 

! A diagram or map reflecting particular search criteria 
to help visualize a specific scenario or situation. 
 

! An XML data feed (using RSS) for integration into a 
corporate intranet and other existing corporate web 
sites. 

 
Not all sources of information relevant to scanning are 
online. But it is estimated that thousands of new web sites 
and over half a million new web pages are added to the 
Internet every day and Internet newsgroups alone are 
generating millions of messages a day. Consequently there is 
a very wide and rapidly growing range of information sources 
on the Internet that can be “mined” by these scanning 
services including online: 
 

! newspapers and e-zines 
! company annual reports and credit ratings 
! proprietary information archive databases  
! community message boards and user forums 
! UseNet newsgroups and chat rooms 
! research and analyst report e-commerce sites 
! patent and trademark databases 
! electronic press release wires 
! e-opinion and other web-based rate/review sites 
! news aggregators 
! benchmarking and best practice communities 
! personal weblogs (blogs) and RSS feeds 

 
The simplest and least expensive scanning services are alert-
focused; others maintain online archives and allow you to 
organize and search your clippings or citations through web 
portals. 
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! CyberAlert claims to monitor over 13,000 
information sources in 17 languages using unlimited 
keywords to deliver email alert messages either once-
a-day or throughout the day. CyberAlert lets you 
collect the “citations” it finds based on your profile 
and organize them into folders at a secure web 
location. Each citation can be reviewed, moved to a 
folder, deleted or forwarded to co-workers by email.  

 
! The NewsNow alerting service claims to monitor 

over 16,000 sources in 15 languages using up to 500 
keywords per search. The results can be delivered by 
email or as a web site feed and the service includes 
access to a searchable 30-day archive. Services that 
focus on providing 24/7 access to an archive of past 
and current information include net2one and 
WebClipping. 

 
! The net2one service delivers email alerts and a daily 

email newsletter up to 3 times a day. But it also 
provides an online portal, called the DataCenter, 
where all your scanning information can be organized 
into topic folders then monitored, viewed, searched 
and shared at any time using a secure login.  

 
! The WebClipping.com service includes four 

functional components: 
 

! PressTracker - searching over 20,00 online 
publications 

! Engine Scan - searching all the major search 
engines 

! RumorSnare - monitoring over 63,000 UseNet 
newsgroups 

! WireWatch – offering live coverage of over 65 
newswires 
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Pattern matching technology is used to filter data in order to 
verify the content for relevancy and redundancy. All 
“webclips” are stored in a database accessible via a web 
portal 24/7 that also allows users to annotate, rate and pass 
on citations or use a graphing engine to better visualize the 
data accumulated in the portal. 
 
What’s interesting about the Goldridge Strategic Landscape 
Service, intended primarily for use in competitor intelligence 
(CI) gathering, is its innovative visualization paradigm. 
Goldridge can deliver information that visually portrays the 
scope of relationships within a business or between 
businesses.  This is a useful way to portray how the 
“tentacles” of an organization extend into many different 
lines of business, geographies or corporate entities. This 
visual representation could also be used very effectively to 
map the licensing of the IP assets of an organization or the 
“reach” of a specific patent. 
 
Almost any portal could be used as the basis for delivering 
scanning information to a community of users over the 
Internet; you could build your own using relatively 
inexpensive technology such as Microsoft SharePoint Portal 
Server. But the Viva Intelligence Portal from Novintel is 
designed specifically for collecting and managing 
environmental scanning information and organizing it by 
categories such as company, country, industry or trend. The 
emphasis here is on sharing news, research, analysis and web 
links and on defining and communicating “hot signals” to the 
portal community. Profiles are created so that individuals see 
only their preferred content in the portal or are alerted by 
email of new content that matches their personal preferences.  
 
For a more specialized scanning effort that focuses 
specifically on tracking scientific content and IP issues, 
Invention Machine’s Goldfire Innovator product may be 
more appropriate.  Part of the functionality offered by the 
product includes finding and summarizing patent 
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applications and organizing patent and other scientific 
content into portal category topics that are automatically 
generated as a result of each search strategy.  Invention 
Machine also claims that their product includes access to  
 
“over 8,000 animated descriptions of unique fundamental processes in 
different disciplines, as well as their industry applications.” 
 
For IP scanning a high-cost route would be to subscribe to a 
patent office database to data mine yourself in-house. 
Alternatively you can use low cost standalone alerting 
systems focused specifically on alerting you to trademark or 
patent applications, such as IPTools TMAlert or Neustel’s 
PatentHunter. 
 
TMAlert monitors the US federal trademark registry for 
publishing, cancellation or registering mark events. The 
system monitors by trademark class, competitor name or 
combinations of specific search keywords and can be set to 
monitor on a weekly, monthly or annual basis. You can 
download and report the results of the searches and organize 
the results into a meaningful folder system on your local PC. 
PatentHunter does much the same thing in much the same 
way but is focused on the search, download, organization and 
viewing of US and foreign patents managed by the United 
States Patents and Trademarks Office (USPTO) and the 
European Patent Office (EPO). 

Innovation Scanning Technology: Summary 

 
Innovation scanning technology supports the innovation 
management process in a number of ways: 
 

! It helps to uncover trends that represent 
opportunities to trigger new or improved product or 
service ideas that can benefit from creative thinking 
and eventually feed into the idea management 
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process. 
 

! It creates a repository of relevant and actively 
updated information that provides a useful resource 
to keep track of innovation possibilities and 
actualities that may represent a threat to existing or 
future products and services. 

 
! It helps to reinforce an organizational culture that is 

constantly inquiring, craves the stimulus of a stream 
of new information on a daily basis and is focused on 
extracting innovation opportunities and threats from 
that information. 

 
! Its use proves that management is serious about 

keeping abreast of what is happening both inside and 
outside the organization so that organizational 
thinking does not become excessively blinkered or 
“closed” to innovation. 

 
Scanning technology does not just focus on getting 
information but also on delivering it 24/7 to a wide range of 
stakeholders either through email or innovation community 
portals. These services are likely to pay for themselves when 
their subscription fees are compared to:  
 

! The cost of the time many employees already spend 
searching for information manually on the Internet. 
 

! The cost of maintaining multiple subscriptions to 
online news aggregation or database services instead 
of a single service subscription. 

Innovation Feedback 

 
Innovation feedback depends on stakeholder collaboration as 
a part of the innovation management process. To get the 
broadest possible feedback, the scope of stakeholder 
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collaboration must be extended far beyond the confines of 
the R&D department to include: 
 

! Employees 
! Consumers/Customers 
! Partners (e.g. suppliers/design partners) 
! Advisors (e.g. academics) 
! Visitors/volunteers (e.g. web site visitors) 

 
The suggestions and feedback generated by stakeholder 
collaboration are generally based on, and used to develop 
incremental/additive improvements to, existing  
 

! Products and services 
! Process experiences 
! Business models 
! Brand messaging 

 
…since this is what they know or use today. 
 
From an innovation perspective, the ideal kind of feedback 
sought is less of the cybernetic/negative form and more of 
the affirmative/positive form – that is “Yes, and” rather than 
“Yes, but” feedback. 
 
Stakeholder collaboration depends on trust and the ability to 
extend your innovation culture beyond the boundaries of 
your organization to enthuse and engage external 
stakeholders. From a technology perspective this means that 
role-based security is a key feature to look for in innovation 
management software generally. 
 
Innovation can come from anywhere or anyone, so 
embracing the widest possible innovation stakeholder 
community is likely to pay dividends in terms of growing 
your propositional capital. This is the principle of “open” 
innovation. Thoughtful suggestions and feedback can be 
valuable, so some form of reward scheme may be beneficial 
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to encourage a steady supply of quality innovation feedback. 
 

> IPM Alert <  
 
There are dangers in relying mainly on 
customer-centric scanning and feedback: 
 
- ideas are killed: “our customers don’t want 
it” 
- ideas are rejected: “it threatens our cash 
cows” 
- ideas are limited: customers want what they 
want 
- innovation is focused on incremental 
improvements 
- innovation is limited by customers’ lack of 
vision 
- the customer is not always right when it 
comes to innovation 
 
And in any case, as Hamel and Prahalad have 
pointed out, businesses that aim to create the 
future must do more than satisfy customers, 
they must amaze them. 
 

Innovation Feedback Technology 

 
Innovation feedback technology can take the form of 
 

! E-suggestion systems 
! Frequently asked questions (FAQ) systems 
! Web-based consumer research/surveying 
! Stakeholder dialog systems 
! Call-center service logs 

 
Generally these systems are web-based and depend on a 
community of online users providing regular input. 
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E-Suggestion Systems 

 
The traditional paper–based employee suggestions box was 
an obvious candidate for automation. The use of the Web as 
the technology foundation for e-suggestion systems also 
means that they no longer need to be limited to employees 
within a physical location but can be expanded to include all 
relevant organizational stakeholders, especially customers. 
 
Even a physical suggestion feedback card or solicitation 
included in a product box or on a service-call payment 
receipt can point customers to an e-suggestion system URL 
on the Internet. Here you could find a system like General 
Idea’s SaveNet, where you can submit a suggestion and 
attach any supporting files. For employees and trusted 
business partners the system supports a secure login and the 
ability to track and recognize individual contributions. A 
promotions capability helps to focus suggestions around 
specific relevant topics and a visual “goal thermometer” is 
available to monitor savings or measure qualitative 
improvements resulting from suggestion flows. 
 
SaveNet is not just about submitting suggestions 
(transparently or anonymously), it also supports the roles 
needed to process the suggestions to trigger incremental 
improvements. As well as a submitter role, SaveNet also 
supports evaluator and supervisor roles.  
 
The evaluator can  
 

! filter and distribute submissions (say to the 
supervisor role)  

! monitor groups of submitters or submission 
categories 

! search submissions  
! manage submission discussion boards 
! use an email-based process to evaluate submissions 
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The supervisor can 
 

! review collective submission evaluations 
! approve submissions for implementation and reward 
! access analytical reports and views 

 
In terms of today’s innovation management technology an 
employee suggestions system should function as a front-end 
to or module of an idea management system, rather than a 
stand-alone, “silo” system. 
 

> IPM Alert <  
 
Employee suggestion web sites may stand-
alone or act as the front-end to an idea 
management system. But they won’t succeed 
unless: 
 
- the site is promoted and is easy to reach 
from the intranet/Internet 
- employees are motivated to use it 
- suggestions can be easily categorized 
- suggestions route to the right people to 
evaluate them 
- a feedback loop follows suggestion 
submission 
 

FAQ Systems 

 
Frequently asked questions (FAQ) systems are another 
potentially rich source of feedback, particularly for 
incremental improvement. A FAQ system collects questions, 
entered by visitors to a web site, and presents potential 
answers. The questions and answers represent a knowledge 
base that is largely driven by external input. Sometimes FAQ 
and answers can act as the trigger for a more detailed and 
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ongoing online discussion to further enrich the feedback 
potential. 
 
Although you would normally “seed” a FAQ system with 
questions and answers you have come up with internally, the 
real value comes when the FAQ system is actively used and 
developed by external stakeholders who visit your web site 
because they use your product or service or are interested in 
your business process or business model. 
 
Asking a question is often just another way of making a 
suggestion. If enough people ask the question “why doesn’t 
your product come in blue” then perhaps you should offer a 
product in blue and tap an additional revenue stream.   
 
However most FAQ systems are not focused on the 
processing of FAQ questions as a source of 
suggestions/ideas for innovation management. Instead they 
are focused on reducing the burden on customer service 
channels, for example by reducing repetitive call traffic to 
customer service call-centres. But like employee suggestion 
systems, FAQ systems should also function as a front-end to 
or module of an idea management system, rather than a 
stand-alone, “silo” system. 
 
An inexpensive FAQ system like Interspire’s ActiveKB could 
be used to enhance a corporate web site (or intranet) and 
provide FAQ input into a dedicated idea management system 
or an e-suggestion system. This could be achieved by simply 
exporting questions collected in the ActiveKB 
knowledgebase, flagging those of interest and then importing 
them as ideas or suggestions into the idea management/e-
suggestion system to initiate a review and evaluation process. 
Or a FAQ could be used as input to a creative thinking 
exercise - using a submitted question as the framing topic. 
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Web Surveys 

 
There’s not much to say about Web surveys except that a 
wide range of technology exists to automate the creation of 
Web surveys and the collection and analysis of the response 
data. A survey could be anything from a one question, multi-
choice answer “teaser” on the home page of your web site to 
a well-defined program of deep, repetitive surveying backed 
by reward/recognition schemes to continually tap the pulse 
of primary stakeholders such as key account customers.  
 
What is important, as with FAQ questions and employee 
suggestions above, is that the survey results are somehow 
integrated into the innovation management process by using 
them as input topics for creative thinking or idea 
management systems. Web survey packages enable you to 
 

! set up web, email or paper based survey 
questionnaires 

! pre populate them with data from external files 
! create and send out survey invitations 
! limit who the survey reaches and its time-window 
! randomize the questions within each survey 
! automatically process results and store them in a 

database 
! edit the survey results to “cleanup” the data 
! share the survey results beyond the survey owner 
! download results selectively for analysis at the 

desktop  
! analyze results online using built-in analytic tools  

 
The actual survey may be run from an ASP’s servers or 
integrated within a corporate intranet or extranet portal.  
Survey systems from vendors such as Perseus and Inquisite 
can be used for all kinds of feedback activities relevant to 
innovation management including evaluating product, 
service, event or web site experiences. 
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Stakeholder Dialog Systems 

 
According to thinkers such as David Bohm17 dialog is about 
a lot more than just better listening or even two-way 
collaborative communication: 
 

“in a dialog, each person does not attempt to make common certain 
ideas or items of information that are already known to him. Rather, it 

may be said that two people are making something in common,  
i.e. creating something new together.” 

 
Co-creation is one of the newer buzzwords in the innovation 
lexicon. So maintaining an ongoing dialog with an interested 
party – whether advisors, academic thought-leaders or early-
adopter customers for example – is likely to be another way 
of gaining an ongoing and developing source of quality 
feedback that can be used as the basis for co-creating 
innovations. 
 

> IPM Alert <  
 
Prahalad and Ramaswamy18 suggest that there 
are four building blocks for co-creating value: 
 
1. Dialog – the creation of shared meaning 
among collaborators 
2. Access – a consumption experience not 
dependent on ownership 
3. Risk reduction – closer collaboration helps 
to ensure shared responsibility for risk 
4. Transparency – allowing customers to 
experience value all along the business 
process not just at the end-point of exchange 
 

                                                        
17 Bohm, D. (1996). On Dialogue. Routledge. 
18 Prahalad, C.K., Ramaswamy, V. The Co-Creation Connection. 

strategy+business, issue 27. 
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One way of engaging in a dialog with stakeholders is a 
variation on the idea management concepts discussed below. 
Instead of soliciting ideas, the focus of Informative’s Focal 
Discovery process is to iteratively rank existing ideas to 
determine a top five. In this way they are attempting to create 
very high value idea assets, based on close attention to 
customer needs as expressed through directed feedback. The 
process starts with an “ideabase” populated by the process 
sponsor (usually a business looking to improve existing or 
introduce new deliverable assets) – the selected participants 
may or may not be able to add their own ideas to this 
ideabase as the process evolves. 
 
In the initial stages, ideas from this ideabase - typically ten at 
a time - are randomly exposed to participants who are asked 
to rank the best five in order of importance. As this feedback 
is stored and analyzed, ideas start to assume priorities and are 
presented to participants on a less random and more specific 
basis for ranking. These new rankings update the relative 
ranking of each idea exposed and influence the ideas that will 
be shown to future participants. Eventually a statistically 
valid top-five ranking will be determined so that these ideas 
can be further evaluated using an idea management system. 
 
Informative’s process is adaptive in that the ideas presented 
to participants change from one participant to the next and 
evolve over time depending on the collective results of 
participant rankings. In this case the participants are literally 
making something “in common” through an idea ranking 
process that progresses from random to specific idea 
presentation. 
 
A benefit of this kind of adaptive process is that large 
number of stakeholders – Informative calls them “brand 
influencers” - can be included because the idea ranking 
process is less tedious and each participant is only required to 
rank sets of ten ideas not dozens or even hundreds. Also the 
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focus is not on wasting effort ranking all the ideas presented 
but on quickly determining a prioritized list of the most 
important ideas.  
 
Of course stakeholder dialog can be based on simpler and 
more pervasive technology. “Contact Us” email messages, 
“Get Help Now” instant messaging transcripts and web 
discussion boards or product support forums are all ways of 
conducting a reactive dialog, rather than the proactive dialog 
discussed above. 

Innovation Feedback Technology: Summary 

 
Innovation feedback technology complements the scanning 
activity to add to the overall innovation awareness level by 
taking direct input from the people who will contribute to or 
benefit from innovation. 
 

! Employee suggestion systems enable everyone in the 
organization to contribute to the innovation culture, 
not just a chosen few. 
 

! FAQ systems act as a focal point for 
customer/consumer questions that help to prompt 
the vital “why do we do it that way” question that can 
help to break ingrained patterns. 
 

! Web surveys allow regular pulse tapping to help spot 
trends, problems or opportunities early within 
specific invited stakeholder groups and to “event-
driven” pulse tapping for a faster adaptive response 
to specific events. 
 

! Stakeholder dialog systems can be used to create and 
monitor key or valued stakeholder communities with 
whom an ongoing dialog can pay dividends by 
involving them more intimately and regularly in the 
innovation feedback process. 
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Creativity/Creative Thinking 

 
I know of no other way of dealing with great tasks 

than that of play 
 

Nietzsche 
 
Unlike Archimedes, many of us could spend a whole lifetime 
without having a “Eureka” or “ah-ha”, moment in the bath. 
However a creative thought can happen to anyone, anywhere 
at anytime. But proactive creative thinking and other creative 
activities, designed to generate quality ideas in an 
organizational setting, benefit from the use of specific 
techniques and tools for success.   
 
Unfortunately if we are not naturally inventive in our 
thinking, there is little likelihood that our education system 
will have spent much time on teaching us how to think 
creatively. But like scanning and sense making, formalized 
creativity is another activity that is indicative of an innovative 
corporate culture. The information derived from scanning 
and feedback may also act as an important input into the 
creative activities outlined below.  
 
Creativity is not the starting point for innovation, as many 
have claimed, it is one of the starting points - vigilance being 
the other. But creativity is the more proactive of the two 
generating innovation activities and tends to overshadow the 
“grunt-work” of vigilance as a result. 
 
Teresa Amabile19 reckons that creativity depends on 
expertise, thinking skills and motivation. Expertise can be 
substantially enhanced by the vigilance activities outlined 
above. Thinking skills are discussed in detail below and 
motivation acts as a kind of “secret sauce” for success. And 

                                                        
19 Amabile, T.M. How to Kill Creativity. Harvard Business Review, 

Sept.-Oct. 1998. 
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while motivation is helped by some kind of reward system 
ultimately the motivation to be creative has to come from 
within – intrinsic rather than extrinsic. In my discussion of 
creative thinking below, I have relied on Scott20 and 
Mankfelow21 for the references made to the work of others. 
 
Creative thinking generally focuses on “divergent” or 
“lateral” thinking (the latter a term invented by Edward de 
Bono). This involves starting from a series of possible 
answers and working in an expansionist way in order to 
generate many more possibilities – both in the form of 
questions and answers – before selecting a chosen answer 
from this wide range of options.  Whereas convergent 
thinking starts with possible answers and moves in a 
reductionist way towards one chosen answer - representing a 
style of thinking that can inhibit generating innovation but 
facilitate the conversion of innovation. 
 

> IPM Alert <  
 
Dean Becker22 of Adaptiv Learning Systems 
recommends that you challenge your thinking 
in response to a problem in at least three 
ways: 
 
1. Are you personalizing the problem? 
2. Are you assuming the problem is 

permanent? 
3. Are you assuming the problem is 

pervasive? 
 

                                                        
20 Scott, M. (2002). The Ashridge Learning Guide: Creativity. Ashridge 

Management College. 
21 Manktelow, J. (2003). Mind Tools: Practical Thinking Skills for an 

Excellent Life! Mind Tools Ltd. 
22 Becker, D. Want Better Results? Boost Your Problem-Solving Power. 

Harvard Management Update, Vol. 9, October, 2004. 
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Putting these kinds of assumptions on the 
table while trying to think about a problem 
will help to ensure that you will not condition 
your thinking with an initial set of creativity 
“blockers”. 
 

 
Creative thinking may benefit from a hothousing approach to 
create an environment for success. And that doesn’t mean 
leaving all the creative thinking to the R&D department. Any 
creative thinking initiative should reflect company-wide 
effort that is embraced by top management and is 
characterized by: 
 

! a cross-functional group of enthusiastic thinkers 
specially trained in thinking techniques and tools 

 
! specific time allocated for creative thinking to build 

official “think-time” into the corporate schedule 
 
! the occasional creative “blitz” or “jam” to tackle a 

particular issue that has proven difficult to solve or is 
event-driven 

 
! a creative space that is used to showcase an ongoing 

“storyboard” of innovation so that continuity of 
effort is visible 

 
! a person and/or system that is used as the focal point 

for initiating and tracking creative thinking initiatives 
 
! a creativity communication mechanism such as a 

newsletter, online movie or web site portal that is 
regularly updated  

 
! a creativity compensation culture that rewards 

creative thinking in a creative way (i.e. not just with 
money) 
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Creative Thinking Techniques and Tools 

 
Scott’s Ashridge Learning Guide on creativity lists a number of 
idea generation techniques to stimulate creative thinking that 
are briefly outlined below: 
 
Problem Restatement To clarify the problem statement 

by asking “why” and “how” type 
questions to cause the problem to 
be restated. 

  
Brainstorming To generate and record as a 

quickly as possible, a wide range of 
possible solutions to a problem 
from a group of people.  

  
Brain Writing Each participant generates a few 

ideas then swaps them with 
another participant who generates 
a new set based on those provided. 

  
Story Boarding Each participant writes an idea on 

a card. The cards are eventually 
sorted under broad topic headings, 
a heading picked and same process 
iterated through as many times as 
necessary. 

  
Analogy Using an analogy or metaphor of 

the problem to approach it from a 
different perspective and generate 
fresh ideas about how it could be 
solved. 

  
Synectics A group of diverse specialists is 

used to suggest solutions to a 
generic problem using their 
specific expertise as the context 
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for the solution suggestions. 
  
Expressive Using expressive forms such as 

drawing or acting to gain fresh 
insights into potential solutions. 

  
Dialogue Create a two-sided response to a 

specific aspect of the problem (e.g. 
before and after) that can be done 
individually as a pair or in groups  

 
Mind Tools offers another range of tools and techniques 
focused around specific tasks. For example to improve and 
create new products and services you can use reversal or 
SCAMPER. Reversal asks the question that is the opposite of 
the outcome you want, so that “How can I increase XYZ” 
becomes “How can I reduce XYZ”.  The change of 
perspective can be illuminating. 
 

> IPM Alert <  
 
Brainstorming, first developed by Alex 
Osborn in his book Applied Imagination (1953), 
has four basic rules: 
 
1. Quantity, not quality, is the driver  
2. Suspend judgement to ensure process 
momentum 
3. Associate freely to widen the scope ideas  
4. Encourage combining and improving every 
idea 
 
But don’t forget… 
 
- don’t be afraid to make a fool of yourself 
- make sure everyone is enthusiastic to solve 
the problem 
- tackle specific, simple and familiar problems  
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SCAMPER, also devised by Alex Osborn, is an acronym of 
change strategies that could be applied to creative thinking 
about an existing product or service, as follows: 
 

Substitute (e.g. materials or components) 
Combine (e.g. products or services) 
Adapt (e.g. to different usage scenarios) 
Modify (e.g. to suit different needs) 
Put to another use (e.g. service a new market) 
Eliminate (e.g. to simplify) 
Reverse  

 
Or to widen the search for a solution you could use Edward 
de Bono’s Concept Fan that steps back from the original 
problem statement to create an ever-deeper set of supporting 
problem statements and an ever-wider “fan” of potential 
solutions, analogous to fishbone analysis of business 
processes. 
 

> IPM Alert <  
 
Creative thinking often just needs some 
inspiration to get it started. KnowBrainer 
from the SolutionPeople is a hand-held fan 
deck of 180 color-coded cards that contain 
questions, words, quotes and images designed 
to inspire your creative thinking process. 
 
Gerald Haman, who teaches innovation at 
Northwestern University in the USA, 
invented the KnowBrainer tool. Haman is 
also credited with facilitating the world’s 
largest Thinkathon in which 8,000 people 
generated some 454,000 ideas in an hour. 
 

 
Other creative thinking techniques include: 
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! Envisioning (or reverse engineering) whereby you 

imagine an ideal future scenario and then work 
backwards to determine how that outcome could be 
reached. 
 

