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PART ONE: WHERE WE ARE AND HOwW WE GOT THERE

1) Innovation as we enter the 215 Century:

The wordinnovationison every s eni o'sthentieacdifféerancee’ s | i ps,
between business success and failure in a fast moving, rapidly changing worldsand it

one of the most importat elements in creating wealth. Yetrangely, this critical

element of moderreconomics andocal advancemenhasbeen left in a limbdike

state with the shift of the millennium.

Innovationhasmillions of corporateof adherents, but no architecture, no profession,
and no manage me tnhovasion $sta Fagmentddpastche ofiethods,
allusions, pocesses, frameworks, tools, and beiques.With neither a coherent
“architect ur e,itbelngs sinaultapeously te evearyiore ayet to no

one; it floats in the airy space of inventive heroes and creative geniuses, occasionally
touching ground with practical advice and a ramjeonsultants, academics, and
alchemists who profess to have the secret formula that will turn corporate lead into
shareholder gold.

2) What 6s Mi ssing

Absent in this picture is a coherent strategic system that will transform innovation from
the realm ofthe ephemeral into thdirm grasp of the dedicated practitionera. system
that can be replicated, communicated, and transmitted between professionals who, by
building on the discoveries of those who precede them, can create more and more
value.

Such aracuum requires a new field tinnovation Architecturé.

History is replete with examples of why and how architecture and architects come into
being. We have building architects for complex structures; we have naval architects for
complex ocean vesseland software architects for integrated information technology.

Just as other architects master compbystemdesigns associated with their
professional focus, so it is time tievelop a professional field of innovation architecture
to design and managthe critical and complex processes that underpin innovation
systems.

3) How We Got Here

To better understand the pathway to the fut
created today’s | andscape. l nnovation has a
American experience. Beginning with Christopher Columbus, the yearning to discover,

explore, and invent has been deeply held in our psythe. Founding Fathers were

great innovators in framing the structure of the new nati@&eyond being political
visionariesBenjamin Franklin was a renowned inventor and Thomas Jefferson was both

International Collaborative Leadership Institute 2021 Page2 of 19



International Collaborative Leadership Institute

an inventor and amateuouildingar chi t ect . Jef ferson’s foundi

Office isa tribute to hispassionatecommitment to invention.

Then following the birth of ounation, the bugle sounded fa long century and a half
heralding arera of hero worshipThe names of Eli Whitney, Elias Howe, Cyrus
McCormick, Alexander Graham Bell, Henry Ford, and the Wright Bratieeedirmly
imbedded in the conscience of evesghal boy and girl at a young age. This heroic era
of invention culminated with the Wizard of Menlo ParRhomas Alva Edison.

Af ter Edi son’ s d GmdtRprdssion i hew erawgaabbotnth of t he
World War 1] the first war that was won withetchnical inventions that did not even

exist at the beginning of the war. In its aftermath, a wide varietges electronic
technologies burst onto the scen€his began theorporate invention eréhat first

capitalized on two elements of invention: creaty tools and techniques (such as
brainstorming, psychaybernetics, and synecticd)en later development processes

(such as TRIZ, Systematic Inventive Thinking Methodology, Stage Gating, etc.)

With the new millennia, a new thinking was coming to fbee: Inventioncame to be
seen anly one form of Innovation. Whereas invention refers to technological
creations, innovation embraces invention, bstamuch largerand broader idea
encompassing technology, process improvements, systems solutiongyuseness
models, improved human interfaces, and market extensions.

While the stakes are high, so is the confusion. The innovation field, while shifting from
invention to innovation, is now inundated with so many tools, techniques, methods, and
musings hat the typical executive is baffled by a barrage of innovation conferences and
sales promotions with no hope of systemically weeding through the morass hype to
make a wise decision about how to proceed. This has left many decisi&ers in a
gquandary

Who are the real experts? How do | hire and recruit them?

How do | know they are real professionals?

Where do | start?

Who do | believe?

Whatprocesgesr eal |y wor ks and what doesn’t?
How do | manage the innovation risk?

The questions run on and on, withisiufficient answers.

