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INTRODUCTION:  
WHY INNOVATION 
MATTERS NOW, 
MORE THAN EVER 

The need to change, and the need to strategically manage 
change, has always been with us. In 1513, Machiavelli, the 
historian, diplomat, philosopher, humanist and writer, 
explained the challenge innovators face:

“There is nothing more difficult to take in hand, more perilous to conduct, 
or more uncertain in its success, than to take the lead in the introduction 
of a new order of things. Because the innovator has for enemies all those 
who have done well under the old conditions, and lukewarm defenders 
in those who may do well under the new. This coolness arises partly from 
fear of the opponents, who have the laws on their side, and partly from the 
incredulity of men, who do not readily believe in new things until they have 
had a long experience of them.”
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Nothing has changed in the last half-millennium. 
If anything, the digital age has heightened the problem 
of successful organisations resisting change. Blockbuster 
dismissed Netflix when the streaming service offered 
itself for acquisition. Ask Jeeves didn’t respond to 
Google’s PageRank algorithm. And Toys R Us stuck to 
enormous, expensive retail space as Amazon grew.

Innovation is an approach and a mindset. We’re seeing 
established companies redefining what they do, putting 
themselves in, and disrupting, vastly different industries. 
Is Amazon in retail, payments, devices, infrastructure, 
drones or entertainment? Is Apple in devices, media, 
health, communications, software, wearables, retail 
or payments? Is AT&T in telecoms, connected health, 
entertainment, cloud computing or the connected home?

Boundaries are blurring, and many organisations feel 
less in control of their destiny than ever before. As an 
innovation and transformation consultancy, we’ve proved 
repeatedly that innovation – pragmatically applied – 
takes organisations further, faster. Yet our latest research 
confirms organisations’ desire and ability to innovate are 
yet to improve.

Over 500 years ago, Machiavelli wrote about how 
hard it is to persuade people to adopt new customs or 
processes, and how those with an interest in the status 
quo resist innovative ideas. But our research shows 
we can create disruption, beat the competition and 
build value.

Despite these challenges, we’re optimistic. We believe 
in the power of ingenuity to build a positive human 
future in a technology-driven world, and we’ve been 
innovating for over 75 years. As strategies, technologies 
and innovation collide, we help ‘innovation leaders’ create 
opportunity from complexity.

As business leaders right now, we’ve never been afforded 
a better opportunity to adapt and transform – to truly 
understand our customers’ motivations, to harness 
the power of technology to create incredible products 
and services and to find creative and effective ways to 
engage and empower our people.

What follows is a summary of our findings and the 
actions organisations need to take to make the most 
of innovation now.

There is nothing more difficult 
to take in hand, more perilous to 
conduct, or more uncertain in its 
success, than to take the lead in the 
introduction of a new order of things
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RESEARCH FINDINGS 

Despite the power of new technologies, and the ability of 
innovation to unlock new growth opportunities, too many 
organisations are missing out.

We have surveyed more than 800 senior executives around the world to 
understand why innovation matters to them.
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We found that 66 per cent of organisations won’t 
survive without innovation, but only 24 per cent are 
fully confident they have defined the skills and activities 
needed to be innovative.

Moreover, 50 per cent of the executives don’t believe 
their leaders show the vision and passion needed to 
make innovation happen. And despite the seismic shifts 
of recent years – particularly in technology – 37 per cent 
say their organisation has made little or no changes to 
its innovation approach.

This report reveals the insights unearthed by our research, 
combined with expert opinion formed through our work 
with clients all over the world. We explore what successful 
organisations – our innovation leaders – are doing right and 
distil this into pragmatic actions others can take. We found 
three key areas organisations need to focus on:

1. USE INSIGHT TO FOCUS  
ON YOUR FUTURE
Think carefully about future possibilities using 
data to predict how your industry, customers 
and use of technology will change, and decide 
what innovations will protect your future.

2. DESIGN INNOVATION  
INTO YOUR ORGANISATION
Take an agile approach and build innovation 
into your organisation’s core purpose to 
validate and accelerate valuable ideas.

3. CREATE AN  
INNOVATION CULTURE
Change the way people lead and work, how you 
encourage innovation over risk aversion, and build 
the networks you draw on for diversity of thought.

