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What worked for startups can now also work for 
enterprises. Most innovation centers failed to 
genuinely innovate - Now let’s fix it

With hundreds of different definitions for the term ‘innovation’, we needed to put our work 
into perspective. Here we define INNOVATION related to our work and thinking:

Innovation represents a groundbreaking elevation
in the way people do things and ensuring a 

successful implementation and distribution in the designated market.
Innovation usually results in disrupting how 

industry segments conduct business.

“Incremental innovation” is improvement
Improvement is not innovation

New Innovation Opportunity 
for Enterprises
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What worked for startups can now also work for enterprises. While the innovation process, 
purpose and reasoning should be the same, the leadership structure is very different. That 
difference requires a new understanding of roles and structures in enterprises. 

Over the past four years, we learned so much about the difference between innovation in 
corporations and in startups that we today realize: Enterprises has no realistic chance to be 
innovative - even when acquiring a startup. But at first we have to understand how innovative 
ideas get created in our brain and executed in our respective organizations.

HOW ARE INNOVATIVE IDEAS CREATED

When thinking of innovative ideas, it is important to understand how our brain is 
able to create those ideas. With this first principle thinking, it becomes far easier to 
manage an innovation process and realize innovation needs a process more than 
many people think. The key learning is that ideas are composed by our neurons from 
past experiences. Our brain does not possess any mechanism that “creates” ideas from 
scratch.

INNOVATION PURPOSE

Without exception, the most innovative solutions were created to solve a problem. 
Random experimentation and hoping to find a great idea never led to groundbreaking 
innovation. Innovation is an outcome - it is not a desire. That understanding is 
changing the perspective of how innovation is created.

RETHINKING INNOVATION

When we know how innovation is created, we can request certain results, we can 
request insights, and measure and manage the effort. Most importantly executives, 
now know what they can expect or request from an innovation effort.

INNOVATION READINESS

When you know the “what and how”, you can make sure that your business is ready to 
innovate in the first place and prevent unnecessary costs and delays.

INNOVATION MANAGEMENT

Innovation management is a discipline that can be performed like most other mission-
critical activities, teams can be selected in accordance with the requirements and tasks 
and results become predictable and timely.

Executive Summary
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INNOVATION FINANCING

Successful innovations consumed more than $100 Million in funding, some reached into 
two-digit billion-dollar investments. This is achieved in stages and in line with progress, 
KPIs, and timelines. Comparing it with a $500,000 startup would be a huge mistake 
because that was only their starting point.

FOLLOWING IS NO INNOVATION

You can catch up with the market to survive. But the financial market will recognize it 
accordingly. A follower will not beat the innovator - not on the market cap.

RELENTLESS EXECUTION

Innovation is one of the intellectually most demanding jobs. Not only does it take 100% 
focus, it also requires relentless execution and the motivation to do so. The innovation 
culture, team selection, and motivations are the ultimate driver of successful innovation.

IDEATION EXECUTION DUALITY

Finally, management needs to know that IDEATION and EXECUTION is a value pair 
that cannot be taken apart. The duality between creating a brilliant idea and relentless 
execution, eventually leads to innovation value. One does not work without the other. 
This may be one of the most profound discoveries for innovation centers.
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By researching successful innovations from the past two decades, it was interesting to see 
that they all started by identifying a problem, not with the desire to innovate. Solving major 
problems appeared to be the root of all innovation in the past 25 years. But not all problems 
are obvious:

• There was no “problem” that African countries had no noodle manufacturing. In 
the past, Africans rarely ate noodles. Yet, the new market exploded based on a lack 
of fast and inexpensive nutritious food. 

• In the 1990s, 20 years after the first oil crisis, electric vehicles (EVs) were built. 
However, the market lacked an understanding about the need for EVs. It was 2008 
when Tesla introduced a new iteration of the electric car. The need was predictable 
and the market was developing. 

• There is only a marginal problem that calls for a satellite-based Internet. In a few 
years we may argue why StarLink was even built. Looking into the future, a global 
internet, powered by 40,000 satellites will surely supersede even 7G terrestrial 
networks simply for cost and efficiency reasons.