Consequently innovation becomes important but not urgent in te corporate mind. For
all-too-many companies, innovation is a slogan not a strategy, a platitude not a
program, and an algorithm not an architecture.

What ' s n estainatid innovatiomarchitecture that enabldecision makers to
address the issue of innovation just as they would a financial, engineeangtruction,
or production problem.
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WHAT IS INNOVATION ARCHITECTURE?

To understand Innovation Architecturetle examine its meaning:

Innovation is a process that generates new sources of growth or wealth in an
organization

Architecturé is adiscipline thatcreates, designsor builds
by integrating, configuring,transforming,and aligning diverse elementsnto
something useful and enduring

Therefore:

Innovation Architecture is theystematicdisciplinethat integrates, configures,
transforms, and aligns diverse aleents resulting in the creation, desigoy building of
new sources obrganizationalgrowth or wealth.

Let ke the key words in this definition and examine themmore depth to grasp the
significance of Innovation Architecture.

1) Discipline

First and foremost, this is a discipline, not a ffeam array of anything anyone wants it
to be.

Second, as a discipline, it is built on a foundation of principles, processes, and practices
that are fundamental to all situations. Some principles are timeless truths, just as
doctors continue to take the Hippocratic Oath that was first formulated ower t

thousand years ago. Other principles are upgraded as new knowledge, learning, and
insights are gained.

Third, any discipline takes continued practice, learning and application, whether the
discipline applies to a preacher, a karate expert, a teachdentist, or an aviator.

Fourth, disciplines have rigorous standards that certify to those outside the profession
that the practitioner is worthy of their craft, and not just a quack who creates a website
and business card.

Fourth, great architectureshae a deep connection to an i nhe
el egant simplicity that is represented in a
When a rabbinical scholar was asked: “How d
answer ed “ b e ctaral s§wth hasta linkagestd tisat whichNecurs in natural

organic forms or mimics the forms that r ema
stressesFor this reason, truly linear processes are seldom the way of innovation, just

like neural networks Bthe brain are noHdinear, but the brain is capable of both linear

logic and noHdinear creativity.

! Originating from the Greek, architecture means an emahing master of craftsmen.

International Collaborative Leadership Institute 2021 Pagest of 19



International Collaborative Leadership Institute

Fifth, because of the naglinear aspects of innovation, the innovation architect operates
with discipline in the background and freedom of thought in tbieeground. Discipline
thus becomes a liberating, not a constraining force for the masterful innovator.

2) Systematic

For architecture of any sort to be effective it must be systematicother words it

must fully embrace the unity and harmony of all tp&rts to produce the synergies

resulting in the whole being greater than the sum of the parts. Innovation that does not
take this holistic approach is doomed to forget some of its essential goals and strategies,
thus becomi ng i nnoake hotas aveliiagero cieatersomethingiofo n ’
value to the organization or its customer.

S S

Systematic also implies a flow, functionality, and connectivity between the disparate
elements. One of the most unique architectures is the human body. Any discennect
between any of the subsystems, and the body becomes ill or dies. So with Innovation.
This also implies a symbiotic relationship both internally and externally.

Disharmonies can exist, but they must be functional, just as muscle tension is good for
musde tone, and a certain amount of anxiety propels peak performance. Too little
disharmony may yield an architecture that makes slysteminsufficientlyrobust. But

too much and the system will crack.

3) Integration, Configuration, Transformation

This trinty of architectural functions is vital to producing something that works and
lasts.The mastery of architecture requires a unique blending of perspectives,
specialties, interrelationships, and intedependencies. As the ancient Greeks knew, the
architectis the overarching master of all the crafts and sapecialties, interweaving art
and engineering,

Integration: Architecture is the confluence of art and science, human behavior and
technology, the ephemeral and the concrete, the sublime and the dagacreative and
the analytic, the heart and the head. This requires a unique person who embodies the
Renaissance sodlthe modern equivalent of Leonardo da Virdthe unified
interdisciplinary artist and scientisthe wordimagineeringwas coined to gature this
confluence of art and science.