66% confirm their organisations will 
not survive without innovation

24% are fully confident they have 
defined the skills and activities they 
need to be innovative

37% say their organisations has made 
little or no changes to its innovation 
approach

50% do not believe their leaders fully 
display the vision and passion needed 
to make innovation happen

Findings based on a survey of 821 
senior executives across the globe.
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USE INSIGHT TO FOCUS 
ON YOUR FUTURE 

The most innovative organisations today are constantly 
looking forward and anticipating what will come next 
and how they will adapt. Analysing your industry, the 
new competitors that enter it and the types of customers 
it attracts is imperative to the success of innovation efforts. 
In this digitally driven landscape, organisations need to 
effectively use their data to inform decisions. In this section, 
we look at three ways you can ensure focus is firmly on 
your organisation’s future.
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Adapt to changing 
customer expectations

Now more than ever, organisations can’t ignore 
their customers’ experience for a second. Why? 
As individuals, we’re increasingly subject to what 
has become known as expectation transfer. That 
means if we have an ingenious experience in one 
aspect of our lives, we rapidly expect that to be the 
new norm, regardless of product or sector. The bar 
has been set high, both by big names and smaller 
disruptive and innovative brands. With simple 
and slick customer interfaces, contextual data and 
insight, and personalised interactions, they’ve made 
themselves super-relevant in our lives. These brands 
raise customer expectations and provide a new lens 
for what constitutes a good customer experience for 
everyone else. In an increasingly subscription-based 
world, that could have a big impact fast.

Organisations without an innovation mindset and a 
clear sense of purpose are missing out. In fact, our 
research showed that 66 per cent of innovation leaders 
are very good at understanding and anticipating 
customer needs, compared with 43 per cent of 
their less successful peers.

The opportunities are huge. Centring on your customer 
can be a powerful force to accelerate – and steer – 
innovation in your organisation. Now, more than  
ever, businesses have to make themselves part of  
their customers’ lives and demonstrate clearly how 
they can help achieve customer outcomes.

They must become part of their customers’ universe, 
understanding the individuals and organisations  
that inspire them. This is a new reality we call 
Customer 4.0, and our work with business-to-
consumer, business-to-business and public service 
organisations tells us it’s one of the more important 
shifts in business in the world today.

The Law Society: 
staying relevant 
by understanding 
members’ goals

The Law Society wants to make sure it offers its 
members services they value. Not least because 
while today solicitors in England and Wales have 
to join, that may change – meaning the Society’s 
revenue would no longer be guaranteed. And, 
like other organisations, the Society is facing 
the ‘customer-led revolution’. Technology has 
changed the way people connect and relate. 
Organisations need to decide how to fit into 
their customers’ universe: the network of people 
and organisations who inform, inspire and 
influence them.

With all this in mind, the Law Society is 
developing a stronger membership offer as part 
of a wider transformation programme. They had 
research into what members from different types 
of firm thought of its services. But there were no 
real differences across these different segments. 
Our business design experts teamed up with the 
Society to help them see members as individuals 
with goals instead. Then we worked closely with 
people across the organisation to express its 
value in those terms. So the Society is:

• a voice that speaks for the profession – 
representing lawyers to protect their interests

• a career companion – providing advice to help 
lawyers progress, from when they come in to 
the profession to when they retire

• a practice enabler – providing learning and 
development to help lawyers to keep up with 
best practice and give clients good service

• an informed source – providing news and 
information to keep lawyers up to date

• now clear on its value proposition and uses it to 
anchor their new operating model, shape how 
they present their services and communicate 
with members in a compelling way.
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66% of innovation leaders are 
very good at understanding and 
anticipating customer needs

Compared with 43% of their less 
successful peers
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Anticipate new  
entrants, business  
models and markets

When customer needs change, your competition does  
too. You can learn a lot from new market entrants who  
are ignoring decades of legacy processes and building 
customer-centric solutions that are better, faster and 
cheaper than incumbent players.

Consider legal or accounting firms, where industry 
estimates suggest 40–60 per cent of fees could be 
related to work that artificial intelligence (AI) can 
better deliver. AI would be faster and reduce costs, 
and perhaps deliver greater accuracy.

To stay competitive, traditional firms need to adapt. 
But are they prepared to reduce their billing rates and 
pass on value because they’ve automated parts of a 
project? Firms that do might entice new customers 
with impressive pricing and customer experience.

This isn’t purely about technology, it’s about enabling 
a new business model. Take eBay. When it launched 
in 1995, it was seen as an innovative technology. Yet 
the company merely enhanced an age-old process 
of matching buyers and sellers. Uber and Airbnb are 
other examples of companies using technology to 
disrupt existing systems. These peer-to-peer platforms 
may be using technology to deliver a service, but the 
real innovation is the change in business model.

Our research showed that to be an innovation leader, 
traditional strategic planning techniques need to be 
disrupted. Forty-one per cent of respondents often 
take part in formal horizon scanning and scenario 
planning, compared with just 25 per cent of their less 
successful peers.

FutureWorlds™

Our FutureWorlds™ approach is highly effective 
when looking into future opportunities where 
there’s a high degree of uncertainty or where 
the outcome of several strong drivers is 
unpredictable. FutureWorlds™ helps businesses 
to remove the natural bias to try to predict  
a single future, considers a range of possible 
futures and builds on uncertainties to arrive at  
a view of a number of possible future outcomes.

