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OUR PLAYBOOK IN BRIEF 

Disruption is commoditising brands, products and services across 
industries. The only way to grow, stay relevant and compete will be by 
innovating at pace. For some organisations, this will be a completely 
new activity. For others, especially larger ones, current practices will 
need reorganising to keep up with disruptive, faster players.

In this playbook, we outline the innovation challenge that leaders must overcome, 
and share our approach to embedding innovation into organisations.

This includes an explanation of our Innovation Management Framework and a  
step-by-step guide to running a sprint that will quickly create a minimum viable 
innovation operating model. We based both these tools on our experience as heads  
of innovation and industry leaders, and honed them through our work with 
organisations around the world, from global financial institutions to market-leading 
drinks companies.

Once on this transformative journey, leaders will instil an experimental culture across 
their organisations, something that’s necessary for achieving sustainable results. 
They’ll be able to respond to disruption in their industry, drive measurable returns from 
their innovation investments and become more efficient at responding to the needs of 
society and the environment.

OUR PLAYBOOK IN BRIEF 
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INNOVATION MATTERS 5

Now is the time to reap the benefits of innovation. The world is changing fast,  
with new technology and business models creating unprecedented opportunities. 

We’re living in a melting pot for innovation and 
shared learning. Yet leaders across industries 
are missing the opportunities that innovation 
offers. They’re not effectively launching or 
monetising their ideas. When we surveyed more 
than 800 senior executives around the world 
for our Innovation Matters research, we found 
only 24 per cent are fully confident they have 
defined the skills and activities needed to  
be innovative.

In our experience, there are three common 
reasons for this:

1.  A lack of alignment between innovation  
and the business strategy

This sounds basic, but it’s the most common 
challenge we see in large organisations today. 
Often, organisations treat innovation as a 
separate activity – they disconnect it from 
business strategy and don’t account for it in 
annual reports. That makes it tough to see how 
innovation contributes to business results.

2.  A lack of an operating model that  
embraces innovation

Current operating models tend to ignore crucial 
parts of the innovation engine, which results in 
loosely coupled and unbalanced portfolios, the 
inability to move from ideation to scaling  
at pace and unclear lines of accountability.

3. A lack of an experimental mindset

A culture that fosters experimentation is a 
prerequisite for successful innovation. And 
it starts at the top. Leaders are role models 
who set the scene for how the organisation 
acts. Without the right culture, it’s difficult to 
attract and retain talent, especially when the 
competition for their skills is so fierce.

We know it’s possible to overcome these 
hurdles – to create opportunity from 
complexity. Our detailed research into the 
global innovation landscape shows some 
organisations are succeeding. And through 
our work with clients, we’ve developed 
established methods to innovate products 
and services, and embed innovation into 
operating models and cultures. 

This playbook explores the latter as we share 
our approach to embedding innovation into  
an organisation. Our goal is to help leaders 
of large organisations create a successful 
innovation operating model by: 

• aligning innovation to business strategy

• organising innovation in an efficient 
and agile way

• tracking return on innovation investment

• creating an experimental culture.

We’re passionate about helping organisations 
transform to deliver long-term growth while 
becoming more efficient with their resources. 
Together, we can unlock ingenuity to deliver 
enduring results – the only mistake would be  
to stand still.

INNOVATION MATTERS,  
BUT LARGE ORGANISATIONS 
ARE STRUGGLING TO TURN IT  
INTO BUSINESS VALUE 
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THE EVOLUTION OF 
THE INNOVATION 
OPERATING MODEL 

As a business practice, innovation is a constantly evolving 
differentiator. But organisations are often missing the right 
model to deliver on innovation.

Even today, we see there’s generally no established and accepted way 
to measure the effectiveness of innovation across an organisation. 
Innovation is ready for a similar journey of maturation to the one digital 
and marketing began experiencing 15 years ago. Learning from these 
functions, addressing redundant operating models will be key. Too many 
models for innovation deployment focus on generating ideas or delivering 
in silos. There must be a comprehensive approach to seamlessly integrate 
the whole business and drive sustained innovation.
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The integrated innovation operating model

In an integrated operating model, an 
innovation engine focuses on all forms 
of innovation: incremental, new products 
and services, radical and disruptive. The 
Head of Innovation and leadership team 
agree the innovation strategy based on 
broader business goals. Each functional 
area has dedicated innovation resources 
and processes built into their plans. There’s 
a formal process for innovating (start small, 
learn quickly, scale fast) that assesses risks 
and addresses them at pace to remove 
uncertainty early.

To help you build this mature, integrated 
operating model, we’ve combined our 
extensive global experience to build our 
Innovation Management Framework, which 
outlines the four pillars of a successful 
innovation engine: strategy, system, 
structure and people. We’ve also designed 
a proven five-day Innovation Management 
Sprint, which ensures you can embed this 
framework into your operating model 
quickly. The rest of this playbook shows you 
how to make the most of these two tools.

1. Novice 
Focused on generating ideas – a free 
flow of creativity with primary focus on 
exploration. Few formal structures within 
the organisation to deliver innovation,  
scale or measure performance. 

Figure 1. The three stages of an 
evolving innovation operating model

2. Advanced 
Focused on executing ideas. Useful for 
incremental innovation and developing 
new products and services but unable to 
cope with disruption. There’s an innovation 
strategy that’s agreed between the 
business leaders and innovation executives, 
but innovation is seen as a functional area 
and not integrated, restricting the ability to 
scale at pace. 

3. Expert 
Focused on all forms of innovation: 
incremental, products and services, radical 
and disruptive. Innovation strategy agreed 
by the Head of Innovation and leadership 
team. Each functional area has dedicated 
innovation resources and processes built 
into their plans tied to business priorities 
and needs. There’s a formal and known 
practice for innovating (start small, learn 
quickly, scale fast) that assesses risks 
and addresses them at pace to remove 
uncertainty early.
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In our experience, there are four pillars to successfully integrating innovation  
into the operating model of any organisation. Together, they make up our 
Innovation Management Framework (see Figure 2). These pillars have their  
origins in designing traditional organisations, so should be well known to leaders,  
but have unique inputs and underpinning building blocks.