! Catchball (a co-creation approach from Japan) 
whereby an idea is tossed around from one 
organizational group to another in order to improve 
it from different organizational perspectives and 
create cross-organizational buy-in along the way. 

 
While none of these creative thinking techniques depends on 
any technology, you can make certain kinds of creative 
thinking sessions more productive, especially in terms of 
visualization and brainstorming, using technology. What 
creative thinking technology does is allow you to increase the 
pace of the session, visualize the results more easily and 
capture the output for further analysis or refinement later.  

Creative Thinking Technology 

 
The first piece of technology that should be available to any 
creative thinking team is not software but hardware – a 
whiteboard. An ordinary whiteboard is an essential tool for 
any creative space and if it’s the kind of whiteboard that can 
print out the results or better still digitize and send the results 
to a computer so much the better.  
 
Interactive digital whiteboards, such as Virtual Ink’s mimio 
and the SMART board, now used in schools to replace the 
traditional blackboard, can also be used to project screens 
from PCs onto the board, visualize and annotate the 
projected image and capture the results back to the PC so 
they can be printed, shared by email or posted to a web site. 
Tablet PCs are also useful as portable systems for capturing 
ad-hoc annotations to documents and images, especially 
when using packages such as Microsoft OneNote or Agilix 
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GoBinder, to support creative thinking “on-the-go”. 
 

> IPM Alert <  
 
Creative types aiming to be Zen masters 
might like to try the haiku approach suggested 
by Edwina Pio. An innovation generation 
group could attempt to create a set of haikus 
(poems) to represent the outcome or feel of 
an innovation possibility. The stringencies of 
the Japanese haiku form, three lines of poetry 
embodying five-seven-five syllables, 
providing the stimulus for some truly creative 
thinking.  
 
Source: www.workplacespirituality.info 
 

Mind Mappers 

 
There are now over a dozen software products that support 
the visualization and organization of concepts and ideas 
based on a structure called a “Mind Map”, a concept and 
term invented and trademarked by Tony Buzan. 
 
A Mind Map starts with a central “trunk” from which 
“branches” radiate to reflect different dimensions or 
perspectives that relate to the central idea. Ideally a Mind 
Map should make use of colours, thicker and thinner 
branching lines and visually informative images to better 
understand the relationship, priority and subject matter of the 
branches.  
 
But it’s easier to understand a Mind Map by seeing it so 
Figure 2.3.2 shows a high-level overview of some content in 
this chapter. The map was created in NovaMind, one of the 
few Mind Mapping tools available for the Apple Mac (which 
I happen to use) rather than Windows-based PCs. 
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Figure 2.9: A NovaMind Mind Map 

 

 
 
You don’t need technology to create a Mind Map, just a 
blank sheet of paper. And you could also create a Mind Map 
“manually” in popular presentation or drawing tools such as 
Microsoft PowerPoint or Visio. But dedicated mind mapping 
software will do the job easier and faster and enable you to 
be a lot more creative with your maps. Most mind mapping 
software lets you: 
 

! Add and delete branches at the click of a button and 
move branches using drag-and-drop with a mouse. 
 

! Use colours, icons and images as well as text to 
highlight and explain branches. 
 

! Collapse and expand branch nodes to manage larger 
or more complex Mind Maps and view the map as a 
whole in the form of a stepped textual outline. 
 

! Print your map or save it to a number of image 
formats and popular desktop application file formats 
for easy sharing via email or your web site. 

  
To get an idea of how far you can go with Mind Mapping 
software, consider Mindjet’s MindManager X5 Pro 
(MindManager) software. MindManager is all about using the 
Mind Map metaphor to organize a series of linked content 
objects into a rich-context creative space (a MindManager 
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“map”) that is both connected and collaborative. You can 
begin a map from a blank canvas or use one of dozens of 
templates to start from a pre-defined map format. 
 
In a MindManager map each branch (topic) can be linked to 
external information that includes documents, Web site 
URLs, email messages and email addresses and 
audio/video/image files. A background textual note can be 
linked to a topic as a click-to-show note icon or displayed as 
a callout note on the map.  
 
Add-ins to Microsoft Office ensure that Excel spreadsheets, 
PowerPoint slides and Word documents can be “pushed” 
into a MindManager map at the click of a toolbar button or 
that MindManager maps can be “pulled” into these 
programs. MindManager also offers bi-directional integration 
with Microsoft Outlook by allowing you to push-out or pull-
in Outlook messages, folders, contacts, appointments, notes 
or tasks so that they appear both in MindManager and 
Outlook. 
 
MindManager is XML (extensible markup language)-based, 
which means that it can receive and supply information in 
XML format, from and to other XML sources on the 
Internet.  Many Web Services on the Internet now provide 
data in XML format by default. There are at least two ways 
this can be used to add further rich-content as a subtopic to a 
MindManager topic: 
 

! To retrieve and attach the top ten search results for 
the topic (a list of relevant web site links) from a 
popular Internet search engine (e.g. Google) 
 

! To retrieve and attach an RSS newsfeed for the topic 
(a list of relevant news headlines) from a feed 
provided by MindJet. 
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MindManager assumes that creative thinking is a 
collaborative process so it provides a number of functions to 
assist in sharing a map, including the ability to: 
 

! Create and apply template styles to a map to ensure it 
conforms to corporate standards, including use of a 
background image on the map (e.g. your logo). 
 

! See the map in full-screen mode for use when 
projected onto a screen (or digital whiteboard) and 
used as a background for annotation. 

 
! Track changes to the map using a review function 

that records who did what and when and attaches it 
to the map as an audit trail. 

 
! Package (into a zip file) and password protect the 

map so it can be sent to a co-worker who can then 
view the map and benefit from all the content 
associated with the map. 

 
! Export the map to a number of formats including 

Microsoft Word, PowerPoint and Project files for use 
at the desktop, or to HTML or XML for use on the 
Internet. 

 
MindManager is also now pen-enabled for interactive use on 
Tablet PCs, offers a free viewer to allow anyone to view a 
map without the need for the full software package and can 
be used in conjunction with handheld PCs. MindManager is 
literally enabling you to construct and visualize complex 
personal, team or project-centric webs of information 
through the Mind Map paradigm. 
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Figure 2.10: A MindJet MindManager Map 

 

 
 
Another Mind Mapping tool with some interesting features is 
Gael’s MindGenius Business. MindGenius focuses on the 
rapid creation and formatting of your map and easy 
visualization of large or complex maps. 
 
To help with creating and formatting maps, MindGenius 
includes a number of quick-start templates. There are four 
different radial formats to use as a starting point: 
 

1. Affinity diagrams 
2. Funnel diagrams 
3. Input/Output trees 
4. Org-charts (called “organograms”) 

 
Also included are six templates focused on automating 
typical business scenarios or tasks, including: 
 

! who/what/why/when/where/how  
! company profile 
! SWOT analysis 
! Meeting management 
! Self-evaluation of job performance 
! Performance evaluation and development 
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To help you understand and easier visualize a large map, 
MindGenius (like most mindmapping tools) maintains a 
textual outline of the map as you create it and lets you zoom-
in on specific branches to make this branch the focus of your 
point of view within a complex map. Mind Genius also lets 
you export your map to a very wide range of other formats – 
even the map formats of competitors such as MindManager 
and VisiMap. 
 

> IPM Alert <  
 

 
Mind mapping blogger Nick Duffill proposes 
three basic types of map 
 
1. “Library” maps representing a collection of 
knowledge primarily intended to help 
understand or learn something 
 
2. “Presentation” maps that represent a story 
or argument for persuasive purposes. 
 
3. “Tunnel Timeline” maps designed around 
delivering an outcome in order to visualize 
success. 
 
Source: 
http://duffill.blogs.com/beyond_crayons/2004/11/th
ree_basic_typ.html  
 

Other Creative Thinking Tools 

 
There are other ways of using technology to support creative 
thinking beyond mind mapping. A number of tools intended 
to support brainstorming sessions including IdeaCue, 
IdeaFisher and Facilitate.com 
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IdeaCue offers two ways to generate new ideas and 
perspectives on an issue, called the “IdeaEngine” and the 
“Concept Scrambler”. The IdeaEngine uses a flashcard 
approach to flash up suggestions for product or service 
enhancements so that you can think about how you might 
leverage the suggestion for your needs – a kind of suggest 
and respond paradigm. The Concept Scrambler snaps 
together up to three ideas from its database to create a new 
composite idea proposition. In both cases you can add your 
own specific terms and ideas to the IdeaCue database to 
customize it to your business environment. 
 
IdeaFisher uses the power of association to generate new 
possibilities when you start by typing either a single word or a 
question into the system. Using a databank of some 65,000 
unique words, phrases and colloquialisms and thoughts, 
IdeaFisher generates a set of suggestions as a “track” to 
follow, compiling a document of the trail followed as it goes. 
Selecting one of the suggested words or questions generates 
new tracks and promises many permutations. IdeaFisher also 
offers over a dozen add-on modules for use when 
brainstorming around specific topics or issues, from conflict 
resolution to creative writing. 
 
Facilitate.com offers a way to brainstorm based on their 
online collaboration technology.  By presenting forms to 
allow authorised participants to ask a question and to collect 
and categorize the answers to that question, Facilitate can 
support an ongoing brainstorming process that links 
geographically dispersed co-workers together. In fact 
practically any web collaboration software that supports 
input forms and database queries could be adapted for this 
purpose, for example a Frequently Asked Questions package 
for collecting and displaying FAQs from a web site. 
 

> IPM Alert <  
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Another simple but potentially powerful 
creative technique and tool is Ted Theodore’s 
Personal Pattern Overlay (PPO) process and tool 
(the PPO cube). The idea is to use the sides 
of the PPO cube, a 2-3” high dodecahedron, 
to record 12 words that represent anything 
that you know something about or are 
energized by. You roll the cube and use the 
word that faces upwards to focus your 
thinking about a particular thinking topic.  
 
By exploiting your personal patterns in this 
way, you can leverage your own set of rich 
connections and apply them to business 
issues. Of course the technique could also 
work in a team setting if the cube “face-
words” reflect the focus of the team. 
 
Source: www.ppocubes.com 
 

Creative Thinking Technology Summary 

 
Creative thinking technology supports the innovation 
management process in a number of ways: 
 

! It helps to make creative thinking sessions - especially 
those involving visualization and brainstorming - 
more effective, wider ranging in scope and easier to 
document. 
 

! It helps to visualize and organize information in 
content and context-rich ways that can be easily 
shared with co-workers and integrated with other 
corporate information systems to source or publish 
the results of the thinking. 
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! It leverages the Internet to break the constraints of 
physical meetings and open up the process to a wider 
range of participants on a 24/7 basis. 

 
! It provides the structured tools that make creative 

thinking a productive task that anyone can do rather 
than limit the process to a favoured few. 

 
Creative thinking technology can be used to kick-start most 
creative thinking sessions to give them more structure, a 
faster flow and a fully documented output. By using the 
topics, questions and trends uncovered by scanning and 
feedback technology as input for creative thinking 
technology you are likely to quickly generate the basis for 
propositional capital for development by the next set of 
innovation management technology – idea management 
software. 

Creative Processes 

 
Creativity is not just about team or individual thinking in the 
form of brainstorming and mind mapping - useful though 
they are – it’s also about making use of specific 
methodologies that can generate different perspectives to 
feed into the innovation process. These methodologies often 
work best with mixed groups of stakeholders who are not 
defined as a creative team as such but reflect a diversity of 
skills and experience from across the organizations, and 
include improvisation, appreciative inquiry (AI) and open 
space. 
 

! Improvisation 
 
Often associated with jazz musicians and stand-up 
comedians, improvisation is a well-established method for 
generating innovation in music and performance generally. 
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Some, like Kamoche23 and e Cunha, have suggested that the 
kind of improvisation techniques, such as minimal structure, 
used by jazz musicians could also be applied to the product 
innovation process. This loosely coupled approach is miles 
away from traditional “structured” thinking. 
 
Improvisation lets innovation teams explore a different 
perspective by assuming different roles and “acting out” 
what it feels like to use a product or service. Improvisation 
can also be used to explore what is good about a 
product/service to build upon or what could be improved 
using the “yes-and” or “yes-but” techniques for quick-fire, 
improvisational brainstorming. 
 

! Appreciative Inquiry (AI) 
 
Originated by David Cooperrider, AI is a way of exploring 
and establishing a positive core on which future visions and 
designs can be based. AI can be equally well applied to 
product, service, business process and business model 
innovation.  
 
Two prevalent models of appreciative inquiry are the GEM 
Initiative 4-D model 

 
! discovery 
! dream 
! design 
! delivery 

 
and the Mohr Jacobsgaard 4-I model 

 
! initiate 
! inquire 
! imagine 

                                                        
23 Kamoche, K., Pina e Cunha, M. Minimal structures: from jazz 

improvisation to product innovation. Organization Studies, Sept. – 
Oct. 2001. 
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! innovate 
 
Many substantial, whole system innovations have been 
initiated through the use of AI in a variety of organizational 
contexts all over the world. 
 

! Open Space 
 
Originated by Harrison Owen, Open Space is a way of 
bringing together a group of people to explore something in 
a highly unfettered way that respects what the group 
members want to discuss rather than some pre-ordained 
topics. Participants create their own discussion topics and 
agenda and pursue it through parallel working sessions. The 
output is quickly documented and circulated to drive the next 
cycle or to take action. Open Space has proven successful at 
generating innovation in many large businesses including 
AT&T, Dupont and Owens-Corning. 
 
Improvisation, appreciative inquiry and open space are all 
excellent processes in their own right that can trigger 
significant creativity in an innovation context. They also work 
best when they involve a diverse team of participants that 
reflect a wide range of organizational viewpoints. 
 

> IPM Alert <  
 
According to Owen24 Open Space is 
appropriate for any situation characterized by 
high levels of  
 
- complexity (in terms of the issues) 
- diversity (in terms of the participants) 
- potential or actual conflict 
...and when the “decision time” was yesterday 
 

                                                        
24 Owen, H. (2000). The Power of Spirit. Berrett-Koehler. 
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CONVERTING INNOVATION 

 
Innovation is the process of turning ideas into manufacturable and 

marketable form. 
                                                                                   

Watts S Humphrey 
 
Converting innovation is about turning idea assets into 
deliverable assets by investing time, effort and money. In 
terms of the quotation above I take manufacturable to mean 
creating something that can be put into use and marketable to 
mean anything that can create value in the marketplace. This 
activity primarily involves two steps: converting idea assets 
into commercially viable and valuable business cases and 
converting those business cases into deliverable assets.  
 

! The input into the converting innovation process 
activities is idea assets. 
  

! The output from the converting innovation phase is 
deliverable assets. 

Figure 2.11: Converting Innovation Phase 

 

 
 
The primary driver for the converting innovation phase is to 
transform intangible idea assets into tangible deliverable 
assets that have the potential for monetization. The 
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secondary driver is to make sure that any good idea is not 
lost, even though it may not be viable and valuable either at 
this time or to your organization.  
 
The converting innovation phase comprises two principal 
activities: Idea management and deliverable development and 
introduction (DDI), an activity usually associated with 
product development processes such as Stage-Gating or 
PACE, and product lifecycle management (PLM) technology. 
 

Idea Management 

 
Idea management is primarily concerned with the process of 
developing ideas so that they can be  
 

! converted into business cases for product/service 
deliverables 

! converted into intellectual capital/property (IC/IP) 
! put aside until they can be used later or  
! licensed to someone else 

 
Put another way, idea management is the formalized 
incubation of ideas to turn them into commercial 
opportunities. The key to successful idea management is to 
ensure that you focus attention and resources on the ideas 
that are deemed most likely to be converted into deliverables. 
 
It’s worth reiterating here that deliverable assets are not just 
products and converting innovation is not only executed 
within the domain of product development. There are at least 
four types of innovation deliverables  
 

! Product innovation 
! Services innovation 
! Business process innovation 
! Business model innovation 
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Conceptually, idea management can be viewed as a pipeline 
process that is not unlike that of the sales prospect 
conversion pipeline: 
 

! Each idea is a “prospect” that has a chance of being 
“converted” into an “opportunity” (e.g. a business 
case) and then a “customer” (i.e. a deliverable 
generating revenue). 
 

! One person may uncover the prospect but many 
people will typically be required to participate in the 
process that converts the prospect into an 
opportunity and a customer. 
 

! The conversion process or “opportunity 
management” can take time so it’s important that it 
can be easily monitored and its success potential 
evaluated and improved while it is “in play”. 

 
! A sales pipeline is a “numbers game” in that it can 

require many prospects to generate a single customer.  
 

! In the end, it may not be quite the right time for the 
prospect to buy but that does not mean she can never 
become a customer. 

 
The basic requirements of any idea management system are 
to 
 

! Stimulate idea generation and surface ideas 
! Capture and communicate ideas 
! Categorize and organize ideas 
! Review and develop ideas 
! Evaluate, prioritize and score ideas 
! Document and hand-off ideas 
! Visualize ideas 
! Archive discarded ideas 
! License ideas to third parties 
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! Protect ideas in the pipeline 
! Celebrate success and reward idea originators 
! Monitor and analyze the process 
! Measure and monitor performance 

 
Creating ongoing or event-driven campaigns and challenges 
that engage a range of stakeholders – let’s call them the 
“ideation” team - in the idea generation process helps to 
stimulate and surface ideas.  In response to these campaigns 
or challenges, ideas are captured via structured forms that use 
directed questioning to capture the ideas requested by the 
campaign or challenge. Alternatively ideas can be imported 
from other systems (e.g. scanning or stakeholder feedback 
systems) to kickstart the campaign. 
 

> IPM Alert <  
 
According to a Harvard Business School 
book25, there are six sources of innovative 
ideas: 
 
1. New knowledge 
2. Customers 
3. Lead users 
4. Empathetic design 
5. Invention factories and skunkworks 
6. Open market of ideas  
 

 
The ideas can be communicated among the idea team via an 
email-based process, a community-of-interest Web portal or 
a combination of both. What’s important is that this 
communication includes a wide range of relevant 
stakeholders. And as certain ideas should not be widely 

                                                        
25 Luecke, R (2003). Managing Creativity and Innovation. Harvard 
Business School Press. 
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shared, except within a select group, a role-based security 
system is important. 
 
Ideas are evaluated and developed by enriching their content 
and context through a structured review process that may be 
linked to specific time deadlines, “idea approval” escalation 
levels and the use of external experts as commentators. By 
contextualizing ideas, say within a specific “campaign”, 
individual ideas generated within the campaign can be 
ranked/rated/scored and prioritized to ensure that the best 
ideas rise to the top. 
 

> IPM Alert <  
 
Some basic criteria for evaluating ideas 
include: 
 
- is the idea a strategic fit? 
- is it technically “doable”? 
- do you have the business skills to deliver it? 
- are partners excited by it? 
- do you wish you had done it years ago? 
- does it help balance your innovation 
portfolio? 
 

 
By automating the way an idea is documented, especially in 
ways that make it easier to hand-off the idea as a formal 
proposal to another system as a business case, the idea 
management system can act as a feed to the next layer of 
innovation management technology concerned with stage-
gating the development of an innovation deliverable. 
Visualizing ideas may involve creating an image, diagram, 
plan or storyboard of the idea. 
 
It’s important that no idea is lost because an idea may 
become viable or valuable in the future – who knows. And 
even if it is not viable right now there may be a third party 
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you can licence the idea to for further development – a 
contractual process that the idea system should encompass. 
It’s also important that ideas are protected while in the 
pipeline. An idea is nothing less than proto-IP and should be 
valued and secured as such. 
 
Monitoring and analyzing the idea management process is 
important in order to measure the performance of process in 
terms of key performance indicators (KPIs) used to 
benchmark your process against those of other businesses in 
your industry peer group. 

Idea Management Technology 

 
I’ll begin my overview of idea management technology, by 
discussing two leading idea management products: 
Imaginatik’s Idea Central (and add-ons) and General Idea’s 
NextNet. A key difference between the two products is their 
basic approach to idea management: Idea Central uses a web-
based paradigm whereas NextNet leverages close integration 
with email programs (in particular Microsoft Outlook). 
 
Both applications recognize the need to stimulate ideas, 
through trigger events. Idea Central does this by creating 
“challenges” for stakeholders to respond to and NextNet 
does this by creating an idea-based “campaign” that is 
circulated by and responded to via email. In Idea Central an 
originator or author enters ideas into a web form whereas in 
NextNet ideas are submitted from the email inbox of the 
recipient in response to the email campaign solicitation 
message. 
 
In both products, the ideas submitted are structured using 
fixed and customizable content (e.g. specific questions that 
relate to the challenge or campaign). Idea Central then uses 
email to keep authors informed of the progress of their idea 
and track idea status or allow participants to forward an 
interesting idea to others via email. NextNet routes ideas 
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back via email to manager-level roles who can then evaluate 
the ideas and keep track of the idea workflow. 
 
NextNet’s use of email means it can be implemented quickly 
and by leveraging an existing system infrastructure it helps to 
gain more ROI from corporate email systems. Idea Central’s 
web-centric approach also offers quick and wide 
implementation and focuses more functionality on the 
process of reviewing, developing, evaluating and prioritizing 
ideas.  
 
In Idea Central an informal peer review process combined 
with online voting capabilities helps to “first cut” those ideas 
that are worth more detailed treatment. The formal review 
process lets idea reviewers score the idea by up to 10 user-
defined criteria, invite an expert to comment on the idea and 
make a recommendation based on multiple action choices. A 
“private” (i.e. secured) Review Team area lets reviewers see 
all relevant ideas in context so that they are easier to review, 
track and prioritize. Then once a conclusion is reached, Idea 
Central creates a complete summary of the idea, which may 
be presented and published to a general “public” 
collaborative area.  
 
Add on modules for Idea Central include: 
 

! Idea Chain – for involving business partners (e.g. 
customers and suppliers) in the idea management 
process 
 

! Idea Rewards– for awarding and tracking an idea 
reward scheme used to incentivize employees 
 

! Idea Portal – to create a central point of access to 
anchor company innovation activities and make them 
available over the Internet 24/7 
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! Idea Warehouse – to create an archive of idea-related 
data that can be “mined” later or used to generate 
analytical data and statistics relative to the idea 
management process over time 

 
BrainBank’s Idealink is available either as a locally installed 
application or an ASP service. BrainBank offers four versions 
of Idealink, acknowledging that ideas can come from at least 
four “intelligence sources”: Employees, customers, suppliers 
and shareholders. Each version of the product offers dozens 
of “idea templates” to use as a start point for an idea 
submission and an idea development process focused around 
teams of like-minded stakeholders.  A Reward and 
Recognition module is also available to incentivize 
participants. 
 
Idea management is an ideal component for corporate 
intranets driven by employee portals, which explains why 
idea management could be among the next add-on modules 
for ERP systems. Target Software offers one such add-in for 
the mySAP suite from SAP, a leading ERP vendor.  Idea 
management for mySAP is a set of employee self-service 
applications designed to integrate into the web-based SAP 
employee self-service (ESS) module. One benefit of this SAP 
focus is that the idea management application can leverage 
data already stored in the SAP system.  
 
For example, integration with the SAP HR module helps to 
automate the definition of potential idea team participants 
and their managerial relationships and in the collection of 
statistics focused on existing organizational unit structures. 
Integration with the SAP payroll module enables reward 
system payments from idea management to be passed into 
the payroll system for payment. To evaluate the performance 
of the idea management system, the application provides 
over 80 metrics that are available through the SAP Executive 
Information System (EIS). 
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The application focuses on making it easier – within an SAP 
portal look and feel – to  
 

! Find and submit ideas via a web browser 
! Participate in role-based idea teams that review, 

evaluate and reward ideas  
! Monitor and manage ideas of interest to you via your 

own role-based portal page 
 
But SAP’s idea management offering does not rely on third 
party add-ons. At the time of writing, SAP are the only ERP 
vendor to have incorporated idea management into their 
NPDI offering to “front-end” the DDI activity. This offering 
is called xPD and includes functionality to handle specific 
aspects of idea management and concept development 
 
Like creative thinking, idea management is essentially a 
collaborative exercise. This means that many of the web 
collaboration and portal tools have potential to act as the 
foundation for an idea management system. This is the 
approach taken by Akiva who have adapted their 
collaboration technology to create their ideaCenter. 
 
In reality, this product simply reflects a specific 
implementation of some generic collaboration technology for 
the specific purpose of supporting idea management – the 
technology beneath ideaCenter can equally well be used for 
project or marketing campaign management or managing 
web meetings. As an idea management system ideaCenter is a 
web-based collaboration portal that offers these capabilities 
 

1. Data entry document templates and document 
management to capture ideas and link content to 
them. 
 

2. A feedback system to review the documents so 
that ideas can be evaluated and developed. 
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3. A subscription system to keep participants 
informed of new ideas and changes to existing 
ideas. 
 