ENSO: reimagining the 
future of tyres in the 
circular economy

The circular economy is set to be a game 
changer. It’s about much more than recycling 
used materials back into the manufacturing 
process. It’s about changing business models 
too. In the circular economy, organisations 
sell performance rather than products, so the 
incentive to build in obsolescence disappears.

Start-up ENSO is passionate about becoming 
part of this. With over two billion tyres discarded 
every year, we face an escalating environmental 
challenge – how do we safely recycle the 
hazardous by-products of our increasingly 
mobile lifestyle? In urban areas, tyres are also 
a significant cause of air pollution – emitting 
harmful particulate matter into the environment 
as they wear down. ENSO wanted to find a way 
to solve the environmental impact stemming 
from tyre use.

They already had a well-developed vision for a 
new sustainable tyre for electric vehicles, which 
will be made from cleaner, bio-based materials, 
without compromising on either performance 
or price. But they needed help bringing their 
business model to life.

Our work enabled ENSO to clarify their business 
model and decide on a global strategy for 
market entry. This included understanding how 
a leasing model – where drivers lease tyres and 
pay according to miles covered – would work.  
It also informed their business plan and ability  
to raise investment to develop the concept to  
an engineering prototype.
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Embrace uncertainty

Most business leaders know innovation is essential for 
long-term survival but struggle with forces that can stop 
innovation becoming a reality.

You can’t plan for or predict disruption, but you can curate 
all the elements you need to innovate. These include 
creating the right working culture, bringing together the 
right people and demonstrating strong leadership that 
rewards efforts to disrupt.

Our research shows 54 per cent of organisations are 
rejecting the very disruptive ideas that may lead to their 
greatest success. Being bold and maintaining a belief in, 
and focus on, innovation in the toughest economic or 
business pressures is difficult but critical.

Leaders need to create an environment in which to 
innovate. Tackling areas of inertia and resistance up front 
through leadership interventions will help. Innovation 
should be a focus at every board or leadership meeting.

Of those we surveyed, 66 per cent told us their organisation 
would not survive without innovation. Yet only 28 per cent 
said they’re innovating successfully to drive growth and 
increase revenue.

So how do you embrace disruption without sacrificing 
shorter-term returns and pressures from investors? 
Innovation must be at the forefront of your strategy. 
Organisations that take this approach are far more likely 
to succeed. Of the innovation leaders surveyed, 57 per 
cent considered themselves to be very good at making the 
business case for innovation.

Critical questions to ask:

What does Customer 4.0 mean for your 
organisation?

You can achieve relevance and value by positioning yourself 
in the customer’s universe, being there when they need you, 
and getting out of the way when they don’t. Understanding 
what this means for your organisation is key. It could be 
that your business design might change radically if you 
genuinely oriented your organisation around your clients. 
Understanding the new universe of influences, and testing 
and improving your relevance with clients, needs a new 
mindset, skills and tools.

Are we focusing enough attention on the future?

There are many new and disruptive scenario-planning 
techniques and market scanning and technology foresight 
tools that will keep you ahead of potential threats and give 
you sight of opportunities. Our FutureWorlds™ approach 
helps organisations think about future change in a way that 
lets them assemble a set of scenarios they can turn into 
action. Good foresight work should challenge people’s biases 
by helping them explore uncertainty.

Are we making the most of available data to 
drive decisions?

Sophisticated data and analytics tools will give you 
immediate intelligence on your customers. Many 
organisations are sitting on mountains of dark data.  
We estimate that most companies are only analysing five 
per cent of their data. Imagine the value in uncovering the 
insights in your unexplored data to drive better decisions. 
We help organisations to evaluate existing customer metrics 
and identify areas where insight is being missed to capture 
customer behaviours, experiences and needs. But we also 
still find traditional techniques like focus groups to be critical 
for qualitative information, and to create empathy.

Can we demonstrate the value of innovation?

If you’re serious about innovation, then you need buy-in from 
stakeholders across the organisation in order to succeed. 
Taking an idea and translating it into your business isn’t easy 
– you need to take a systematic approach that demonstrates 
the value innovation can bring. Use the research, insight 
and findings from your scenario planning to create a 
robust business case that outlines tangible benefits, cost 
implications, timescales and risk. Decode innovation and 
make it something your stakeholders invest in.

We tell employees that we want to 
be a company that continuously 
innovates. It cannot end. It has 
got to be in everything we do, 
which means that some of the 
things we are going to do are not 
going to work – and that is okay

David Ko, President and  
Chief Operating Officer, Rally Health
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DESIGN INNOVATION 
INTO YOUR 
ORGANISATION 

When the purpose is clear, and you state the goals, then 
you can chart a path to innovation. The innovation leaders 
of today are clear on where they create value and align 
innovation priorities to their core purpose. Innovation can 
come in all shapes and sizes. It can be a dramatic change to 
how you bring a product or service to market, or a change in 
the way you work with your employees. There’s potential to 
improve all areas of your organisation through innovation.
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Despite the rapid change of technology, business and 
society around them, 37 per cent of organisations 
say their approach to innovation hasn’t changed at 
all in the last three years. Adopting an agile approach 
is one of the most effective ways to drive change. 
It’s important to move at pace, build a simplified 
organisation and support your core purpose.