The ability to integrate, configure, and transform is one that requires at least two of
three fundamental abilities in the brain: analysis, synthesis, and genesis. Einstein, the
modern master of paradigm shiftingould engage in the latter two before addressing
analysis. Whereas most modern scientists are so fullybigdin developed that

synthesis and genesis are foreign experiences, the innovation architect is that unique
multi-dimensional integrator capable dfverse thinking.

In the new model of innovation, technological invention probably represents only 20%
of all the innovation, thus making everyone a potential innovaidre innovation
architect understands and has mastered the mditnensional space afinovation and
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has multilingual skills in technology, development, strategy, marketing, alliances,
human behavior, organizational change, and systems analysis, among others.

Other integrations are essential. In particular, organizational integratibatween
functions, across divisions, with customers or suppliers, or between alliangitisbe
pivotal to successlhe innovation architect must have a reasonable grounding in
technical, organizational/social, and business systems, along with the lamguag
mindsets, and skill sets to create a synergy between these systems.

Configuration: Configuration is a talent that the innovation architect must employ to
link the pieces of an intricate puzzle into the right sequence, order and priority for the
innovaton to take effect.

Imagine the architecture of a computer. An integrated circuit must be configured with
the right specifications and requirements before the layout can be considered. Then the
configuration should use the least number of paftships,resistors, oscillators,

capacitors, transformers, circuits, etein the most effective and economical way to
produce the desired result. Or, for the naval architect, the design of a sailboat or an
engineering team designing a car must make thousanderdfguration tradeoffs to fit

a multitude of systems, functions, and utility in a very limited space.

Similarly, all architecture must place significant emphasis on how a design is configured
for function, production, utility, and service. And, ultimbteif the configuration lacks
beauty, its inherentgliness may very well castiito the dungeon.

What ' s also uniqgue about innovation, becaus
analytical with relational, scientific with artistic, disciplwéh freedom, it becomes

inherently nonlinear. Therefore configuration is often an integration of linear and-non

linear systems.

Transformation: Transformatioris the last, and perhaps the most important but
most difficultelementof this trinity. Theword transformationitselfis probably
insufficient to embody the real nature of what is required here. More appropriately it
must also be linked wittranscendenceo describe the dual nature of the process.

The role of the architect is undoubtedly to trsfiorm physical things into something
new, more functional, or better suited for its environment, just as sand and clay are
transformed into concrete which is transformed into a building foundation.

But more.All innovation, in the final analysis, is a hamendeavor that must be

embraced by people. One essential step in t
embrace others in the process of innovati@efore one can aspire to ba& &rchitect of

Innovation, one must first have the passion embraced @hampion of Innovation,

because innovation is a discipline of both head and h&awtproject without a

champion ever survives. Someone has to take responsibility and also needs to drive

forward, usually against considerable obstacles.

If transformation i s t he physical part tramgcendehcés i nnova
the metaphysical portion. Einstein understo
i mportant than knowledge,” and “We cannot s

level of thinking hat created the problem.”
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While the wordtranscendencéas roots in the Latin, it was the Greeks that knew far
better what principles formed an innovatiwilture. Their wordmetanoig, which
means toshift the mind to a higher order of thinkinig,quite gopropriate. This
phenomenon is an activity of both a mind and heart.

il magination is the beginning of creation
you will what you imagine; and at last you create what you'wilwa s t h e
observation of George Bernard Shaw.

One cannot create without an intense desire spawmd@ passionateheart.
Brainpower alone is insufficient to drive the innovative spiitite roots of innovation
come not from the mind alone, and not from the soul alone, alsbfrom the
interactive frigional challenges of thoughts and beliefs of othérkis is a somewhat
dangerous role in a corporation unwilling to support the idiosyncratic behavior of
innovation champions.

As John Stuart Mill observed a century and a half agwe amount of eccentrity in a
societyhas generally been proportional to the amount of creative genius, mental vigor,
and moral courage it contained. That so few now dare to be eccentric marks the chief
danger of the time."Certainly our condition has worsened siridél’ sme tinnovators
certainly often manifest as eccentrics.