4. Version tracking to provide an audit trail of the 
development of an idea. 
 

5. Member profiles to help create communities-of-
interest around ideas. 
 

6. Discussion forums to manage online chat around 
ideas 

 
Although idea management systems are available for small 
businesses they often offer little more than organized 
outlining capabilities and may not last long as commercial 
products. In the first draft of this book I included a 
paragraph on an Australian system called OAS IdeaTracker. 
But when I finalized the draft the product had been 
withdrawn from the market due to low take-up. Apparently 
idea management is still at the early adopter stage in smaller 
businesses.  

Idea Management Technology: Summary 

 
Idea management technology supports the conversion of 
innovation by focusing attention on one of the key raw 
materials of innovation - ideas: 
 

! It helps to stimulate the production of ideas and raise 
their visibility within an organization to make them 
the currency of innovation. 
 

! It ensures that what is often a casual, informal idea 
management process becomes a more formal, 
structured activity and as a result more efficient and 
more effective in generating monetization results 
from ideation activities. 
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! It enables a wide range of stakeholders to become 

involved in the idea management process which can 
be energizing for all participants and strengthen 
business network ties with partners such as 
customers and suppliers. 

 
! It supports an innovation culture that values and 

rewards ideas by providing the means to track who is 
generating the ideas and how their ideas are being 
used to benefit the organization. 

Deliverable Development and 
Introduction (DDI) 

 
Ideas that come out of the idea management pipeline should 
emerge as fully viable and valuable for further development 
either into business cases to drive deliverables or into 
intellectual capital or property (both just another kind of 
deliverable). But not every idea that reaches this stage will be 
developed, for reasons such as 
 

! Inappropriate timing to develop 
! Lack of resources/funding to develop 
! Political/turf-war issues within your organization 

 
And not every idea must necessarily be developed in house. 
The idea could be licensed to someone else to develop e.g. a 
trusted business partner or put in the public domain to spur 
anyone to develop it (the basis for the Open Source 
movement in software) – both of which help to ensure that 
the idea is not lost and may eventually be converted into 
some kind of innovation that your company could benefit 
from. The fundamental principle being:  Why waste the 
conversion opportunity of any potentially valuable and viable 
idea? 
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However the goal of most idea management systems is to 
create product or service deliverables that in turn depend on 
what can be a very deep and broad process activity in its own 
right, which I’m calling deliverable development and 
introduction (DDI). Usually this involves the use of some 
combination of the Stage Gate or PACE! process and 
technology that supports these processes, notably product 
lifecycle management (PLM) applications that may function 
as stand-alone systems or as modules integrated within an 
ERP system. 

Stage Gate 

 
Using the stage gate process, pioneered and developed by Dr. 
Robert G. Cooper, is one way of converting ideas into 
deliverables. Stage gating takes the output of idea 
management and manages the process of innovation 
conversion from ideas to launched deliverables. Each stage is 
a defined set of concurrent activities and at the end of each 
stage is a “gate” or decision point managed by a 
“gatekeeper”.  
 

! Stages usually involve cross-functional teams that 
may include internal and external stakeholders.  
 

! Gates act a form of quality control checkpoint and 
trigger a process decision: Go, kill, hold or recycle.  

 
! Gatekeepers may be individuals or teams who are 

subject to a strict set of decision-making rules to 
avoid favouritism and have the ability to commit 
resources to the next stage.  

 
According to Dr. Cooper’s study of new product 
development (NPD) processes at 200 companies, there are 
thirteen value-adding steps in the NPD process 
 

1. Initial screening 
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2. Preliminary market assessment 
3. Preliminary technical assessment 
4. Detailed market study/market research 
5. Business/financial analyses 
6. Product development 
7. In-house product testing 
8. Customer tests of product 
9. Test market / trial sell 
10. Trial production 
11. Pre-commercialization business analyses 
12. Production start-up 
13. Market launch 

 
Figure 2.12 shows how stage gating might be applied to 
converting an innovation. 
 
But as Bellika and Davidsen26 point out in their article, Stage-
gating is not the only NPD process, especially for use in 
dynamic environments such as software development 
businesses, others include  
 

! Agile methods that depend on iterative prototyping 
cycles depending on rapid feedback capture from 
customers. 
 

! Strategic partnering where parts of the process are 
outsourced to development partners to leverage their 
specific competencies 

 
They also highlight research by Cesari et al. that documents a 
direct link between the level of product development 
maturity evidenced by an organization and net profit based 
on five “maturity stages” 
 

1. Stage 0 – Informal Management (of NPD) 

                                                        
26 Bellika, T. A., Davidsen, B. A. Managing innovation – An overview of 

the last decades’ experience with tools and methods. Telektronikk 2, 
2004. 
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2. Stage 1 – Functional Excellence (within functions) 
3. Stage 2 – Project Excellence (collaboratively across 

functions) 
4. Stage 3 – Portfolio Excellence (balanced product 

portfolio) 
5. Stage 4 – Collaborative Development Excellence 

(leveraging development partners) 

Figure 2.12: Stage-Gating Innovation Conversion 

 

 
 
Stage gating software is important to innovation conversion 
because it is not only useful for innovation based on product 
development but also for managing the process of service, 
process or business model innovation. 
 

> IPM Alert <  
 
The performance of stage gating an 
innovation conversion activity may be 
improved if there is more than one stage-
process for example: 
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- Two distinct processes, one for stage-gating 
ideas relevant to existing customers the other 
for ideas to reach new customers. 
 
- A parallel process within the customer 
centric stage gate process, one for 
incremental innovations the other for radical 
innovations. 

PACE 

 
PACE (a registered trademark of PRTM) stands for Product 
and Cycle-time Excellence and helps companies move 
through the following five stages of PACE  
 

! Stage 0 – informal management 
! Stage 1 – Functional excellence 
! Stage 2 – Project Excellence 
! Stage 3 – Portfolio Excellence 
! Stage 4 – Collaborative Development Excellence 

 
The PACE methodology has been adapted to a number of 
different industries and reflects the gradually increasing 
sophistication required to manage development processes as 
the scope of a deliverable demands a more complex 
operational response. 

TRIZ  

 
TRIZ is a process that supports idea management and 
product development primarily when it is focused on 
understanding and delivering an engineering-related problem 
and solution. TRIZ is a Russian acronym for what is usually 
translated as The Theory of Inventive Problem Solving, originated 
by Genrich S. Altshuller in the former Soviet Union.  
 
The basis for TRIZ is the analysis of existing patents to 
determine what it is that causes conflict -that is what makes it 
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difficult to solve a problem. Originally Altshuller identified 
39 “Engineering Principles” to use as the basis for a TRIZ 
problem analysis. He also identified 40 “Inventive Principles” 
as a basis for finding a problem solution (the TRIZ sites in 
the resources section provide more information on these 
principles of TRIZ).  
In outline, the TRIZ process consists of 3 steps: 
 

! Restating the problem through the lens of TRIZ 
! Searching for a previously well-solved version of the 

problem 
! Identifying analogous solutions and adapting them 

 
TRIZ has also been adapted and developed to solve more 
specific problems using 
 

! ARIZ (Algorithm for Inventive problem Solving) 
! Su-Field Analysis 
! AFD (Anticipatory Failure Determination) 
! Directed Product Evolution (DPE) 

 
Various consulting firms offering TRIZ-based services also 
offer software packages to support the process, including 
Ideation International and TriSolver. Invention Machine’s 
Goldfire Innovator product also contains a module called the 
Optimizer that uses the TRIZ problem-solving methodology 
to help engineers perform value engineering on a system or 
process (value engineering helps to uncover where the 
greatest opportunities for cost-savings or concentrations of 
cost lie.) 

PLM/NPD Technology 

 
Although technology exists to automate the stage gate 
process generically, the stage-gating paradigm is also found 
embedded within product lifecycle management (PLM) and 
New Product Development (NPD) applications that include 
the idea-to-launch cycle within their process automation 
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scope. PLM technology is currently used primarily in 
engineering-centric businesses such as the automotive and 
aerospace industries but its influence is spreading. 
 
The term product lifecycle refers to the stages that a product 
(or service – assume either below) goes through, which 
include development, commercialization and ongoing 
improvement. These stages of a product lifecycle are often 
mirrored by the evolution of the market for the product, for 
example: 
 
Product Lifecycle Market Evolution 
  

Introduction Emergence 
Growth Expansion 
Verticalization Fragmentation 
Maturity Consolidation 
Decline Termination 
 
Once an idea has been selected to form the basis for a 
product proposal or business case, the product lifecycle 
begins. The lifecycle may start by developing the concept 
through feasibility studies. A study may include test 
marketing the product proposition using focus groups 
comprising both internal and external stakeholders, such as 
engineers and potential customers. Assuming favourable 
feedback, a business plan for the product is developed and 
then some kind of mock-up (or trial version) could be 
exposed to a limited market test as part of a beta program. 
Finally a version 1 product is built and launched to market. 
 
But from an innovation perspective, PLM is not just about 
taking worthy ideas generated by idea management and 
developing them into new products or product lines. PLM 
encompasses a number of different kinds of product 
development cycles including improvements to existing 
products, extensions of product lines and re-positioning of 
existing products. PLM technology supports innovation 
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because it enables wider and richer stakeholder collaboration 
and heterogeneous systems integration.  The PLM process 
embraces many internal organizational roles and external 
business partners and depends on integration with many 
enterprise systems including “horizontal” ERP and “vertical” 
computer aided design (CAD) systems. 
 
PLM technology offers a large number of functions. Here I’ll 
briefly outline only the collaborative aspects of PLM 
offerings from a small selection of vendors. 
 
As part of its PLM offering Agile Software provides support 
for collaboration in a number of modules including: 
 

! The Design Collaboration module, a collaborative 
space for engineers to share designs and get feedback 
via simultaneous online or offline design review 
cycles.  
 

! The Change Collaboration module for systematic 
management of the creation and approval of product 
change requests. 
 

! The MyAgile.com private collaboration exchange, a 
web-based portal to facilitate the exchange of 
product record information in the XML-based PDX 
(product data exchange) format between participants 
creating or amending a product record. 

 
SAP’s mySAP PLM offering benefits from integration with 
the main mySAP suite and a range of other tools and 
applications provided by the SAP platform.  For 
collaboration, mySAP PLM offers collaboration folders 
(cFolders) for use by virtual teams to engage in secure 
document exchange and discussion, for example as part of 
the product design process, on either an intra or inter-
company basis. Web-based workspaces for internal and 
business partner collaboration are offered through mySAP 
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Exchanges and integration with the WebEx online 
conferencing software. 
 
The PLM Product Designer module lets designers, whether 
engineering and marketing focused: 
 

! Capture product requirements 
! Derive concept alternatives 
! Evaluate alternates against requirements 
! Create product structures 
! Construct feature requirements documents  

 
Aside from PLM specifically, SAP also has a vision for 
innovation management generally based on a new family of 
“xApps” (cross-application applications). SAP’s xApps vision 
assumes that collaborative design and product development 
processes can leverage many other corporate information 
assets such as customer interactions in the CRM system, bills 
of material and product pricing in ERP/SCM, employee skill 
registers in HR and plans or component images in the 
engineering department’s CAD system.  
 
xApps are the realization of the packaged composite 
applications vision articulated by Dan Woods27. They 
leverage the SAP portal to assemble the application’s user 
interface and SAP NetWeaver technology to provide all the 
plumbing support needed to create and maintain the 
application integration on which each xApp depends. 
 
The vision for the Product Development xApp (xPD) 
supports three phases within the product development 
domain, which SAP calls discover, define and design. Discover 
focuses on idea management but with the key addition of 
integration to possible idea sources such as the CRM system. 
Define focuses on a collaborative process of product concept 
definition, again with an emphasis on integration with ERP, 

                                                        
27 Woods, D. (2003). Packaged Composite Applications. O’Reilly. 
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PLM and SRM (supplier relationship management) assets. 
Design emphasizes mapping of the original driving concepts 
to the product design and integration with project 
management systems to manage the task-flows of the design 
process. 
 
xPD is the first in a series of xApps that SAP has launched in 
the innovation management area. The second is xRPM 
(Resource and Portfolio Management) for managing the 
balance and prioritization of product development portfolios 
and monitoring the organization’s resource capacity to help 
prevent development bottlenecks due to resource constraints.  
 
SAP now positions its PLM-related initiatives as new product 
development and introduction (NPDI) and emphasizes the 
need for product portfolio management and product 
management as two key dimensions for improving the 
performance of the NPDI process. 
 
Although it’s good to see innovation management being 
recognized as a worthy component to further expand the 
footprint of ERP systems, it is certain that industry-specific, 
stand-alone “vertical” versions of PLM will be needed for 
some years to come. 
 
Manufacturers such as Volvo use Centric Software’s Centric 
Innovation product suite to help synchronize the efforts of 
geographically dispersed design teams. A key differentiator in 
Centric’s approach is the availability of a fully configurable 
3D environment to create virtual project team rooms that 
support a richer online collaboration experience. It may seem 
obvious that visualization is useful in a car design project but 
it’s just as important in designing a new hamburger offering. 
 
Formation Systems supplies the Optiva Application Platform 
to support innovation in the food and beverage industry by 
automating product development “from Concept to 
Commercialization”. One of the twists here is the support 
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for creating and testing food recipes. This solution supports 
the front-end of PLM by helping to automate a new product 
development process that includes 
 

! Defining customer requirements 
! Creating product specifications 
! Designing formulas and packaging 
! Testing an customer feedback 
! Finished goods specification and regulatory review 
! Production recipes to drive manufacturing scale-up 

 
Other industry heavyweights like IBM and EDS also have 
comprehensive PLM offerings and it’s worth noting that 
most PLM offerings are both complex in scope and costly to 
acquire and implement. This not surprising since PLM is at 
the heart of some of the most demanding innovation projects 
out there – such as the development of Boeing’s new 7E7 
airliner – and without PLM technology these projects would 
simply be impossible to do. However vendors such as 
CoCreate and others are starting to offer PLM applications 
that are more accessible to the small to medium sized 
enterprise (SME). 
 
Stand-alone systems also exist to help with managing stage 
gate development processes and product portfolio 
management such as Value Innovation’s Slalom and Mogul, 
and Adept Group’s PortView. 

Stage-Gate/PLM Technology Summary 

 
! Stage Gating can be used not only to manage the 

conversion of innovation into product deliverables 
but also to convert ideas into service, process or 
business model deliverables. 
 

! PLM technology has come to encompass 
collaborative design and development and may also 
include some degree of idea management. 
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! PLM technology is available both as a stand-alone “ 

best-of-breed” application and as a component of 
top-tier ERP systems. 

 
! Integration, particularly with 

CAD/ERP/SCM/manufacturing systems is a key 
capability required of PLM systems. 
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REALIZING INNOVATION  

 
“Innovation! One cannot be forever innovating.  

I want to create classics.” 
                                                                              

Coco Chanel 
 
The conversion of innovation into deliverable assets creates 
the input for the next phase of the innovation management 
process, realizing innovation. Realizing innovation is about 
leveraging innovation deliverables to create market assets.  
 

! The input into the realizing innovation activities is 
deliverable assets. 
 

! The output from the realizing innovation phase is 
market assets. 

Figure 2.13: Realizing Innovation Phase 

 

 
 

 
The primary driver for the realizing innovation phase is to 
leverage deliverable assets to create  
 

! marketable intellectual property (IP)  
! know-what/know-how knowledge (human capital) 
! new ways of working (structural capital) 
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! new networks of alliances (relationship capital) 
! new kinds of customer experiences (brand capital).  

 
The secondary driver is to maintain a company’s position in 
the knowledge economy. A business that is unable to develop 
market assets will either not survive or be relegated into the 
ranks of commodity businesses that both depend on others 
to realize the value of deliverables in the marketplace and are 
subject to ruthless global competition from emerging 
economies.  
 
The realizing innovation phase comprises two principal 
activities: Intellectual Capital/Property (IC/IP) management 
and brand/product management. 
 

Market Assets 

 
A market asset is different from a deliverable asset. On its 
own, a product or service deliverable is not a market asset. A 
market asset depends on realization of the potential of the 
deliverable either for or in a marketplace. Many great 
innovators failed to realize the full potential of their 
innovation in the marketplace, such as Ampex with the VCR 
and Xerox Parc with laser printing and local area networking. 
 
Annie Brooking28 defined market assets from an intellectual 
capital perspective as comprising market-related intangibles 
including 
 

! brands 
! contracts 
! customers 
! channels 
! licensing/franchising agreements 

                                                        
28 Brooking, A. (1996). Intellectual Capital: Core Assets for the Third 
Millennium Enterprise. Thomson Business Press. 
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Here I’m using market assets in a similar way (see Figure 
2.14) in that an “ideal” market asset should exhibit at least 
four characteristics, namely  
 

! leveraging intellectual property of some kind 
! reaching multiple distribution channels 
! creating its own after-market 
! associated with a recognized brand 

 
This reflects the fact that within most product and service 
deliverables there are at least four kinds of innovation 
dimension  
 

! Design (look and feel) 
! Experience (human interaction) 
! Delivery (channel) 
! Identity (market perception of brand) 

Figure 2.14: Market Asset Characteristics 

 

 
 
To help understand the concept of market assets, some 
useful examples to consider are the Apple iPod, Starbucks, 
Boeing and Airbus, and Microsoft Office.  
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Apple iPod 

 
When the iPod was released in 2001 it was already an 
exceptional product deliverable. A handheld form factor 
combined with a cool design that utilized breakthrough hard 
disk technology and offered an intuitive user interface. But 
the iPod was not yet a market asset. 
 
As a deliverable the iPod leveraged both an existing and an 
emerging market. The existing market was the relatively 
moribund market of CD music buyers, the emerging market 
is digital music downloading. In this respect the iPod had the 
best of both worlds: It was a radical innovation in the world 
of CD music by allowing owners to archive all their CDs 
onto one portable device and it was a disruptive innovation 
in the world of digital music by providing a vast amount of 
storage in a designer package at an acceptable price point that 
challenged the new business model of digital music players 
based on flash memory technology.  
 
The iPod became a market asset when a number of initiatives 
came to fruition that took a great deal of work to achieve, 
over and above the cool product deliverable: 
 

! It became a lifestyle brand in its own right 
! It was linked to the online iTunes music delivery 

store 
! It generated an after market of add-on accessories 
! It crossed over market lines 

 
iPod is a brand in its own right because it could survive 
without being associated with Apple, formerly known as a 
computer manufacturer not a music delivery/playback 
company. iPod has its own distinct advertising and messaging 
strategy, it had (until the mini Pods came out in 2004) its own 
distinctive color – cool white. iPod appeals to people who 
may not use a Mac and who may not even use a computer. 
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When linked to the iTunes music store the iPod became a 
way to generate ongoing revenue streams, just like razor 
blades in a razor. It also became a desktop accessory of either 
a PC or a Mac, an integral part of a computer user’s digital 
lifestyle. iPod and iTunes were made for each other like 
Edison’s light bulb and the electrical grid. 
 
And like all true market assets, the iPod triggered the 
development of an aftermarket to accessorize the product 
with both hardware and software add-ons. Furthermore it 
has already successfully achieved market crossover: Auto-
maker BMW will fit an iPod as the music system for some of 
its latest models. The handheld personal music device has 
crossed over into the in-car entertainment (ICE) market. 

Starbucks 

 
Starbucks initial product, coffee, served in a variety of 
formats is a rather mundane deliverable that benefited from 
an innovative business model. It tasted good, was served 
quickly and offered a high margin by increasing the unit cost 
to customers well above that of the coffee that most people 
were used to buying. But it wasn’t a market asset. 
 
The market asset came from the development of Starbucks 
locations as a place to hang out, not just deliver coffee. This 
resulted from a series of incremental and radical innovations 
in the Starbucks offering that went way beyond the core 
coffee deliverable, and incremental improvements such as 
associated snack food and newspapers to read while you 
drink. Over time Starbucks branches introduced 
 

! Live music and poetry/book readings 
! Starbucks branded merchandise (both year-round and 

seasonal) 
! Frequent buyer loyalty cards  
! Gift vouchers in the form of credit cards that could 

be swiped at the register 
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Starbucks has also driven other coffee sellers to innovate (or 
die!). In the UK, German coffee chain Tchibo is trying out a 
new merchandizing strategy by using its stores as outlets for a 
regularly changing program of selling themed merchandise. 
The idea is to keep customers coming back by creating a 
need to see what’s on sale this week. 
 
The introduction of wireless network hotspots increased the 
rationale for Starbucks customers to hang around longer and 
spend more money in the stores. Anyone who frequents 
Starbucks regularly knows that you are as likely to be seated 
amongst a bunch of business meetings as a bunch of casual 
coffee drinkers. 
 
Now Starbucks plans to launch new “Hear Music 
Coffeehouses” to add capabilities for customers to listen to 
music and create custom CDs in the store. Who knows, 
maybe soon you’ll be able to plug in your iPod and download 
music onto it while sipping your coffee in Starbucks? 

Boeing and Airbus 

 
Both Boeing and Airbus create some of the most complex 
deliverables in the world: Commercial airplanes. The current 
challenge for the two leaders in world aviation is not just to 
deliver their latest two products, which depend on significant 
innovation themselves not least of which is the PLM 
technology used to design and build them, but also to realize 
them in the form of market assets. 
 
At the moment Boeing and Airbus are making huge bets on 
significantly different types of airplane. The Boeing 7E7 is 
focused on taking smaller numbers of passengers long-
distances, faster. The Airbus A380 is focused on transporting 
the largest number of passengers possible in a commercial 
airplane. 
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What will be challenging for the airplane manufacturers and 
their market partners (i.e. the airlines and airports) will be 
how to realize the value of these massively expensive 
innovation deliverables in the marketplace. Both Boeing and 
Airbus have some previous market experience to build on – 
namely the Concorde (for Boeing) and the Boeing 747 (for 
Airbus). 
 
But the challenge here is for Boeing to avoid the limited 
commercial success of Concorde and for Airbus to make the 
380 more than just a “super-jumbo” in the eyes of 
passengers. They can only do this by creating market assets 
that reflect the nature of their offering. For example the 7E7 
may need to recreate the kind of exclusive brand experience 
formerly offered by Concorde but to a level of passenger 
discretionary income below that serviced by Concorde. 
Whereas the A380 may need to look back to the Flying Boats 
that used to ply the Pacific routes for its unique brand 
experience.   
 
Realizing these deliverables will depend on creating an 
experience of unhurried yet fast travel on the one-hand and 
an ocean liner experience on the other. All parts of the 
delivery chain will need to be considered to create this 
experience; for example fast tracking passengers through 
airports for 7E7 flights or providing the means to keep large 
numbers of A380 passengers entertained at the airport pre-
flight and new ways to process the baggage loads to get these 
passengers out of the airport quickly post-flight. The way 
these two airplanes are furnished will also be key to creating 
market asset brand experiences.  
 
There is substantial innovation already inherent in the 
potential Boeing 7E7 and Airbus A380 airplane deliverables 
but it is in danger of failing if it is not realized by realization 
in the form of market assets. 
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Microsoft Office 

 
Microsoft Office is another good example of a market asset. 
When it was first offered, Office included nothing we hadn’t 
seen or used before in terms of desktop PC applications. 
Some of the application deliverables included in Office 
originated from outside Microsoft. On the face of it there 
was nothing innovative about Office at all. 
 
But Office is now one of the most significant revenue 
generating assets that Microsoft has because the company 
understands how to realize the value of deliverable assets in 
the marketplace. Originally Office bundled wordprocessing, 
spreadsheet and presentation software into a single 
deliverable that was priced to compare with the cost of just 
one of the three components on its own. Aggressive initial 
pricing and bundling convenience were probably what 
attracted many of the first consumer and business users 
 
Over the years Microsoft has incrementally improved Office 
by adding more application modules to extend its reach and 
price performance and adding development capabilities so 
that Microsoft partners and key accounts could customize 
the Office product to suit more specific operational needs. 
As a result the Office product became a de-facto standard for 
personal productivity applications on corporate desktops and 
is now nothing less than a platform in it’s own right with an 
aftermarket of add-ons and a universe of other applications 
that have been forced by it’s success to ensure that they 
integrate with it. 
 
Actually Office is one of the best kinds of market assets 
because it also regularly generates additional revenues 
throughout its lifecycle due to regular upgrade cycles. Yet the 
increasing breadth and depth of Office today has actually led 
to Microsoft “overserving” some of its customers, leading 
them to look for cheaper and functionally leaner alternatives 
based on alternative platforms such as the Linux operating 
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system. A clear example of a disruptive innovation S-curve 
coming into play.  
 