The pressure to innovate has risen dramatically in the past 10 years. Managers looked at 
startups and thought they could learn how innovation works. Innovation centers ended 
up becoming kindergarten-like playgrounds and esoteric groups of “thinkers and tinkers’’, 
hunting for the inspiration they hoped was coming their way. And since it didn’t work we saw 
new interpretations of “Fail and Fail Fast”. Pivoting, Brainstorming, and massive Prototyping. 
All this emerged in innovation centers without even knowing why. While Tesla makes their 
patents public domain, enterprises still protect their ideas as it would be of any value, 
unknowing that the initial value of any idea is zero. Open-Innovation is known for its strategic 
importance to get to the biggest problems in any market.

THERE IS NO TIME TO INNOVATE

Corporate employees, from CEO down to temporary workers are too busy to think of 
innovation in a way where opportunities are discovered, reviewed, developed, validated and 
so forth. Employee utilization factors forbid them to innovate. In many cases, innovation has 
been outsourced to universities, startups are acquired for their expertise or technology, or 
employees are simply asked to innovate without telling them how.

Failing to Deliver 
Groundbreaking Innovation
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HOW SHOULD AN EMPLOYEE INNOVATE?

Up until very recently, we lacked knowledge about how innovative ideas are created. As a 
result, no employee could be trained to innovate. So far, the majority of people assume that 
ideas pop up randomly or are triggered by situations. Lots of experiments were made to 
innovate. The focus on creating innovation at all cost was hopeless and the results were zero. 
All we knew: innovative ideas exist and their disruption can be devastating to competitors. But 
how they were created remained a mystery for the longest time.

CAPITAL MARKET RESPONSE

The capital market has radically changed in the past ten years. Companies such as Apple, 
Facebook, Google, Microsoft, Tesla, Uber… were considered overhyped, but then achieved 
global market domination. Competitors could not compete because they did not learn why 
those companies took over their market share. The most recent case is Tesla. While the 
conventional automakers look at their full order books, Tesla can grow even faster because 
their competition lacks the understanding of what Tesla delivers to the auto market – and it is 
neither the car, nor the electric motor, not even the battery. To catch up with the market later 
on is not an option as the financial market is valuing genuine innovation.

The need for genuine innovation continued to rise. And so was the need to understand how it 
actually works. This is why BlueCallom came into existence.

New Innovation Opportunity for EnterprisesEXECUTIVE WHITEPAPER
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Neuro Innovation - 
How ideas get created

New Innovation Opportunity for EnterprisesExecutive Whitepaper

Neuroscience had the single biggest impact on our modern understanding of innovation. One 
key aspect is the realization that ideas don’t come randomly and there are no “magic ideas 
out of the blue”. The brain composes ideas from past experiences and those compositions 
represent the power and the limit of our creativity. We cannot have ideas about situations 
which we have never experienced. Every successful innovation started by observing and 
understanding an existing problem. If there is no problem to solve, there is no success to 
be gained. This understanding drives an entirely different ideation process and calls for a 
very different innovation process in general: we need the involvement from our customers. 
Open innovation is not a ‘nice to have’ but literally dictates our innovation process. Moreover, 
the communication between the innovation team and CFO must start when the innovation 
process starts; otherwise, if the innovation team requests funding for their innovation, there 
is a risk of rejection if their concept is truly innovative. The so-called neuro pathways must be 
created over time to get the necessary understanding with participating parties. That is not 
only with the C-level executives but also with customers, partners, suppliers, and every other 
stakeholder.

The typical disappointment that a radically new product is not instantly successful 
and therefore gets removed from the offering is one of the biggest mistakes made by 
corporations. With all the assumption that the market is ready, the more ready a market is, the 
less likely you are alone. Advancing a market is part of the innovation process and needs time. 

Neuro Innovation is a key factor in ideation, idea validation, 
innovation financing and innovation-to-market processes.

https://bluecallom.com/
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By working with thousands of startups, we learned that innovation success stemmed from 
deep understanding of the customer’s problems. This knowledge, combined with our 
understanding of how innovative ideas are composed, made us realize there was a need for 
completely rethinking innovation.

While corporate innovation labs either spend lots of time finding ideas, experimenting, or 
randomly ideating, the top unicorns developed brilliant ideas based on their research and 
moved on to relentless execution. 

Corporate innovation labs try to solve problems they believe exist. They follow the model of 
“wouldn’t it be cool if we could...” and they love to play all kinds of “thinking games”. They 
heard about “fail and fail fast”, “pivoting,” and “experimenting” without ever questioning if that 
is actually delivering results. They copy the 90% of startups that fail without even knowing. 