But as our research reveals, misguided efforts and 
confused priorities often stand in the way. For 
instance, 39 per cent of organisations with a core 
purpose of growth told us they were spending as 
much time and effort on innovation to reduce cost  
as they were on developing new revenue streams.

Speed up time to value

Increasingly, we’re seeing innovation leaders using agile 
thinking in all areas of their business. This enables them 
to achieve more, change faster and improve adoption in 
a large organisation.

In our 2018 organisational agility research, we found the 
highest-performing businesses in financial terms achieve 
a shorter time to value by continually speeding up their 
innovation and launch processes, making frequent rounds 
of incremental adjustments to products and services, and 
mobilising quickly in response to competitor activity.

For instance, look at hyperfast fashion companies like 
Zara that are organised to develop and sell very small 
batches of stock within a couple of weeks, either to  
gauge new demand, plug an identified gap or match  
a competitor’s offer.

It’s clear innovation leaders are at an advantage. In fact, 
59 per cent of the leaders we surveyed think they’re 
very good at quickly deploying new technologies. This 
allows them to leverage technology to rapidly meet 
customer needs.

If a company accelerates its product launches, earns faster 
return on investment and quickly reinvests those returns 
in another round of innovation, its prosperity  
can grow exponentially.

  THE EVOLUTION OF  
THE AGILE ORGANISATION 

An agile organisation is one that centres on customers, 
quickens time to value, is simple, can evolve and 
empowers its people. We surveyed 500 leaders 
from global businesses and found five dimensions 
of organisational agility that correspond to market-
leading financial performance. To discover what 
organisational agility means for your organisation, visit: 
paconsulting.com/agility
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Notpla: starting a revolution with a waste-free 
alternative to plastic bottles

London-based start-up Notpla has come up with 
an alternative to single-use plastic in food and 
drink packaging. Ooho is a flexible, 100 per cent 
biodegradable container made from a type of seaweed 
that grows up to three metres per day. It’s even edible, 
meaning no waste, no bins and no recycling.

We worked with the business to design, build and 
test the machine that can make containers from 
this seaweed-based material. Notpla will lease the 
machines, which are about the size of a vending 
machine, to businesses so they can produce and fill 
Oohos daily on-site, rather than taking up storage 
space with stock.

The business ultimately aims to help stop up to one 
billion plastic bottles reaching the ocean every year, 
and eliminate the 300 million kg of carbon emissions 
that go with them. As well as using nine times less 
energy to produce, the material has the potential  
to be cost competitive with plastic.

We started working with Notpla after meeting their 
team at an event run by the Circular Economy 100 
programme, a collection of businesses driving towards 
a more sustainable world, in late 2016. Our team of 
mechanical and process engineers has worked closely 
with their team of scientists to develop and test two 
machines for different use cases. And together we 
finalised a production prototype in 2018.

Oohos have already been used at multiple running 
races, helping to make marathons plastic free and 
providing runners with easy-to-use packets of water. 
They’ve been filled with cold-pressed ginger juice 
and sold at Selfridges, London, a luxury department 
store. And takeaway delivery company Just Eat has 
been using them to replace ketchup sachets and pizza 
dipping sauce containers. As Notpla replicates the 
Ooho-making machine, they’ll be able to seize even 
more opportunities to replace single-use plastics.
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Design for simplicity

For new ideas to flourish, leaders must look for 
opportunities to remove unnecessary complexity 
from standard operating procedures. They must 
then look at how legacy technologies interact with 
new solutions. In both areas, there are barriers and 
complexity to strip out. And any new operational 
areas need an end-to-end design that’s simple.

But it’s not simply operating procedures that hold 
organisations back. The way the business is led 
and managed is of equal importance. Leaders 
must identify opportunities to harmonise business 
models across operating units without compromising 
customer needs.

Importantly, we found that innovation leaders are 
better at governing well, including killing projects 
that aren’t working. Fifty-four per cent of successful 
innovators consider the ability to kill projects a 
core strength, compared with only 40 per cent of 
their less successful peers. This is for good reason. 
‘Zombie’ projects can run on for years, burning 
through investment and sapping energy, leadership 
time and good will. Getting rid of them is an essential 
part of keeping innovation alive.

Bold moves towards simplifying organisational 
structure are key to becoming a fundamentally  
more agile and innovative business.

Schroders: transforming 
into an agile global 
organisation

Global investment manager Schroders needed 
faster delivery, increased efficiency and improved 
quality from their digital organisation. To get 
digital teams working more closely with the 
business, Schroders asked us to introduce 
agile ways of working across the global 
digital organisation.

