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BACKGROUND

After building four innovative businesses, two growing into the billion Dollar 
revenue range and later helping several hundred startups to become innovative; 
we decided to create this Innovation Master Plan as a blueprint for innovation 
success.

1. Pillars of Innovation
2. Preparation for Innovation
3. Innovation Life Cycle

The foundation of this Innovation Master Plan is the Deep Innovation Design 
method. The method is highly influenced by neuroscience, how our brain 
composes ideas. Creativity and innovation is done laterally in our brain. Lateral 
thinking and lateral processes are becoming of strategic importance in empowering 
teams to create the disruptive concepts, businesses need to stay competitive.

BACKGROUND
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When having a chance to learn from neuroscience how ideas get created in our brain and 
extrapolate the impact of that learning, we also see several aspects of innovation like purpose 
to innovate, the time and finance to innovate as well as the overall outcome in a very different 
light. Also the entire innovation process can be seen in a very different light and the necessity 
for a stringent process is rising. The least used but biggest power of our brain is lateral thinking. 
When putting the key learnings together, the pillars of innovation become an important part of 
innovative thinking.

Innovation vs. Improvement
Innovation is a groundbreaking elevation in the way people do things and becomes the preferred 
option by its designated market. Improvements are better versions of a previous product, 
service, or experience, where people enjoy an improvement in their activities. An innovation on 
the other hand is a groundbreaking new product, service or experience where people change 
their behavior or usage of a product making and elevating their actions to a significant degree. 
Innovative solutions almost always trigger new services or even additional products from others 
and reshape an entire industry segment. Gradual innovation, soft innovation, or other terms all 
describe inventions, which are not innovations. Also inventions are not innovations yet. However 
inventions, like brilliant ideas, are the substance of possible innovations.

Source: (1) Black & Decker Coffee Machine (2) Essenza Mini C Silver Nespresso Machine 

Innovation Purpose
Every successful innovation serves a purpose. And every 
successful innovation was created for somebody else than 
the person or company it was innovated by. There is no need 
for random experimentation to accidentally find an idea that 
accidentally finds a market and accidentally solves a problem 
in that market. Moreover, an innovation purpose may exist 
for a group of people and there is not even a market yet. 
When Carl Benz invented the first automobile, there was 
no market yet. It was created around a desire that had 
developed as the product became available

(1) PILLARS OF INNOVATION

Source: Benz Patent Motor Car, 1886-1894 
The Benz patent motor car is the world’s first automobile.
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Innovation Timeline
It takes on average 6 to 20 years to turn an innovative idea into a product, bring it to market and 
achieve market leadership. Such a timeline is almost always completely underestimated and 
longer than most CEOs are leading a company. Today, no innovation exists that took less than 
10 years from idea creation to being mainstream. The main reason for such a timeline is not an 
inability of the company but the slow market adoption rate.

Innovation Financing
A genuine innovation consumes somewhere between a few hundred million to a few billion 
dollars. Whether it’s a radically new technology created in an enterprise or a startup that grew to 
a Unicorn, the financial effort of billions of dollars is the same. Today there is no known solution 
or service that has become a globally successful disruptive innovation and was done with less 
than $100 Million to get to a mainstream solution. Obviously there are small parts of a bigger 
solution with innovative aspects, very creative solutions that support a bigger system, and make 
a small company successful for its owners. But those are not of the quality “groundbreaking 
elevation in the way people do things and becomes the preferred option by its designated 
market”.

Ideation & Execution

From idea to market entry
From ideation to validation, 
funding, building and early 
market entry under the radar.

Public market introduction
Market introduction, sales and 
innovative marketing, building a 
market born product.

YEAR 1

Initial exponential growth
First exponential growth 
phase achieving recognition as 
innovation in the local market.

Expanding to other countries
Second exponential growth 
phase into a few international 
markets.

Acquisition and growth
Possible acquisition of strategic 
partners. Third exponential 
growth phase internationally.

Going global
Scaling all aspects of the 
organization, growth and 
recognized globally as 
disruptive solution.