Successful entrepreneurs look intensely into what their designated audience is doing, what 
they like and dislike, what they think and how they see their future. They may not build what 
their customers asked for, but develop and deliver a solution that is in their dreams.

Stop looking what others do
find out what your customers are dreaming about.

Solve the problems they have that others could not solve yet.

Calling improvements “incremental Innovation” or anything of that order, weakens an 
innovation team. Even more problematic, the misleading concept of incremental innovation 
has a bitter outcome when the competition is developing a genuine, radical innovation.

Rethinking the Act of 
Innovation
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Before you hire a team and task them to innovate, check if the organization is innovation 
ready. 

1) Know your customers (KYC)

Ensure a continuous interaction with your customers / users. Get their needs, dreams, 
observe the behavior of how they use your products, and learn everything you can 
from those observations (make it voluntarily). You are innovating for your audience and 
not for yourself. If you can’t get their data due to restrictions, work in markets that are 
open and have customers who want you to know their challenges.

2) Have a clear decision to innovate

Ensure that the top executives, together with the board, investor representatives, 
unions, governments, and regulatory representatives, agree that you and your 
company will want to innovate. Innovation may require changes in the way you make 
forward looking statements, in how you build your innovation center, and how you 
involve your employees to think more innovative and more entrepreneurial.

3) Budget and timeline awareness

All participating parties in your organization need to understand that any type of 
innovation takes at least 5 - 10 years to become mainstream. Moreover it may cost 
somewhere between $500 Million to $5 Billion to create a genuine innovation. You will 
find comparable data from any successful startup, in particular unicorns.

4) Organizational readiness

Only once the above decisions are clearly made (the hardest part these days) you 
should invest time and resources to get your internal organization “Innovation ready”. 
BlueCallom provides a simple checklist for that. Look for a Chief Innovation Officer 
who will build an innovation team. You think about an innovation culture in your 
organization and inject innovation KPIs into your management structure throughout 
the organization - without making anybody an innovator.

Take the Innovation Readiness Check and get your unique innovation readiness 
assessment: https://bluecallom.com/innovation-readiness-check/ 

I. Checking Innovation 
Readiness

https://bluecallom.com/
https://bluecallom.com/innovation-readiness-check/


BlueCallom Corp. | 9 | https://bluecallom.com

New Innovation Opportunity for EnterprisesExecutive Whitepaper

Innovation is one of the most intellectually challenging business tasks. First and foremost, 
creativity, ingenuity or curiosity is not a standard program in any school. Second, creating 
an idea, validating it with customers, articulating the value to get the funding, and having a 
team that can build it and then bringing that idea to global markets require exceptional talent 
and skills. It takes teamwork to make a dream work. Innovation dream teams consist of 8 to 
12 top talents. Groundbreaking innovation needs a team’s full attention beyond any normal 
job. It requires meticulous market observation before any ideation attempt is made. Ingenuity 
is required to bring brilliant ideas forward. Curiosity is a key trait throughout the innovation 
lifecycle and it needs relentless execution until innovation is thriving in global markets. 

A dream team is composed of different backgrounds such as Marketing, Sales, Product 
Management, Finance, Subject Matter Experts, Operations, and so forth. Additionally, you 
will want to look for personal traits or talents (i.e., soft skills) including: Explorer, Strategist, 
Integrator, Visionary, Analyst, Treasurer, Producer, Communicator, Motivator, Involver, 
Expert, and Moderator. Those talents are neither mutually inclusive nor exclusive. The 
likelihood that a visionary is also an analyst, or a strategist is also an expert is very rare.

II. Building an Innovation 
Dream Team

Not every employee needs to be innovative or entrepreneurial. However, creating a sense 
for ingenuity and entrepreneurial thinking through an innovation culture is a significant step 
to make a company innovative. Asking employees in the workspace for ideas to improve is 
great, yet it won’t lead to innovation. But asking teams to report problems in a structured 
way can make a huge difference. Organizational innovation then can work on those inputs to 
build a groundbreaking organizational innovation. There is an entire program and a separate 
Whitepaper to engage.

III. Stimulating an Innovation 
Culture

https://bluecallom.com/
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IV. Innovation Success Duality
Even though the hunt for amazing ideas is extraordinarily competitive, the initial value of an 
idea is zero. As soon as teams see a purpose and work on the concept, the idea’s value flips 
to “1”. No matter how good the idea is, with no execution, the idea value won’t increase. Only 
after the innovation is made available to users and significantly elevates how they do things 
and users get excited; the innovation value grows. Once sales and marketing receive support 
from each of their clients, the innovation value increases exponentially. In this case the so-
called hockey-stick effect kicks in. 