Strategy

Aligning the direction for innovation with 
business strategy ensures innovation 
investments empower your business. Based 
on carefully selected growth areas, you can 
start exploring innovations that add value in 
line with your strategic goals. Everyone at the 
executive level should agree and own tangible, 
yet ambitious, objectives to generate support 
across every functional area. Only then can 
you measure the return on innovation.

System

Start identifying and designing the crucial 
parts of your innovation organisation. Identify 
which innovation services it will provide 
to business units and corporate functions, 
such as idea sourcing tools, design sprints, 
accelerators and venturing, to create an end-
to-end innovation funnel. It’s important to get 
a unified understanding of ways of working 
and which ecosystems to leverage.

Structure

Build and integrate the right structure for 
innovation. This looks to define areas such 
as funding, decision-making and technology 
infrastructure. It should also build your 
innovation portfolio and install innovation 
accounting to measure, track and assess the 
performance of your innovation activities.

People

Embed an innovation culture into the 
organisation. This starts with leadership acting 
as role models, providing a safe environment 
to experiment and learn. This also requires 
the right capabilities to increase the pace of 
innovation. So, define the capabilities you 
need, train your organisation to understand 
what it takes to innovate and create innovation 
awareness in all layers of the organisation.

THE FOUR PILLARS OF 
INNOVATION MANAGEMENT 
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Figure 2. Our Innovation Management Framework

How to embed the Framework in your organisation

Embedding this Innovation Management 
Framework in your organisation is key to 
delivering enduring results, but it won’t be easy. 
So, we’ve designed a six-week journey to build 
your innovation operating model. It includes 
an intensive five-day Innovation Management 
Sprint that lets you quickly build a minimum 
viable model that addresses all four pillars so 
you can test, learn and scale efficiently. After 
the sprint week, you’ll have a first version of:

• your innovation strategy

• the system needed to deliver on this 
strategy, a tailored innovation process and 
a view of the internal and external players 
required for success

• a structure for a portfolio approach, 
performance measurements and  
innovation governance

• the people you need, a training plan for 
leaders and an activation plan

• a roadmap to take-off and start running 
your new innovation operating model.

This sprint can only be successful with the 
involvement and endorsement of leadership, 
including leaders from strategy, business and 
technology. These leaders will have a role 
throughout the week, but their direct reports 
can form the sprint team, supported by outside 
experts who can bring a fresh perspective to 
the unique challenges of your organisation.

PILLARS STRATEGY SYSTEM STRUCTURE PEOPLE

DESCRIPTION SETTING THE DIRECTION 
FOR INNOVATION

DESIGNING THE
INNOVATION ORGANISATION

BUILDING THE INNOVATION
MANAGEMENT STRUCTURE

INPUTS

The elements needed to 
assess your organisation's 
current and desired state

Innovation maturity 
assessment

Market and 
technology trends

Business strategy 
and model

Customer insights

Organisational 
competency scan

BUILDING
BLOCKS

The elements you create, 
based on the inputs, 
that will help you 
build your innovation 
operating model

Innovation stakeholder 
review

Innovation programme and 
services mapping

Innovation way-of-
working review

Growth areas

Innovation portfolio review

Innovation metrics and 
performance assessment

Decision-making and 
budget standards

Innovation leadership 
assessment

Innovation culture
assessment

Innovation capability 
gap analysis

Innovation strategy

Innovation strategy

Innovation milestones

Innovation methodology

Innovation funnel blueprint

Stakeholder and
ecosystem map

Innovation accounting
standards

Innovation portfolio 
management

Decision-making and 
budget processes

Training plan

Capability roadmap

Activation plan

TRANSFORMING AND 
EMBEDDING INNOVATION

OUR INNOVATION MANAGEMENT FRAMEWORK
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OUR INNOVATION  
MANAGEMENT JOURNEY 

We divide the Innovation Management Journey into four 
phases: prepare, sprint, wrap-up and take-off (see Figure 3). 
The sprint is the crucial stage that sees the innovation 
operating model take shape. And by applying the same 
principles used in product innovation and prototyping – 
start small, learn fast and de-risk along the way – our sprint 
is deliverable in just one week (see Figure 5). At the end of 
that week, leaders will have a minimum viable product (MVP) 
of their new operating model so they can complete their 
roadmap and activation plans.
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Figure 3. The Innovation Management Journey – from preparation to take-off in six weeks

1ST
MVP

BUILDING THE OPERATING MODEL ACCELERATING GROWTH

PREPARE SPRINT WRAP-UP TAKE-OFF

CURRENT STATE

M
O

N
D

A
Y

 | 
ST

R
A

TE
G

Y

TU
E

SD
A

Y
 | 

 S
Y

ST
E

M

W
E

D
N

E
SD

A
Y

 | 
ST

R
U

C
TU

R
E 

TH
U

R
SD

A
Y

 | 
P

EO
P

LE
 

FR
ID

A
Y

 | 
TE

ST
 Y

O
U

R
 M

V
P

 W
IT

H
 L

E
A

D
E

R
S 

CREATE YOUR
INNOVATION PLAN 
AND ROADMAP

RUN, ITERATE AND IMPROVE 
YOUR NEW OPERATING MODEL

PILOT WITH FIRST INNOVATION PROJECTS

CONTINUOUSLY ALIGN TO BUSINESS NEEDS

DEVELOP AND APPLY INNOVATION CAPABILITIES

MVP
MATURITY

5 DAYS4 WEEKS 5 DAYS 2–3 MONTHS

THE INNOVATION MANAGEMENT JOURNEY



12 DRIVE VALUE FROM YOUR INNOVATION ENGINE

Prepare – understanding your current state

Before (re)designing your innovation 
operating model, it’s essential to build a clear 
overview of the current state of innovation 
at your organisation and where you want 
to get to. This overview should answer 
two questions: what are the strengths, 
weaknesses, opportunities and threats (SWOT) 
when implementing innovation within your 
organisation? And what are the main barriers 
to, and enablers of, innovation within your 
market in the short term and long term?

To answer these questions, you’ll need 
quantitative and qualitative research about 
your organisation, and in-depth desk research 
about the wider world. To help you gather 
this information, we’ve developed tools for 
running relevant exercises.