YEAR 2 YEAR 3 YEAR 4 YEAR 5 YEAR 6
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G = I * E2

Innovation is based on the duality of brilliant ideas and relentless 
execution. The initial value of any idea is zero. As soon as somebody 
acts on the idea and wants to make it a reality, execution kicks in and 
adds value to the idea. But even with some early effort of building 
prototypes and selling a few products, innovation will not sustain 
without exponential growth. A Groundbreaking Innovation needs 
a brilliant Idea but most importantly, Execution for exponential 
growth. This can be described in the equation: G = I * E²

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

BlueCallom Equation
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Lateral Thinking and Acting
Around 5,000 B.C. when masons built the pyramids in Egypt, the most successful way of teaching 
was a step-by-step model. It helped even the least educated people to follow a process. This 
method survived all waves in our past education systems into the third millennium. Interestingly 
enough, our brain uses lateral thinking (not linear) for the most critical decisions, observations 
and any kind of creativity. Only we never developed that nature given super power. In every 
negotiation, our brain works laterally. We hear arguments, watch body language, sense 
nervousness, construct our arguments, and so forth almost all at once. Only moments later we 
do the same, take past arguments and expressions into consideration and listen or respond. 
This massive parallel process is one of the most powerful abilities we have with our brain. If we 
would use a linear (step-by-step) process and take a script, making notes of all the inputs, the 
negotiation process would implode.

We find lateral action also when we drive by 
car from home to our office. We can observe 
that our brain gets even more sophisticated. It 
can drive you in an almost sub-conscious state 
where you think about something completely 
different but still following the road. Should 
something unexpected happen and you need 
to change your way home you will do it in an 
instant. 

Innovative ideas are not created with linear, 
step by step, methods. Innovative thinking is 
lateral in its most amazing appearance. Many 
thoughts appear simultaneously and are very 
quickly negotiated in our brain in a massive 
parallel process.

To leverage the powers of our brain, the 
Deep Innovation Design model was created 
as a lateral method. The process is to intelligently think through the entire process before we 
really start doing anything. Our human intelligence is a lateral mechanism. We can think through 
scenarios, imagine their outcomes and select the best possible solution. It’s done through 
our brain’s ability to operate laterally. Random experimentation is an insult to our intelligence. 
Instead of experimenting with things like children, we experiment with thoughts in our brain. 
When collaborating as a team, we can even amplify the ideation process and get to even deeper 
thoughts by working multiple brains on one topic. Unlike the linear step-by-step approach of 
general business applications that help users better perform repeatable jobs, innovation is a 
unique and highly creative outcome.
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Innovation Readiness Check

A) Executive Mandate and Strategy
Ensure that the top executives, together with the board have a clearly formed and communicated 
innovation mandate. This includes a good understanding of the innovation timeline of 5 to 10 
years and the budgets in the two or three million dollar range.

B) Access to customers
Ensure that the top executives, together with the board have a clearly formed and communicated 
innovation mandate. This includes a good understanding of the innovation timeline of 5 to 10 
years and the budgets in the two or three million dollar range.

C) Organizational readiness
Finally you should invest time and resources to get your internal organization “Innovation ready”. 
BlueCallom provides a simple checklist for that.

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

Make your readiness check with a holistic view towards the outcome

Leadership Buy-in
Genuine Innovation is a long term engagement. It usually takes less than six months to create an 
innovative solution, but on average 5 to 10 years to be recognized as an innovation in the market. 
Innovation is the duality of brilliant ideation and relentless execution. 

Moreover, most of today’s innovations of significance consumed more than a billion dollars  to 
become successful. Not only is it a long term engagement, it consumes capital that cannot 
be decided within any department. With today’s knowledge of how innovative ideas can be 
stimulated and how those ideas could be brought to market, repeatability of that process is 
another key consideration. This is why innovation as grassroots initiative must fail and why it is 
a top level mandate. Innovation is a CEO mandate. Without a dedicated innovation strategy that 
comes from the very top of an organization, no innovation is realistically possible.

Crafting an Innovation Mandate
An Innovation Mandate is similar to a declaration, mission statement or manifesto. Founding a 
company like Apple, Cisco, Google, IKEA, Mercedes Benz, Microsoft, Tesla, Uber and thousands 
of others, was a major undertaking. Those undertakings envision a transformational outcome, 
knowing it will take 10+ years to get to the top, it requires exceptional talents, and significant 

(2) PREPARATION FOR INNOVATION
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financing. The magnitude of those innovations keep the founders teams very busy with growing 
and scaling the business. An innovation mandate is therefore not just the wish to be more 
innovative but building an entirely new operation within the company that may be able to 
compete and disrupt an existing business for the benefit of the market and the benefit of staying 
highly competitive. It’s one reason why we do not accept “gradual innovation” as innovation.   

Goal
It should be the goal of any innovation effort to identify an opportunity in the market the 
company is already active in. Furthermore the goal needs to specify the people an innovation is 
for. The target audience may be different from the decision makers or buyers but very dedicated 
users of the future innovation. It must be clear that certain existing solutions will be completely 
replaced by the new innovation.