We put together a team of experts experienced 
in agile, business design, digital transformation 
and people and talent to work with the Schroders 
transformation team. Together, we reconfigured 
their teams so they’re dedicated to individual 
areas of the business. This new operating model 
allows IT specialists to work closely with specific 
business colleagues, focus on their needs and 
deliver new capabilities faster.

A major part of the transformation was an 
ambitious programme of agile training and 
coaching. Our experts ran courses for more 
than 600 IT, technology, change and business 
professionals. We supported this with practical 
coaching as the agile teams launched and moved 
into business as usual. We helped Schroders 
recruit a global team of ambassadors for the 
programme. And we supported the leadership 
in rethinking the organisation’s culture – to 
empower people to make decisions and 
take ownership.

Now that they’re using agile methods, Schroders 
is completing projects faster – over nine months, 
the speed of release went up by 20 per cent. The 
number of projects seen as ‘at risk’ has fallen 
by 60 per cent. And they’re creating systems 
closer to what users want – over the last year, the 
business satisfaction score has gone up by 20 
per cent. There’s a much closer, more productive 
relationship between the technology teams and 
the business. And this will support Schroders’ 
ambitions for the future.
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54% of successful innovators 
consider the ability to kill projects 
a core strength

Compared with only 40% of 
their less successful peers
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Build to evolve

The era of five-year strategies and 10-year IT 
programmes is over. Now organisations need  
to take a fundamentally more agile approach to 
technology, processes and commercial flexibility.

When we look at our innovation leaders, we 
see incubation is a core strength – 51 per cent 
describe themselves as ‘very good’ at scaling 
innovation, compared with 39 per cent of their 
less successful peers.

In the race to bolster their technology capabilities, 
organisations resort to adding ‘bolt on’ solutions  
to their legacy systems. One of the risks of doing  
so is that systems remain unintegrated and 
don’t speak with one another, decreasing an 
organisation’s flexibility.

Innovation leaders who put digital at the core of 
their organisation, creating a modular IT-stack that 
works like a platform, can more easily install, launch, 
manage, change and decommission services.

The Care Inspectorate: 
introducing agile 
working to improve  
the complaints-
handling process

The Care Inspectorate regulates care 
services in Scotland, including nurseries, 
school accommodation and care homes. 
The organisation receives 50 per cent more 
complaints now than three years ago. But its 
ageing IT system was feeling the strain and 
urgently needed to be replaced. The Care 
Inspectorate asked us for help.

We built a new application to handle complaints, 
from logging and triaging to investigation. We 
took a user-centred approach and built the 
application using an agile process that let us test 
the evolving system with users week by week. 
We were then able to feed the learning back 
into development.

With the new application, which is built using 
the Microsoft Azure cloud platform, staff will 
save time because they won’t have to cut and 
paste information from different systems. It 
will save inspectors time by compiling their 
reports automatically as they go, based on 
the information they gather and record on the 
app. It’s estimated the application will save 
staff over 400 days per year when logging 
and triaging complaints.

It has also reduced the time it takes to log 
complaints in contact centres by over 75 per 
cent. All this means that the Care Inspectorate 
hopes to increase the number of complaints 
they handle within the 40-day key performance 
indicator to 80 per cent.

We’ve also developed a new system for 
registration, which will be easier to use and help 
staff handle more work. Along the way, we also 
found the Care Inspectorate could streamline 
registration by no longer asking for information 
that it never used in decision-making. This means 
customers, including care home administrators 
and child minders, also get a better experience.
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We have an open innovation 
platform. We are highly engaged in 
innovation labs, with universities and 
venture capital. We have a presence 
in Silicon Valley. At the same time, 
we do not limit that knowledge to 
a small group. We channel all of 
that information and engagement 
to our entire employee base

Chris Gould, Senior Vice President  
Corporate Strategy and Chief Innovation  
and Sustainability Officer, Exelon Corporation
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Critical questions to ask:

How can we make our organisation  
more responsive to change?

Most organisations are built to deliver business as usual 
rather than the radical transformation they need. In our 
experience, the best way to boost responsiveness is to adapt 
to more agile ways of working throughout the organisation. 
Agile organisations are designed to iterate quickly in 
response to feedback and other factors. Organisational 
agility enables flexible systems, data structures and 
processes, non-linear development cycles and people who 
are responsive to change.

Can we measure innovation success?

Putting metrics in place to define success and measure the 
value of your innovation sounds obvious, but the tangibility 
of results from innovation can range widely. As our research 
showed, innovation leaders have a clear view of what’s 
working and what isn’t through a blend of metrics that 
allows rapid decision-making on what to kill and what 
to scale.

Do we have the right processes and systems in 
place to scale?