These tools provide simple guidance so  
you can:

• survey your workforce to get a view of the 
ability to innovate, how people perceive 
innovation and what value it currently 
delivers to the organisation

• look at the wider world to understand things 
like how urgently you must innovate, how 
others are organising for change and what 
technology and competences you could 
leverage. 

By running these exercises, you’ll have the 
inputs you need to start your innovation sprint 
week. You’ll understand your organisation’s 
level of innovation maturity. You’ll know what 
skills you already have in-house. You’ll have a 
clear view of what’s happening in your market 
and the technology trends you can leverage and 
respond to. And you’ll have insights into your 
customers’ real needs and desires.
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Figure 4. Key questions to ask during your initial SWOT analysis

1. STRENGTHS 2. WEAKNESSES

3. OPPORTUNITIES 4. THREATS

• What are your competitive advantages?
• What resources does your organisation have?
• What are your innovation competences?
• What are you great at?

Which areas of your business could you improve?
Which internal factors interfere with your business success?
What are the challenges to delivering on innovation?

What unfulfilled customer needs are there?
Which trends in the market and technology could you leverage?
What new legislation or regulation could stimulate your business success?

Who is disrupting your business?
Which trends in the market and technology could a�ect your business?
What legislation or regulation could interfere with your current business?

INTERNAL

EXTERNAL

SWOT ANALYSIS
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Figure 5. The Innovation Management Sprint – from strategy to operating model in five days
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SPRINT WEEK 

After the sprint week, you’ll have a first version of:

Strategy

Your innovation strategy that connects 
corporate strategy to aspirational goals 
and clear innovation milestones.

System

The organisational model that you need 
to deliver on your strategy, a tailored 
innovation process and a view of the 
internal and external players required  
to succeed.

Structure 

A clear innovation governance,  
portfolio approach and  
performance measurements.

People

A view of the capabilities you need 
for innovation, a training plan and an 
activation plan.
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STRATEGY 
SETTING THE DIRECTION 
FOR INNOVATION

Key questions

• How does the innovation strategy contribute 
to the business strategy?

• What are the market and technology trends and 
customer needs that provide key opportunities?

•  How can we deliver on the innovation strategy?

WHY
Aligning the direction for innovation with the corporate 
purpose and strategy ensures innovation investments 
empower your business. It’s about setting a clear vision 
of where your organisation is going. A common objective 
will inspire people and drive them to go the extra mile. To 
understand where to play and how to win as an organisation, 
it’s vital to scan market and technology trends and identify 
the organisational competences you want to exploit.

WHAT
To set your direction for innovation, you need to answer 
three questions:

1. How does your innovation strategy contribute to your 
business strategy? 
An innovation strategy should always align to your 
business strategy and aim to empower your overarching 
mission. Innovation is a means to quickly reach ambitious 
goals and make a strong impact.

2. What are the market and technology trends and 
customer needs that offer the best opportunities? 
It’s essential to understand market trends, technological 
advancements and customer needs. This lets you focus 
on innovation and identify opportunities that fit your 
organisation’s key competences strategy.

3. How will you deliver on your innovation strategy? 
To achieve the ambition of your innovation strategy, it’s 
important to set clear and tangible objectives as a team. 
Visually design your innovation milestones and make 
them SMART so you can measure progress.

HOW
Inputs

To answer these questions, you need four inputs,  
the results of your preparation:

• innovation maturity assessment

• market and technology trends

• business strategy and model

• customer insight.

Exercises

1. Build the key components of your innovation strategy:  
your values, ambition, objectives and milestones.

2. Define growth areas for your organisation.

3. Define your innovation milestones.

Output

These exercises will give you the information you need  
to create the three building blocks of your strategy:

• innovation strategy

• growth areas 

• innovation milestones.

MONDAY

INNOVATION STRATEGY GROWTH AREAS GROWTH AREA EVALUATION

PA Knowledge Limited 2019. All rights reserved.
No part of this documentation may be reproduced, stored in a retrieval system,
or transmitted in any form or by any means, electronic, mechanical, photocopying 
or otherwise without the written permission of PA Consulting Group.

1. STRATEGY What is your organisation mission statement and vision statement?

2. GOALS What are your most audacious and daring goals for the next five years?

3. OBJECTIVES What tangible objectives can you set to achieve your goals?

4. KPI What events will mark the move towards your objectives?

5. KEY MILESTONES What are the main events that will mark the advancement of your objectives?

MISSION STATEMENT 
e.g.“Bring inspiration and innovation to 
every athlete in the world” — Nike

VISION STATEMENT 

e.g. Become the Nike 
of the cycling industry

e.g. Build a new branding 
approach and create a new 
community of cyclists and 
influencers before the end 
of the year 

e.g. Gather more than 
1,000 people within our 
community of cyclists 
(including 20 per cent 
of professionals) in the 
first quarter

INNOVATION STRATEGY

PA Knowledge Limited 2019. All rights reserved.
No part of this documentation may be reproduced, stored in a retrieval system, or transmitted 
in any form or by any means, electronic, mechanical, photocopying or otherwise without the 
written permission of PA Consulting Group.

GROWTH AREA Describe key needs and trends

REASONS TO BELIEVE Why and how can we make an impact in this area?

1. IMPACT What’s the impact we can make in this area?

2. KEY DIFFERENTIATORS What are our unique capabilities, assets and data that will di�erentiate us in this area?

3. KEY ENABLERS What are the key requirements that will enable us to make an impact in this area?

4. CURRENT OFFERINGS What are the current initiatives we run that cover this area?

GROWTH AREA EVALUATION

PA Knowledge Limited 2019. All rights reserved.
No part of this documentation may be reproduced, stored in a retrieval system, or transmitted 
in any form or by any means, electronic, mechanical, photocopying or otherwise without the 
written permission of PA Consulting Group.

CUSTOMER 
NEEDS 

CATEGORY

GROWTH AREA 1 — e.g. Housing

DESCRIPTION

PICK A SIZEMARKET SIZE

TRENDS

POTENTIAL 
CHALLENGES

ABILITY OF THE
ORGANISATION
TO RESPOND
TO THIS NEED

Which are the key activities within the 
customer journey that you can identify?