The innovation champion usually stands for what modern psychologists seem to deny:

the abandonment of sel f i "t elrrestthhesn rfeasvpec to
Innovation Champion is uniqueone who has experienced the transformative
devolution of the ego that plagues theaditionall ones ome her o. Wi th t he

devolution comes théransformativeemergence of the innovation champion as spiritual
warrior, who heroically confronts the statagio, is troubled by the artifice of

homeostasis, and thus challenges, connects, and inspires others to collectively engage in
the creation of a bold new future, and, in doing so, yields their personal self interest to
the greater good. For, as the spiritumarrior has learned, what is in the greater good
(kal os k'’ agat ownspiritual good.alhisiotheimetaphybiaali portion of
innovation—the synergistic and synchronistic shifting of vision, beliefs, identity, as well

as architecture. lis this transcendent shift of the mind (metanoia) that the Gkeand

later Emerson extolled.

But still more. Every study has shown that the number one factor in creating new
innovations is afmnnovative cultureThe innovation champion, no matter whaistor

her position in the organization, has a major role in guiding the evolution of this culture.
People support what they help create is the underlying principle of the innovation
champion.The innovation champion drives not just the innovation itsalf, serforms a
larger and more important role: Creating the selfstaining and selfegenerative

2The closest modern equivalent for this word is “paradi
3 Again the Greeks had a term for thiglos k' agathos/hich means, literally'good and good,'with one

"goodness referring to the [outward] social and persori@eauty’ of the person and the other tmnermoral and

humanitarian excellenc®ne is inwardly looking to personal improvement, the other outwardly to the quality of

social rehtions.The purpose of education walse formation of characteto build a good and virtuous persgn

1Frf2a8 1QF3lrdK2a FYIKNRLR &S
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conditionsof innovation to unleash the natural forces within the human psydhéhis

way the innovative culture enables people to have a deeper meanirginlives and

to have a safe place to engage individually and collectively in discovery, creativity, and
invention. As one e meghsghole shifttolrimauateen ext ol | e
culture gives meaning and purpose to our wo

The effective champiis an energy force whendeavors to empower all inis or her
readm to attain the unknown potentials angossibilities of o-creativity which flow from
the synergy of compatible and aligned differentials in thinking. This task is one of
leadership, alance building, breakthrough thinking, and cultural realignment. It takes
great strength of heart and mindThe appearance of a grepérson" observedEmerson,
"draws a new circle outside of our largest orbit and surprises and commands us."

4) Alignment

Because the very process of innovation is systematic, it requires the alignment of
systems, strategies, and structures to be effective. The innovation architect must be
deeply aware of and sensitive to these issues.

Purpose: The first alignment is the alignment péirpose. Without a common goal or
vision to a noble cause, development teams will lack focus, inspiration, and direction.
This typically requires an alignment about what creates real value.

From a systems perspective, alignment means that every systensubsystem is

focused in the same purposeful direction. For example, in the architecture of the design
of a commercial airliner, the propulsion system, avionics, landing gear, airfoil surfaces,
etc. must all be aligned on the ultimate purpose and canfigjon, or else the

architecture will be dysfunctional, or worse, destructive.

At the strategic level, aligninge focus onspecificcompetitive advantagederived from

a particular innovation is essential. Frequently aced=ield Analysiss requiredto
understand what forces in a system are in alignment and what forces are misaligned or
contrary to the ultimate strategic objectivelherently there are three options for the
master innovator who deals with forces and powersposition forcesgaing, to
balanceforces, or toalignforces. In the end, alignments are the favored choice.

Alliances, both internally and extaally, are a major portion of the innovation
architect’s role. These alliancesultma,be f unda
and operational aspects of innovation to enable the innovation to materialize and have

real worldly impact.

Structural Alignment, particularly within organizational structures will be essential.
If the strategy, metrics, or rewards of one orgeational divisiondepartment or

alliance are out of alignment, then the innovation process will falter because of contrary
signals being delivered to the people about the value of the change.