Example Objectives
1. Achieve the state of innovation within 7 to 15 years and become a global market leader 

for that solution.
2. Deeply involve selected customers as their precious work experience cannot be 

emulated by any innovation team. 
3. Add other stakeholders such as business partners, vendors, associations, unions, and so 

forth to the respective innovation teams.
4. Achieve the state of impossibility during the ideation process in order to maximize the 

degree of innovation.
5. Ensure that funding for a disruptive innovation equivalent of 100+ million dollars spread 

over the next 7+ years would be possible.
6. Select a strong innovation team which will not only ideate and test but bring the 

innovation to market over its entire life cycle. That team will become the size of a 
complete company.

Due to the multi year timeline, it makes sense to set several objectives for each of the episodes 
on an Innovation Journey Map. An innovation dream team needs a clear mandate from a 
visionary CEO. 

Example I
“We need to completely rethink Energy Distribution and Storage. In the next 50 years we will 
see exponential year over year growth in energy consumption and need to be able to acquire 
and deliver that energy, may it come from the Sun, from the core of our Earth, from individual 
energy sources like windmills on someone’s roof, or elsewhere. Producing and selling energy 
must be as easy as setting up a website. We want to deliver energy to 3 billion families and 
400 million businesses no matter where they are on earth or in our solar system. 

The mandate is to develop a new way of energy distribution and storage that can be built and 
implemented faster than all current mechanisms, possibly replace the current power grid, 
and should be available in a minimalistic form in the next three years. The innovation team 
will be working on the concept, make it a reality and bring it to market in the next 7 years. 
We can envision investing $25 billion into this innovation in the next 7 years. The ROI of the 
investment shall be seen in 10 years from now.”
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Example II
Another example for such a mandate from the CEO in a smaller context may be:

“We need to completely rethink e-commerce. The omnipresence of consumer goods in online 
shops is just the beginning. Consumers of all types prefer instant access to what is available, 
instant purchase and a seamless way to process, even return goods. In the next ten years 
all kinds of policies and services will be available online, insurance contracts, stock purchase 
contracts, policies for acquiring any type of assets. The financial services industry will need to 
follow that trend and we want to be a market leader in this. We want to broker any service, 
no matter what brand it comes from.

The mandate is to find a way to offer any financial services product available to anybody 
who is eligible to buy it.The innovation team will be working on the concept, make it a reality 
and bring it to market in the next 5 years. We can envision investing $500 million into this 
innovation in the next 5 years. The ROI of the investment shall be seen in 7 years from now.”

Example III
There may be a need for a “constitutional mandate.” This is when there is no innovation mandate 
yet and an initial innovation team needs to figure one out. The CEO mandate could look like this:

“We need to be innovative in order to maintain market leadership. Our customers love us for 
what we have done in the past. We will need to maintain that relationship by proving we are 
here for the future. We also need to demonstrate to our investors that the investment they 
hold is good for the next 10+ years.

The mandate is to discover some major innovation opportunities by carefully listening to our 
key users and customers to identify needs but more importantly their dreams. Identify the 
most advanced dreams and find ways to make them a reality. We will then select the most 
promising and most advanced opportunities and make them a reality.” 

Innovation Strategy
Once the executive team agrees on becoming an innovative business an innovation strategy 
needs to be crafted. Such a strategy is not focused on a certain innovation target, product, 
audience or technology but the strategic position of the company, the fact that innovation is not 
a single event but a continuum and what value the company sees in innovating. The innovation 
strategy will describe aspects of the methodical approach, the team composition and the 
requirements seen to be innovative. It addresses the audience the company is innovating for and 
with. While we don’t see a benefit in making all employees innovators with entrepreneurial spirit, 
it is very helpful to embed innovative aspects to different departments in different ways.

Team Assembly
From jointly designing to individually executing

Every business starts with a team. Our research and our own experience has shown that a highly 
diverse team will always beat a team of specialists. If a team consists of ten engineers, you have 
only more of the same; even worse you have the people designing the future who are bound to 
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the limits of today. 

An Innovation dream team consists of diverse backgrounds such as customer facing people, 
marketing people, teams from operations, administration, logistics, production, research, 
development and general managers. While skills are somewhat important, the most important 
asset of the innovation teams are their traits or talents (sometimes called soft skills).