What are the jobs to be done within 
each activity?

How big is the impact of responding 
to this need?

CUSTOMER

TECHNOLOGY

What are the customer trends within 
each activity?

What are the technology trends 
within each activity?

What could be considered a hurdle 
when responding to this need?

KEY 
DIFFERENTIATORS

KEY ENABLERS

What do you own as an organisation 
that is unique in the market? 

What external elements could 
you benefit from?

— e.g. Living — e.g. Selling — e.g. Renting — e.g. Buying

— e.g. Maintain home, 
insurance, etc.

— e.g. Small, medium, large

— e.g. Sustainability 
awareness, digital and 
on-demand behaviour

— e.g. IoT, AI, platforms

— e.g. New regulation or 
conflict of interest prevents 
responding to this need

— e.g. Privileged access to 
data and expertise on 
housing management

— e.g. Find buyer, 
move out, etc.

— e.g. Find suitable 
renters, insurance, etc.

— e.g. Find a loan, 
moving in, etc.

— e.g. Strong ecosystem 
role and partnerships 
within housing, IoT

GROWTH AREAS 

PA Knowledge Limited 2019. All rights reserved.
No part of this documentation may be reproduced, stored in a retrieval system, or transmitted 
in any form or by any means, electronic, mechanical, photocopying or otherwise without the 
written permission of PA Consulting Group.

— e.g. Living — e.g. Selling — e.g. Renting — e.g. Buying

— e.g. Maintain home, 
insurance, etc.

— e.g. Small, medium, large

— e.g. Sustainability 
awareness, digital and 
on-demand behaviour

— e.g. New regulation or 
conflict of interest prevents 
responding to this need

— e.g. Privileged access to 
data and expertise on 
housing management

— e.g. Find buyer, 
move out, etc.

— e.g. Find suitable 
renters, insurance, etc.

— e.g. Find a loan, 
moving in, etc.

GROWTH AREA 3GROWTH AREA 2

— e.g. IoT, AI, platforms

— e.g. Strong ecosystem 
role and partnerships 
within housing, IoT

http://www2.paconsulting.com/innovation-canvases.html?utm_source=web&utm_medium=playbook
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WHY

Innovation can only scale within your organisation after 
you’ve clearly defined the system for innovation so people 
share the same innovation language and way of working. 
Building a successful innovation engine requires a clear 
definition of what innovation is in your organisation, how it 
translates into a way of working and where your organisation 
sits within its ecosystem.

WHAT

To create your innovation system, you need to answer  
three questions:

1. How will you organise innovation?

Build a clear overview of how to organise innovation within 
your organisation. Identify the different innovation activities, 
programmes and stakeholders that drive your innovation 
funnel. There are many ways to innovate and it’s important 
to distinguish how you’ll use each along the process.

2. What will your unified way of working look like?

Defining a unified way of working stimulates alignment and 
productivity within your team. A clear, pragmatic process 
and methodology are the basis of innovating at pace and 
quickly gaining economies of scale.

3. What stakeholders, partnerships and ecosystems will 
you leverage?

Involving internal stakeholders and external players in the 
innovation operating model creates opportunities to broaden 
your impact. Understanding your ecosystem and how to 
leverage it will create a competitive advantage.

HOW

Inputs

To answer these questions, you need three inputs:

• the innovation services you want to provide to the 
business, such as activities and programmes

• a defined way of working, including your methodology  
and processes

• details of your innovation stakeholders and ecosystem.

Exercises

1. Build an overview of how your current innovation funnel 
looks. Who are key stakeholders, what are the innovation 
activities and what are the programmes?

2. Define what innovation is for your organisation.  
How do you apply it, who does what, what programmes 
and activities do you need to meet your ambition? 

3. Find common ground to create your unified way of 
working – your methodology for innovation.

4. Map your innovation ecosystem, both internally and 
externally. What partners do you need and what 
stakeholders should you involve?

Output

This will give you the information needed to create the three 
building blocks of your system:

• innovation funnel blueprint

• innovation methodology

• innovation stakeholder and ecosystem map.

TUESDAY

SYSTEM 
DRIVING  
INNOVATION

Key questions

• How should we organise innovation?

• What should our unified way of working look like?

•  What stakeholders, partnerships and ecosystems  
should we leverage?

INNOVATION FUNNEL 
BLUEPRINT

STAKEHOLDER  
MAP

INNOVATION  
ECOSYSTEM

ACCELERATOR  
PROGRAMME
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e.g.
• Frame your challenge
• Scan the market
• Identify opportunities
• Define your customer

e.g. Accelerator programme, idea box

e.g. Mentoring, location, coaching, funding

e.g. 
• What market growth area are you focusing on and why?
• What is the potential impact of responding to this need? 

EXPLORE PROBLEM VALIDATION SOLUTION FIT BUILD MVP AND TEST PRODUCT/MARKET FIT SCALE

SET YOUR TIMESCALE SET YOUR TIMESCALE SET YOUR TIMESCALE SET YOUR TIMESCALE INFINITESET YOUR TIMESCALE

1. ACTIVITIES What are the steps throughout this stage?

2. EXIT CRITERIA What criteria must you fulfil before moving to the next stage?

3. INNOVATION PROGRAMMES What programmes do you have that stimulate innovation?

4. INNOVATION SERVICES What activities do you o�er to support the teams in their innovation process? 

INNOVATION FUNNEL BLUEPRINT
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YOUINTERNAL EXTERNAL

STAKEHOLDER MAP

Map the stakeholders you need to engage to reach your goals

 DIRECT

 INDIRECT
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YOU

SUPPLIERS CLIENTS

INFLUENCERS PARTNERS

Map the innovation ecosystem potential and discover opportunities

INNOVATION ECOSYSTEM
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3. KEY RESOURCES 

5. ROLES/RESPONSIBILITIES What are the roles and responsibilities within your accelerator? 

6. FINANCIAL MODEL 7. CHANNELS

4. PARTNERS/ECOSYSTEM

2. ACCELERATOR SERVICES What activities does your accelerator o�er to support your teams?

1. STRATEGY

MISSION STATEMENT OBJECTIVES OF
THE ACCELERATOR

WHO ARE YOU
DOING IT FOR?