When powerful alignments are generated, energy forces miyitigielding bothiSynergy
and Synchronicity

4 Benjamin Franklin was reputed to be the inventor of Force Field Analysis
International Collaborative Leadership Institute 2021 Pages of 19
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5) Create, Design, or Build

Create: Two things that differentiate the 21century from other eraare: speed and
hybridization.The rate of innovation has accelerated dramaticaVlany of the
breakthroughs innnovation are occurring across boundariesrganizationally,

functionally, and specialties of science. This hybridization is driving a new form of
creativity no longer focused on the individual but on theovationteam. Here the
adage: “lIfthwospmeplteomnthink alike, one is
becomes a key principle of innovation architecture. The dynamic capacity of differentials
in thinking to generate new paradigms is a paramount issue for the innovation architect.
Harnessing thlsico-creative energy and ensuring the confluence of differentials (versus
the conflict of differentials, which becomes destructive) is essential to prevent paradigm
and pathway dependencédhis means that the mental process of genesis (creation)

must be lhked tightly with synthesis (uniorfror most universities who have trained
students to excel in analysis (compartmentalization), and corporations that have
heretofore thrived on hiring left brain managers, this will come as a major shift.

Constructing inovation teams means blending the right skidts with the right mind
sets.

There is no |l ack of innovative energy i n mo
innovation flourish’All-too-often innovative talents and energies are blodkand

frustrated by amlytic, linear managersn the past, generating innovation ofteneant

giving a freer reign to the nolinear thinkers. However, todasmpowering the non

linear thinkeralone is not enough. Forming innovation alliances that enable linear,

analytical thinlers to engage in breakthrough teams that operate in a-tinear,

relational manner is equallyital.

Design & Build: Converting dreams into reality, visions into value, possibility into
action requires &et of principles, processes and practiceswleiacha bl e t he ar chi
innovation teams to generate and replicate on a sustainable basis.

Design is the confluence of art with engineering, the concrete with the ephemkiiad.
music, it has unity, harmony, melody, and rhythm. It sings and danceay# ahd
touches the soul.

Here the world of the early 2century is filled with a plethora of tools and techniques

of the trade. It s akin having an army of b
electricians ready to go to work, plying their tradeseteery developer and contractor in

site. But one hangup: No architects have been hired, there are no plans, no blueprints,

no site plans-just energized tradesmen. And worse, there is no method of determining

which tradesmen are charlatans, which thak¢hing, and which are waxnb-bees.

The innovation architect must be able to guide innovation teams in deciding what
processes and practices, tools and techniques to use in a particular set of circumstances
to produce outstanding results consistently.
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6) Conclusion

Ultimately, the purpose of Architecture is to create then build that which will endure
not because of its bular magnificencebut because of itelegant simplicityn mergirg
of beautywith utility, vision withtruth, and inner meaningyith value

Innovation Travels

with

Two Companions
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PART THREE: APPLICATION ARCHITECTURE

-Organizational Systems Model for Field Engagements

At the Center of all Innovation is Creativity. But Creativity without direcpomnpose or
coordinationbecomes selindulgent® The Organizational Systems Model focuses on Co
Creative (or InteActive) Creativity aimed at generating Valuable Innovatiéns.

For all too many companies, innovation is an aspiration, not an architecture. When the
CEO commands or directs anovation initiative, because there is no architecture, the
internal staff falls back onto what it can envision, comprehend, or digest. This typically
meansthe last book someone reathe most
dynamic speaker at a recent conferenoethe last
worksh@ attended that promoted some tool or
technique This is why so much innovation looks
like industrial design or a creativity workshop. It i
neither strategic, nor systematic, nor synergistic. | 25
may work for the short term, but then peters out
intoawhif and a promise. T
be sustained nor could it be scaled.

Why?

coul dn’

1. Strategic Imperative

Figure2 ¢ Innovation Systems Architectt
There is a big gap between having a slogan and for Organizations
having a strategy. And this gap was very, very evident in our study. Company after
company espouskinnovation, some even had it in their logos. In one case, a company
that prominently displayed their advocacy for innovation was devoid of a single
strategy, policy, process, or practice with one of its largest revenue generating
customers.