Key traits:
Moderator  Motivator, Navigator, Coach, Leader   Leads the team
Explorer  Curious, Fearless, Creative,      Finds out things
Visionary  Fearless, Creative, Abstract Thinking, Visionary  Puts a vision together
Communicator Customer Oriented, Creative, Sees opportunities Communicates 360°
Expert  Creative, Abstract Thinking,     Designs it
Producer  Executer, Maker, Fearless, Creative    Makes it
Treasurer  Finance, Analytical, Creative, Communicative  Ensures funding
Integrator  A People Person, Sensitive, Communicative  Keeps all teams 
           together

Don’t hope to find all your dream team members in-house. Make no compromise on the first 
innovation dream team as it sets the stage for the entire innovation effort. Keep in mind that 
your innovation team should be also the team that brings the innovation to market. They start 
all together designing the future, then focusing on their business skills to execute. The key here 
is that the team buy-in of the solution is 100% as it was designed by the very team that brings 
it to market. We may call it “innovation 
parenting”. To make the selection process 
as professional as meaningful as possible 
it is highly recommended to engage 
the talent development department or 
external human talent experts. One good 
practice is to take the first person that 
was hired into the hiring process of the 
rest and add the next hired person as 
well, and so forth. If there are people that 
cannot work with all the others, it would 
be a bad start.

Outcome
The outcome of this initial activity is the completed assembly of a highly motivated team that 
can easily work together and has exceptional abilities that are relevant for the innovation and 
execution process.

First KPIs
• Team Diversity
• Team size
• Talent level

Lateral Connectors
Don’t just hire as a first step. Check no. 3 Innovation Culture and ensure some congruence.
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Forming an Innovation Culture
Innovation is the intellectually most demanding job

Make very clear what the goal and objectives are. The team must know the magnitude of that 
venture and make sure there are unique rewards for the team. Intelligent people argue with 
logic and facts, not ego and self interest. The smartest people don’t work for money but for self 
fulfillment. Remember: they are hired to stem the next billion dollar business. The only reason 
they don’t create such a business themselves is their possible dependency on family, regular 
income, and other risks that only entrepreneurs are taking. Have a base innovation culture 
statement ready before you attract talents. Then shape it together with the team you hire.

You don’t need people who play a devil’s advocate 
role in your team - you get millions for free outside 
your team. Avoid procrastinators at any price - they 
slow down your team and create frustration. 

Crafting a short and informal document what 
the innovation culture should entail and what 
prerequisites are needed to maintain it.

Executive Meeting
Building a bilateral understanding

Have your innovation team meet the CEO and the CFO of the company. Make it a short meeting, 
where every team member gets a minute to introduce themselves, their background, their 
talents, and their dreams. Ask the CEO to clearly communicate the innovation mandate in his/her 
own words and how important it is for the company. That’s it - go work on it.

The team will want to have weekly 3-minute update meetings with the CEO 
and CFO. Those 3-minute pitches are of strategic importance for the approval 
of the idea and the respective funding later on. The C-level needs genuine 
innovation. But they also need to understand what the innovation team 
decides on.

Outcome
The team gets an initial sense for the seriousness of the top level management for the innovation 
effort and management gets a good sense that the team will be able to bring the much needed 
innovation to market.

Lateral Connectors
• Prepare the follow-on meetings and purpose before the initial meeting with the CEO 

and CFO.
• Ensure to share the Innovation Continuum concept to complete the picture of the 

engagement.

Copyright © 2021 BlueCallom Corp. | 10| Management Whitepaper

Innovation Culture -To make that dream a reality, you 
should start with a culture that can make it happen.
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Innovation Journey Map
An innovation effort is a long term engagement which deserves thorough planning. Since we 
know that ideation is no longer a random experiment in the hopes of finding a great idea, the 
entire innovation engagement becomes now rather predictable and an innovative idea is an 
expected outcome of a conscious 
process. None of the highly 
innovative disruptors has hit 
the billion dollar mark within 
just a year or two. The complete 
innovation life cycle is best 
described with an innovation 
journey map. That map shows 
the very origin or starting point 
of an innovation effort and 
all the major episodes of the 
innovation life cycle, all the way 
to global market acceptance. 
Even the greatest idea ever is no 
innovation unless it is recognized 
as such in the designated market. 
Like every journey, innovation 
has a destination. However 
in our case the destination is 
“Innovation Continuum”. 

To help navigate the journey, BlueCallom created a methodical approach that starts at a point 
where a team may have no idea where to start, includes getting market feedback, from that 
point creates an innovative concept. Unlike conventional processes, where brainstorming plays 
an important role, ideation in BlueCallom is called Neuro Ideation and is a 3 to 4 weeks ideation 
process. We bet that our brain and its intelligent functions can compose ideas as it usually does 
with no experimentation in an intelligent effort. From there the concept gets verified in the 
market and with positive feedback it is much easier to finance. Then we are building prototypes 
that we call MVPs (Minimum viable Products) and bring those to market. After the market 
introduction we spend a lot of effort in scaling the innovative business and go global. “The value 
of innovation grows with its distribution” This is the success formula in Silicon Valley. Economic 
success is market leadership..And market leaders not necessarily lead by revenue or profit but 
by the fact that others follow their approach. We purposefully not go step-by-step through that 
journey but work in episodes and may jump back to an episode as needed. It’s part of the lateral 
thinking process. This is why the Innovation Journey map is not a linear path from one activity 
to the next but allows the freedom to go back and forth. You find more about lateral thinking 
further at the end of this paper.