It’s not just about having the right systems, processes and 
people in place right now, but also anticipating whether 
they will be right in 12 to 18 months’ time. You need to build 
flexibility into your organisation to continually reassess your 
ways of working and reorganise at speed. Ultimately, the 
more businesses can join up their digital efforts on behalf of 
the customer – through digital value chain efforts – the more 
value can be captured.
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CREATE AN 
INNOVATION CULTURE 

Innovation is a culture – and it starts from the top. 
Innovation leaders today are focusing on building 
the workforce of the future and prioritising and 
rewarding innovations. They also recognise how 
important it is to look outside of their organisation 
to drive innovation, by building networks and 
harnessing diversity. In this section, we look at three 
key ways you can build an innovation culture into 
your organisation.
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Invest in the workforce  
of the future

There is a new and unique combination of diverse skills 
and experience in the workplace. In our organisations, 
five generations are working together for the first time 
in human history. Progress on inclusion is powering fresh 
perspectives and innovation.

However, many of the skills you need are in short supply. 
With digital leaders creating a new working environment 
– one that’s unencumbered by legacy employment models 
– you risk losing your talent if you refuse to reinvent 
yours. Our research highlighted this, finding 38 per cent 
of respondents can’t keep talent when they do manage 
to hire the right people for innovation.

Innovation leaders prioritise and commit to upskilling their 
people. Investing in technology and giving employees 
the resource and training required to use it effectively is 
paramount. Take AI and automation – whether it’s checking 
the quality on the production lines or walking customers 
through their options for switching a current account, the 
technology is gathering pace by the day. However, in our 
recent survey produced in partnership with the Chartered 
Institute of Personnel and Development (CIPD), People and 
Machines: from Hype to Reality, we found that three in five 
employers that have introduced AI and automation said 
employees need more skills and knowledge as a result.

Many organisations aren’t taking a strategic or people-
centred approach to new technologies and are sidelining 
the HR function. New technologies can be transformative in 
the workplace. In fact, 50 per cent of respondents said AI 
and automation had decreased monotonous tasks, and 40 
per cent said it gives employees more control over working 
hours. Giving technology the attention and focus it requires 
will help unlock talent within an organisation – upskilling 
employees, giving them varied and interesting work, and 
enabling them to solve complex problems and unleash 
their ingenuity.

38% of respondents can’t keep 
talent when they do manage to hire 
the right people for innovation



Aviva: making the most of the potential of digital to 
create better leaders

Insurance and pensions provider Aviva is out to 
grow around the world. And to do that it needs 
teams to perform to their potential, and beyond. Our 
learning experts helped Aviva see the opportunity to 
transform the support they give people in leadership 
roles with digital technology.

We worked with Aviva to make a digital platform a 
key part of the learning programme for 4,000 of the 
company’s leaders around the world. The 12-week 
programme includes one-to-one training and working 
on live projects in groups. Our online resource hub 
helps leaders perform in difficult situations by giving 
them practical guidance in the moment on their 
phones, tablets or laptops.

The content is based on what leaders themselves 
said they found most challenging. It includes tips on 
coaching, running team meetings and having more 
productive conversations about personal development. 
And email and text notifications nudge leaders to 
information and guidance when they need it most – 
such as just before appraisals or team meetings. The 
approach is based on our insight that the best way 
to improve performance is not just through classroom 
training but by focusing on helping people get 
things done on the job.

People in customer-facing, internal and support 
roles have been using the site since late 2017. Since 
launching in Asia, the UK and Poland, it’s had 73,000 
page views, with two out of three users going back 
for more. Aviva will be looking to track its impact 
on customer numbers, new product launches and 
staff turnover.
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Reward  
innovations

Organisations must build innovation into the entire 
culture, and that starts from the top. Every employee 
must feel empowered to innovate. Of the successful 
leaders we surveyed, 75 per cent say they have a 
creative and open-minded culture.

The top-performing organisations in financial terms 
have made a conscious effort to focus on their people, 
creating a work environment that’s dynamic, that 
encourages collaborative work practices and where 
employees feel empowered at all levels. These sorts 
of organisations treat their people like their customers 
– they put them at the heart of what they do.

Innovation leaders consider the entire employee 
value proposition and work environment, not just 
the obvious levers of reward and performance 
management. The structure of traditional performance 
management is at odds with innovation. Yet it’s still 
adopted by most. In fact, 82 per cent of respondents 
say their performance management rewards uniformity 
over creativity.

To create an environment that fosters innovation, 
organisations need to adapt workplace policies and 
performance management standards to allow for 
creative and unique approaches, and ensure leaders 
and managers are well equipped to handle them. 
It could be as simple as encouraging and prizing cross-
functional working and experimentation. Creating 
office spaces where organic interactions occur – 
facilitating the exchange of new ideas – will help bring 
together innovative ideas from across the organisation.