Groundbreaking Innovation(G) = Ideation(I) * Execution(E)². 

G=I*E² 
Here is the counterfactual to validate the equation: If a company can only provide organic 
growth / execution, and therefore ‘E’ is not exponential, it would take years to enter global 
markets. At that rate, the innovation would be taken over by a better performing business and 
it doesn’t matter who was first or even who had the better idea. This is true for many cases in 
different industries across the world. 

The execution part spans the time from ideation to successful global delivery and takes 
usually 5 to 7 years. In other words, there is no innovation and then handing it over to sales 
and marketing. The general sales, marketing, support and other corresponding operations 
are far too busy to maintain the current top performance. Therefore, the execution of the 
new innovation will need its own team to provide the services, support, sales tactics, and 
marketing approach that had its root when they began to innovate.

Innovation is the product of brilliant ideation and 
relentless execution for exponential growth.

One won’t work without the other.

New Innovation Opportunity for EnterprisesEXECUTIVE WHITEPAPER
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It helps a lot, when we understand that the creative mind naturally operates in a non-linear, 
so-called lateral way. Innovation is a creative problem solving process. Neuroscience offers 
significant insights into the way our human brain creates and processes ideas. After laying out 
the first version of an innovation process, we focused on a lateral version instead of a linear 
(step-by-step) model. We decided to make our innovation management software canvas-
based to mimic how our brain composes, negotiates, and processes ideas. 

Knowing that ideation and idea 
execution go hand in hand, we 
built the entire innovation process 
from scratch. There are two key 
areas: Ideation & Execution. 
Both parts are fed by a series of 
activities, research, and feedback 
collection. There is no innovative 
idea creation without in-depth 
feedback from those who deal with 
a problem on a daily basis. There 
is no funding without solid market 
feedback. There is no market 
introduction without a solution 
that shows a future that seems to 
be impossible.  

The innovation process takes 5 to 
10 steps depending on innovation 
type and objectives. 

  Image: Innovation Journey Map

It starts with an Innovation Opportunity Discovery process, followed by a more detailed 
Needs and Dreams analysis, from those results it makes sense to start the ideation process, 
then conducting the market validation and later on innovation financing. With financing 
approved, a first prototype is built and brought to market. Thereafter, full market engagement 
and maximum growth is initiated followed by a scaling operation to go global. If the full 
process is not thought out from day one - and “step-by-step” dominates the process, 
innovation is not very likely.

We had to rethink every aspect of innovation.

V. Methodical Path to 
Innovation Success
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“What you can measure can be managed and what you can manage can get done” - this 
saying couldn’t be more important or relevant for a process like innovation management. 
With new learning from neuroscience and the deep insights into how our brain composes 
ideas, learns, and makes decisions, it becomes even more obvious that we have a need for 
manageability and predictability.

Innovation success factors, such as Time, Resources, Investment/ROI, and Impact are the 
key categories helping to manage successful innovation. To get to those values we need to 
create data sources during the entire innovation life cycle. 

Innovation relevant success factors include idea contribution, idea value, idea 
confluence (inspiration and spread), market validation, degree of innovation, vision 
timespan, and level of impossibility. 

Time relevant factors include time to opportunity discovery, time to concept, time to 
validation, time to innovation, time to approval, time to market, and time to scale. 

Resources relevant include team size, diversity level, customer involvement, partner 
involvement, performance, and performance comparison. 

Finance and ROI relevant include estimated investment needs, budgets, budget over 
time, budget performance / expenses, and ROI.

Image: Innovation Management Dashboard

VI. Innovation KPI Framework
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Innovation is the intellectually most demanding work humans do. While it does not require 
specialized education, it requires talent and the time to do the job with full focus and 
motivation.

1. Ideas are no serendipity
Ideas come from past experiences and can be stimulated. Ideas need those 
experiences and are limited to our personal experience repositories.

2. Most important experience repository
The users or potential users of the designated audience are the most valuable 
people in the ideation process. Adding them into the innovation strategy is key.

3. Reaching impossibility
If we can’t come up with an idea that is impossible to realize, we have not reached 
our intellectual limits. That means there are still ways to go to reach the state of 
genuine innovation.