WHO IS FUNDING 
YOUR ACCELERATOR?

VISION STATEMENT 

VALUE PROPOSITION

MUST HAVE
FUNDING
What funding do you 

allocate to each team 
and for each phase?

MENTORING
Who are the mentors 

you'd like to support 
the teams?

LOCATION
Where will your 

accelerator sit?

FUNCTIONAL 
EXPERTISE
Who are the experts you 
need to support the 

teams and what 

expertise could further 
accelerate progress?

ACCESS TO 
NETWORK
What is your ecosystem 
and how do you give 

your team access to it?

ACCELERATOR PROGRAMME 
MANAGER

ACCELERATOR MANAGER 
FINANCE

ACCELERATOR LEADERSHIP 
PERFORMANCE MANAGER

IT AND 
SYSTEMS

ACCELERATOR MARKETING
AND  COMMUNICATIONS 

MANAGER

ACCELERATOR
FACILITY MANAGEMENT

RESPONSIBLE
FOR HR AND RECRUITING

IN CHARGE
OF LEGAL

PARTNER AND ECOSYSTEM 
MANAGEMENT

SCOUTING AND
PARTNERSHIPS

COACHING
What coaching support 

would you like to provide 
throughout your 

accelerator programme?

PROCESS 
EXPERTISE
What expertise would 
you like to provide to 

support your team, 

such as legal, risk or 
service design?

RECRUITING
What is your 

recruitment process? 
How do you attract 

teams? How do you 
select them?

TRAINING
What extra knowledge 

should your team have 
to get the best results?

SCOUTING AND
PARTNERSHIPS
How will you fully 
leverage your ecosystem?

TOOLS
INFRASTRUCTURE
What extra tools would you 
like to o�er to the teams to 
support them?

EXTENDED
SERVICES
What other services, such as 
on-demand or personalised 
ones, would you like to provide?

POST 
PROGRAMME
What support will you give to 
the innovation project at the 

end of the accelerator funnel?

COMMUNICATION, 
MARKETING, BRANDING
How will you position 
yourself in the market? 

What are the key messages 

you would like to communicate 
with the market?

SHOULD HAVE NICE TO HAVE

COSTS REVENUES

NAME ROLE VALUE

What resources do you need to 
successfully run your accelerator?

What partnerships can you use to 
deliver value throughout your 
accelerator programme?

What are your potential costs 
and sources of revenue?

On which channels will your accelerator 
communicate? And for what?

ACCELERATOR PROGRAMME

http://www2.paconsulting.com/innovation-canvases.html?utm_source=web&utm_medium=playbook
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WHY

A successful innovation operating model requires alignment 
between its structure and tracking and monitoring. That 
means creating a clear management structure that owns the 
innovation portfolio, measures innovation performance and 
makes insight-driven decisions.

WHAT

To create your innovation management structure, you need 
to answer three questions:

1. How will you manage your innovation portfolio?

To make an impact at pace, you need to centre innovation 
efforts around your growth areas and strategy. A scattered 
innovation portfolio without focus will create challenges as 
you scale.

2. How will you measure innovation performance?

Often, organisations struggle to set clear success metrics for 
innovation and thus don’t track performance or return on 
investment. You need to understand how to measure success 
so you can stop projects that lack validation early and 
reallocate your resources to more promising ones.

3. How will you structure, decide and fund innovation?

Having clear innovation governance is key to quickly moving 
from acceleration to scaling. Set aside budget for disruptive 
innovations and involve the right stakeholders in the 
innovation and decision-making process.

HOW

Inputs

To create your innovation management structure, you need 
three inputs:

• innovation portfolio review 

• innovation metrics and performance assessment

• decision-making processes and budget planning.

Exercises

1. Map your current innovation portfolio. Where are the 
gaps and overlaps, and how can you organise around 
your growth areas?

2. Compare your innovation portfolio projects. What are the 
common variables?

3. Map the stakeholders responsible for decision-making 
throughout the innovation process and identify what 
budget is available for all types of innovation.

Output

This will give you the information needed to create the three 
building blocks of your structure:

• portfolio management

• innovation accounting standards

• innovation decision-making and funding processes.

WEDNESDAY

STRUCTURE 
STRUCTURING  
INNOVATION

Key questions

• How can we manage our innovation portfolio?

•  How can we measure innovation performance?

• How can we structure, decide and fund innovation?

INNOVATION  
PORTFOLIO

PORTFOLIO  
PROJECT CARD

INNOVATION  
GOVERNANCE

INNOVATION PORTFOLIO 
MANAGEMENT
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SET YOUR TIMESCALE SET YOUR TIMESCALE SET YOUR TIMESCALE SET YOUR TIMESCALE SET YOUR TIMESCALE INFINITE

GROWTH AREA 1

GROWTH AREA 2

GROWTH AREA 3

GROWTH AREA 4

INNOVATION PORTFOLIO

EXPLORE PROBLEM 
VALIDATION

SOLUTION 
FIT

BUILD 
MVP AND TEST

PRODUCT/
MARKET FIT

SCALE
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NAME

DESCRIPTION

GROWTH AREA

INDUSTRY

NEW BUSINESS MODEL
/PRODUCT/SERVICE/
TECH/CONSUMER

BUSINESS UNIT/ 
DEPARTMENT

FUNNEL 
STAGE

START 
DATE

TIME TO 
VALUE

POTENTIAL 
VALUE

PROJECT DATA

PORTFOLIO PROJECT CARD
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OBJECTIVES

MANDATE

MEMBERS

MEETING 
STRUCTURE

INNOVATION BOARD

OBJECTIVES

MANDATE

MEMBERS

WAY OF 
THINKING

INNOVATION TEAM

OBJECTIVES

MANDATE

MEMBERS

WAY OF 
THINKING

PORTFOLIO TEAM

OBJECTIVES

MANDATE

MEMBERS

MEETING 
STRUCTURE

INNOVATION PROGRAMME LEADS

OBJECTIVES

MANDATE

MEMBERS

WAY OF 
THINKING

INNOVATION MANAGERS

OBJECTIVES

MANDATE

MEMBERS

WAY OF 
THINKING

INNOVATION PROJECT LEADS

INNOVATION GOVERNANCE
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1. PROJECT DATA What information about the innovation projects do you want to monitor?