Global media business: 
heading for growth by 
creating an ideal culture 
for the organisation

A global media organisation with an ambitious 
growth strategy needed to bring out the very 
best from their highly skilled creative teams. 
They wanted our help in developing the specific 
cultures that would help each of their six major 
regional hubs to flourish – both in terms of 
people being productive and happy in their jobs.

Our people and talent experts launched a 
comprehensive programme, including staff 
surveys, workshops, one-to-one interviews and 
focus groups, taking in more than 500 team 
members and over 40 of the company’s leaders. 
This gave us solid evidence for understanding 
the existing cultures. In one hub we found 
people were duplicating efforts that were leading 
to frustration, for example. In another the 
leadership team were struggling to communicate 
well. As well as uncovering problems, the 
programme allowed leaders and team members 
to articulate what they wanted the cultures to  
be like, and consider how to get there.

We helped each hub develop its own culture 
change plan. These featured practical, innovative 
ideas, identified quick wins for the first six 
months and goals for each of the following six-
month periods to keep up momentum. In each 
case we tailored the recommendations to the 
specific national culture.

Ideas included running ‘myth-busting’ sessions 
where leaders explained the truth – or otherwise 
– behind rumours that people wanted to 
know about. Another was to help leaders feel 
comfortable with developing more informal 
relationships with their teams.

The highly practical plans set the organisation on 
a clear course to develop the cultures they need 
to prosper and grow.
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At Virgin Wines, we create a culture 
where people can be brave. They 
make decisions about what they 
think may help them in their job. 
If things do not work out, but they 
have thought the idea through, then 
there is no issue – no matter how 
far-fetched that idea may be

Jay Wright, CEO, Virgin Wines
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Sustain innovation  
through networks

Outside your organisation, there’s a massive 
movement of open and permissionless innovation. 
Billions of pounds are invested every year in trying 
to find new and valuable products, solutions and 
services. Start-ups, investors and academia are 
conceiving, designing and building new futures 
and innovations every day. This is something our 
innovation leaders recognise – 61 per cent say they 
are more likely to achieve success if they source 
some of their innovation from outside.

In the same way you want to ensure you have 
diversity of thought within your organisation, you 
need to draw on it from outside too. To reap the 
benefits of diversity and sustain innovation efforts, 
organisations must focus on building a network.

It’s essential to dedicate some of your resources 
to being part of your external ecosystems. We see 
innovation leaders getting involved in building 
relationships, starting to understand, embrace and 
exploit the approaches, freedom and investment 
this world enjoys.

Dunnet Bay Distillers: 
developing lightweight 
recyclable packaging 
for a craft spirits 
company

Dunnet Bay Distillers, a Scottish distillery that 
makes gin and vodka, wanted to reduce its 
environmental footprint and costs as it grew its 
business. Co-owners Martin and Claire Murray 
had created a unique product, Rock Rose Gin, 
that was packaged in attractive, heavy ceramic 
bottles. However, the Murrays wanted to expand 
their gin and vodka business in the UK and the 
United States and needed lighter packaging that 
was easier to ship.

The company wanted to use recyclable 
packaging, which aligned with its brand values. 
However, the solution would need to be tear-
proof, keep alcohol from evaporating and be 
easy to return for recycling. Martin asked us 
to find a recycling partner before proceeding 
to design so that the distillery could build 
a network to offer closed-loop packaging.

The joint team agreed that lightweight pouch 
packaging would meet the company’s objectives. 
We located a recycling partner, TerraCycle. 
Martin led negotiations with the Royal Mail, 
winning agreement that used pouches could 
be returned without envelopes by simply being 
placed in UK postboxes.

Our diverse team of experts provided materials 
analysis, digital modelling and rapid prototyping 
of two different pouch designs. Prototypes were 
tested with customers, and the team moved onto 
design. Our team included an applied scientist, 
industrial designer and design strategist, and the 
time to initial prototyping took just two months.

The new packaging solution will increase storage 
capacity by 400 per cent and decrease shipping 
costs by $10.20 on every case sent out. Martin 
and Claire plan to use it for 25 per cent of their 
business by 2020.
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The biggest problem we face with 
this strategy [of reaching out to 
innovative technology companies] is 
applying new technology from young 
start-up companies and integrating 
them into enterprise-class systems 
that we and our partners use to 
manage the programme

Hugh Hale, CIO, State of Tennessee  
Health Care Finance and Administration,  
which includes the Bureau of TennCare



Critical questions to ask:

Can we create the environment to attract, develop  
and retain top talent?

One of the key tasks here is setting up the employee value 
proposition – across the end-to-end experience. This isn’t 
just about salaries, it’s about the work you do and the 
strategy you’ve created and how you get people excited 
about it. Look at the workforce entering your organisation 
today – are you doing enough to motivate, inspire and 
promote innovation in a way they can relate to?

Is our workforce diverse enough?