But Microsoft continues to protect its Office franchise as it 
prepares to launch a new version of Office that could see it 
being broken up into sets of Web services. This new release 
will lay the groundwork for Microsoft to offer a highly 
granular application from a functional and pricing 
perspective. This in turn will help Microsoft to retain 
customers who might otherwise switch to disruptive 
alternatives and to reach beyond the corporate desktop to a 
massive consumer community for whom the power/price 
ratio is critical. 
 

> IPM Alert <  
 
Market asset checklist: 
 
- consumers can identify the deliverable as a 
brand 
- the deliverable has created an aftermarket 
- the deliverable is capable of appealing across 
market sectors 
- the deliverable is the market reference or 
prototype 
- the deliverable embodies intellectual 
property worth defending 
 

 

Diffusion of Innovation 

 
Critical to understanding the concept of a market asset in an 
IPM context is Rogers29 work on the diffusion of innovation. 
Here diffusion is the term used to encompass everything about 
how an innovation makes its way from creation (i.e. post-

                                                        
29 Rogers E.M. (2003). Diffusion of Innovations. The Free Press 
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deliverable) into widespread use, a kind of social change that 
encompasses both planned and spontaneous dissemination, 
which in terms of this book is clearly a function of the 
realization process phase. As Rogers defines it  
 

“Diffusion is the process by which an innovation is 
communicated through certain channels over time 

among the members of a social system.” 
 
Rogers emphasises that it is important to question and define 
the characteristics of an innovation in terms of its 
 

! Relative advantage – how is it perceived to be 
better than what it supersedes? 
 

! Compatibility – how much does it deviate from 
existing values, experiences and needs? 
 

! Complexity – how difficult is it to understand and 
use? 
 

! Trialability – can you experiment with it at minimal 
cost? 
 

! Observability – are the results of the innovation 
easily visible? 

 
The innovation could be communicated by mass-media (e.g. 
via TV or now the Internet) or by intrapersonal (e.g. face-to-
face) communication. And today hybrid channels for 
communicating innovation include viral marketing, which is a 
new form of collaborative communication based on email, 
blogs and instant messaging. 
 
But in order for an innovation (specifically a technological 
innovation) to be diffused, it will pass through a number of 
stages that take place sequentially over a period of time 
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! Knowledge – whereby the innovation is noticed and 
understood 
 

! Persuasion – whereby a favourable/unfavorable 
attitude is adopted towards to the innovation 
 

! Decision – a commitment to adopt/reject the 
innovation 
 

! Implementation – putting the innovation to use 
 

! Confirmation – reinforcement/rejection of decision 
based on outcomes experienced 

 
All this is affected by the social system in which the 
innovation takes place. For example a new Internet game 
may diffuse far faster in a social system comprised of online 
gamers than a new type of fertilizer amongst a dispersed 
farming community in a third world country. And the 
decision to adopt an innovation may take place faster 
depending on whether the adopt/reject decision is taken by 
an individual, collectively or by an authority of some sort. 
 
As an innovation becomes diffused as it is more widely 
adopted by successive categories of people (the normal 
frequency distribution of each category according to Rogers 
is indicated in [ ] below) 
 

! Innovators [2.5%] – who are prepared to take a risk 
! Early adopters [13.5%] – who like to lead the way 

and try things first 
! Early majority [34%] – who make deliberate choices 

backed by evidence 
! Late majority [34%] – sceptics who need a lot of 

proof to buy-in 
! Laggards [16%] – conservative or traditional types 

who may resist change deliberately 
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These innovation adopters will be influenced by others who 
fulfil certain specific diffusion roles: 
 

! Opinion leaders – who have frequent but informal 
influence over others 
 

! Change agents  - who positively champion the 
innovation 
 

! Change aides – safe entities that back up and 
complement the change agent 

 
Realizing a market asset is all about understanding how 
innovation is diffused in the marketplace. 

Buyer Utility Map 

 
If you can offer your innovation deliverable to customers in a 
different way from your existing deliverables or those of your 
competitors, there’s a good chance your innovation has the 
potential to create a viable market asset. Kim and 
Mauborgne30 developed their Buyer Utility Map to help 
managers generate new business ideas. The Map is a matrix 
with six stages of the buyer experience cycle along the top 
and six utility levers down the side. Locating an innovation in 
one of the 36 locations of the map “creates a different utility 
proposition from existing products” and can “create new expectations 
for a familiar experience” for example by using the dominant 
utility lever at an unserved experience stage or an entirely 
new lever at a new stage. 

Roadmapping 

 
Talking about maps - roadmapping, as a process and 
technology, is key to raising business performance and 
realizing innovation value in the marketplace. 

                                                        
30 Kim, W. C., Mauborgne, R. Knowing a Winning Business Idea When 

Your See One. Harvard Business Review, Sept.-Oct. 2000. 
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A roadmap is a visual representation of a sequence of steps 
along a timeline that depends on a roadmapping process to 
capture and organize the information and knowledge 
represented on the roadmap. A roadmap always has a specific 
theme represented along a given timeline and usually presents 
a multi layered view of that theme – for example a generic 
roadmap template might consist of  
 

! a timeline (know-when)  
e.g. a 2-5 year deliverable lifecycle 
 

! a purpose layer (know-why)  
e.g. business or market objectives 
 

! a delivery layer (know-what) 
e.g. a product or service deliverable 
 

! a resources layer (know-how) 
e.g. technology or competency support 

 
Links exist between the steps within a roadmap layer, 
between steps across roadmap layers and between roadmap 
steps and other information entities “submerged” within the 
roadmap logic. For example a roadmap step may be linked to 
a project plan or an engineering diagram, which in turn is 
held in a separate project management or CAD application. 
And because a roadmap may represent objectives or activities 
that cross business unit or even organizational boundaries, it 
must support a collaborative process and technology. 
 
Clearly the roadmapping process, supported by roadmapping 
technology such as Alignent’s Vision Strategist that makes it 
easy to create, visualize and update roadmaps, is an ideal way 
to plan and progress an innovation performance 
management initiative itself. It is also an important way of 
improving the performance of the realizing innovation phase, 
especially for creating market assets based on product or 
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service deliverables. This is because it maps the deliverables 
created by the converting innovation phase onto a realization 
process that recognizes business/market objectives, reflects 
the ongoing future development of deliverable assets and 
respects the resource demands this realization process may 
put on the organization. 
 

Intellectual Capital/Property (IC/IP) 
Management 

 
“Knowledge has become the primary ingredient of 

what we make, do, buy and sell. As a result, 
managing it – finding and growing intellectual capital, 
storing it, selling it, sharing it, - has become the most 
important economic task of individuals, businesses 

and nations.” 
 

Thomas A. Stewart31 
 
The emerging knowledge economy runs on intellectual 
capital (IC) and a primary objective of innovation is to create 
it. Innovation deliverables like products, services and 
business model/process change will not create or sustain new 
value propositions for very long unless these deliverables 
generate new or enhanced IC. This IC is embodied in the 
people, processes and relationships inherent in market assets 
that in turn can be communicated to customers in the form 
of experiences they want to repeat. 
 
According to Sullivan32  
 
“the value associated with a knowledge firm lies largely in the knowledge 

it creates for future commercialization as well as the capabilities it 
creates to extract current profits from existing knowledge”. 

                                                        
31 Stewart, T.A. (1998). Intellectual Capital: The New Wealth of 

Organizations. Nicholas Brealey  
32 Sullivan, P. H. (2000). Value-Driven Intellectual Capital. Wiley. 
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A knowledge company uses knowledge as a source of 
competitive advantage and in the context of the knowledge 
firm, Sullivan also states that 
 

! Value Creation – “concerns the generation of new knowledge 
and its conversion into innovations with commercial value” 
 

! Value Extraction – “involves converting a firm’s innovations 
into cash or into some form of strategic position” 

 
Sullivan discusses a number of IC value chains in his book 
and notably three of them begin with innovation as the initial 
input. 

Intellectual Capital (IC) 

 
Today’s IC is more than intellectual property (IP) “assets” in 
the form of patents, trademarks, copyrights and Web domain 
names. According to IC pioneers like Sveiby, Evindsson and 
others, IC comprises 
 

! Human capital 
 
Human capital is not about the number of people in your 
organization but the quality of those people in terms of their 
knowledge (know-what) and expertise (know-how) and 
communities of interest (know-who). 
 

! Structural capital 
 
Structural capital refers to the processes that create IC for 
example through knowledge management, supply chain 
management, IP management and other business process 
competencies.  
 

! Stakeholder capital 
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Stakeholder capital refers to the relationships that the 
business participates in for commercial success. These 
relationships may include working with customers, suppliers, 
advisors and consultants or academia for example. 
 
With the notable exception of a number of Nordic 
businesses and a few others, IC is seldom well represented in 
the reports that are used to value a company by investors. In 
this sense, it is claimed that IC represents a major hidden 
“asset” and one that will become increasingly important to 
make visible to investors. As the knowledge economy 
develops, the financial markets will demand better ways of 
assessing the true value of an organization based on more 
than revenues, expenses and equity - what some people call 
the difference between a company’s book value and market 
value.  
 
According to Cranfield33 researchers, there are good 
performance management reasons for companies to measure 
their intellectual capital including to 
 

! formulate their strategy 
! assess strategy execution 
! assist in diversification/expansions decisions 
! compensate those executing the strategy 
! communicate measures to external stakeholders 

 
This last reason is even more important if you expect to 
deliver the new levels of stakeholder reporting espoused by 
organizations such as the UK’s Institute for Social and 
Ethical Accountability34. 
 

 

                                                        
33 Marr, B., Gray, D., and Neely, A. Why do firms measure their 

intellectual capital? Journal of Intellectual Capital, Vol.4 No.4, 2003. 
34 See www.accountability.org.uk 
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> IPM Alert <  
 
Teece35 believes that a core concern of 
business today is the development and 
deployment of intangible assets (or 
knowledge) and that business is coming to 
depend on taxonomies of knowledge that 
include 
 
Tacit versus codified knowledge 
 
- It’s hard to create IP from knowledge that 
you can’t codify. 
 
Observable versus non-observable 
knowledge 
 
- It’s easier to create IP from knowledge 
that’s not easy to see and study. 
 
Positive versus negative knowledge 
 
- Knowing what works and what doesn’t are 
equally important so it’s important to keep 
failures and successes secret from an IP 
perspective. 
 
Systemic versus independent knowledge 
 
- Knowledge that changes a whole system 
may demand more resources to implement 
than that which is autonomous of an existing 
system  
 

                                                        
35 Teece, D.J. (2001). Managing Intellectual Capital. Oxford University 

Press. 
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Intellectual Property (IP) 

 
A subset of intellectual capital is the tangible asset of 
intellectual property (IP) and a cornerstone of IP 
management is keeping track of what others - particularly 
competitors - are doing in terms of their IP activity through 
the use of alerting technology. But IP management involves 
much more than this, as Cochran36 points out. IP needs to be 
captured, tracked, protected, connected to strategy and 
subject to regular reporting. Managing IP in this way raises 
the visibility of your intangible intellectual assets, to prevent 
management underestimating either the costs or the value of 
the organization’s IP. 
 

! Capturing IP is primarily about an invention 
documentation process that may include textual, 
visual and verbal content. The kind of rich 
documentation needed to support a patent 
application for example. 
 

! Tracking IP starts with creating IP asset records and 
assigning and managing ownership as assets are 
created, acquired, transferred, licensed or divested. 
 

! Protecting IP demands pre-emptive controls such as 
the formal use of non-disclosure and confidentiality 
agreements and the use of secure role-based access to 
asset records. 
  

! Connecting IP management to strategy implies 
oversight of the connection between management IP 
goals and the activities and costs of the R&D 
department. 
 

! Reporting IP activity requires the production of 
regular IP activity reports and perhaps the use of IP 

                                                        
36 Cochran, K. Intellectual Property: The Costs of Ad Hoc Management. 

Intellectual Property Today Vol. 9 No. 6, June 2002. 
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scorecards to monitor metrics such as numbers of 
patent applications, value of IP licensed or IP 
applications in progress. 

 
There is also a major process element to IP management, 
especially in the creation of specific types of IP such as a 
patent, which is a long-duration application and validation 
process involving invention disclosure, granting of a patent 
and eventually licensing the patent. 
 

> IPM Alert <  
 
Robert Pithkethly37 suggests that as more 
attention is paid to IP, we may see an IP 
Director on the company board. He also 
suggests that if a company has significant IP 
activity then every employee should be made 
aware of this as part of their induction 
training through some kind of IP awareness 
course. After all IP is a serious business for 
many innovative organizations. 
 

 
IP management has a number of fixed and ongoing costs, 
especially for smaller companies that need to outsource IP 
management because it does not justify an in-house 
department. These costs include 
 

! Initiating and renewing patents/trademarks/domain 
names 

! Buying or licensing IP (as a licensee) 
! Defending patent infringements 

 
From an IPM perspective, IP management is about an 
opportunistic use of the IP portfolio rather than a defensive 

                                                        
37 PithKethly, R. A safe haven for ideas and inventions. In Financial 

Times sponsored report Mastering Innovation, Oct. 7 2004. 
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use of the portfolio - in other words an emphasis on 
leveraging value from your IP assets instead of protecting 
them from outside exploitation. And increasingly IP 
management embraces patent analysis as patents can include 
a wealth of information about  
 

! The company applying for the patent 
! Individual inventors involved 
! Prior/similar work cited by the patent 

IP Management Technology 

 
Intellectual capital management (ICM) technology that 
embraces a wider scope than IP management is not yet 
available in the marketplace. One issue is that for an ICM 
system to function would require deep integration with other 
business process management systems such as ERP, SCM, 
CRM and HR for example. This is not trivial.  Probably the 
only support for ICM in technology today is the use of 
scorecarding tools to measure and monitor the kind of IC 
metrics proposed by Sullivan and others. 
 
However, IP management (as a component of ICM) is 
represented by various tools and applications used to 
 

! Alert businesses to patent applications 
! Research existing patent applications 
! Invention disclosure and evaluation 
! Process patent applications to create and protect IP 
! IP Portfolio organization and evaluation 
! Manage IP licensing to gain revenue from IP 
! IP enforcement to prevent abuses 

 
There is a wide range of IP management technology; some is 
specifically targeted at individual inventors, some at IP law 
firms or internal legal departments and others for use by 
general-purpose corporate IP management departments. 
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If all you want to do is automate the process of a specific 
kind of a patent application (applying for copyrights, domain 
names and trademarks can be done online and is trivial by 
comparison) then packages such as PatentPro or 
PatentWizard may be all you need. This type of application 
uses a similar process to tax-return software like Intuit’s 
TurboTax to walk you through creating and filing the 
application with the aid of wizards and an online help system.  
However some of these packages are no more than 
document formatting templates for use with packages such as 
Microsoft Word. But most IP law firms and corporate IP 
departments need more sophisticated “case management” 
packages such as those from Aspen Grove, FoundationIP or 
Patrix.  
 
These packages are generally workflow-based, integrate with 
corporate email and calendaring systems and assume many 
cases are being managed by a dedicated community of role-
based stakeholders. For tracking and billing activities, case 
management systems also include time-billing functions. 
Document and citation management is another key capability 
to support the complexities of patent applications, as is the 
availability of some kind of knowledgebase to keep 
participants up to date on changing legislation, filing rules 
and so forth. 
 
Capturing IP knowledge, both from internal and external 
sources, generating a knowledgebase and providing 
sophisticated searching tools is the focus of applications such 
as PatentCafe’s ICO and MicroPatent’s web-centric 
PatentWeb. These kinds of applications are in effect 
specialized document management systems with enough 
sophistication in their search capabilities to make optimal use 
the full-text and image indexing of the IP knowledgebase. 
Whereas if your focus is on exploiting the inherent value of 
your IP portfolio then applications from Nextance, and 
IPscore are likely to fit the bill. 
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Nextance NexIP claims to automate IP management “end-
to-end” - from idea disclosure to compliance management -
with a focus on the opportunity, deal and contract 
management aspects of IP licensing. 
 
IPscore (developed by the Danish Patent and Trademark 
Office) focuses on providing the means to identify and 
improve the value proposition for a patent or IP 
development project. The foundation for IP “score” is an 
assessment of the legal status, technology value, market 
conditions and financial (cost and revenue) implications. As 
Figure 2.15 indicates, the score is visualized using four radar 
profiles, an overall strategic profile, and a matrix-based 
“magic quadrant” to compare the risk profile of multiple IP 
projects. The score is measured and monitored using 
“reference figures” (KPI-like metrics), a net present value 
simulation and a graphical future forecast for the IP entity 
being scored. 
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Figure 2.15: An IPScore Radar Profile 

 

 
 

! IPScore.com 2004 

 

Brand Management 

 
Intellectual capital is all very well but it needs to be 
communicated to customers as a value proposition that is 
tough for competitors to recreate. Branding has emerged as 
the key way to communicate value propositions to 
customers. A primary objective of the process of innovation 
realization is to create and maintain brands as a core 
dimension of market assets. 
 
Like ICM, brand management and the technology to support 
it are also in its infancy. Brand management is not about 
brand as “irritant” but brand as “sense-maker” or “mental-
model” creator. If you release an innovative product or 
service to the marketplace without it creating or contributing 
to a brand, the innovation is in danger of failing to be fully 
realized because it will not be communicated, it will not 
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establish “thought-leadership” and it will not sustain the 
creation or maintenance either of a new market category or 
existing market positioning. 
 

> IPM Alert <  
 
So how do you brand an innovation? Here 
are ten suggestions 
 
- Name it (it all starts from here) 
- Mission it (give it a mission statement) 
- Value it (give it a value statement) 
- Haiku it (convey the experience succinctly in 
words) 
- Picture it (convey the experience in an 
image) 
- Soundtrack it (convey the experience in 
music) 
- Badge it (give it a logo) 
- Domain it (give it a web site) 
- Storyboard it (give it a dramatic life) 
- Champion it (give it a human face) 
 

 
In an innovation context, a brand asset is about much more 
than the traditional concept of brand attributes such as 
 

! Images 
! Logos 
! Messaging 
! Advertising 
! Packaging  

 
A brand asset is something that defines 
 

! A mental model of an idea 
! A market category 
! A customer experience 
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! A value proposition 
 
One purpose of innovation is to create these brand assets 
and preferably in the form of what John Grant38, calls “the 
prototype example”, either because it was the first or because it 
is the reference brand for a market category. Incremental 
innovation is unlikely to create these kinds of brand assets; 
instead they are more likely to originate from radical or 
disruptive innovations. 
 
Grant’s “new model of branding” is informed by cognitive 
science. He sees a brand as representing a set of interlocking 
elements including 
 

! A proposition framework 
! Metaphor links 
! Metonymy links 
! Sense impressions 

 
This holistic view of brands means that a brand asset is 
unlikely to be associated with a specific product or service 
but with an integrated combination of product(s), service(s), 
business process(es) and business model(s). It is this 
combination that the term brand represents in the knowledge 
economy, which is a long way from the old comfort-buy or 
traditional aspirational view of branding. 
 
David Aaker39 reinforces the idea that brand assets driven by 
innovation can create or redefine market categories when he 
defines seven dynamics that impact what he calls “brand 
relevance” 
 

                                                        
38 Grant, J. (2002). After Image: Mind Altering Marketing. 

HarperCollins. 
39 Aaker, D.A. The Relevance of Brand Relevance. strategy+business, 

issue 35. 
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1. A new product or service dimension expands the 
boundaries of an existing category. 
 

2. A new product or set of products carves out a fresh 
niche in an existing category. 
 

3. A new competitor devises a way to bundle existing 
categories into a supercategory. 
 

4. A new competitor repositions existing products or 
services to create an original category. 
 

5. Customer needs propel a new product category or 
subcategory. 
 

6. A new technology leads the development of a 
product category or subcategory. 
 

7. A company exploits changing technologies to invent 
a new category. 

Brand Management and PIM/PM Technology 

 
Brand management applications are generally focused less on 
brand performance than on brand asset management - that is 
on the images, documents and other content relating to a 
brand to ensure this content can be shared and used in a 
consistent way.  
 
For example Brandopoly is focused on brand messaging and 
marketing and in particular the creation, maintenance and 
communication of brand-related marketing materials in print 
or electronic form. Brandworkz is focused on cataloguing, 
distributing and approving digital artwork such as brand-
related logos, photos and other visual elements associated 
with a brand. Brand Ensemble is designed to present brand 
content in a highly visual way to make it easy to assemble, 
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organize and view brand content as well as translate it into 
foreign languages. 
 
Whereas the Connectrix merchandise line management 
system is an example of a sophisticated suite of applications 
for use in the apparel industry offering modules for 
 

! Product development 
! Merchandise planning and forecasting 
! Inventory management 
! Brand management 

 
Because most brands have traditionally been build around 
products, two software applications that are likely to be of 
use in product-centric companies are product information 
management (PIM) and product management (PM) software. 
PIM software is available from a number of vendors 
including Cardonet, Concert, FullTilt, IBM, MatrixOne, 
Reqio and Riversand. PM software is available from vendors 
such as Accept Software, Marketing Pilot, Ryma and 
TrueReq. 
 
The primary focus of PIM software is on providing a 
consistent view of product information for two purposes 
 

1. To procure the right products/product components 
from suppliers 

2. To provision customer facing product sale systems 
(e.g. online storefronts) 

 
In this way PIM combines cataloguing product information 
from a supplier/procurement perspective and “translating” it 
into product information from a customer/salesforce 
perspective. By doing so PIM system help to ensure a 
standard product profile is used to drive more efficient 
procurement (saving time/cost) and consistent provisioning 
of product information to a wide variety of customer facing 
or product configuration/sales systems including 
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! ERP 
! SCM 
! CRM 
! E-procurement 
! E-commerce web site 
! Online marketplaces 
! Partner extranets 
! Sales intranets 

 
Multi national companies will also appreciate the ability to 
manage product catalogs in multiple languages as a further 
driver towards a “single-source” for product information on 
a global basis. 
 
Product management is not particularly well-served in the 
marketplace today, in terms of choice of applications. 
However Accept Planner is a comprehensive offering that 
covers a lot of bases by offering a core application plus 
optional add-on modules for 
 

! Strategic product planning 
! Product roadmapping 
! Product viability analysis 
! Product release planning 
! Product suggestion/defect tracking 
! Market/product requirements management 
! Exporting work breakdown structures to MS Project 

 
Accept Planner is available as a conventional application or 
as a hosted service and offers a highly visual user interface 
for the purposes of 
 

! Presenting a personalized product manager 
dashboard 

! Understanding product dependency hierarchies 
! Create product positioning quadrants 
! View Gantt-based roadmaps and release plans 
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! Generate bubble for product portfolio analysis 
 

FeaturePlan focuses on managing what the vendor calls the 
product management “continuum”. This continuum 
comprises a series of phases including 
 

! Information gathering - so that, for example, 
market inputs gathered can be matched to product 
problem statements. 
 

! Information processing – to create meaningful and 
supported problem statements and product 
requirement documents (PRDs). 
 

! Creating the Release – managing release cycles and 
feature sets, matching PRDs to release cycles and 
creating business cases. 
 

! Launching the Release – leveraging the product 
requirement and release data to create sales and 
marketing collateral to support product release. 

  
MarketingPilot is an application directed at product managers 
who need a product/brand-centric view of their marketing 
activities through a single management console that can be 
used to track 
 

! Campaigns 
! Projects 
! Documents 
! Digital assets 
! Production 
! Budgets/expenses 
! Media buying 

 
TrueReq is focused on collaborative product development 
and has a product requirements tree at its hub. You can 
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create multiple product nodes in the tree and then for each 
product create and track 
 

! Requirement definitions 
! Issues 
! Attachments (e.g. documents or plans) 
! Lifecycle phases for stage-gate type progression 
! Requirements ranking 
! Product-based Web surveys 

 
In addition to the usual reporting and analysis capabilities, 
TrueReq can also generate phase-related notifications and 
offers an executive dashboard to visualize and monitor 
product status and issues. 

From Processes to Practice… 

 
As James Utterback says in the preface to his book40  
 
“Innovation in industry is a process that involves an enormous amount 

of uncertainty, human creativity and chance.”  
 

The value chain, business process activities and innovation 
management technology outlined above won’t fundamentally 
change this view. But they will help businesses to work 
towards improving the practice of innovation and begin 
transforming it into a competency rather than a game of 
chance. After all, the competency of innovation may be the 
one core competency that ensures the future survival of a 
business. 
 
The next part of the book attempts to build on this value 
chain and process perspective by suggesting some practical 
things to do in order to improve innovation performance 
management in your organization. 