(3) INNOVATION LIFE CYCLE
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1) Innovation Opportunity Discovery
Explore your market for opportunities before you even create your own ideas

From neuroscience we learned that every idea ever created, was a composition of past 
experiences. The most relevant experience owners in the market are customers. The new 
Innovation Opportunity Discovery method is using that knowledge and helps identify the biggest 
innovation opportunities and provides the inputs to turn the inputs into tangible insights an 
innovation team can work with. A methodical approach to analyze opportunities and areas 
where disruption could be possible and innovation is necessary. It also provides insights into 
risks of getting disrupted when analyzing the customer results from the perspective of possible 
disruption from others.

2) Learning from Customer’s Needs and Dreams
Ideas are from past experiences, customers hold the most experiences

When you start, the very first thing you will want to do is to meet some customers and identify 
their biggest needs and most importantly their dreams. Create a list of the best opportunities 
and highest risks of being disrupted from other businesses. Focus on the most challenging 
opportunities - not the easiest.

We highly recommend refraining from classic surveys. The busiest and smartest customers will 
delegate it down - at best. You want to interview the smartest brains personally. Make it clear 
that they can help change the world and they may join an advisory board that you may want to 
put together. Have the entire team conduct interviews and present their findings. Let the entire 
team vote on all the other findings. Prepare a suggestion for the executive team. Based on the 
decision, let the team innovate for the designated audience - it may be an internal or a market 
facing audience. Hoping for a random idea to present itself and then make it a reality without 
even knowing if there is an interest has a 1:100,000 chance to get to a disruptive solution. 
Moreover it is far too risky to waste time and money for something that would then need to be 
evangelized and pushed into a market.

Outcome
Learning from the factual and emotional feedback of the personally interviewed customers what 
they need and what they dream about related to their work or doing. With an innovation team of 
10 and everyone interviewing 40 people we get to 400 different insights that can be considered 
relevant for the innovation development. 

Early KPIs
Key executive reports including: 

• Needs and Dreams Analysis (with rational and emotional feedback) 
• Time to Opportunity (meaning the time it took from the start to find significant feedback 

and analysis of the findings)
• Current Budget 
• Summary (how the finding could change the market if one would make it happen) 

Lateral Connectors
Study the Idea Validation episode to make sure you make the best possible Needs & Dreams 
Analysis.
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3) Intelligent Neuro Ideation
Every idea ever created was composed from past experiences

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. An 
expectation like this was never possible with 
brainstorm meetings, meditation or other 
conventional techniques, a lot of learning 
came from neuroscience. Remember: Every 
idea ever created was composed from past 
experiences. With that newly won knowledge 
the conventional idea hunt, random 
experimentation, and playful dreaming to get 
inspiration, ideas are now obsolete. We know 
that our neurons compose new ideas from 
experiences already stored and assemble new 
ideas. That process can be stimulated and 
we can maneuver our idea process towards an innovative solution. An otherwise superficial 60 
minute brainstorm session is now replaced by a two to four week multi-step ideation process. 
The expected result is a very compelling idea but impossible to realize. Getting to the state 
of impossibility is not a waste of time but the best way to reach and exceed the limits of our 
thinking relative to the possibilities we have today. Nothing in this process is really new. It is only 
the selection of functions that worked for some hundred or more years without knowing what it 
was back then that created those thoughts. Whether it was the concept of rockets, automobiles, 
steel, steam engine, computers, internet, digital commerce, space exploration, or terraforming 
mars. Each and every innovation was first crazy then interesting and then disrupting. Only in 
recent years, the financial markets reflected on that pattern of innovation and values innovative 
newcomers higher than their conventional competitors even if they are hundreds or a thousand 
times bigger.
  

Outcome
Once the ideation process is completed, the team compiles all the ideas, insights, thoughts, 
considerations as well as the level of matching with the customer needs and dreams. That 
summary may grow very big, easily to a hundred page document. It’s one reason to have 
a dedicated innovation management system that can help make sense of all the data and 
correlation and allows the team to value all the insights from everybody else.

Innovation Relevant KPIs
• Idea contributions
• Idea values 
• Idea confluence
• Time to concept
• Budget consumption

Lateral Connectors
Study the Vision Development episode to see how inputs get compiled.