The Most Invative Companies in our study had a very clear set of strategic objectives,
tools, and processes to gain advantage.

f  Some started with their Business Development Teams, knowing what targets would provide the
right innovation streams.
o The Secret to theirgcess was not just finding the right companies, but knowing how to
integrate them effectively.

S this is okay for artists, but not for business

This distinguishes this model from “individual creativ
sake,” and isolated innovation that happens by acciden
International Collaborative Leadership Institute 2021 Pagel2 of 19
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A We found a number of Best Practices in this category that separated winners
from losers.

o Having a process to manage their array of innovation relationshipessential to
striking a Global Advantage. Without a system to manage global acquisitions and
alliances, companies became overly opportunistic, which, in the long run relegated
them into a reactionary (noproactive) mode.

A We were able to construct a sef best practices to enable a highly pactive
mode which dramatically enhanced streams of innovation.

o An excellent framework to determine when innovation should be acquired, when it
should come from an alliance, and when it would be done inside was éalsEnmany
bestin-class organizations.

A While each of the best companies used a different process for this decision
making, we were able to extract a universal framework that can be adopted to a
wide assortment of businesses and industries.

1 Other companis did a very careful assessment of their value chains to understand the impact of
innovation.

o Their strategy was in knowing how to create a new value chain where innovation would
truly create a bullepproof competitive advantage. In the most dramatic caghese
companies redesigned their value chains from the back end (supply and R&D) right
through to the front end (the customer). The results of this style of process
reengineering was remarkable, because it removed-nalue added work, which often
got inthe way of doing more constructive things, like developing new technologies and
products.

A Our team was able to utilize these best practices and implement them
successfully in several pilot projects, which then grew and matured with high
levels of innovatin.

o A full value chain reengineering was not necessary to gain competitive advantage. A
company just had to be better than their competition. Many of the best companies in
their industry segments only created innovation relationships in part of their value
chain, but gained advantage over their slower moving, more myopic competitors
nonetheless.

The world is very dynamic, with ever-changing strategic forces.

1 To navigate the uncharted waters in a minefield of multiple futures, world class innovators
developed unique planning tools that could be used globally in the field to create innovations
that were highly effective.

1 Another strategic approach to innovation was to engage some very specialized techniques, such
as war gaming, scenario mappingnd other very sophisticated forecasting.

A We have been able to improve on a number of these stratiegfiatives, and
have partnered with one of the companies to create strategic advantages that
will leverage innovation streams.

71 Not all innovation is created equal. Best in Class companies developed ways to triage innovation
to be sure time, money, and seurces were not wasted on nite-have methods.
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2. Leadership & Relationships

A great strategy without great implementation is hallucination. The first step in
implementation excellence is leadership. In fact, we found in every case of companies
with Ergines of Innovation a great leadership team that worked in unison and aligned
purpose.

No innovation strategy can ever be executed without the commitment
and vision that comes from great leadership.

Innovation, in and of itself, generates anxiety becatigeeates change, often rapid and
unpredictable change. Wherever there is changeréis ambiguity, uncertainty, and
unpredictability. These factors alone are sufficient to throw many organizations into

turmoil.
Add to these the difficulty of combattig t he “ Not I nvented Here”
t hem” and “culture c¢clash,"” and you have all/l

Best in Class companies in our study pay strict attention to the Leadership issue with
deep conviction:

1 They see innovation ascore strategy in their company, and take action on its many
implications:
o The Leadership Executive Team understands the importance of their role in
fostering innovation
o Develop the right internal and external relationships to catalyze innovation
Build the right crosdunctional and cros8usiness Unit Interactions
o Support the Champions in the field who are taking the risks all innovation
requires
o Know how to select the right people to generate constructive innovation
o Are willing to scrap old noeaffectivemethods.
A We have successfully extracted the best leadership practices that
prope Engines of Innovation to success.

o

f Senior Executive support was not sufficient to create an Engine of Innovation. What
was necessary was someoarointedby senior managentd to act as a champion
of innovation. While most managers are driven by an ethic of competition, the
innovation champion is driven by an ethic of creation.
o They inspire employees by distributing a sense of responsibility throughout
the organization.Everybody performs with tangible goals in sight.
o There is more tolerance for rigkking, thus greater innovation; more
acceptance of the value of lofigrm success, thus greater persistence;
more personal responsibility for how the company perfornthus a work
force that identifies personal achieve
A We have identified the critical best practices that champions must
engage in, and more importantly, how they combat cynicism,
skepticism, and the pervasive nmlventedhere syndrome,
A and the capacity to produce wiwin results.