                                                        
40 Utterback, J. M. (1994). Mastering the Dynamics of Innovation. 

Harvard Business School Press. 
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PART 3 - PRACTICE 

 
This part of Innovation Performance Management: Principles | 
Processes | Practice is about putting innovation performance 
management (IPM) into practice and builds on the concepts 
introduced in the principles and processes parts of the book. 
 
The content is aimed at business managers who would like to  
 

! Create and maintain an innovation culture 
 

! Optimize the innovation value chain and business 
process 
 

! Better understand the challenges and metrics 
involved in IPM 

 
! Create an IPM action plan for their business 

 
Hopefully this content will help you to meet the challenge to 
innovate, one of the execution challenges every great 
company must face up to according to Kennedy and Moore  
in their book Going the Distance41. But ultimately the aim of 
IPM in practice is to embed innovation into your business so 
that you can be certain that everyone is continuously and 
actively innovating as part of a core business competency. 
 

                                                        
41 Kennedy, K. and Moore, M. (2003) Going the Distance. Financial 

Times Prentice Hall. 
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Introduction 

 
The practice of innovation performance management (IPM) 
discussed in this section builds on the principles and process 
sections of the book. The section refers specifically to the 
value chain and process activities described in the process 
section above.  

Where to Start? 

 

Introducing the practice of IPM is no different from any 
other change management initiative: You must usually tackle 
some difficult stuff to start with and then progress to the 
easier stuff to be sure of long-term sustainability. Innovation 
performance improvement is definitely a long-term “balance 
sheet” kind of activity rather than a short-term revenue 
booster. 
 
Figure 3.1 shows a typical change “onion”  with the process 
and technology core existing within the solid outer layers of 
the corporate workforce and culture. Do you slam in 
technology and work inside out or change the culture to 
work outside in? Perceived wisdom suggests the latter, 
because changing an organizational culture to truly focus on 
IPM could take years and without culture change, process 
and technology change often fails to meet expectations due 
to cultural resistance.  
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Figure 3.1: The IPM Change Onion 

 

 
 

Raise Your Organizational IQ 

 
Innovation is everywhere; the problem is learning from it.                                                                                                                             

John Seely Brown 
 
Innovation performance management is really in service of 
one thing: Raising your organization’s innovation quotient 
(IQ)  –  that is its capacity and ability to innovate 
successfully. In this chapter I’ll discuss how you can raise 
your organizational IQ at the CxO, middle manager and 
individual employee level and by other activities such as 
innovation portfolio management. 
 
 

> IPM Alert <  
 
Peter N. Sisco of Volitional Partners 
proposes an innovative perspective on 
organizations and their employees called the 
Proprietary Revolution.  
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Sisco’s manifesto of the proprietary 
revolution recognizes that the “unstoppable force 
of human innovation” and the “unquenchable thirst 
for self-determination” demand a new kind of 
employer/employee relationship.  
 
He sees organizations as an “opportunity 
platform” for a new breed of “entreployees” - 
employee with a “proprietary interest” in his 
or her tasks and projects. Whether you regard 
this as radical thinking or just another spin on 
rewarding innovation, it’s an interesting 
perspective on self-interest as way of 
improving IPM.  
 
(Source: www.volitionalpartners.com) 
   

 
Before considering raising your organizational IQ it’s worth 
starting by busting a few myths about innovation. Sawhney 
and Wolcott of the Kellogg School of Management propose 
that one way to define innovation and how it is managed is 
to consider innovation myths. In their article The Seven Myths 
of Innovation42 they propose seven myths and realities to 
consider: 

                                                        
42 Sahney, M. and  Wolcott, R. C. The seven myths of innovation. In 

the Financial Times sponsored report Mastering Innovation, Oct. 9 
2004. 
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Myth Reality 

  
1. You need more ideas You need more homes for 

ideas 
2. Innovation is a 
department 

Innovation is a company-
wide competency 

3. Let people loose to 
innovate 

Enable people through 
process and structure 

4. Innovation is a radical 
departure from the past 

Innovation often creatively 
combines pieces of the past 

5. Mistakes are costly Early mistakes are profitable 
6. Avoid the detours Detours may be the 

destination 
7. Innovation is about 
creating new things 

There are many paths to 
innovation 

 
The authors are currently working on a project to create a 
diagnostic and benchmarking tool called the Innovation 
Radar for managing business innovation. According to their 
website,  
 
“The Innovation Radar dimensionalizes business innovation in terms of 

12 "vectors of innovation" and provides a visual depiction of the 
innovation landscape for a company or an industry.” 

Creating an Innovation Culture 

 
The Law of Possibility – identity foreshadows potential 

Laurence D. Ackerman 
 
When the editors of Harvard Business Review43 asked a 
number of innovation experts and leaders the question 
“What’s the one thing you’ve have done that has most 
inspired innovation in your organization?” these are some of 
the answers they got 

                                                        
43 Peebles, E. Inspiring Innovation. Harvard Business Review, Aug. 
2002. 
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! Make it ordinary (i.e. part of everyday business) 
! Help people to broaden their perspective 
! Re-organize frequently 
! Take risks and learn from failure 
! Hire people with experience outside your industry 
! Create a culture where there is no such thing as a bad 

idea 
! Don’t do what the customer wants. Do something 

better. 
! Take an experimental approach to R&D 
! Create a structure and climate that ends internal 

competition 
 
In their article A leap into the unknown44, the authors explore 
this question from the opposite perspective that is in terms 
of the challenges to an innovation culture. They identify 
three key challenges:  
 

1. Cognitive – “the need to become aware of opportunities and 
ideas that lie beyond the company’s comfort zone” 
 

2. Political – “the need to generate support for these new ideas 
inside an established and risk-averse organization” 
 

3. Capability – “the need to develop a new set of skills, 
capabilities and networks to be successful in commercialising” 

 
Others such as Govindarajan and Trimble45, professors at the 
Tuck School of Business Dartmouth College, claim, “The 
challenge of innovation is learning”. They make the point that a 
key competency required to benefit from strategic 
experiments – such as the introduction of a new business 

                                                        
44 Birkinshaw, J., Delbridge, R. and Bessant, J. A leap into the 
unknown. In the Financial Times sponsored report Mastering 

Innovation, Sept. 16 2004. 
45 Govindarajan, V., Trimble, C. Business is sent back to the 

classroom, in the Financial Times sponsored report Mastering 
Innovation, Oct. 7 2004. 
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model – is to learn from them and fast. The ability to learn 
fast was what often separated the winners from the losers in 
the dot-com boom of the late 1990’s. 

Innovation Cultural Competencies 

 
A broad set of competencies is required to support an 
innovation culture, like those outlined in Figure 3.2 below. 
These competencies have an internal/external and 
present/future perspective and in practice the aim should be 
to ensure some kind of holistic balance between them. 
 

! External – Pulse Taking 
 
Pulse taking is a competency that primarily looks outward 
and is supported by the vigilance activity within the 
generating phase of the innovation management process. 
This is the competency of continuously talking to customers, 
monitoring the marketplace, and soliciting feedback from a 
wide variety of sources. 
 

! Internal – Sense Making 
 
Sense making is a competency that an organization must 
embrace to fully leverage the other three competencies. 
Essentially sense making is the competency that embraces 
the results of pulse taking, creative responding and scenario 
envisioning and tries to make sense of it all in a holistic way. 
Otherwise the power of the other three competencies will be 
lost if they all take place in isolation of each other. 
 

! Present – Creative Responding 
 
Creative responding is a competency that responds to current 
problems and competitive threats as an opportunity and is 
supported by the creativity activity within the generating 
phase of the innovation management process. This is the 
competency of proactively mobilizing the organization’s 
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creative resources and creative partners to turn problems, 
setbacks and threats into opportunities that can be exploited. 
 

! Future – Scenario Envisioning 
 
While creative responding is in response to current issues, 
scenario-envisioning is a creative framing of the future. The 
aim is not to plan the future but to explore and experiment 
with it in a creative way. Scenario envisioning starts with a 
simple “What If” question but can create a complex web of 
paths as scenarios are developed. 

Figure 3.2: Innovation Competencies 

 

Innovation Audits 

 
If you need a baseline on which to create an innovation 
culture in your organization, one way to start is by 
undertaking some kind of innovation audit. A number of 
consulting companies offer online questionnaires for 
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individual use or formal organizational audit services to help 
you understand your current level of organizational IQ. 
Much of the content for these audits is based on original 
work by Professor Goran Ekvall46. 
 

> IPM Alert <  
 
Raising organizational IQ is not just about 
people; it’s also about places. Some initiatives 
to try include creating; 
 
- Creative “jamming” areas in each business 
unit 
- Skunkworks or incubation clusters to 
hothouse innovation 
- Innovation exposition centers to showcase 
innovation  
 

 
The Innovation Centre Europe (see www.iceeurope.com) 
offer the Innovation Climate Questionnaire (ICQ) using norms 
based on data gathered from over 1500 individuals from 11 
organizations across thirteen value categories 
 

1. Commitment 
2. Freedom 
3. Idea-support 
4. Positive relationships 
5. Dynamism 
6. Playfulness 
7. Idea-proliferation 
8. Stress 
9. Risk-taking 
10. Idea-time 

                                                        
46 Ekvall, G. (1983). Climate, structure and innovativeness of 
organizations: A theoretical framework and an experiment. 

Stockholm: The Swedish Council for Management and Organizational 
Behaviour. 
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11. Shared view 
12. Pay recognition 
13. Work recognition 

 
Another audit methodology is the Innovation Assessment Process 
(IAP) from the Center for Creative Leadership (see 
www.ccl.org). This process uses the KEYS questionnaire to  
 
“assess the climate for innovation in an organization by rating the 
prevalence of stimulants and obstacles to creativity.” 
 
The six stimulants to creativity are: 
 

1. Organizational encouragement 
2. Supervisory encouragement 
3. Work group supports 
4. Sufficient resources 
5. Challenging work 
6. Freedom 

 
The two obstacles to creativity are: 
 

1. Organizational impediments 
2. Workload pressure 

 
One of the firms offering online audits for individuals is 
CREAX (see www.creax.com). Their 40 question online 
survey is an “assessment of your level of creativity measured across 8 
different metrics”. This survey can only hope to give you a 
snapshot of areas for improvement but nevertheless the 
survey results are presented to you immediately online in the 
form of a radar plot. I took their test and my plot is shown 
below in Figure 3.3. 
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Figure 3.3: My CREAX creativity plot 

 

 
 

! creax.com 2004 

 
Clearly a plot like this can be helpful for understanding the 
relative creativity characteristics within innovation teams so 
that you can work on balancing your team more effectively. 
 
Another organization offering innovation audits is Wave 
Global Pty based in Australia (see www.waveglobal.com). 
Their audits help organizations to understand and 
benchmark their innovation capabilities across a number of 
categories, including: 
 

! Leadership of innovation 
! Strategy for innovation 
! Opportunity scanning 
! Internal marketing of innovation 
! The production of innovation (create, capture, assess, 

apply) 
! Measuring and maintaining innovation 
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IPM - A CxO Imperative 

 
Innovation is literally all about competing for the future47 - to 
use Hamel and Prahalad’s term. In their book of the same 
name the authors make many important points that are of 
relevance to the kind of organizational culture required to 
support IPM including 

 
! Firms must “unlearn” the past before they can find 

their future 
 

! Top management must be obsessed with 
“opportunity share” 
 

! Businesses must build new core competencies that 
“transcend a single business unit” 
 

! The future is likely to be co-created through 
coalitions 

 
Innovation is all about unlearning the past in order to 
glimpse the future; it is about identifying and 
commercializing opportunities; it’s an enterprise-wide core 
competency that is increasingly becoming a core competency 
for collaborative business networks. 
 
But for innovation to work in an organizational context it has 
to be approached holistically: Top-Down, Bottom-Up and 
Middle-Out. Here I’ll discuss the need for innovation to have 
the “top-down” support of all the key CxO positions 
 

! Chief executive officer (CEO) 
! Chief financial officer (CFO) 
! Chief operating officer (COO) 

                                                        
47 Hamel, G., Prahalad, C.K. (1994). Competing for the Future. 
Harvard Business School Press. 
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! Chief information officer (CIO) 
 
If your company already actively manages your innovation 
performance then this list may also include other new and 
more innovative CxO positions such as chief knowledge 
officer (CKO) or chief learning officer (CLO). 
 
As Figure 3.4 shows, each CxO position has an area of 
responsibility when it comes to IPM 
 

! The CEO to lead innovation 
! The CFO to value innovation 
! The COO to manage operational innovation 

processes 
! The CIO to support those processes with IT  

Figure 3.4: IPM  - A CxO Business Imperative 

 

 

The CEO Imperative 

 

The CEO is responsible for clearly articulating the 
importance of innovation as a core competency of the 
organization from a mission, values and vision perspective. 
The mission, values and vision statements could include 
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combinations of the following: 
 

! MISSION – why we innovate 
 
! To keep our customers interested 
! To create our future 
! To challenge ourselves and our competitors 
! To have more fun 

 
! VALUES  - how we innovate 
 
! By improving our skills and knowledge 
! By creating products that reflect our values 
! By delivering unique service experiences 
! By continuously improving our customer-centric 

processes 
 

! VISION – where innovation will take us 
 
! Into new markets driven by new mental models 
! To a leadership position in an existing market 
! To deliver greater shareholder value 
! To gain and retain more customers   

 
But leading innovation is not just about making statements 
it’s about integrating innovation into the corporate strategy 
and making innovation a core component of the corporate 
performance management system measured and monitored 
using something like Kaplan and Nortons’ Balanced 
Scorecard48. 
 
The concept of the balanced scorecard has always included 
an innovation and organizational learning perspective, 
focused on organizational improvement as a means to create 

                                                        
48 Kaplan, R.S.,Norton, D.P. The Balanced Scorecard – Measures that 
Drive Performance. Harvard Business Review, Jan. – Feb. 1992. 
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value, and in Kaplan and Norton’s latest book Strategy Maps49 
managing innovation is clearly identified as one of the 
internal value-creating processes that helps to transform 
intangible assets into customer and financial outcomes.  
Their book focuses on four innovation processes 
 

1. Identity opportunities for new products and 
services 

2. Manage the R&D portfolio 
3. Design and develop the new products and 

services 
4. Bring the new products and services to market 

 
For Kaplan and Norton it is also important that these 
processes are aligned with the customer, financial and 
learning/growth perspectives of the company strategy to 
ensure that innovation is part of a holistic strategic approach 
to business performance management.  This perspective of 
innovation as a strategic and long-term initiative, clearly 
demands CEO-level support to initiate and sustain. 

The CFO Imperative  

 
The CFO is responsible for ensuring that innovation is 
valued and measured by the organizational culture in a 
financial sense.  This is fundamental to IPM because if 
innovation is not valued financially it’s hard to figure out the 
ROI expectations from innovation activity. And if the ROI 
proposition is unclear then IPM itself is likely to be a waste 
of organizational time, money and effort. 
 
Valuing innovation involves 
 

! A strategic perspective to innovation valuation 
 

                                                        
49 Kaplan R. S., Norton D.P. (2004). Strategy Maps: Converting 

Intangible Assets into Tangible Outcomes. Harvard Business School 
Press. 
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The CFO is responsible for creating financial innovation 
targets from the innovation objectives expressed in the 
corporate strategy and for committing financial resources to 
help achieve those objectives. 
 

! Promoting and rewarding innovation 
 
The CFO can introduce innovation performance into the 
corporate compensation structure by rewarding business unit 
managers, project teams or individuals for helping to meet 
innovation targets. 
 

! Sponsoring an IPM monitoring and reporting 
system 

 
The CFO can sponsor an IPM monitoring and reporting 
system to make sure that both the costs of and the income 
from innovation are properly reflected in the internal 
financial monitoring and external financial reporting of the 
business.  
 
All of the above are challenging to put into practice. Creating 
innovation targets and adding innovation to compensation 
structures is new ground for many organizations. IPM 
monitoring systems don’t exist off the shelf and have to be 
custom built today. Supporting innovation valuation is likely 
to require the introduction some kind of activity based 
costing (ABC) system, an innovation-focused scorecard and 
new kinds of innovation income and balance sheet reporting 
formats. 
 
The CFO has to get a grip on both the costs and returns 
from innovation and begin to value innovation in a way that 
recognizes the fact that that innovation is a long-term value 
proposition rather than a short-term revenue generator – a 
balance sheet rather than an income statement activity. 
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The COO Imperative 

 
The COO is responsible for the implementation of an 
innovation management business process that will eventually 
embrace the whole organization and probably certain 
external business partners and key customers. 
 
Innovation management is not much different from any 
other key business process, such as supply chain management 
(SCM) or customer relationship management (CRM), in that 
it 
 

! Involves internal stakeholders from across the 
organization and potentially some external 
stakeholders (e.g. product design or production 
partners and key account customers).  
 

! Benefits from a “joined-up” process and integrated 
set of support technology that links process activities 
together and taps into other process management 
systems for supporting data (e.g. ERP/CRM). 

 
! Requires some re-orientation of innovation 

stakeholders and perhaps some new stakeholder role 
definitions before any process or process support 
technology is put in place. 

  
The COO puts the processes in place that support the 
CEO’s strategy and the CFO’s financial management of 
innovation and must work closely with the CIO to match 
available technology with process requirements. 

The CIO Imperative 

 
The CIO supplies the technology required to support the 
innovation management process. In essence this technology 
is of two kinds: 
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1. Infrastructure technology 
2. Custom and/or packaged innovation management 

applications 
 
Supporting IPM effectively depends on much of the same 
infrastructure technology as any other core business process 
management application such as ERP/CRM, including 
 

! A fully networked (LAN/WAN-enabled) 
organization 

! Internet, intranet and email connectivity at every 
desktop 

! Application integration skills and tools in the IT 
business unit 

! Information portals for communication and 
collaboration 

 
Custom and/or packaged applications are required to 
support specific activities within the innovation management 
process (these applications are discussed in more detail in 
following chapters). And as an IT project, IPM is 
complementary to other projects that support the learning 
organization, such as knowledge management or e-learning 
initiatives. 
 
Without the kind of CxO support outlined above an IPM 
initiative is unlikely to work. Instead innovation management 
will be limited to the kinds of tactical departmental initiatives, 
patchy funding, “island” processes and “silo” IT 
implementations that may have dragged down innovation 
performance in the past. 

Innovation Leadership 

 
Innovation, in a business context, is inextricably linked with 
change – both the kinds of change that triggers novelty and 
change that results from the implementation of novelty. In 
fact Drucker has defined innovation as “change that creates a 
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new dimension of performance.” But change creates conditions of 
ambiguity and uncertainty – an organizational “climate” that 
innovation leaders must feel comfortable operating in. 
 
In Relax, It’s Only Uncertainty50, Hodgson and White define 
three approaches to leadership and define some enabling and 
restraining characteristics that determine how well or not 
leaders will cope when faced with ambiguity and uncertainty. 
The three approaches to leadership are 
 

1. Command and control - leadership by expertise 
2. Visionary – devolved responsibility for executing on 

leader’s vision 
3. Learning – collaborative creating of the future by 

leader and followers 
 
The authors advocate a need for more of the learning 
approach to leadership and it seems likely that this will be 
helpful if the aim is to improve innovation performance since 
this is certain to demand a collaborative, intra and inter 
enterprise effort effort. These learning leaders also need to be 
aware of what enables or restrains them from coping well 
with ambiguity and uncertainty, as tabulated below. 
 
Enablers Restrainers 

  
Mystery seeking Poor transitioning 
Risk tolerance Being a wet blanket 
Future scanning Conflict-avoidance 
Tenaciously challenging Muddy thinking 
Creating excitement Complex communicating 
Flexible adjusting Bean-counting 
Simplifying Narrow thinking 
Focusing Repeating 

                                                        
50 Hodgson, P., White, R.P. (2001) Relax, It’s Only Uncertainty. 
Financial Times Prentice Hall. 
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And when leading the unpredictable Innovation Journey51, 
leaders must also be prepared to be flexible in their perceived 
role: Switching between institutional leader, innovation 
sponsor, mentor and critic, as circumstances demand. This is 
a “leadership as service’ perspective. 

Raising CxO IQ 

 
Raising the IQ of CxO leaders depends on those leaders 
exhibiting the kinds of leadership qualities that successful 
IPM depends on. Two useful perspectives on these 
leadership qualities come from Kouzes and Posner52 and 
Kotter53. 
 
Kouzes and Posner regard leadership as “inextricably connected 
with innovation”, as reflected in their five fundamental 
leadership practices and ten “commitments”: 
 

1. Challenging the Process 
 
! Search for opportunities 
! Experiment and take risks 

 
2.  Inspiring a Shared Vision 

 
! Envision the future 
! Enlist others 

 
3. Enabling Others to Act 

  
! Foster collaboration 
! Strengthen others 

 

                                                        
51 Van de Ven, A.H., Polley, D.E., Garud, R. and Venkataraman, S. 

(1999). The Innovation Journey. Oxford University Press. 
52 Kouzes, J.M. and Posner, B.Z. (2003). The Leadership Challenge. 

Jossey Bass. 
53 Kotter, J. (1996). Leading Change. Harvard Business School Press. 



 Processes | Practice   143 

 

4. Modeling the Way  
 

! Set the example 
! Plan small wins 

 
5. Encouraging the Heart 

 
! Recognize individual contribution 
! Celebrate accomplishment 

 

> IPM Alert <  
 
James Ogilvy offers an interesting existential 
perspective on strategy54 that has some 
resonance with IPM. His five principles of 
existential strategy include: 
 
2 Being-Toward-Death – No one is too big to 
fail, to die, to go bankrupt. Gliding on 
momentum can lead to a crash. 
 
4 Throwness – You have a past; you have 
experiences and core competencies. Know 
them, use them, and don’t forget them. 
 
5 Authenticity – Don’t be bound by your past. 
Feel free to reinvent yourself and your 
company for an uncertain future. 
 

 
Kotter’s perspective on leadership of change is also 
appropriate in terms of raising CxO IQ especially in relation 
to converting and realizing innovation. His eight-stage 
process comprises: 
 

                                                        
54 Ogilvy, J. What Strategists Can Learn from Sartre. 
strategy+business, issue 33. 
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1. Establishing a sense of urgency 
2. Creating the guiding coalition 
3. Developing a Vision and strategy 
4. Communicating the change vision 
5. Empowering employees for broad-based action 
6. Generating short-term wins 
7. Consolidating gains and producing more change 
8. Anchoring new approaches in the culture 

 

> IPM Alert <  
 
According to Pearson55, there are four key 
inputs required for successful innovation to 
take place 
 
 1. A champion 
 2. A sponsor 
 3. A mix of creative minds and experienced 
operators 
 4. A process that moves ideas through the 
system quickly 
 

Raising Middle Manager IQ 

 
For IPM to be a holistic process it must embrace both 
leaders (top-down) and employees (bottom-up) and the 
middle managers (middle-out) between them.  But it’s 
important to distinguish between managers and leaders. 
According to Warren Bennis56 
 

“The difference between managers and leaders is 
fundamental.  

The manager administers, the leader innovates.” 

                                                        
55 Pearson, A.E. Tough-Minded Ways to Get Innovative. Harvard 
Business Review, Aug. 2002. 
56 Warren Bennis quoted in the Jan. 18, 1988 issue of Fortune 
magazine (p. 173). 
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However hiring or promoting the right middle managers is a 
key step in creating the three layers of a corporate innovation 
culture. Moss Kanter’s57 study of middle managers found that 
innovative middle managers  
 

! Are comfortable with change 
! See unmet needs as opportunities 
! Take care in selecting projects 
! Take a long view 
! Regard setbacks as speedbumps 
! Present professionally 
! Leverage organizational politics to gain support 
! Practice participative management 

 
This kind of middle manager is more likely to respond well to 
a high CxO IQ and more likely to act as a catalyst to raise 
employee IQ. 
 
 

> IPM Alert <  
 
In their paper on identity-based judgement58, 
Bolton and Reed make the point that  

 
“Managers who approach a business or policy issue 
from the perspective of a salient and strong identity 
(for example, as a businessperson or a Republican) 

may find it difficult to consider, anticipate and 
respond to alternative perspectives.” 

 
 
On this basis, in order for managers to adopt 

                                                        
57 Moss Kanter, R. (1982). The Middle Manager as Innovator. Harvard 

Business Review, Sept. 2001. 
58 Bolton, L. E. and Reed II, A. (2004). Sticky Priors: The 

Perseverance of Identity Effects on Judgement. University of 
Pennsylvania Press. 
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an innovative approach to an issue, assuming 
another identity temporarily or at least being 
exposed to other identities relevant to the 
issue, may be one way of breaking this pattern 
of pre-disposed judgment. 
 

 
Christensen59 points out that managers can help to ensure the 
success of disruptive innovation opportunities by: 
 

! Aligning the opportunity with the “right” customers, 
who are not necessarily existing customers. 
 