A broad range of backgrounds and skill sets will make for 
a formidable team of innovators. Building the right teams 
for innovation, and giving them the right physical and 
virtual environment, is important for them to be successful. 
However, diversity is about more than just hiring. Ensuring 
your leaders are equipped to bring together a wide variety  
of thoughts, ideas and perspectives will ensure your talent 
pool thrives.

How can we reward creativity over uniformity?

Innovation can only be achieved when people feel free 
to think outside the box. The problem is that traditional 
organisations are set up with policies and processes for 
employees to follow closely. Leaders need to create a more 
flexible working environment where people feel free to make 
their own decisions based on their own ideas. Rather than 
expect your teams to follow the same set of guidelines, let 
them impart their wisdom on the organisation. If you’re 
hiring and retaining good talent, it’s important you find 
ways to hear their voice and reward those that challenge 
assumptions and established processes.

Are we investing time in building our network?

Organisations are realising they can’t do everything 
themselves – they need to build an ecosystem of partners 
outside their organisation. They’re building a web of 
partnership, collaboration and trust through formal and 
informal programmes of work. It’s important to recognise 
there’s a return on every spend you make, even if you fail to 
see a tangible return on investment. The return can take the 
shape of increased trust with a partner, new people skills 
for your team, or simply more confidence and momentum 
in your innovation efforts.
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ABOUT OUR RESEARCH 

We wanted to take an in-depth look at the specific  
elements needed for lasting success in innovation.  
So we had extensive discussions with PA experts from a 
range of disciplines, including innovation, technology, digital, 
strategy, business design, management and talent. Through 
these discussions, we uncovered why organisations innovate, 
how they innovate and who they involve in innovation.
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We then carried out an international survey with Longitude 
Research in late 2016. In total, 821 senior business and 
government executives completed the survey. Half were 
at C-level, with the others including a mix of senior vice 
president-, board- and director-level.

Respondents were based in the USA (20%), Mexico (6%), 
the Gulf Cooperation Council states (6%), the Nordics (19%), 
Central Europe (30%) and the UK and Ireland (19%).

We ensured respondents covered a wide range of sectors, 
including energy and utilities (12%), financial services (13%), 
life sciences (13%), healthcare (12%), transport and logistics 
(13%), manufacturing (6%), consumer goods and retail (7%), 
defence and security (12%) and the public sector (12%).

We conducted in-depth interviews with senior leaders 
across our chosen regions and sectors. We would like 
to thank them all for their participation.

We also drew on our 2019 research, produced in partnership 
with the Chartered Institute of Personnel and Development 
(CIPD), People and Machines: From Hype to Reality, and  
our 2018 research The Evolution of the Agile Organisation.

20%

Energy and utilities (12%)

Manufacturing (6%) Consumer goods  
and retail (7%)

Defence and  
security (12%)

Public sector (12%)

Financial services (13%) Life sciences (13%) Healthcare (12%) Transport and logistics (13%)

19%
19%

30%
6%6%
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GET IN TOUCH 

At PA, we believe in the power of ingenuity to build  
a positive human future in a technology-driven world. 

In 75 years of inventing new solutions and helping 
organisations around the world to deliver faster, 
more valuable innovation, we have distilled some 
key ingredients to ensure success. 

Contact the team to discuss our research, 
recommendations and how we can help you become 
innovation leaders today. 
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FRAZER BENNETT

PA technology innovation expert

+44 1763 267643 
frazer.bennett@paconsulting.com

STEVEN CARDEN

PA technology innovation expert

+44 1763 285392 
steven.carden@paconsulting.com

ANITA CHANDRAKER

PA digital expert

+44 20 7312 4766 
anita.chandraker@paconsulting.com

RICHARD COUGHLIN

PA business design expert

+44 20 7312 4833 
richard.coughlin@paconsulting.com

ANDY KATZ

PA strategy and growth expert 

+44 20 7881 3604 
andy.katz@paconsulting.com

HUGO RAAIJMAKERS

PA innovation expert

+31 6 2717 9670

hugo.raaijmakers@paconsulting.com

HSIU MEI WONG

PA business design expert 

+1 212 973 5950 
hsiumei.wong@paconsulting.com

FIND OUT MORE 

To find out more, visit paconsulting.com/InnovationHub
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About PA

We believe in the power of ingenuity to build a 
positive human future.

As strategies, technologies and innovation collide 
we create opportunity from complexity.

Our diverse teams of experts combine innovative 
thinking and breakthrough use of technologies 
to progress further, faster, together. Our clients 
adapt and transform, and together we achieve 
enduring results.

We are over 4,000 strategists, innovators, designers, 
consultants, digital experts, scientists, engineers 
and technologists. And we have deep expertise in 
consumer and manufacturing, defence and security, 
energy and utilities, financial services, government 
and public services, health and life sciences, 
and transport.

Our teams operate globally from offices across  
the UK, Ireland, US, Nordics and Netherlands.

Discover more at paconsulting.com and  
connect with PA on LinkedIn and Twitter.
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