2. PERFORMANCE METRICS What criteria will you use to measure progress and success?

3. CONSOLIDATION OF INNOVATION PERFORMANCE What format and frequency is needed to consolidate innovation performance?

e.g. 
• Name of the project
• Start date
• Initial investment
• Stage status
• Growth area

4. WHO IS RESPONSIBLE?

NAME OF THE REPORT | FREQUENCY | DESCRIPTION NAME OF THE REPORT | FREQUENCY | DESCRIPTION NAME OF THE REPORT | FREQUENCY | DESCRIPTION

INNOVATION PORTFOLIO MANAGEMENT

EXPLORE PROBLEM 
VALIDATION

SOLUTION 
FIT

BUILD MVP 
AND TEST

PRODUCT/
MARKET FIT

SCALE

1. STRATEGY LEVEL
e.g. 
• Growth area focus
• Prioritised growth areas

PROJECT 
LEAD
e.g. 
Responsible for 
delivering the required 
information monthly to the 
portfolio manager

PORTFOLIO
MANAGER

INNOVATION
BOARD

2. PORTFOLIO LEVEL
e.g. 
• How many projects per stage
• Budget per stage
• Resources per stage

3. PROJECT LEVEL
e.g. 
• Maximum budget
• Time/stage

e.g. 
• Quarterly strategic report
   Overview of the potential impact of current projects

e.g. 
• Quarterly portfolio overview

e.g. 
• Monthly project one-pager

http://www2.paconsulting.com/innovation-canvases.html?utm_source=web&utm_medium=playbook
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WHY

You can only embed innovation in your organisation when 
people share a common purpose, strategy and way of 
working, and feel empowered to experiment. That makes the 
role of leadership and training key to stimulating innovation 
and attracting the skills you need to test, experiment and 
learn at pace.

WHAT

To create a culture of innovation, you need to answer  
three questions:

1. How will you create leadership behaviour that  
drives innovation?

To embed innovation, leaders need the right tools and 
training to empower people in the right way.

2. What innovation capabilities will you develop?

Your strategy and ways of working don’t drive innovation, 
your people do. Define the capabilities you need to 
successfully deliver your innovation strategy, system  
and structure.

3. How will you activate innovation?

Awareness is the beginning of action. Make sure you 
communicate your ambitions internally and externally.

HOW

Inputs

To understand how to embed innovation, you need  
three inputs:

• innovation leadership assessment

• innovation culture assessment

• innovation capability gap analysis.

Exercises

1. Define the leadership behaviour you want to foster. 
Does leadership support innovative behaviour, drive 
innovations and provide room for experimentation?

2. Collectively build your capability roadmap. What 
capabilities do you need to innovate at pace, internally 
and externally? And what types of resources and training 
do you need?

3. Identify the key innovation messages and channels for 
innovation. What audiences do you want to reach?  
When should you talk to them? And how will you 
activate them?

Output

This will help you create the three building blocks you need 
to embed an innovation culture:

• capability roadmap

• training plan

• activation plan.

THURSDAY

PEOPLE 
FOSTERING  
INNOVATION

Key questions

• How can we create leadership behaviour 
that drives innovation?

•  What innovation capabilities should we develop?

•  How can we activate innovation?

INNOVATION LEADERSHIP ACTIVATION CAPABILITY ASSESSMENT
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1. INNOVATION LEADERSHIP What is your definition of an innovation leader?

e.g. A leader's ability to discover and implement 
innovations while enhancing employee creativity 
and supporting growth

2. LEADERSHIP PRINCIPLES What principles support your definition?

e.g. Stimulate a 'learn by doing' culture and create 
a safe environment for experimentation

3. ROLES AND RESPONSIBILITIES What is expected from the leaders?

e.g. Accelerator leadership team e.g.
1. Choose challenges and vision 
2. Select team and sponsor 
3. Assure availability of team 
4. Mentor during stage-gate 
5. Provide access to network and resources 

MENTORING | IN THE UNKNOWN
e.g.
1. Empower teams to validate their assumptions
2. Encourage the use of facts rather than opinions

MANAGING | IN THE KNOWN
e.g.
1. Deliver support and funding
2. Manage the innovation portfolio and performance

4. KEY OBJECTIVES What objectives do you have for innovation leaders?

WHAT DO YOU EXPECT FROM YOUR LEADERS?

INNOVATION LEADERSHIP
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1. VISION STATEMENT

Where do you see your organisation in five years?

2. KEY MESSAGES

What are the key elements you want people within your 
organisation to recognise you for? 

3. AUDIENCE

Who is the internal audience you want to keep up to date 
on your innovation e�orts?

4. CHANNELS

What channels will you use to ensure innovation is spread 
across the organisation?

How do you want people to see your 
organisation in five years?

What are the key elements you want 
your organisation to be known for? 

Which people are you targeting 
outside of your organisation?

How will you spread your message 
outside your organisation?

INTERNAL EXTERNAL 

ACTIVATION
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1. PEOPLE AND SKILLS 

2. INFORMATION AND DATA

3. LOCATION

AS IS TO BE

RESOURCES
What skills and how many people do you have?

ORGANISE
How are your skills organised?

RESOURCES
What information and data do you have?

ORGANISE
How is your data and information stored and managed?

RESOURCES
Where are your resources located?

ORGANISE
How do you manage the di�erent locations?

AS IS TO BE

CAPABILITY ASSESSMENT

http://www2.paconsulting.com/innovation-canvases.html?utm_source=web&utm_medium=playbook
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WHY

After developing the MVP of your innovation operating 
model, it’s key to involve new people to challenge it and help 
you sharpen your innovation narrative. They’ll bring valuable 
feedback and pose questions to help you bring your MVP to 
the next level.

WHAT

To test the MVP of your operating model, you need to 
answer three questions:

1. How will you create a compelling story  
from the daily outcomes?

The pillars of our Innovation Management Framework 
that you’ve addressed during the week provide the story 
that explains your innovation operating model to the 
organisation. It’s a holistic view of how to achieve your 
ambitions and make an impact with innovation. 