! Placing the innovation projects in organizational units 
“small enough to get excited about small opportunities and 
small wins”. 

 
! Planning to fail “early and inexpensively”. 

 
! Utilizing the resources of the main organization but 

not its values and processes. 
 

! Looked for new markets for the innovation to be 
released in. 

 
However Christensen also points out those middle managers 
can often act as a block to innovation. As the “carriers” of 
innovation proposals to senior managers, middle managers 
have already made a decision about what is or is not an 
innovation opportunity based on their own prejudices that 
may be limited by their ability to harness organizational 
resources, their career aspirations or their current intellectual 
capital. To improve innovation performance, senior 
managers must recognize this possibility of middle manager 
“filtering and dig deeper into the possible hidden rationale 
behind the manager’s selection of one idea over another.  

                                                        
59 Christensen, C. M. (1997). The Innovator’s Dilemma. Harvard 
Business School Press. 
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Raising Employee IQ 

 
Employees generate, convert and realize innovation so 
bottom up innovation generation depends on every 
employee being equipped to innovate, in order to raise their 
personal innovation quotient. Employees are living 
knowledge stores of tacit knowledge, gained from day-to-day 
conversations with customers and suppliers, experience of 
competitors in the field and “water-cooler” meetings. 
 
A business-wide innovation portal on the corporate intranet 
helps to act as a focus for innovation efforts and benefits 
from offering personalized content to better engage 
individual employees. Proctor and Gamble Co. is one of 
many innovative organizations that make use of portal 
technology to service the needs of thousands of innovators 
across their organization. 
 

> IPM Alert <  
 
Encourage your employees to begin to think 
of themselves as an Innovateur™ (a 
trademark of The Innovateur Venture 
Network), which according the definition on 
their website at www.innovatuer.org is an 
“innovative entrepreneur” or “a person 
undertaking innovative entrepreneurship”. 
  

 
There are at least ten, inexpensive ways to raise the IQ of 
every employee that also place a responsibility on those 
employees to help raise the overall corporate IQ via an 
innovation portal. 
 

1. Give everyone a white board on the basis that they 
contribute a snapshot image of a “trophy” sketch 
from their whiteboard each month as content for the 
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corporate innovation portal. 
 

2. Provide everyone with a newsfeed on a single 
innovation topic that interests him or her on the basis 
that they feed one idea a month, however wacky, 
from this newsfeed into the corporate innovation 
portal. 
 

3. Equip every laptop with an electronic notepad 
application (e.g. Microsoft OneNote or Agilix 
GoBinder for PCs or Circus Ponies Notebook for 
Mac) on the basis that they publish content from 
their notebook on the corporate innovation portal. 

 
4. Equip every tablet PC with a visual thinking Mind 

mapping tool (e.g. MindJet MindManager for PCs or 
Novamind  for Mac) on the basis that they publish a 
monthly mind map on the corporate innovation 
portal. 
 

5. Set up a corporate innovation blog that any employee 
can contribute to that includes an RSS feed that any 
employee can subscribe to. 

 
6. Build innovation think time into everyone’s weekly 

schedule to allow some reflection on innovation 
topics on the basis that they publish a weekly 
reflection “soundbite” on the corporate innovation 
portal. 
 

7. Build an innovation “jam” session into everyone’s 
monthly schedule to allow some free association time 
to consider thinking around, rather than about, an 
innovation topic on the basis that they publish the 
session “soundtrack”” on the corporate innovation 
portal. 
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8. Start an innovation book reading club to discuss the 
latest from an innovation subject matter expert, 
better still invite the expert in – not for a lecture but 
for a conversation. Record the conversation for the 
corporate innovation portal as a webinar. 
 

9. Agree an innovation metric with every employee to 
create a personal KPI for him or her to track on the 
corporate innovation portal. 
 

10. Provide a personal corporate innovation portal page 
for every employee to collect their whiteboard 
snapshots, notebooks, mind maps, newsfeed ideas, 
blog entries, soundbites and soundtracks and 
innovation metric KPI in one place and hold an 
annual award ceremony for the top ten most visited 
employee IP portal pages. 

 

> IPM Alert <  
 
Rewarding innovation is not just about cash 
prizes, it can also take the form of:  
 
Visibility  - innovator of the month page on 
the intranet 
 
Privilege – access to more 
resources/decision-making 
 
Celebration – a sponsored Friday night happy 
hour 
 
R&R – a short sabbatical to recharge the 
batteries 
 
Stimulation – an audience with an expert 
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Feelgood – a donation to a charity 
 

Innovation Champions 

 
The appointment of a specific leader to champion innovation 
organization-wide is clearly a step in the right direction for 
raising the profile and execution of innovation in a business. 
But probably more important is the recognition that 
innovation performance, especially within larger distributed 
organizations, is more likely to depend on the enthusiasm of 
a whole bunch of innovation champions – many Davids 
rather than one Goliath. 
 
Innovation champions are likely to share many of the 
characteristics of entrepreneurs and especially social 
entrepreneurs, for example (adapted from Bornstein60): 
 

1. Innovation champions are goal focused and although 
they believe they are right they correct themselves 
promptly when found to be wrong in service of the 
goal. 
 

2. Innovation champions are happy to share the 
spotlight and the credit; their objective is making 
something work not self-advancement. 
 

3. Innovation champions bypass regular structures, 
channels or processes – whatever it takes to make the 
innovation happen with or without the aid of 
“legacy” systems. 
 

4. Innovation champions are happy working across 
organizational boundaries and with the potential 
messiness of multi disciplinary teams. 
 

                                                        
60 Bornstein, D. (2004). Social Entrepreneurs and the Power of New 
Ideas. Oxford University Press. 
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5. Innovation champions are patient and modest. 
Innovation can’t be forced like meat into a sausage 
and suffers if it’s trumpeted too loudly and too early. 
  

6. Innovation champions are highly motivated by their 
own ethics and values. If they don’t believe how can 
they expect anyone else to? 

 
Innovation champions are needed at all points in the 
innovation value chain, to champion frames of reference, to 
promote ideas, to implement deliverables and to maximize 
market potential. Innovations may take years to progress 
from generation to realization so it’s unrealistic to expect that 
any one person will champion a specific innovation from 
end-to-end. Championship mentality must be cultivated at 
each stage of the innovation management process. And FYI - 
another characteristic of innovation champions is that they 
are happy to hand off to the next champion. In athletics 
terms, innovation is a relay not a sprint. 

Innovation Teams 

 
Many people suggest that innovation teams should reflect a 
diversity of constituents both from within and across 
organizations depending on the focus of the team. For 
example is likely that a team including all four of the main 
Myers-Briggs personality types is likely to be well-balanced 
 

1. Extrovert and introvert 
2. Sensing and intuitive 
3. Thinking and feeling 
4. Judging and perceiving 

 
Dr. Ian Lin61 suggests that there are four types of innovative 

                                                        
61 Lin I.B., Innovation in the Networked World: New Corporate 

Mindsets for the Cyber Age in Barker C. and Coy R. (Eds.) (2nd Ed. 
2004) Innovation and Imagination at Work. McGraw-Hill. 
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thinkers and a combination of all four will create the best mix 
for corporate innovation: 
 
Innovation 

Type 

Tool 

Metaphor 

Focus 

   
Scientist Microscope Analysis of detailed data 
Engineer Kaleidoscope Examining diverse 

perspectives 
Explorer Periscope Combining ideas from 

across functional 
domains 

Astronomer Telescope Looking into the future 
towards new worlds 

 
Teams should also be encouraged to adopt the kind of 
creative “valueset” advocated by Andrew Papageorge62, 
which includes 
 

! Openness (a beginners mindset) 
! Intention (the will to succeed) 
! Courage (do the right thing at the right time) 
! Integrity (participate honestly) 
! Calmness (be aware of your in-vironment) 

 

> IPM Alert <  
 
Apart from the usual, the innovation F-words 
heard in R&D departments include: 
 
- Funding support (sustained backing) 
- Focus of effort (concentration of resources) 
- Freedom to fail (not every idea succeeds) 
- Fire in the hole (challenge is good) 
- First among equals (respect for others ideas) 
 

                                                        
62 Papageorge, A. (2004). GoInnovate! GoInnovate! Publishing. 
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Innovation Networks 

 
Innovation networks are often associated with collaborative 
design teams in the DDI activity of converting innovation. 
But today there are many other ways to increase the power of 
networking to support innovation performance management, 
especially by leveraging the Internet. 
 
Seth Godin’s concept of viral marketing can help with the 
diffusion of innovation and the development of brand to 
help with innovation realization. Web communities and blogs 
have a part to play both in vigilance and product launch 
strategies. They can even be used to great effect for rapid and 
iterative product development cycles as they are in the 
gaming software industry. 
 
But innovation networks are not just about the Internet. 
Networks have also traditionally been created by linking up 
with university research departments and now by co-locating 
“skunkworks” type efforts within specific innovation-focused 
incubator units or industry “corridors” comprising clusters of 
start-up firms. 
 
     

> IPM Alert <  
 
Social network theorist Karen Stephenson63 
suggests that there are at least six varieties of 
knowledge network and three of these are 
particularly relevant to IPM, for example:  
 
The Innovation Network – the people with 
whom you kick around ideas and perhaps 
counter-cultural propositions. 
 

                                                        
63 Kleiner, A. Karen Stephenson’s Quantum Theory of Trust, 
strategy+business, issue 29. 
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The Expert Knowledge Network – the people you 
turn to for expert knowledge or advice both 
within and outside the company. 
 
The Learning Network – the people you work 
with to improve existing processes and 
methods who may act as bridges between the 
innovation and expert knowledge networks 
 

Innovation Portfolio Management 

 
It’s generally accepted that there are at least three kinds of 
innovation: 
 

1. Incremental 
2. Radical 
3. Disruptive 

 
The characteristics and aims of these types of innovation are 
quite different.  

Incremental Innovation 

 
Typically, incremental innovation sustains existing market 
leaders and 
 

! Is predictable based on 
functionality/reliability/convenience/ price 
improvement 

! Improves the ROI from existing investments in 
products/services/processes etc. 

! Helps to retain existing customers 
! Helps to attract customers to switch from the 

competition 
! May be initiated in response to a competitor’s 

incremental innovation 
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! Is frequently driven by customer/employee feedback 
 
Virgin Airlines is a good example of an exceptional 
incremental innovator in the air travel business. Virgin’s 
incremental innovations (for its Upper Class passengers in 
particular) have paid attention to all aspects of the concept of 
a flight from A-to-B including the pre-flight journey to the 
airport and airport experience, the flight itself and the post-
flight experience 
 

! Virgin offers transportation to the airport by various 
means: Limousine, motorcycle even water taxi  

! Check-in can take place before you board a train to 
the airport at the railway station 

! You can book a massage on the flight 
! You can shower on landing in a Virgin lounge  

 
In October 2004, Branson even announced that Virgin 
would introduce double beds in Upper Class. Undoubtedly 
the idea of joining the mile-high club in Upper Class will 
generate some significant press mileage out of this 
incremental innovation for the Virgin brand, perhaps even 
making the humble double-bed contribute to creating a 
market asset in the airline business 

Radical Innovation 

 

Typically, radical innovation is risky and 
 

! May require some retooling i.e. significant additional 
investment 

! Opens up a new stream of revenue based on existing 
products 

! Helps to gain new (rather than switching) customers 
to your market 

! Is substantially faster/cheaper/better than the 
competition 
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! Is triggered by new technology or supplier 
relationships 

 
Amazon.com is a good example of a radical innovator, which 
began life as a disruptive innovator and has also innovated 
incrementally. Amazon started by offering books for sale 
over the Internet at discount prices, a classic disruptive 
strategy in the face of an entrenched brick and mortar 
bookseller market dominated by the likes of Barnes & Noble 
and others. 
 
Incremental innovations followed, for example in the form 
of linking to Amazon’s books from other web sites via an 
associate scheme and by moving into selling other product 
lines in addition to books via the same e-commerce platform. 
Amazon also developed some IP including the “One-Click” 
ordering system, which has both earned it licensing revenue 
and proved a competitive advantage. 
 
In the late 1990’s Amazon realized that it could emulate 
eBay’s highly successful online auctioning business model by 
leveraging its growing customer community to sell rather 
than just buy online via the Amazon.com site. Amazon 
attempted a number of radical innovations to emulate eBay 
and to leverage and grow its customer base further by 
introducing 
 

1. An online auction site 
2. zShops that allowed independent vendors to their 

wares via Amazon’s site 
3. Sell Yours Here links to sell used items from the 

same page as the new item  
 
The first two innovations were not as successful as the third, 
which helped to drive Amazon towards its first profitable 
results. This kind of one-in-three success rate is indicative 
that radical innovation is a risky business. 
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Disruptive Innovation 

 
Typically, disruptive innovation is the province of start-ups 
and  

! Services new and “unanalyzable” markets 
! Undermines existing markets and leaders including 

yours/you 
! Presents a market “crossover” opportunity 
! Looks to service “over-served” customers who want 

a simpler, cheaper feature set 
! Introduces products/services that are not as good as 

current versions 
! Changes the customer profile that is being serviced 

(overserved vs. underserved) 
! Depends on ideas or inventions that are hard to 

predict 
! Is unlikely to emanate from existing technology base 

or relationships 
 
Prof. Clayton Christensen popularized the term “disruptive 
innovation” in his book The Innovator’s Dilemma. In essence the 
dilemma proposed is whether to focus on the needs of 
existing customers or whether to look elsewhere for 
innovation including undermining your own “cash-cow” 
markets or products. By focusing exclusively on existing 
customers product/service development teams tend to 
towards feature overload as they try to deliver ever more 
capable and expensive products to the market. This moves 
the product/service upmarket in terms of positioning but 
also opens up the potential for a startup to come in at the 
low-end of your market and disrupt it.  
 
Examples of disruptive innovation have occurred in all kinds 
of markets 
 

! Air travel via low-cost, low-frills airlines  
(e.g. United vs. Southwest) 
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! Technology via open source software  
(e.g. Windows vs. Linux) 

! Telephony via voice-over-IP  
(e.g. AT&T/BT vs. Skype)  

 
Disruptive innovation often starts from out-of-the-box 
thinking, involves new people used in new ways to make it 
happen, attracts new customers and creates new brands. The 
whole feel of a disruptive innovation is inherently innovative. 
But a disruptive innovation is not necessarily a breakthrough 
because Christensen says that disruptive innovation brings to 
market a product that is not as good as the products in the 
current market. So this product is of minimal or no interest 
to existing mainstream customers. In effect a disruptive 
innovation ignores the established incremental development 
S-curve of an incumbent product and starts a new one of its 
own by establishing a disruption “gap”. 
 
By its nature, disruptive innovation may be a good direction 
to go for start-up businesses if your strategy is to be acquired. 
In a sense, a disruptive innovator is actually acting as an 
independent skunkworks for the incumbent market leaders.  

Balancing Your Innovation Portfolio 

 
From an IPM perspective it’s important to understand what 
types of innovation are in your current pipeline and whether 
there is some kind of balance between them that reflects your 
overall innovation goals.  
 

! If your aim is to consolidate your current market 
position, retain more of your existing customer base 
and operate in a mode of revenue protection then 
incremental innovation is likely to be the main 
innovation goal.  

 
! If you aim to extend your current market, overcome 

specific competitive threats and gain new customers 
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in an existing market for revenue growth then radical 
innovation is likely to be the main innovation goal.  

 
! If you aim to restructure or shake-up current market 

dynamics, gain new types of customers or create new 
levels of brand assets that drive new lines of business 
then disruptive innovation is likely to be the main 
innovation goal.  

 
However, a portfolio dominated by incremental innovation 
risks being blindsided by radical or disruptive innovations. A 
portfolio dominated by radical innovations is risky and still 
has the potential to be blindsided by a disruptive innovation. 
A balanced portfolio is more likely to consist of mostly 
incremental innovation opportunities, a handful of radical 
and at least one or two disruptive projects.  
 
Clearly an innovation portfolio overbalanced in favor of 
radical and disruptive innovations likely to substantially limit 
the number of customers the innovation can be marketed to 
through your current well-established channels. 
 

Innovation Scorecards and Metrics 

 
Innovation scorecards are everywhere these days and in use 
by commercial organizations, government departments, 
countries, states and regions. Technology to support the 
creation and maintenance of scorecards is also widely 
available both in the form of stand alone applications and as 
components or modules of business intelligence/analytic 
applications and CRM/ERP/SCM suites. A 2003 report by 
Gartner and Cranfield School of Management64 reviews over 
two dozen packages that offer scorecarding capabilities of 
which the basic attributes are to create metrics, organize 

                                                        
64 Marr, B., Neely, A. (2003) Automating Your Scorecard: The 

Balanced Scorecard Software Report. Cranfield University. See 
http://www.som.cranfield.ac.uk/som/cbp/products/BScorecard.asp 
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them into visual scorecards, enable integration with provider 
applications (e.g. ERP systems) and provide other 
performance related analysis and reporting capabilities.   
 
As mentioned in the Processes section of this book, Kaplan 
and Norton’s Balanced Scorecard has always included an 
innovation and organizational learning perspective. So those 
organizations who actually run and maintain a Balanced 
Scorecard should already be measuring and monitoring some 
level of innovation metrics. 
 
For those that don’t already run a balanced scorecard or who 
have neglected to pay much attention to these metrics, here 
are some places to go for inspiration. 

Skandia Navigator 

 
The Skandia Navigator65 is a scorecard developed under the 
leadership of Leif Evindsson, a former director of 
Intellectual Capital Management at the Swedish firm. The 
Navigator reported metrics under five “focal” categories: 
Financial, customer, human, process and renewal and 
development. The section below highlights some of the 
measures found under each of these areas of focus from 
across different businesses within the Skandia Group. 
 

! Financial Focus 
 

! Gross premiums written 
! Assets under management 
! Value added per employee 

 
! Customer Focus 

 
! Contract surrender ratio 
! Customer satisfaction index 
! Service awards 

                                                        
65 See supplement to Skandia Annual Report 1998. 
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! Human Focus 

 
! % of women employees 
! Time in training (days/year) 
! % of employees with 3 or more years service 

 
! Process Focus 

 
! % of total employees in IT 
! IT expense as a % of admin. expense 
! Admin. Expense as a % of premiums written 

 
! Renewal and Development Focus 

 
! Pension products, share of new sales 
! Fund switches via the Internet 
! % of staff under 40 years 

 
One specific measure of note from an idea management 
perspective is that under Renewal and Development Focus 
for Dial, a European insurance telemarketing company, 
namely: “Number of ideasfiled with Idea Group”. Ideas are also 
actively monitored by the Australian Government agency 
Centrelink66, to assess the performance of its CentreThink 
Ideas Bank. For example in 2001-02 some 705 ideas were 
recorded as submitted of which 498 were finalised, apparently a 
testimony to the quality of these staff ideas. 

Nordic Industrial Fund – The Frame Project 

 
In an appendix to their report How to Develop and Monitor Your 
Company’s Intellectual Capital67, the authors provide examples of 
performance indicators for managing the performance of the 
three main categories of intellectual capital. A selection of 

                                                        
66 See Centrelink Annual Report 2001-02, p.56. 
67 How to Develop and Monitor Your Company’s Intellectual Capital. 
The Frame Project of the Nordic Industrial Fund, April 2003. 
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these is outlined below: 
 

! Human Capital 
 
! Average seniority – number of years of employment 

in business divided by total employees 
! Rookie rate – Number/ratio of employees with less 

than 2 years in post 
! Diversity index – gender, age, ethnic mix vs. general 

population 
 

! Structural Capital 
 
! Time to market – elapsed time taken to introduce 

new products to market 
! E-Business index – proportion of internet sales 
! % of cross functional groups - % of cross functional 

groups among total workgroups 
 

! Relational Capital 
 
! Reputation – ranking as employer among graduate 

students 
! External integration – number of joint ventures with 

external partners 
! Focus groups – number of group with critical 

customers 
 
The same report also highlights guidelines issued by the 
Danish Ministry of Research (an innovation in its own right), 
which recommends that companies serious about knowledge 
management produce an IC report for external consumption 
that articulates 
 

! A knowledge narrative about how the company 
creates value for its customers 

! A set of knowledge challenges that the narrative 
surfaces 
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! A set of proposed actions to meet those challenges 
! A set of indicators to measure and monitor the 

response to those challenges 

Other Innovation Scorecards and Indexes 

 
Innovation scorecards and indexes for measuring innovation 
are everywhere today. The EU has one, as do many 
countries, regions within countries such the United 
Kingdom, and US and Canadian States, for example:  
 

! The European Innovation Scoreboard 
 
The European Innovation Scorecard68 monitors and 
compares 32 countries including EU member states plus 
Switzerland, Iceland, Norway, the United States and 
Japan. The 2003 scoreboard monitored 20 indicators 
across 4 categories: 
 
! Human resources 
! Knowledge creation 
! Transmission and application of knowledge 
! Innovation finance, outputs and markets 

 
 

! Maine Innovation Index 
 
The State of Maine Department of Economic and 
Community Development publishes an annual Maine 
Innovation Index69, their performance indicators include: 
 
! R&D capacity – e.g. State funded R&D investments 
! Innovation capacity – e.g. Patents issued originating 

from Maine 

                                                        
68 See European Innovation Scoreboard at 

http://trendchart.cordis.lu/scoreboard2003/index.html  
69 See Maine Innovation Index 2004 at www.econdevmaine.com  
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! Employment capacity – e.g. PhD Scientists and 
engineers in the labor force 

! Education capacity – e.g. % of high schools offering 
advanced placement courses 

! Connectivity capacity – e.g. Internet connectivity in 
the classroom 
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The Intangible Assets Monitor 

 
IC thinker Sveiby proposes the Intangible Assets Monitor 
(IAM)70 as an alternative view of the organization to that of 
Kaplan and Norton’s Balance Scorecard. The IAM reflects a 
fundamental premise that people are an organization’s only 
profit generators and that human actions are converted into 
both tangible and intangible knowledge “structures”. So 
whereas the Balanced Scorecard is strategy-focused, the IAM 
is knowledge-focused and in particular focused on knowledge 
flows. As a result IAM metrics are concerned with flow-
changes, for example changes in an asset state based on 
factors such as growth, renewal, efficiency and stability. 
 
Balanced Scorecard Intangible Assets 

Monitor 

  
Customer Perspective External Structure 
Internal Business Process 
Perspective 

Internal Structure 

Learning and Growth 
Perspective 

People’s Competence 

 
To underline the importance of accounting for intangible 
assets, Sveiby uses the example of mobile phone leader 
Nokia’s balance sheet as of August 200071, Sveiby argues that 
at this time, whereas on a financial basis Nokia was “worth” 
$11 billion in tangible assets, their market value was actually 
$190 billion (based on $40.90 per share). $5.3 billion of this 
asset worth was in the form of debt and $5.7 billion in the 
form of shareholder’s equity. But on this basis there was 
apparently just over $184 billion of value missing in the form 
of “invisible equity” (i.e. $190 billion minus $5.7 billion). 
                                                        
70 See The Balanced Scorecard (BSC) and the Intangible Assets 

Monitor - a comparison at 
http://www.sveiby.com/articles/BSCandIAM.html  
71 See The “Invisible” Balance Sheet at 
http://www.sveiby.com/articles/InvisibleBalance.html  
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Sveiby says that if Nokia were acquired at that market value 
this missing equity would have been lumped together and 
accounted for by the acquiring accountants merely as 
“goodwill” – instead of being recognized as a valuable set of 
intangible assets. 
 
However it’s worth noting that commentators such as 
Strassman72 are less enthusiastic about the need to measure 
and monitor intangible assets, partly because “stock-market 
valuations often reflect image rather than substance” – presumably 
accounting for much of the wide discrepancy between book 
and market value. This is a compelling perspective, especially 
in the light of the recent Dot-Bomb period. 

Gartner’s Innovation Scorecard 

 
In a 2002 research note73 Gartner proposes an innovation 
scorecard that addresses a number of questions relating to 
five “innovation value chain process components”, namely: 
 

1. Strategic management 
2. Human capital management 
3. Knowledge management 
4. Innovation management 
5. IC Life Cycle management 

 
Gartner’s questions offer a useful perspective and are 
designed to help expose “the weakest link” in the innovation 
value chain process. 

Innovation Metrics 

 
Setting up your own innovation scorecard with a core set of 
metrics that are relevant to your business is a key step in 

                                                        
72 Strassman, P. A., Intelligence in Question. Knowledge Management, 
Oct. 2000. 
73 Young C. A Scorecard to Assess Enterprise Innovation Capabilities. 
Gartner Research Note DF-15-1868, 22 Jan. 2002. 