Copyright © 2021 BlueCallom Corp. | 13 | Management Whitepaper
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4) Ideation Summit
Any investments are made for the future

After reaching the state of impossibility in the ideation episode of the future innovation, it is now 
necessary to craft a vision that explains that future solution but also the path to get there. The 
vision development will expose the innovations that will need to be made to create that future 
solution and the effort that can be made right away to find a starting point for that journey. 
That is another reason why innovation is a long-term engagement. It also demonstrates very 
realistically why competing with a disruptor is extremely difficult and the longer the competition 
waits the more unlikely it is to catch up. 

Outcome
The result of that vision development is a presentation that explains the vision and the path the 
team will take to get there. The presentation is used to validate the idea with early adopters, 
the executive team, market analysts, and others. The more people know about it the better. 
Widespread distribution of such a vision provides valuable feedback, questions that need to be 
answered, and interest from more early adopters.

Innovation Relevant KPIs
• Degree of impossibility
• Timespan into the future
• MVP specification (with a vision relevant functionality)

Lateral Connectors
• Look back at the executive meetings to bring the vision in sync
• Study the Innovation-to-market episode to prepare the vision documentation

5) Idea Validation
The initial value of any idea is zero

No matter how powerful the idea is that resulted from an ideation process, it is still a theoretic 
solution that has never been tested. The initial value of any idea is zero. The very first step right 
after the ideation process is completed, is to go back to customers and present the idea for any 
feedback. The better the relationship that developed in the first interviews, the more likely you 
get detailed feedback on the idea. The Deep Innovation Design method works with three simple, 
yet carefully developed questions:

a) Which of the challenges you have yourself, will you be able to solve?
b) If the solution would be discontinued in a year or so what would it mean to you?
c) If you are my advisor, how would you price the solution?

The idea validation process would be conducted with the same approximately 400 interviewees 
from the needs and dreams analysis.

Outcome
The innovation team is getting a great sense for the validity of their idea which should be 
compiled as a presentation to the executive team.
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Innovation Relevant KPIs
• Idea validation (percent from the researched audience)
• Value of the solution to customers (from 1 to 5 stars) 
• Counterfactual validation (from 1 to 5 stars) 
• Business model relevant customer feedback (such as pricing or delivery models for the 

solution) 

Lateral Connectors
• Review the customer needs and dreams to ensure a match
• Recall the executive’s objective to ensure it fits into the overall Innovation Mandate
• Study the prototyping process to find key aspects that should be included
• Understand the innovation financing process to ensure a match to get funded

6) Innovation Financing
Financing is about risk assessments

When getting a positive validation of your idea you will now need a first round of investments. 
You will need to build a first batch of prototypes, maybe invest in additional research, and launch 
the product that is not even completed yet. This has been an epic battle in enterprises around 
the world - even in established enterprises in Silicon Valley. One more reason to have a robust 
innovation mandate that declares the willingness to invest. If there is no money, there is no 
innovation - period. 

To access capital you will need your finance expert in your team to give his or her best. Getting 
an idea funded needs only a few but very important prerequisites:

a) You have a very plausible idea validation from lots of strategic customers
b) The CFO is already primed with your innovation process and updated on a weekly basis
c) You worked within the mandate from the CEO 

Even though millions may be committed, each piece of investment is a matter of assessing risks 
and rewards. Don’t expect your CFO to be an futuris or expert of your innovation. But an expert 
in assessing the risk based on what financial data you can provide and make plausible.

Outcome
Prepare an executive presentation that is in sync with the previous pitch meetings and ensures 
approval and funding.

Innovation Relevant KPIs
• Solution approval and funding
• Budget approval
• Time to approval

Lateral Connectors
• Review the customer needs and dreams to ensure a match
• Recall the executive’s objective to ensure it fits into the overall Innovation Mandate
• Study the correlation with the idea validation
• Study the vision and show the congruence with the company’s strategic direction
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7) Prototype Building and Testing
Allow your early customers to envision the future

Now you begin to build the very first MVP (Minimum Viable Product). This product must have 
one feature that can be explained in a way that the vision of the company’s future is understood. 
Overwhelming numbers of features is very counterproductive. If you build the energy business 
of the future, your MVP may be a box and some software. The box that every hobbyist can install 
and drive the energy from their windwheel to the grid and you can sell it. While the engineers 
build the first product, they will only be a very first version for live tests. It’s your communication 
talent that will help customers to envision their very own future with your product based on the 
prototype you show. At this stage you don’t sell a product but 
the imagination and how this product will make a significant 
elevation of how your customers do things.

Outcome
You will build first working prototypes that are related to your 
future solution. It doesn’t matter whether it is a simple software 
or a highly complex nanotechnology piece. You will find ways to 
get a first prototype within about six months. Of course it seems 
impossible. However, from the first rocket to nuclear energy 
creation it was done on kitchen tables and pushed out earlier 
than anybody thought was possible.
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Unicorns are privately held startups valued at over $1B. Map is plotted based on country of origin, not exact 
geographic location.