2. How will you align stakeholders with your  
operating model?

A successful innovation operating model aligns to the 
business strategy. Getting feedback from stakeholders is 
vital to ensuring a lasting impact.

3. How will you prepare for take-off after the sprint?

What’s next? Stakeholders need to discuss and approve your 
innovation direction, design, management structure and 
transformation plan.

HOW

Inputs

To present your story to your stakeholders, you need all the 
outputs from the previous sprint days.

Exercises

1. Create your innovation narrative. What are the main 
elements driving the change you need and where  
will you start?

2. Pitch the MVP of your innovation operating model to 
executives and gather feedback. What’s unclear, does it 
solve the business problem, can you achieve it?

3. Discuss the MVP in more depth and define your 
roadmap. What are the first steps to getting your MVP 
live and which projects will start first?

Output

This will help you create the two building blocks you need to 
test your minimum viable operating model:

• innovation narrative

• innovation roadmap.

FRIDAY

TEST 
VALIDATING YOUR 
OPERATING MODEL

Key questions

• How can we integrate daily sprint outcomes into  
a clear, compelling story?

•  How do we align leadership with our operating model?

•  How can we prepare for take-off after the sprint?

MANAGEMENT PITCH MVP PITCH: QUESTIONS AND SCORECARD
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HOW TO PRESENT THE MVP OF YOUR INNOVATION OPERATING MODEL

1. STRATEGY

2. SYSTEM

3. STRUCTURE

4. PEOPLE

e.g. We started by identifying our innovation 
strategy and where we want to be in five years

e.g. Innovation strategy poster (including your 
organisation mission and vision, your growth area 
focus and innovation objectives)

TIP: SHOW 
TANGIBLE 
OUTPUTS

e.g. Your innovation KPIs and milestones

MANAGEMENT PITCH

YOUR NEW INNOVATION 
OPERATING MODEL
In an ideal world, what will each 
innovation pillar look like tomorrow?

ROADMAP
What are the next steps towards 
implementing your MVP?

YOUR 
JOURNEY
What steps did you take to develop 
your innovation operating model?

TIP: MAKE 
IT VISUAL

PA Knowledge Limited 2019. All rights reserved.
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What internal and external forces influence your strategy?
How do you know this strategy supports the business strategy?
How do you know we should focus on these growth areas?

How do the parts of your innovation funnel connect?
What stakeholders/ecosystem partners do we need to involve first?

How will you ensure resources are allocated eciently?
How will you report on progress?

How do we get the right people on board?
How will we ensure leadership and innovation methodologies stick?

How much confidence do you have in this approach?
What resources do you require to succeed?

STRATEGY

SYSTEM

STRUCTURE

PEOPLE

OVERALL

1 2 3 4 5

MVP PITCH: QUESTIONS AND SCORECARD

QUESTIONS SCOREMVP PITCH

Strongly agreeStrongly disagree
1 5

http://www2.paconsulting.com/innovation-canvases.html?utm_source=web&utm_medium=playbook
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Wrap-up – create your innovation plan  
and roadmap

Using the building blocks from the sprint week 
is more challenging than developing them. But, 
in our experience, there’s a three-step approach 
that facilitates the transition from stakeholder 
alignment to successful transformation:

1. run an innovation alignment survey

2. build your innovation plan

3. assess your take-off readiness  
with our checklist.

Taking these three steps will help you 
understand how to start running your MVP 
and continuously improve it, how to keep your 
evolving operating model aligned to business 
needs, and what skills and support you’ll need 
to deliver your roadmap.
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CREATE SUSTAINABLE RESULTS WITH  
A CULTURE READY TO SCALE FAST

One of the biggest challenges large organisations face is the ability 
to scale innovation at pace. Our Innovation Management Journey will 
address the functional change required to align the innovation system  
to the business strategy and create a structure in which to deliver it.

For innovation to happen within the organisation, people at all levels must 
feel comfortable challenging both received wisdom and new ideas. And 
everyone must get into the habit of providing evidence for their answers.

This requires a new way to lead, to unlock the inherent ingenuity in all 
levels of the organisation and build an ingenious mindset.
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RECEIVE YOUR FREE INNOVATION TOOLS

To get your 16 free innovation tools that will support  
you through your sprint week, please download here 
www.paconsulting.com/innovation-tools

DIRECT

 INDIRECT
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YOU

SUPPLIERS CLIENTS

INFLUENCERS PARTNERS

Map the innovation ecosystem potential and discover opportunities

INNOVATION ECOSYSTEM
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3. KEY RESOURCES

5. ROLES/RESPONSIBILITIES What are the roles and responsibilities within your accelerator? 

6. FINANCIAL MODEL 7. CHANNELS

4. PARTNERS/ECOSYSTEM

2. ACCELERATOR SERVICES What activities does your accelerator o�er to support your teams?

1. STRATEGY

MISSION STATEMENT OBJECTIVES OF
THE ACCELERATOR

WHO ARE YOU
DOING IT FOR?

WHO IS FUNDING 
YOUR ACCELERATOR?

VISION STATEMENT 

VALUE PROPOSITION

MUST HAVE
FUNDING
What funding do you 

allocate to each team 

and for each phase?

MENTORING
Who are the mentors 

you'd like to support 

the teams?

LOCATION
Where will your 

accelerator sit?

FUNCTIONAL 
EXPERTISE
Who are the experts you 

need to support the 

teams and what 

expertise could further 

accelerate progress?

ACCESS TO 
NETWORK
What is your ecosystem 

and how do you give 

your team access to it?

ACCELERATOR PROGRAMME 
MANAGER

ACCELERATOR MANAGER 
FINANCE

ACCELERATOR LEADERSHIP 
PERFORMANCE MANAGER

IT AND 
SYSTEMS

ACCELERATOR MARKETING
AND  COMMUNICATIONS 

MANAGER

ACCELERATOR
FACILITY MANAGEMENT

RESPONSIBLE
FOR HR AND RECRUITING

IN CHARGE
OF LEGAL

PARTNER AND ECOSYSTEM 
MANAGEMENT

SCOUTING AND
PARTNERSHIPS

COACHING
What coaching support 

would you like to provide 

throughout your 

accelerator programme?