 Processes | Practice   167 

 

raising the profile of IPM in your organization. The purpose 
of these metrics is not to “control” innovation activity but 
act as a catalyst for continuous improvement. And like any 
metrics, innovation metrics must be well thought-through to 
be effective. So ask yourself the following questions for each 
metric proposed: 
 

! Purpose - why is the measurement required? 
! Criteria - what should be measured? 
! Method - how should it be measured? 
! Timing – when/how often/for how long should it be 

measured 
! Owner – who should measure it? 
! Impact – who is affected by the results? 
! Assessment – how should the results be used? 

 
In creating your metrics consider Brown’s74 framework that 
proposes four different types of performance measure  
 

1. Input measures 
2. Process measures 
3. Output measures 
4. Outcome measures 

 
I’ll use these below when I propose sample metrics for each 
activity within the innovation business process phases. 
 
A paper from the Centre for European Economic Research 
(ZEW)75 suggests three key metrics for measuring the impact 
of innovation on firm value 
 

1. R&D intensity - R&D expenditure divided by total 
sales volume 

                                                        
74 Brown, M. (1996) Keeping Score: Using the Right Metrics to Drive 

World Class Performance. Quality Resources. 
75 Czarnitzki, D., Kraft, K. Measuring the Impact of Innovation on 

Form Value: A New Approach. Mannheim: Centre for European 
Economic Research, Nov. 2002. 
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2. Knowledge stock - the value of the patent stock 
divided by sales 

3. Innovative output - sales of products introduced 
during the last 3 years divided by total sales volume 

 
These recommendations are largely backed up by a 2002 
survey by the Goldense Group Inc.76 that found the top three 
R&D metrics used in industry in 2002 were 
 

1. R&D spending as a percent of sales 68%) 
2. Total patents filed/pending/awarded (50%) 
3. Current year percent of sales for new products 

released in the past n years (47%) 
 

Improving Innovation Generation 

 
The foundation for improving innovation generation is to 
educate and involve more people in innovation-directed 
vigilance and creativity activities supported by appropriate 
technology. Then to provide some kind of hub into which 
propositions uncovered by vigilance activity and ideas 
generated by creative activities can flow for “conversion”. 
This hub would usually be an idea management system. 
 
Key activities at the three workforce levels are to 
 

! Get the leadership to set the “reference point” for 
each frame of reference to ensure each is well- 
aligned with corporate strategy 
 

! Ensure middle managers know how to effectively 
evaluate and progress the propositions and ideas 
kicked up by the vigilance and creativity processes 
 

                                                        
76 Measuring Research and Development (R&D) Productivity. American 
Productivity and Quality Center, 2004. 



 Processes | Practice   169 

 

! Gain the participation of a wide range of employees 
to help take responsibility for creating the 
communities of interest to utilize and develop a 
specific frame of reference. 

Gates and Gatekeepers 

 
The frames of reference driving vigilance and creative efforts 
must themselves be created and by a multi disciplinary team 
that should reflect 
 

! Strategists – people who understand big picture 
future visions and directions 
 

! Builders - the people who make products or think 
through services 
 

! Servicers – customer-facing staff who sell to or 
service customers 
 

! Marketers – people who understand market dynamics 
and your brands 

 

> IPM Alert <  
 
According to James Surowiecki author of the 
Wisdom of Crowds:77 groups will consistently 
make better decisions than an individual. So 
maybe his definition of what makes a crowd 
smart could be applied to any of the many 
group involved in the innovation 
management process. 
 

                                                        
77 Surowiecki, J. (2004). The Wisdom of Crowds: Why the Many Are 

Smarter Than the Few and How Collective Wisdom Shapes Business, 
Economies, Societies and Nations. Doubleday. 
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Diversity - go for a mixed group with many 
different points of view 
 
Independence – go for a group that does 
not feel dependent on others 
 
Decentralization – privilege local knowledge 
over headquarter assumptions 
 
Aggregation – focus on how to aggregate 
the mix of everyone’s opinions into a single 
shared vision 
 

 
Much the same mix of people should be involved at the gates 
in the vigilance and creativity activities and concerned with 
answering questions like these: 
 

! Could the proposition uncovered by this scanning or 
feedback be further developed by a specific kind of 
creativity exercise and if so which one? 
 

! Is the proposition uncovered by this scanning or 
feedback obviously valuable enough to go straight 
into the idea management system? 
 

! Is this proposition/idea something that we would be 
better off licensing to a partner or release to the 
Internet? 

Challenges 

 
The challenges in the generating innovation phase include 
 

! Focusing vigilance efforts so that individuals are not 
swamped with information and providing some 
means for the formal processing of interesting 
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propositions surfaced by the vigilance effort. 
 

! Integrating vigilance technology so that it does not 
operate as a series of separate “silos” divorced from 
one another and instead feeds some kind of central 
vigilance portal or directly feeds the idea management 
system. 
 

! Mining the data provided by a myriad of feedback 
and scanning systems to generate useful patterns and 
themes from the data. 
 

! Not limiting creative activities on an event-driven 
basis or outsourcing creativity to external agencies to 
take sole responsibility for the generating innovation 
phase. 
 

! Making the time and resources available to allow 
experimentation with different creativity 
methodologies in order to appreciate as rich a set of 
perspectives as possible. 

 
Measuring and monitoring the generating innovation phase 
will benefit from  
 

! Identifying and monitoring the ongoing development 
of the top five threats to and opportunities for your 
business 
 

! Tracking competitor attempts to exploit your 
product/service weaknesses and undermine your 
product/service strengths 
 

! Identifying key disruptive innovation possibilities 
from trends and activities in your marketplace 
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! Capturing the source of ideas that enter the idea 
management system from the vigilance or creative 
thinking system/processes 

 
! Tracking tends (quantitative and qualitative) from 

both customer feedback and employee suggestion 
systems 

 
! Accurately tracking the cost of the vigilance and 

creative thinking activities through the corporate 
activity based costing (ABC) system  

 

> IPM Alert <  
 
Competitor intelligence (CI) systems are 
useful for monitoring what the competition is 
doing but might not be best used as the 
primary frame for creating a compelling 
strategy for an organization, according to 
Kim and Mauborgne78. So to drive what they 
call “value innovation” they suggest looking 
less to competitor activity and more towards 
answering these four questions about an 
existing product/service: 
 
1. What factors should be eliminated that an 
industry has taken for granted? 
 
2. What factors should be reduced below the 
industry standard? 
 
3. What factors should be raised above the 
standard? 
 

                                                        
78 Kim, W.C., Mauborgne, R. Think for Yourself – stop copying a rival. 
Financial Times, Aug. 11 2003. 
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4. What should be introduced that the 
industry has never offered? 
 

Metrics 

 
Examples of possible input, process, output and outcome 
measures include: 
 
Input Number of systems supporting vigilance 

activity (e.g. up, same, down) 
  
Balance  between feedback and scanning 
systems (e.g. 60/40) 

  
Process Breakdown of ideas generated by scanning 

vs. feedback activities by system type. 
 
Number of new patterns established by 
“mining” vigilance data 

  
Output Number of ideas provided by vigilance to 

drive creative activities 
 
Number of ideas provided by creativity to 
idea management system 

  
Outcome Estimated/actual value of ideas provided 

to idea management system and converted 
to deliverables 
 
Estimated/actual value of ideas provided 
to IP management system and converted 
to IP 
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Improving Innovation Conversion 

 
Innovation conversion will be improved simply by putting in 
place some kind of formal idea management process, 
typically backed by technology, to ensure at the least that no 
idea is ever either “lost” to the organization or “orphaned” in 
a department that can’t make use of it. 
 
Ideas that are converted into business cases will then benefit 
from a stage-gate process specifically designed to ensure that 
unviable ideas can fail early, rather than later when 
significantly higher investment will have been made. 
 
Key activities at the three workforce levels are to 
 

! Get the leadership to educate the business about 
what it really means in revenue terms to convert 
innovations into a steady stream of deliverables 
 

! Ensure middle managers know how to effectively 
evaluate and progress the ideas business cases kicked 
up by the idea management process and what their 
role is in the various stage gates of the product 
development process 
 

! Gain the participation of a wider range of employees 
and partners to help in the idea management and 
deliverable development stage gates 
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> IPM Alert <  
 
Proctor & Gamble Co. (P&G) are recognized 
as an innovative organization that also spends 
heavily on R&D but according to their VP of 
R&D Larry Huston “The R&D model that 
most companies are following is broken”. 
That’s why P&G are pursuing the open-
market innovation model and looking to 
boost the percentage of innovations that 
come from outside sources to 50%79. To 
achieve this, P&G works with a number of 
“connect and develop” or C&D resources 
including  
 
- their own internal InnovationNet intranet 
servicing some 18,000 R&D staff 
 
- the InnoCentive “virtual laboratory (see 
www.innocentive.com) 
 
- NineSigma Inc. a problem broker (see 
www.ninesigma.com ) 
 
- YourEncore Inc. a matchmaker of retired 
scientists and engineers (see 
www.yourencore.com) 
 

Gates and Gatekeepers 

 
The idea management team should combine internal and 
external stakeholders with some interest in the domain of 
specific ideas so that they act as a “community of interest” to 
develop or discard the idea. 

                                                        
79 Anthes, G.H. Innovation inside out. Computerworld, Sept. 13 2004. 
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The team could include  
 

! Internal employees who will be impacted if the idea is 
adopted 
 

! External customers/suppliers who will be impacted if 
the idea is adopted 
 

! Trusted external advisers/consultants/academics 
who have identifiable knowledge in the domain of 
the idea 
 

! Potential internal/external sponsors who could help 
to support and fund the idea if it is adopted 

 
The idea management stage gates could include 
 

! Charles Atlas 
 
If you kick sand in the idea’s face does stand up to it? In 
other words has the idea been “bulked up” (say from a 
sentence, to a paragraph to a one-pager) enough to survive a 
basic level of critical questioning? 
 

! Technical 
 
Is the idea technically viable using known internal or partner 
resources? A gate that requires input from production-
oriented employees and perhaps supplier partners. 
 

! Financial 
 
Is the idea financially viable given the current performance of 
the company? A gate that requires input from finance. 
 

! Market 
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Is the idea complementary to existing brands already in the 
marketplace? A gate that requires input from marketing-
oriented employees and maybe a branding consultant. 
 

! Customer 
 
Is the idea interesting to customers? A gate that requires 
input from key customers and the sales/service people facing 
them day-to-day. 
 

! Competitor 
 
Is the idea going to make things tough for the competition? 
A gate that requires input from marketing and sales-oriented 
employees. 
 

! Disruptive 
 
Is the idea going to disrupt your current market and market 
position? A gate that requires input from marketing and 
sales-oriented employees. 

Challenges 

 
The challenges in the converting innovation phase include 
 

! Ensuring that as many “raw” ideas as possible reach 
the idea management system, from as wide a range of 
sources as possible, so that the idea pipeline is always 
primed. 

 
! Thinking up new idea generation campaigns and 

challenges and encouraging idea champions to ensure 
that the ideation process operates at high energy 
levels. 

 
! Making sure that all ideas that enter the stage gating 

process are genuinely viable and valuable to avoid 
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wasted effort as resources are diverted from other 
tasks to convert the idea. 
 

! Keeping a watch on the balance between incremental 
vs. radical innovations in the innovation conversion 
portfolio to ensure the portfolio balances with the 
strategic needs of the business and the current needs 
of existing key markets and customers. 
 

! To use stage gating as a means for managing the 
conversion of all types of innovation deliverable – 
not just products. 
 

! Getting to grips with the substantial complexity of 
PLM technology.  

 
! Choosing the customers and suppliers to involve in 

collaborative design projects 
 

Measuring and monitoring the converting innovation phase 
will benefit from  
 

! Identifying and monitoring the ongoing development 
of ideas exiting the idea management pipeline and 
rewarding the originator(s). 

 
! Tracking the costs and value potential of your 

innovation conversion portfolio 
 

! Tracking the progress of ideas that are converted via 
internal vs. internal and external resources to learn 
from these collaborations 

 
! Paying attention to the statistics at each stage gate to 

identify bottlenecks where idea conversion fails 
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> IPM Alert <  
 
Successful idea management involves 
engaging what Wenger calls a “community of 
practice” in the process of generating, 
evaluating and improving ideas. In an article80 
based on the book Cultivating Communities of 
Practice, Wenger et al. proposes seven 
principles for cultivating communities of 
practice that could also be beneficial when 
building ideation teams. 
 
1. Design for the ongoing evolution of the 
community 
2. Open a dialog between inside and outside 
perspectives 
3. Invite different levels of participation 
4. Develop both public and private 
community spaces 
5. Focus on value (to the organization) 
6. Combine familiarity and excitement 
7. Create a rhythm for the community 
 

Metrics – Idea management 

 
Idea management vendor Imaginatik (see 
www.imaginatik.com) is actively working to figure out the 
metrics that can be applied to the idea management process. 
They have established what they call an “early-stage 
benchmark” and are currently working on an “advanced 
benchmark”. Some of the metrics in the early stage 
benchmark include 
 
                                                        
80 Wenger, E., McDermott, R., Snyder, W.M. Seven Principles for 

Cultivating Communities of Practice. Harvard Business School Working 
Knowledge, 25 Mar. 2002. 
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! Number of ideas per 100 employees 
 

! Average idea richness (based on word count of idea 
itself i.e. more = richer) 
 

! Contribution rate (% of visitors to the program who 
contribute at least one idea) 

 

> IPM Alert <  
 
There’s a need for idea management metrics 
if the results of a 2004 survey of 300 business 
technology executives at 236 sites by Optimize 
magazine81 is anything to go by. Apparently 
the top “key gain in corporate productivity in the 
past twelve months” was in “Creation of new ideas 
or opportunities”, which scored higher than 
“Increased customer retention”, “Production increases 
with fewer employees” and four other key gains in 
productivity uncovered by the survey. 
 

 
Input % of ideas coming from internal vs. 

external sources 
  
% of ideas coming from vigilance vs. 
creativity activities 

  
Process Average time of idea in pipeline 

 
Average number of idea participants 

  
Output % of ideas converted into business cases 

 
% of ideas rejected/licensed/shelved 

                                                        
81 Hagel III, J., Seely Brown, J. The Innovation/Productivity Quotient. 
Optimize, Issue 22. 
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Outcome Estimated/actual value of ideas converted 

into deliverables 
 
Estimated/actual value of ideas converted 
into IP 

Metrics – DDI 

 
Input Number of business cases received from 

idea management 
 
Breakdown of business cases as 
product/service/process proposals  

  
Process Average time-to-market cycle 

 
Highest gate cycle time  

  
Output Breakdown of incremental vs. radical 

innovations in portfolio (value/number) 
 
Number of in-house vs. co-created 
deliverables 

  
Outcome Estimated/actual value of deliverables 

exiting the DDI process 
 
Estimated/actual value of deliverable 
knowledge converted to IP 

 

Improving Innovation Realization 

 

According to the results of the 2004 Comparative Performance 
Assessment Study (see www.pdma.org) from the Product 
Development and Management Association (PDMA), 
innovation realization is in need of performance 
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improvement. The study indicates that while idea 
management is improving since the last survey in 1995 (4 
ideas to one success today vs. 9 ideas to one success in 1995) 
new product success rates remain unchanged at 59%. These 
results suggest that many organizations are already paying 
more attention to pre-PLM as a result of better 
implementation of idea management processes and 
technology but post-PLM processes are in need of some new 
thinking to drive up new product introduction success rates. 
 
Successful innovation realization is tough even for innovative 
organizations. As Rogers (ibid) has suggested, as a starting 
point you need to thoroughly understand 
 

! The characteristics of your innovation 
! The kind of innovation decision required to adopt it 
! The channels you can use to communicate it 
! The different types of adopter in the target social 

system  
! The decision-making process they will use to adopt it 

 
It’s also important to consider how intellectual capital (IC) 
links to brand capital to help in fully realizing the market 
potential of an innovation. As the table below indicates there 
is a mapping between the two. Consider, for example, how 
your  
 

! human capital can be leveraged to create a unique 
identity for the brand 
 

! structural capital can be leveraged to create a cool 
design for the brand 
 

! relationship capital can be leveraged to create a 
repeatable experience for the brand 
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Intellectual 

Capital 

Brand Capital 

  

Human Identity 
Structural Design 
Relationship Experience 

 
Key activities at the three workforce levels are to 
 

! Get the leadership to educate the workforce about 
the value of IC/IP and of existing brand assets in the 
marketplace. 
 

! Ensure middle managers are kept informed of all new 
IC/IP that is created and especially that which is 
licensed to third parties 
 

! Gain the participation of employees to feedback their 
ideas for deliverable design tweaks or IP licensing 
opportunities and any anecdotal evidence they have 
heard of positive/negative brand experiences in the 
marketplace. 

Gates and Gatekeepers 

 
In this phase the gatekeeper community needs to include 
people who are closest to the kinds of customers the 
innovation is targeted at, such as 
 

! Sales and marketing 
! PR and brand managers 
! Call center and service people 
! Key intermediaries (e.g. store owners if you are 

targeting mom and pop stores) 
! Key influencers (e.g. kids if you are targeting parents) 
! IP specialists (e.g. patenting attorney) 

 
The innovation realization gates could include 
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! Identity 

 
Can you create a distinct identity for the innovation that 
stands out in the marketplace? 
 

! Experience 
 
Can you create an experience of the innovation that is 
different from or unique when compared to those already in 
the marketplace? 
 

! Community 
 
Does the innovation appeal to a clearly defined community 
of prospective users in the marketplace? 
 

! Channel 
 
Can the innovation leverage a “rapid-diffusion” 
communication channel (e.g. email or the Internet) as a 
means to help ensure rapid realization? 
 

! Incentives 
 
Will the innovation require the use of incentives in order to 
ensure a sufficient level of realization? 
 

! Trialability 
 
Does the innovation support a free or low-cost trial as a 
means to seed it in the marketplace? 
 

! IP Licensing 
 
Does the innovation create new IP that could create a 
licensing or technology transfer opportunity in the 
marketplace? 



 Processes | Practice   185 

 

Challenges 

 
The challenges in the realizing innovation phase include 
 

! Deciding what a realized innovation actually means to 
your business. Is it merely an improved product or is 
it creating a brand asset that in turn defines or 
redefines a market category. 

 
! IP management needs to move on from simply 

cataloguing IP assets and managing the application 
process to IP portfolio management and value 
optimization through proactive licensing or defensive 
protection of IP. 
 

! Brand management technology is immature and does 
not fully support new models of branding. 
 

! Do you know enough about the identity and 
customer experience of potentially competitive 
offerings? 

 
! Are you clear about who the intermediaries, 

influencers and opinion leaders are who can impact 
the diffusion of the innovation or do you need to 
create your own “change agents” to help promote 
and diffuse your innovation? 

 
! What are the “tipping points” that will ensure your 

innovation reaches a critical mass earlier rather than 
later and who or what is controlling them? 

Metrics 

 
The metrics of innovation have traditionally been focused on 
R&D and IP in particular. 
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IP Metrics 

 
Patenting activity is measured by a well-established set of 
metrics, for example 
 

! Number of patent applications filed 
! Number of patent applications pending 
! Number of patents awarded 
! Ratio of filed to awarded 
! Number of patent citations (your patents by other 

patents) 
! Total value of patents licensed 
! Value of patent licensing (by patent) 
! Value of patent licensing (by partner) 

Branding Metrics 

 
A 2002 survey, Best Practices in Brand Management Today, by 
branding consultancy Prophet82 found that only one third of 
respondents measured their brand performance. And in 
terms of innovation the survey found that while 75% of 
respondents thought that functional innovation strategies 
should be driven by a Long-Term Branding Strategy (LTBS) 
only 65% said they actually are driven by a LTBS. Their 
survey also found that about half the respondents viewed 
“brand” as “fully encompassing the relationship a 
product/service has with the customer” not as a way to 
realize innovation as posited here. 
 
Branding metrics, whether performance or perception based, 
are often associated either with monitoring advertising 
effectiveness or the pre-purchase, purchase and post-
purchase customer experience with metrics that measure  
  

! Brand awareness 
! Advertisement awareness 
! Message association 

                                                        
82 See www.prophet.com  
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! Brand favorability 
! Purchase intent 
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FIVE STEP ACTION PLAN 

 
Implementing IPM in your business is not a trivial exercise 
and it could take years before this specific type of 
performance management is fully embedded in your 
organization. The aim is to embed innovation in your 
organizational culture by recognizing and respecting it and by 
reinforcing and rewarding it. If you are about to start the 
implementation of IPM in your business then the five key 
steps outlined below are a good place to start. 

Step 1 – Innovation Definition 

 
Step 1 involves the definition of what innovation means to 
the business by the business leadership. It aims to promote 
discussion around questions such as 
 

• What exactly does innovation mean in our business? 
• How important is innovation to our business? 
• Who are the innovators in our marketplace today? 

 
The answers to questions like these will then help CxO 
leaders to figure out how innovation should be reflected in 
the strategic objectives of each CxO position and 
communicated to the rest of the organization. 
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> IPM Alert <  
 
A useful framework for ensuring that you ask 
the right kinds of questions about innovation 
in your business is Shapiro’s “Seven Rs”83 
 
1. Rethink – question basic assumptions 
2. Reconfigure – go beyond “why” to ask 
“what” 
3. Resequence – are you doing things in the 
right order? 
4. Relocate – where should you be doing 
things? 
5. Reduce – can you reduce the amount or 
frequency of an activity 
6. Reassign – who is in place and are they in 
the right place? 
7. Retool – how do we get from A to B 
 
Plus one of my own… 
 
8. Rehearse – envision the future and ask how 
you will get there 
 

Step 2 – Innovation Audit 

 
Step 2 recognizes that few organizations are devoid of 
innovation processes and innovative people. A formal audit, 
perhaps using a questionnaire based on the work of 
Professor Goran Ekvall, will help to uncover 
 

• The range of innovation activity already in practice 
• Who the innovators really are in your business 

                                                        
83 Shapiro, S.M. (2002). 24/7 Innovation. McGraw-Hill. 
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• The overall level of innovation capacity and 
competency in the business 

 
Like any audit, the innovation audit will highlight areas for 
improvement and highlight individuals or business units to 
work with as early adopters of IPM initiatives. 
 

> IPM Alert <  
 
What does an innovation audit reveal about 
the kind of organization you are (or might 
want to become)? Miles and Snow (1978) 
defined a number of organizational types 
some of which are of relevance to your 
innovation profile:  
 
1. Defenders: Anchored in expertise and 
narrow business scope. 
2. Prospectors: Always experimenting and 
searching for new opportunities. 
3. Analysers: Operating in both stable and 
changing product/market domains. 
 

Step 3 – Innovation Metrics 

 
Step 3 acknowledges that by now you should have some 
basic level of comfort about what innovation means to you 
and the state of innovation in your business. So it’s time to 
think through the kinds of metrics that are applicable to help 
you measure and monitor your innovation performance 
going forward. 
 
Innovation metrics are relatively undeveloped, compared say 
to regular financial performance metrics, and significant 
research effort is underway at the moment to better 
understand and define these metrics.  A Cranfield 
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University/Hyperion84 survey found that only 22% of 
companies include measuring innovation as part of their 
overall business performance management initiative. But this 
should not hold you back from creating a handful of metrics 
and creating the kind of scorecard shown in Figure 3.5 
below. 

Figure 3.5: An IPM Scorecard Format 

 

 
 

> IPM Alert <  
 
In defining your innovation metrics, 
remember they are heliotropic in nature and 
so you need to think carefully about what is 
the purpose of innovation in your business, 
for example is it to: 
 
1. Reach operational excellence? 
2. Improve customer intimacy? 
3. Achieve product leadership? 
 

                                                        
84 Marr, B. (2004) Business Performance Management: Current State 
of the Art. Cranfield School of Management/Hyperion. 
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Step 4 – Innovation Education 

 
Step 4 begins the process of communicating the IPM 
message throughout an appropriate range of stakeholders in 
the business. These stakeholders could include external 
business partners such as suppliers and customers and 
perhaps tap new sources of inspiration such as academics or 
volunteers recruited via the Internet. 
 
Stakeholder groups need to be educated about the outcomes 
of the activities so far – the innovation strategy, audit results 
and proposed metrics – so that wider input/feedback can be 
gained and a wider “buy-in” established for the overall IPM 
effort.  
 
This is the time to begin to develop individual innovation 
champions and innovation partners who can help promote 
the IPM effort and drive it forward. This could also be an 
appropriate time to try some large-scale initiatives based on 
appreciative inquiry or open space methodologies. 

Step 5 – Innovation Process Improvement 

 
Step 5 starts the detailed work of determining where to focus 
the IPM effort for most impact and putting the process 
smarts and technology in place to support this effort. 
 