4. Idea Validation
In order to ensure the fundability of a groundbreaking innovation, which typically 
requires hundreds of millions of dollars during its first 7 years, the investors, CFOs, 
and related decision-makers need to know how valid such an idea is and nothing 
can beat the opinion of the people who want it.

5. Innovation-to-Market
Innovation is initially selling very slowly. The vast majority of customers are 
sceptical. Selling into that audience will make the innovation look like a failure. It 
is early adopters who take the risk and buy disruptive products. That part of the 
audience is critical to introduce innovative solutions.

 
6. The role of the innovation team

To go through the entire process, the innovation team must be the team that 
carries their innovation from origin to global markets. 

7. Innovation Management
Innovation, no matter how unique, is still a process and needs planning and 
execution.

Key Learnings

New Innovation Opportunity for EnterprisesEXECUTIVE WHITEPAPER

BlueCallom Corp. | 13 | https://bluecallom.com

https://bluecallom.com/


When deciding to innovate, be fully transparent with impact, timeline, cost, and 
consequences. There won’t be a billion $ success story within the first 3 years. The necessary 
innovation investment will exceed $100 Million to get to the top.

If this is a go:

1. Hire a Chief Innovation Officer (CINO) as CEO direct report and task the CINO to 
build a highly diverse team of 8-12 innovation talents to start with.

2. If you have existing innovation teams you may want to review their qualities and 
their objectives.

3. Dissect your overall market and look for innovation opportunities. Create a list of 
the best opportunities and highest risks to be disrupted through others. Focus on 
the most interesting opportunity.

4. Create an internal innovation culture to innovate your business processes. 

5. Based on your decision, let the team innovate for the designated audience - it may 
be an internal or a market facing audience.

6. Expect a groundbreaking innovation prototype to be introduced to the first set of 
users/customers within 6 months - no matter how complex the solution may be.

7. Explore the Short, Mid, Long-term capital requirements and approve the plan 
together with the board.

8. Let the initial innovation team launch the first minimum viable product (MVP) in 
the market no later than another 6 months.

9. Insist on reporting so you are able to compare teams and help them to improve. 
Be prepared that the organization will change. 

10. Let the original innovation team build and scale the project and go to market, 
scale and go global. Don’t expect your existing sales and marketing organization 
to bring the innovation to market. 

11. After two to three years, you will have a new division or business unit competing 
with your former top products - but better that you cannibalize yourself than 
somebody else challenging your business. Making it a different brand is not a bad 
idea. Ensure your growing number of innovation teams is repeatedly successful - 
year over year.

Innovation Masterplan
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Japan’s executives call it “The lost 20 years” because the past 20 years were lost when it 
comes to innovation. It takes time to get an innovation to market. A hundred years ago it took 
on average 30 years to go international and roughly 50 years to reach 100 Million in revenue. 
Today, it takes roughly 2 years to go internal and only 10 years to get to a billion in revenue. 
It takes innovative ways to get innovation to market. The first Tesla was delivered in 2008, 
dismissed by the rest of the automobile industry. Today, it’s the thought leader in mobility and 
even the biggest former leaders are looking up to Tesla. The Internet was invented in 1960 
and then re-imagined in 1990. It took another 10 years for the Internet to be mainstream. 
Even if you start working on a groundbreaking innovation today, it will take 5 years to be 
recognized and 10 years to become mainstream. This behavior is not because you are slow 
innovating - it is because the general market is slow in adopting. 

The big impact you can make, however, is to set it in motion. The actual ideation process 
all the way to market entry is usually fast - 6 to 9 months. Finding the first few hundred 
customers may take another 6 to 9 months. Attracting the larger part of the market, 
conservative customers, is what takes far more time than most expect. However, the financial 
markets and their long term view raised the bar for top companies much earlier. Many 
financial market observers estimate that by 2030 only 50% of all of today’s large enterprises 
will still exist or be somewhat relevant.

Co-authored by:

Axel Schultze
Cleo Dan
Matthes Fleck Ph.D.

Why you have no time to waste
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The BlueCallom methods and technology reflects 40 years of active innovation, ten years of 
startup support, and three defining years studying neuroscience.

It helped map intuitive innovation activities with the natural flow of the human brain. We are 
just at the beginning of an amazing journey, learning more about our brain, how it composes 

innovation, and how we can stimulate that process. 

So far it led to unique technology that changes how we use software to support complex 
ideation processes and accumulate more data than ever before imaginable. It’s currently the 

most predictable and fastest way to groundbreaking innovation. 

Background
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