PROCESS 
EXPERTISE
What expertise would 

you like to provide to 

support your team, 

such as legal, risk or 

service design?

RECRUITING
What is your 

recruitment process? 

How do you attract 

teams? How do you 

select them?

TRAINING
What extra knowledge 

should your team have 

to get the best results?

SCOUTING AND
PARTNERSHIPS
How will you fully 

leverage your ecosystem?

TOOLS
INFRASTRUCTURE
What extra tools would you 

like to o�er to the teams to 

support them?

EXTENDED
SERVICES
What other services, such as 

on-demand or personalised 

ones, would you like to provide?

POST 
PROGRAMME
What support will you give to 

the innovation project at the 

end of the accelerator funnel?

COMMUNICATION, 
MARKETING, BRANDING
How will you position 

yourself in the market? 

What are the key messages 

you would like to communicate 

with the market?

SHOULD HAVE NICE TO HAVE

COSTS REVENUES

NAME ROLE VALUE

What resources do you need to 
successfully run your accelerator?

What partnerships can you use to 
deliver value throughout your 
accelerator programme?

What are your potential costs 
and sources of revenue?

On which channels will your accelerator 
communicate? And for what?

ACCELERATOR PROGRAMME
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1. PROJECT DATA What information about the innovation projects do you want to monitor?

2. PERFORMANCE METRICS What criteria will you use to measure progress and success?

3. CONSOLIDATION OF INNOVATION PERFORMANCE What format and frequency is needed to consolidate innovation performance?

e.g. 
• Name of the project
• Start date
• Initial investment
• Stage status
• Growth area

4. WHO IS RESPONSIBLE?

NAME OF THE REPORT | FREQUENCY | DESCRIPTION NAME OF THE REPORT | FREQUENCY | DESCRIPTION NAME OF THE REPORT | FREQUENCY | DESCRIPTION

INNOVATION PORTFOLIO MANAGEMENT

EXPLORE PROBLEM 
VALIDATION

SOLUTION 
FIT

BUILD MVP 
AND TEST

PRODUCT/
MARKET FIT

SCALE

1. STRATEGY LEVEL
e.g. 
• Growth area focus
• Prioritised growth areas

PROJECT 
LEAD
e.g. 
Responsible for 
delivering the required 
information monthly to the 
portfolio manager

PORTFOLIO
MANAGER

INNOVATION
BOARD

2. PORTFOLIO LEVEL
e.g. 
• How many projects per stage
• Budget per stage
• Resources per stage

3. PROJECT LEVEL
e.g. 
• Maximum budget
• Time/stage

e.g. 
• Quarterly strategic report
   Overview of the potential impact of current projects

e.g. 
• Quarterly portfolio overview

e.g. 
• Monthly project one-pager

PA Knowledge Limited 2019. All rights reserved.
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1. STRATEGY What is your organisation mission statement and vision statement?

2. GOALS What are your most audacious and daring goals for the next five years?

3. OBJECTIVES What tangible objectives can you set to achieve your goals?

4. KPI What events will mark the move towards your objectives?

5. KEY MILESTONES What are the main events that will mark the advancement of your objectives?

MISSION STATEMENT 
e.g.“Bring inspiration and innovation to 
every athlete in the world” — Nike

VISION STATEMENT 

e.g. Become the Nike 
of the cycling industry

e.g. Build a new branding 
approach and create a new 
community of cyclists and 
influencers before the end 
of the year 

e.g. Gather more than 
1,000 people within our 
community of cyclists 
(including 20 per cent 
of professionals) in the 
first quarter

INNOVATION STRATEGY

http://www2.paconsulting.com/innovation-canvases.html?utm_source=web&utm_medium=playbook


 25CONTACT OUR INNOVATION STRATEGY EXPERTS

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

In 75 years of innovating and helping organisations around 
the world create value more quickly, we’ve distilled key 
ingredients to ensure success.

Contact the team to discuss our Innovation Management 
Journey and how we can help you become innovation 
leaders today.

HUGO RAAIJMAKERS

Innovation strategy expert

hugo.raaijmakers@paconsulting.com

Hugo is a senior innovation strategy, management, 
design and implementation expert with over 20 years’ 
experience in leading global digital innovations for 
companies including Vodafone, Philips and ING. As an 
innovation strategy expert at PA, he leads a team focused 
on delivering innovation transformation and platform 
innovation projects. 

BAS VAN ULZEN

Innovation strategist and  
platform expert

bas.van.ulzen@paconsulting.com

Bas is a senior expert in innovation methodologies, 
capability development and programmes that 
accelerate innovation initiatives. He has worked 
in companies like ING, Philips and IBM. At PA, Bas 
focuses on helping global organisations deliver their 
strategic innovation priorities.

PATRICK DAS

Innovation management expert

patrick.das@paconsulting.com

Patrick is an expert in corporate innovation strategy, governance 
and management, with a particular focus on managing 
innovation funds and portfolios. Patrick works with clients on a 
breadth of innovation aspects, including ideation competitions, 
stage-gating, corporate accelerators and venturing, portfolio 
management and performance measurement. 

MARINE LIESENHOFF

Innovation transformation expert 

marine.liesenhoff@paconsulting.com 

Marine is an expert in innovation methodology, strategy and 
platform innovation. She has experience in supporting teams and 
leaders throughout their innovation journey. Combining advisory, 
training and coaching approaches, she empowers organisations 
to turn growth opportunities into relevant impact.

JIM MORGAN

Growth strategy and innovation expert

jim.morgan@paconsulting.com

Jim has been transforming organisations for 20 years by 
combining technology and engineering with steadfast processes. 
With a proven track record that extends from developing  
next-generation transportation to strategising for financial 
services organisations, Jim is known as an expert in delivering 
end-to-end innovation.

CONTACT OUR INNOVATION 
STRATEGY EXPERTS 
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About PA.

We believe in the power of ingenuity to build  
a positive human future in a technology-driven world. 

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

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

An innovation and transformation consultancy, we are 
over 2,800 specialists in consumer, defence and security, 
energy and utilities, financial services, government, 
healthcare, life sciences, manufacturing, and transport, 
travel and logistics.

We operate globally from offices across the Americas, 
Europe, the Nordics and the Gulf. 
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