• Businesses that determine they are not generating 
enough valuable ideas may opt to focus their 
attention on generating innovation activities. 

 
• Businesses that are not introducing enough 

new/improved products/services may opt to focus 
on converting innovation activities. 

 
• Businesses whose new/improved products are not 

performing as well as expected in the marketplace 
may opt to focus on realizing innovation activities. 
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> IPM Alert <  
 
For many organizations, embedding 
innovation may be nothing much less than a 
reinvention of the business. So it may be 
worth reflecting on Hamel’s ten rules85 for 
reinventing your company: 
 
1. Set unreasonable expectations 
2. Stretch your business definition 
3. Create a cause, not a business 
4. Listen to new voices 
5. Create an open market for new ideas 
6. Offer an open market for capital 
7. Open up the market for talent 
8. Lower the risks of experimentation 
9. Divide and conquer 
10. Reward the innovators 
 

 
The aim of the action plan is to suggest a starting point for 
your own IPM initiative. There’s a lot more detail behind 
these steps and you may need to engage external help to get 
you there. But IPM is essentially about creating the future of 
your business and nobody in their right mind should imagine 
that a thorough IPM effort will be quick, inexpensive or easy.  

                                                        
85 Hamel G. Reinvent Your Company. Fortune, June 12 2000. 
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RESOURCES 

 
Here are a few of my favourite sites covering innovation.  
 

! Innovation Tools 
! www.innovationtools.com 
Keep track of innovation management technology. 

 
! Cranfield Center for Business Performance 
! http://www.som.cranfield.ac.uk/som/cbp/    
Focused on business performance management. 

 
! HBS Online 
! http://harvardbusinessonline.hbsp.harvard.edu  
See the innovation and entrepreneurship section. 

 
! CORDIS Innovation Portal 
! http://www.cordis.lu/innovation/en/home.html   
Innovation activity from a EU perspective. 

 
! Fast Company Weblog 
! http://blog.fastcompany.com  
Fast Company magazine’s innovation blog 

 
! IM-BOOT 
! http://innovation.im-boot.org/index.php 
Stefan Konrath’s innovation site and newsletter. 
 
! DTI Innovation 
! http://www.innovation.gov.uk/ 
The UK Dept. of trade and industry innovation site. 
 
! Nordisk Innovations 
! http://www.nordicinnovation.net/ 
The Nordic innovation center portal. 
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Generating Innovation Technology 

 

 
Vigilance 

   
Vendor  Product Website 

   
AllResearch WebClipping www.webclipping.com   

BrandDelphi CRM Metrix www.branddelphi.com   
CyberAlert CyberAlert www.cyberalert.com  

General Ideas SaveNet www.generalideasinc.com  
Goldridge Strategic Landscapes www.goldridge.net  

Informative Focal Discovery www.informative.com  
Inquisite Inquisite www.inquisite.com  

Interspire ActiveKB www.activekb.com  
Invention Machine GoldFire Innovator www.invention-machine.com  

IPTools TMAlert www.tmalert.com  
Liquent InSight www.liquent.com  

Moreover Moreover www.moreover.com  
Net2one DataCenter www.net2one.com  

Neustel  PatentHunter www.neustel.com  
NetReflector VantagePoint www.netreflector.com  

NewsNow Business Services www.newsnow.com  

Novintel Viva Intelligence Portal www.novintel.com  
Perseus Dev. SurveySolutions XP www.perseus.com  

Transversal Metafaq www.transversal.com  

 

Creative Thinking and Mind Mapping 

   
Vendor Product Web Site 
   

Agilix GoBinder www.gobinder.com  
Buzan 

Organization 

Mindmap www.buzancentres.com  

Facilitate Facilitate.com www.facilitate.com  

Gael MindGenius www.mindgenius.com  
IdeaCue IdeaCue www.ideacue.com  

IdeaFisher 
Systems 

IdeaFisher www.ideafisher.com  

Matchware Openmind www.matchware.net  
MindJet MindManager www.mindjet.com  

Mind Technologies Visual Mind www.visual-mind.com  
Mind Tools Mind Tools e-book www.mindtools.com   

NovaMind NovaMind www.nova-mind.com  
Smart 

Technologies 

SMART board www.smarttech.com  

SolutionPeople KnowBrainer www.solutionpeople.com  

Virtual Ink Mimio www.mimio.com  
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Converting Innovation Technology 

 
 
Idea Management 

   
Vendor Product Web Site 
   

Akiva ideaCenter www.akiva.com  
BrainBank Idealink www.brainbankinc.com  

General Ideas NextNet www.generalideasinc.com  
Imaginatik Idea Central www.imaginatik.com  

Invention Machine GoldFire Innovator www.invention-machine.com  
IRI Idea Manager www.irisolutions.com  

OAS IdeasTracker www.ideastracker.com  
Targetsoft Idea Management for 

mySAP 

www.target-soft.com  

Zengobi Curio www.zengobi.com  

 

Stage Gate, TRIZ and PLM 

   
Vendor Product  Web Site 

 
Adept Group PortView www.adept-plm.com  
Agile Software Agile www.agile.com  

Arena Solutions Arena PLM www.arenasolutions.com  
Centric Software Centric Innovation www.centricsoftware.com  

CIMdata Review of mySAP PDM www.cimdata.com  
CoCreate OneSpace www.cocreate.com  

Dassault Catia, Enovia www.groupedassault.com  
EDS Teamcenter www.eds.com  

Formation Systems Optiva www.formationsystems.com  
Ideation Intl. Improver, Ideator www.ideationtriz.com  

Niku Clarity www.niku.com  
PRTM PACE www.prtm.com  

SAP mySAP PLM, xPD, 
xRPM 

www.sap.com/solutions/plm  

Selerant DevEx www.selerant.com  
Sopheon Accolade www.sopheon.com  

Stage-Gate SG selector, tracker www.stage-gate.info  
TriSolver Idea Generator www.trisolver.com  

Value Innovations Mogul, Slalom www.valueinnovations.com  
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Intellectual Property Management 

 
Vendor Product Web Site 
   

Aspen Grove ipWorkflow www.aspengrove.net  
Danish P&T Office IPscore www.ipscore.com  

FoundationIP FoundationIP www.foundationip.com  
IP Organisers ip menu www.ipmenu.com  

MDC IPMaster www.mdcip.com  
MicroPatent Aureka, PatentWeb www.micropat.com  

MindMatters Innovator www.mindmatters.com  
Neustel PatentWizard www.patentwizard.com  

Nextance NexIP www.nextance.com  
PatentCafe ICO www.patentcafe.com  

PatentPro PatentPro 2004 www.patentpro.us  
Patrix Patricia www.patrix.com  

Thomson Derwent www.derwent.com  
VinSoft Enterprise IP Portal www.vinsoftsolutions.com  

   

 
Brand Management and PIM  

   
Vendor Product Web Site 

   
Accept Software Accept Planner www.acceptsoftware.com  

Avenida 
Technologies 

Brand Symphony www.avenida.co.uk  

BrandLogic Brand Ensemble www.brandlogic.com  
Brandopoly Brand Management 

System 

www.brandopoly.com  

Brandworkz Brandworkz www.brandworkz.com  

Cardonet Synergy www.cardonet.com  
Concert Software Concert www.concert-product-

information.com  
Connectrix Brand Management 

System 

www.connectrix.com  

FullTilt i-Accel www.fulltil.com   

MarketingPilot MarketingPilot www.marketingpilot.com  
MatrixOne Matrix10 www.matrixone.com  

Reqio Reqio PCM www.reqio.com  
Riversand Riversand PIM www.riversand.com  

Ryma Technology FeaturePlan www.featureplan.com    
TrueReq TrueReq www.truereq.com  
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Other  

   
Vendor Product Web Site 
   

Accountability   
The Institute for 

Social and Ethical 
Accountability 

AA1000 Assurance www.accountability.org.uk  

   

Roadmapping   
Alignent Vision Strategist www.alignent.com  

   
IPM Research   

Ventana Research IPM  www.ventanaresearch.com/ipm  
   

Sustainable Innovation  
  

Centre for sustainable design www.cfsd.org.uk 
Sustainable economy newsgroup www.green-innovations.asn.au  

Designing for sustainability www.demi.org.uk 
Measuring sustainability www.sustainablemeasures.com 

Natural Step Framework www.naturalstep.org 

 
A number of technology vendors gave permission to show 
screenshots from their products. These screenshots are not 
included in either the e-book or p-book versions of the 
content but can be viewed at 
 

www.tripos.biz/ipmshots.htm 
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 Acronyms 

 
Acronym Expanded Text 

  

ASP Application service provider 

BPR Business process re-engineering 

CRM Customer relationship planning 

DTI Department of Trade and Industry (UK) 

EPO European patent office 

ERP Enterprise resource planning 

FAQ Frequently asked questions 

FoR Frame of reference 

HP Hewlett-Packard 

IC Intellectual capital 

IP Intellectual property 

IPM  Innovation performance management 

KPI Key performance indicator 

LTBS Long term branding strategy 

NPD New product development 

NPDI New product development and 

introduction 

OECD Organisation for Economic Cooperation 

and Development 

PIM Product information management 

PLM Product lifecycle management 

ROI Return on investment 

RSS Really simple syndication 

SCAMPER Substitute, combine, adapt, modify, put 

(to another use), eliminate, reverse 

SCM Supply chain management 

STEEPER social, technological, economic, 

environmental, political, educational and 

regulatory 

SWOT Strengths, weaknesses, opportunities, 

threats 

XML Extensible markup language 
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 Index 
 

A 

Aaker, 116 

Ackerman, 127 

activities, 14 

activity based costing, 138 

Adaptiv Learning Systems, 53 

adaptive process, 50 

after market, 95 

Agile Software, 87 

Agilix, 58, 148 

Aguilar, 32 

Airbus, 94, 97, 98 

Akiva, 78 

alert, 36, 37, 38, 39 

Alignent, 104 

alignment, 7, 146 

Altshuller, 84 

Amabile, 52 

Amazon, 156 

Ampex, 93 

AMR, 23 

Apple, 59, 94, 95 

appreciative inquiry, 67, 68 

Archimedes, 52 

Ashridge, 55 

ASP, 37, 48, 77 

Aspen Grove, 112 

audit, 62, 79, 130, 132, 189, 

190, 192 

B 

Balanced Scorecard, 136, 160, 

165 

Baumol, 3 

Bellika and Davidsen, 82 

Bennis, 144 

blogs, 38 

BMW, 96 

Boeing, 90, 94, 97, 98 

Bohm, 49 

Bolton and Reed, 145 

Bornstein, 150 

BrainBank, 77 

brainstorming, 31, 55, 56, 58, 

64, 65, 66, 67, 68 

brand, 13, 20, 26, 31, 50, 93, 

95, 98, 114, 115, 116, 120, 

155, 159, 182, 183, 185, 

186 

brand experience, 98 

brand management, 20, 26, 93, 

114 

Brooking, 93 

Brown, 167 

Brown and Weiner, 33 

business cases, 174 

Buyer Utility Map, 103 

Buzan, 59 

C 

CAD, 87, 88, 104 

campaigns, 73, 177 

Canada, 163 

capitalist, 3 

Cardonet, 118 

catchball, 58 

Center for Creative 

Leadership, 132 

Centre for European Economic 

Research, 167 

Centrelink, 161 

Centric Software, 89 

CEO, 135, 137, 139 

Cesari, 82 

CFO, 137, 138, 139 

challenges, 73, 75, 123, 177, 

185 

champion, 103, 144, 150, 151 

champions, 192 

Change agents, 103 

change onion, 124 

Cheskin and Fitch: 

Worldwide, 3 
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Choo, 32, 36 

Christensen, 146, 157, 158 

CIO, 139 

Circus Ponies, 148 

citation, 39, 112 

Coates, 33 

Cochran, 109 

Co-creation, 49 

collaboration, 87 

collaborative networks, 87 

community of interest, 175 

community of practice, 179 

competitor intelligence, 37, 40, 

172 

complexity, 69 

Concept Fan, 57 

Concert, 118 

Concorde, 98 

continuous scanning, 36 

conversations, 21, 147 

converting innovation, 20, 70, 

71, 177, 178, 192 

Converting Innovation 

Technology, 196 

COO, 139 

Cooper, 81 

Cooperrider, 68 

CORDIS, 194 

core competency, 134 

creative responding, 129 

creative thinking, 41, 47, 48, 

52, 53, 54, 55, 57, 58, 59, 

62, 64, 66, 67, 78, 172 

creativity, 52, 54, 132 

CREAX, 132 

culture, 42, 43, 51, 52, 54, 80, 

123, 124, 128, 130, 137, 

144, 145 

CxO, 125, 134, 135, 140, 142, 

143, 145, 188 

CyberAlert, 39 

cybernetic, 43 

D 

de Bono, 53, 57 

Deliverable Assets, 13, 18, 20, 

50, 70, 71, 92, 99 

design, 43, 68, 73, 87, 88, 89, 

95, 97, 139, 178, 182, 183 

Dial, 161 

dialog, 49 

diffusion of innovation, 100 

digital artwork, 117 

digital whiteboards, 58 

disruption gap, 158 

disruptive innovation, 27, 95, 

100, 146, 154, 157, 158, 

159, 171 

domain interest statement, 31 

Drucker, 29, 140 

DTI Innovation, 194 

Duffill, 64 

E 

eBay, 156 

Einstein, 21 

Ekvall, 131, 189 

embed innovation, 188 

entrepreneurship, 147 

envisioning, 58 

EPO, 41 

ERP, 24, 26, 77, 87, 88, 89, 

111, 119, 139, 140 

escalation, 74 

E-suggestion, 44 

EU, 4, 163, 194 

European Innovation 

Scorecard, 163 

Evindsson, 106, 160 

existential chain, 143 

F 

Facilitate.com, 64 

Fahey and Narayanan, 35 

failures, 108 

FAQ, 44, 46, 47, 48, 51 

Fast Company, 194 

feedback, 15, 18, 30, 43, 44, 

45, 46, 48, 49, 50, 51, 52, 

67, 73, 78, 82, 86, 87, 90, 
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129, 155, 170, 172, 183, 

192 

first mover, 29 

five forces, 14 

flashcard, 65 

Fonseca, 21 

FoR, 17, 18, 31, 32, 37 

Formation Systems, 89 

FoundationIP, 112 

Frames of Reference, 15 

FullTilt, 118 

F-words, 152 

G 

Gael, 63 

Gartner, 23 

GEM Initiative, 68 

General Idea, 45, 75 

generating innovation, 18, 20, 

28, 53, 67, 69, 170, 171, 

192 

Generating Innovation 

Technology, 195 

Goldense Group, 168 

Goldridge, 40 

Govindarajan and Trimble, 

128 

Grant, 116 

H 

haiku, 59 

Hamel, 134, 193 

Hamel and Prahalad, 44 

Harryson, 35 

Harvard Business Review, 127 

Harvard Business School, 73, 

194 

heliotropic, 6, 32, 191 

human capital, 34, 106, 162 

human resource capital, 34 

Humphrey, 70 

I 

IBM, 24, 25, 90, 118 

IC, 20, 93, 105, 106, 107, 111, 

162, 165, 182, 183 

ICM, 111, 114 

Idea Assets, 13, 18, 20, 28, 50, 

70 

idea management, 20, 26, 41, 

46, 47, 48, 50, 67, 71, 72, 

74, 75, 76, 77, 78, 79, 80, 

81, 84, 86, 88, 161, 168, 

170, 171, 172, 174, 175, 

176, 177, 178, 179, 180, 

182 

idea ranking, 50 

IdeaCue, 64 

IdeaFisher, 64 

ideas, 21, 50, 52, 55, 59, 65, 

72, 76, 79, 127, 144, 151, 

175, 179, 182 

ideation, 17 

Ideation International, 85 

Imaginatik, 75, 179 

IM-Boot, 194 

improvisation, 31, 67 

incremental innovation, 44, 

154, 155, 158, 159 

Informative, 50 

Infrastructure technology, 140 

InnoCentive, 175 

Innovateur, 147 

Innovation Centre Europe, 131 

innovation dimensions, 94 

innovation feedback, 42, 51 

Innovation management, 5, 11, 

13, 14, 15, 20, 23, 24, 25, 

26, 27, 29, 35, 41, 42, 43, 

46, 47, 48, 66, 67, 74, 88, 

89, 92, 121, 129, 139, 140, 

151, 169, 194 

Innovation Management 

Applications, 24 

innovation myths, 126 

Innovation Oriented 

Architecture, 25 

innovation process, 11, 67, 68, 

70 
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innovation quotient, 125, 147 

innovation scorecard, 138 

Innovation Tools, 194 

Inquisite, 48 

intangible, 13, 70, 108, 109, 

137, 165, 166 

Intangible Assets Monitor, 165 

intellectual capital, 4, 20, 34, 

105, 109, 146, 161, 182 

intellectual property, 26, 92, 

106, 109 

Interspire, 47 

Intuit, 112 

Invention Machine, 40, 85 

IP, 19, 26, 40, 41, 75, 92, 106, 

108, 109, 110, 111, 112, 

113, 149, 156, 158, 183, 

184, 185, 186 

IPM, 5, 7, 8, 9, 11, 13, 14, 21, 

31, 57, 69, 110, 123, 124, 

126, 134, 135, 137, 138, 

140, 142, 143, 144, 145, 

149, 153, 158, 167, 188, 

190, 192 

IPM Alert , 35, 44, 46, 49, 

53, 56, 59, 64, 65, 73, 74, 

83, 100, 108, 110, 115, 125, 

131, 144, 147, 152, 153, 

169, 172, 175, 179, 180, 

189, 191 

IPscore, 113 

IPTools, 41 

IRP, 26 

ISEA, 107 

J 

jam, 54, 148 

Japan, 58, 163 

jazz, 68 

K 

Kamoche and e Cunha, 68 

Kandybin and Kihn, 17 

Kaplan and Norton, 137, 160, 

165 

Kennedy and Moore, 123 

keywords, 31, 37, 39, 41 

know-how, 19, 35, 92, 106 

Knowledge, 102, 108, 154, 

163, 168 

knowledge economy, 4, 18, 

19, 93, 105, 107, 116 

knowledge management, 31, 

34, 106, 140, 162 

know-what, 19, 35, 92, 106 

know-who, 19, 35, 106 

Kotter, 143 

Kouzes and Posner, 142 

KPI, 75, 113, 149 

L 

lateral thinking, 53 

learning loop, 15 

licensed, 71, 80, 109, 110, 

183, 186 

Lin, 151 

Linux, 99, 158 

LTBS, 186 

M 

Maine, 163 

Mankfelow, 53 

market asset, 93, 94 

Market Assets, 13, 15, 18, 19, 

20, 92, 93, 96, 97, 98, 114 

MarketingPilot, 120 

MatrixOne, 118 

mental-model, 114 

metrics, 6, 12, 77, 110, 111, 

113, 123, 132, 160, 165, 

166, 167, 168, 179, 180, 

185, 186, 190, 192 

MicroPatent, 112 

Microsoft, 24, 25, 26, 40, 58, 

60, 61, 62, 75, 94, 99, 112, 

148 

middle managers, 144, 145, 

146, 168, 174, 183 

Miles and Snow, 190 

Mind Map, 59, 60, 62 
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Mind Tools, 56 

MindGenius, 63 

Mindjet, 60, 148 

mission, 135 

mistakes, 127 

Mohr-Jacobsgaard, 68 

Morrison, 32 

Moss Kanter, 145 

mySAP, 87 

N 

net2one, 39 

network capital, 34 

networks, 19, 93, 128, 154 

Neustel, 41 

new product development, 81, 

89, 90 

NewsNow, 39 

Nextance, 113 

NextNet, 75 

Nietzsche, 52 

NineSigma, 175 

Nokia, 165 

Nordisk Innovations, 194 

NovaMind, 59, 148 

Novintel, 40 

NPD, 24, 81, 82, 85 

NPDI, 24, 89 

O 

OAS, 79 

Office, 27, 61 

Ogilvy, 143 

Open Source, 80 

open space, 67, 69 

Opinion leaders, 103 

opportunities, 28, 41, 42, 130, 

137, 142, 145, 146, 159, 

171, 183 

Osborn, 56, 57 

overserved, 157 

Owen, 12, 69 

P 

P&G, 147, 175 

PACE, 84 

Papageorge, 152 

patent, 12, 31, 38, 40, 41, 109, 

110, 111, 112, 113, 168, 

186 

PatentCafe, 112 

Patrix, 112 

Pattern matching, 40 

Pearson, 144 

Perseus, 48 

Personal Pattern Overlay, 66 

PIM, 118 

Pio, 59 

pipeline process, 72 

PLM, 24, 26, 85, 86, 87, 88, 

89, 90, 97, 178, 182 

portal, 38, 78, 147 

portals, 36, 38, 42, 77, 140 

Porter, 14 

portfolio, 74, 83, 89, 110, 111, 

112, 125, 137, 158, 159, 

178, 185 

Prahalad and Ramaswamy, 49 

product catalogs, 119 

Product Development and 

Management Association, 

181 

product management, 26, 89 

product managers, 120 

Prophet, 186 

propositional capital, 43 

Proprietary Revolution, 125 

pulse taking, 129 

R 

R&D, 4, 6, 43, 54, 109, 128, 

137, 152, 163, 167, 168, 

175, 185 

radical, 84, 95, 96, 116, 126, 

127, 156, 159, 178 

radical innovation, 154 

ranking, 50 

realizing innovation, 20, 24, 

92, 93, 143, 185, 192 
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Realizing Innovation 

Technology, 197 

reductionist, 53 

reference brand, 116 

reinventing your company, 

193 

relational capital, 162 

Reqio, 118 

reward, 43, 46, 48, 53, 73, 76, 

77, 78 

rewarding innovation, 149 

Riversand, 118 

roadmapping, 103 

Rogers, 100, 182 

ROI, 137 

role, 45, 78, 112, 139 

role-based security, 43 

RSS, 38, 61, 148 

S 

SAP, 24, 25, 26, 77, 78, 87, 

88, 89 

Sawhney and Wolcott, 126 

SCAMPER, 56, 57 

scanning, 30, 32, 33, 34, 35, 

36, 37, 38, 39, 40, 41, 44, 

51, 52, 67, 73, 133, 141, 

170 

scenario envisioning, 130 

Schumpeter, 3 

scorecard, 136, 160, 166 

Scott, 53, 55 

search, 36, 37, 38, 39, 41, 45, 

57, 61, 112 

Seely Brown, 125 

sense making, 129 

Shapiro, 189 

signs of change, 36 

Skandia, 160 

skunkworks, 73, 158 

SolutionPeople, 57 

stage gate, 81, 84, 85, 174, 178 

stage gatekeepers, 81 

stage-gating, 26, 74, 84, 85 

stakeholder capital, 106, 107 

stakeholder collaboration, 43 

stakeholder community, 30, 43 

stakeholder dialog, 44, 51 

stakeholders, 42, 43, 45, 47, 

48, 50, 67, 73, 75, 77, 80, 

81, 86, 112, 139, 175, 192 

Starbucks, 94, 96, 97 

STEEPER, 34 

Stephenson, 153 

Stewart, 105 

storyboard, 54 

Strassman, 166 

Strategos, 3 

structural capital, 106, 162 

subscription, 42 

success, 72, 73, 107, 146, 156 

suggestions, 43, 45, 46, 47, 48, 

55, 65, 115 

Sullivan, 105 

Surowiecki, 169 

Sveiby, 106, 165 

SWOT, 29 

Synectics, 55 

T 

Tablet PC, 58, 62 

Target Software, 77 

Tchibo, 97 

Teece, 108 

testing, 90 

The Boston Consulting Group, 

3 

tipping point, 185 

trademark, 38, 41 

trends, 33, 35, 41, 51, 67 

Trialability, 184 

TRIZ, 84, 85 

U 

uncertainty, 141 

USA, 57, 163 

UseNet, 39 

USPTO, 41 

Utterback, 121 
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V 

value chain, 5, 9, 11, 13, 14, 

15, 17, 18, 20, 24, 32, 121, 

123, 124, 151 

value engineering, 85 

value propositions, 114 

value-based management, 7 

values, 135 

Verweire and Van Den 

Berghe, 7 

vigilance, 20, 25, 26, 28, 29, 

31, 52, 129, 168, 169, 170, 

171, 172 

Virgin, 155 

Virtual Ink, 58 

vision, 135 

Volitional Partners, 125 

W 

Wave Global, 133 

Web surveys, 48, 51 

WebClipping.com, 39 

WebEx, 88 

Wenger, 179 

whiteboard, 58 

X 

xApps, 88 

Xerox, 93 

XML, 38, 61, 62, 87 

xPD, 88 

Y 

YourEncore, 175 

 