Source: Nespresso Turmix machine 
The first Nespresso machine was far from 
being ready. But it was an MVP that could 
demonstrate the vision.
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Innovation Relevant KPIs
• Prototype readiness
• Budget consumption
• Time to alpha version  

Lateral Connectors
• Review the key aspects of the product at launch
• Marketing methods at launch
• Vision convergence from vision development

             

7b) Market Launch Preparation
Attracting highly successful early adopters

While the experts build the first prototype, sales and marketing prepare the market entry. 
Customers may provide important feedback, the first customers will be hand selected early 
adopters. The revenue from the first two years will be small but the talk in the market will go fast.
Since no products are publically available, tests will be done with a small group of customers who 
get the products for free and provide intense feedback in return. Early adopters are a unique 
group of customers that need some effort to be attracted to you. You will want to personally 
invite them to your solution. Conventional sales and marketing would fail here.

Outcome
You will create a product launch plan that addresses exclusively early adopters from your 
industry. A creative campaign shall attract decision makers and key influencers in your target 
audience and connected associations. Your highly educational approach will help prospects learn 
and understand the disruption you are going to create. 

Innovation Relevant KPIs
• Launch readiness
• Time to launch
• Budget 

Lateral Connectors
• Review the prototype development
• Review the the market validation
• Study the scaling concept

8) Innovation to Market
Innovation launches are rolling thunders - not big bangs

After about six month of testing and building, we have a “market born product”. The product was 
born and shaped by early adopters in a tedious process of refining and maybe even restarting. 
This is a learning process which is today found in Silicon Valley - but the reward is unprecedented 
feedback and product quality for the first version launched thereafter.
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Now it’s time to launch and introduce it to a wider audience - still early adopters. Innovative 
solutions need innovative ideas to find their way into the market. At this stage it is not a sales 
job but scouting very specific customer profiles. Conservative customers never buy disruptive 
solutions - and 90% of customers are conservative. The early adopters may become advocates 
because they recognize the advantage they have and they are proud to share their own 
advances. Again, the conventional sales and marketing team is not what it takes to introduce 
disruptive solutions.

Keep your innovation team motivated to stick together and help onboard new employees in the 
spirit of the team culture that was created in the first place. Over the next three years you will 
want to become a significant player in your local market. Once you are there you will want to 
scale globally. 

Now you 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 are 
repeatedly successful - year over year.

Outcome
You will go for exponential growth in the number of users using your innovative solution. You 
continue focusing on early adopters across different industries but open up to the early followers 
who want to also jump on the bandwagon.

Innovation Relevant KPIs
• User growth
• Budget consumption
• Time to growth 

Lateral Connectors
• Review the needs and dreams analysis
• Review the idea validation
• Review the vision development
• Review the innovation financing

9) Global Scaling
Scale or open the gate for competition

You are not yet recognized as one of those innovative businesses that change the world. You may 
be locally successful but still get either eaten by a competitor, fail to scale, lack the courage to go 
global, or lack understanding of foreign markets among many other challenges. An innovation 
needs to be globally successful or get replaced by another company that makes it globally 
successful. As a startup you may be able to sell the company. But as an enterprise it’s your 
responsibility to make a genuine innovation successful globally or sell the entire business unit.

Outcome
Develop a business plan for the global scaling effort including production, localization, sales, 
marketing, service, and support.
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Innovation Relevant KPIs
• Market leadership position
• User growth by geography
• Budget consumption by geography
• Production effectiveness
• Time to growth 
• Other industry specific KPIs

Lateral Connectors
• Review your innovation to 

market strategy 
• Review all lateral connectors 

in the innovation to market 
strategy

• Assume the start of the 
Innovation continuum any 
soon

10) Innovation Continuum
Already in the initial innovation strategy, it should have been made clear that innovation will 
become a continuum. That means at one point in time, the innovation that was created will be 
disrupted by a new solution, very much like the current innovation effort may disrupt the original 
innovation a company was built on.

The innovation continuum is a strategic element in the innovation effort that should be 
performed by a different innovation team that played no role in the original innovation. The 
continuum strategy should already be defined when starting the first activities of the original 
innovation. For instance, we recommend that after the fifth year, while the original innovation has 
still not achieved its fullest potential, the innovation continuum effort should be started.

Today, even the most innovative businesses that have been between 10 and 30 years in 
business, did not develop any major follow-on-innovation. More disturbing, the largest part of 
acquired companies with a very innovative basis, did not survive within those companies, let 
alone contributed an innovation follow-on. To create a successful Innovation Continuum, the 
method should be laterally integrated in the innovation process, like all the other episodes.