International Collaborative Leadership Institute 2021 Pagel4 of 19



International Collaborative Leadership Institute

3. Organization Design

Innovative companies have shifted
their organizational structures and
operational interrelationships to

make innovation flow from both their 2, - )
outside and inside sources. is Your Organlzatlon

onnected
The Best Companies had broken do

many of their internal barriers cross
connect their own operations, and
then opened up their organizations tg
new collaborative relationships that
focused on innovation. The old value
chain thus became less rigid and more

open to new ideas, which brought along innovation flows.

Rigﬂ%y to

1 We are able to diagnose organizational problems that block innovation streams and
prescribe a host of best practices to cure the blockages.

Govenance of outside relationships is a very difficult prses for the uninitiated.
However, the most innovative companies developed highly effective management
systems for governing these relationships.

1 We have developed a series of best practice frameworks for governing innovation
alliances, for managing suppifiain relationships, for and for joint solution delivery
to customers. These are highly effective, and now, time tested.

Companies who managed innovation well externally used many of the same approaches
to enable innovation to be generated by creatingeimtal alliances across their
organizational silos.

1 Using our proprietary frameworks, in many cases we have been able to restructure
the internal boundaries to open up the flow of ideas.

Because often the shift in organizational functioning can be daitge, the selection of
the right people for managing innovation relationships becomes critical.

1 We have developed a very effective set of best practices that enable us to predict
which people will be successful in managing in the new iotemected wold of
innovation.

In technology development, developing a letegm stream of continuous innovation
requires unique methods of organizing the people that generate the innovations. The
best companies developed unique approaches to this challenge.
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4. Performance Processes

Ultimately, the real test of any Engine of Innovation is
in producing real RESULTS. Without imbedding ri
Performance Processes into the people and their

teams, all the other work is superfluous. I(nowmg

There are three critical dimensional elents of What to Do

changing the way people perform: Differenﬂy

1. KNOWLEDGRVHAT must be done Differently Is the 1st Step
produce a great result i i

Generat ng
2. CAPABILITHOW must a team and individual Bug i o
engage Differently
3. ACCEPTANQOHILLINGNESS to change
interactions and responses at the team and
persoral level

By oet

Iinnovation

Our team has developed processes and practices that engage organizations on all three
elements in a powerful way and at a purposeful level.

We found the best companies were highly effective because they drove knowledge and
capability down into thi middle level ranks, making the job of the innovation
champions much easier, and thus more effective.

1 We have developed a number of highly effective approaches id\otion Planning
Workshopghat accelerate the three dimensional elements: Knowledge, Capability,
and Acceptance.

The Best in Class companies had processes to address a number of issues that killed
innovation acrossmgani zati onal boundaries. “Not |
cause of resistance.

1 We have been able to extrapolate key processes and practices that increase the
speed, breakthrough thinking, and level interpersonal engagement of innovation
teams.

Differentials in thinking are necessary to make any innovation come into reality.
However, too many times, when differentials in thinking and culture interact, the result
is dismal: conflict, rejection, denial, and frustration.
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5. Legal, Contractual, & IP Regeneration
Legal Blockages were cited as the number one obstacle to innovation in our study.

Old school thinking about protection of legal rights to intellectual property is a-time
honored tradition. And, to some extent, it worked in the older slower mgymore
stable world of the earlier e ) RE ST

portion of the last century.

But our study we found that
between 1985 and 1995, a
massive shift @&
speed” of busig
When this shift happened,
particularly in higher technolog
industries, mostdgal
instruments and strategies
became obsolete. Terms and g 3 A -
conditions were old and stale [, (=3 s 8|1 (- o o i
before the ink was dry. S ' o

However, the vast majority of lawyers tended to their legacy thinking.

In Silicon Valley, some legal thinkers began to realize that thataid i f e t hei r c | i
technolbgy was only 6 months, and thus the hilié a contract might be the same.
Then, for some, the focus began to shift.

The Best Engine of Innovation companies have shifted their legal thinking, sometimes
dramatically. They bedve:

A Itis better to invent the future than protect the past

A Litigation, ultimately, has very limited value as a legal strategy, either offensive
or defensive

A In a fast moving world, where innovation was paramount, the value of the
contract was inverselyrpportional to its volume of pages

A Contracts, while still having value, needed to be coupled with other key
agreements

We have been able to extract some of the core elements of this legal thinking, along
with legal templates for increasing the innovatidaw, its speed of development
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6. Economics, Metrics, & Rewards

Metrics are more than just aftethe-fact measures of success. The right metrics are
aligned with strategic goals and rewards systems. Metrics can drive innovation, or, to
the contrary if pooly designed, actually hinder innovation. Just as your car engine
monitors critical functioning, like gas consumption, oil pressure, and temperature, no
Engine of Innovation is complete without a metrics model to monitor and adjust its

£ -

performance. [

. . . - .
Everyme in business wants their innovation tg I m‘

contribute substantially to their bottom line. ’ 74

While this contribution was very impactful to t K wt‘_[fs ‘
best company’ s bott ol 7

myopic in their measures. They set up a set ¢ l

leading indicators that wodlmeasure those o= (
factors that would tell them the bottom line
would be raised substantially.

1 We have created a very powerful metrics model which will both focus and monitor
the Engine of Innovation.

Innovation is risky business. Not all innovation is @datqual. Much time, human
energy, and money can be expended going dowrhes.

1 Our Risk Analysis model will help determine and set parameters for managing risks.

Particularly in the Supply Chain and Outsourcing arena, there is far too much emphasis
on price and cost cutting for those suppliers who are delivering strategically critical
products, components, subystems, and services. The best companies recognized the
unique differential between commodity vendors and strategic suppliers.

1 We have developet and effectively tested a powerful EconoMetrics model and set
of associated best practices for Supply Chain and Outsourcing that will transform a
vital portion of these relationships into Engines of Innovation. Part of this model
enables a shift in the ctency from price to innovation.

The best companies made sure that people aligned their rewards with their metrics to
prevent dysfunctional performance. This is much more important and much more
complex than most people think.

. We have set of best practicéfisat enable this alignment to occur with a much
higher order of precision.

Continuous Improvement is a living ideal in the best companies. They put very effective,

but simplediagnosticgprograms in place to monitor each of the innovation
arrangements to ensure continuous improvement in thecteative relationships which
underpin their success.
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APPENDIX

12 TWELVE STANDARDS for BEST PRACTICE ARCHITECTURE

All great architecture has core Principles, Processes and Practices that are held at the
core of the Professior(Below are the Standards | applied to the selectioalldnce

best practicesvhen choosing them for the Alliance Professiost thiem here as they
might have similar applicability for the Profession of Innovation Architecture to ensure
the quality and endurance of the outcorpe.

1. Applicable:Does the principle have applicability to nearly all situations, regardless of industry
or culture?

2. Actionable: Will the principle truly work in practice, or is it just nice theory?

3.  UnderstandableCan this principle be simply communicated to those involved?

4.  Verifiable:Can we clearly observe the changes when the principle is put into place?

5. Measurable:ls there a method of measuring this principle's effectiveness in action?

6.  Controllable:Will the principle enable more effective control of direction, intensity, speed, etc
of the alliance?

7) DiagnosableWhen there is a problem, can we sie problem clearly, do we have a way to
recognize the misapplication of the principle?

8) Prescribableif an element is missing, can the principle be injected into the system to cause a
cure?

9) ReplicableCan we recreate a positive result, time and again?

10) Trainable:Can operational managers successfully acquire the skills and knowledge required
for implementation?

11) Valuable:ls the principle really essential, or merely a superfluous nicety?

12) Predictable:Can we foresee, in advance, the positive or negatiselts?
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