The innovation team needs to know from the first day, there will be another team of equally 
good people trying to disrupt what they build right now. That will motivate the innovation team 
to put the vision as far into the future as possible. If terraforming Mars is the innovation, then 
populating Mars is not a next step but an integral part. And if populating mars is on the horizon 
then a new organization model for a few million people living together may be part of that 
process too. A step-by-step approach would be fatal for the first team. The first mover advantage 
can turn into a first mover disadvantage over night. A perfect example for the power of lateral 
thinking.
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Innovation Master PlanSUMMARY

Putting the Innovation Masterplan to work.
Preparation
1) Innovation Readiness Assessment

Conduct an innovation readiness assessment. Make yourself familiar with innovation 
structures, processes, ideation and execution needs, the innovation journey map, 
methods, tools and resources.

2) Get the buy-in from the CEO
Innovation and being able to release a billion $ innovation budget is a CEO decision 
and without that in mind, innovation will never happen. Have an Innovation Mandate 
document coming from the CEO.

3) Develop a strategy
Cover the mandate, resources, team composition, the opportunity discover, the 
audience focus, resources, time and budget considerations and develop a clear success 
focus.

4) Assemble the Innovation Dream Team
You will need people with innovation specific talents and exceptional abilities. Be ready 
to form an innovation specific culture.

Execution & Results
Execute the entire Innovation Life Cycle
Start with the Innovation Opportunity Discovery all the way to bringing the innovation to 
market. There are many good reasons why the conventional sales and marketing teams cannot 
successfully bring disruptive innovation to market while working on the conventional and main 
solution offering.

Time is money - literally execute relentlessly and focus on a 1% growth rate per day, creating 
exponential growth.

Dream - Make - Scale

(4) SUMMARY
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Analogous Thinking
Thinking of similar but unrelated situations. This process is used to inspire you to think “outside 
the box”, meaning outside the topic you are working on. It’s one of the ideation techniques of 
BlueCallom Neuro Ideation method.

CallomBurst
The CallomBurst is another part of the Neuro Ideation method, where the brain is tasked to 
remove all boundaries of thinking and money, time and resources are limitless. The core task is 
to think of a perfect solution with the understanding that this solution would be impossible to 
build.

Early Adopters 
A ‘class’ of customers that are typically from highly successful companies and have seen all the 
general solutions and seek the most advanced solutions. Their success is based on the sum of all 
inspirations from the most advanced solutions, services, and visions.

First principle thinking
The initial ideation level in the Neuro Ideation model. Stripping a problem down to its most basic 
aspects. From here we rebuild the challenge without any of the current attributes.

Improvement
An improvement of any degree is a positive change of an existing product, service, or model; it 
may even replace the current product completely. But the overarching way of doing things with 
that improvement remains the same except it is better, faster, easier… And the overarching 
industry segment remains unchanged.

Idea Confluence
We know that all ideas are coming from past experiences and can be built on top of existing 
ideas or inventions. A person’s idea can quickly be improved when another person adds 
additional thoughts to it. Idea Confluence is yet another key part of the Neuro Ideation process.

Innovation
An innovation is an elevated way for people to do things differently. It usually changes the way 
the respective industry segment works or conducts business.

Innovation Continuum
Instead of being happy with one innovation and never innovating again, businesses need to see 
innovation as a continuous effort to stay competitive. Innovation Continuum is also an episode in 
the Deep Innovation Design model.

Innovation Financing
An innovation effort can easily consume hundreds of millions of dollars. Innovation financing 
takes risks assessment, success probabilities into account and also prepares the decision makers 
in a way that they are not disconnected from the innovation effort as a whole.

GLOSSARY
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Innovation Journey Map
A visual representation of the fluctuating innovation process from the moment where no 
innovation concept exists to the point the innovation is successfully scaling in the market.

Innovation Mandate
Innovation is a CEO mandate. Only the CEO can decide over long periods of years of innovation 
effort, hundreds of millions in investment and structures that need to be established to conduct 
innovation efforts with a high probability of success. The innovation mandate is also a document, 
coming from the CEOs for their teams explaining what the company expects.

Innovation Readiness
The level of innovation readiness is documented after assessing the key requirements to engage 
in innovation such as leadership mandate, organizational readiness, innovation team quality and 
readiness, and other key aspects that should be in place before making innovation investments.

Innovation Strategy
The innovation strategy is defining the purpose of innovation, the audience an innovation team 
should innovate for, the method of innovation, business environment in which it should be 
innovated, the resources that should be incorporated, and the involvement of the market. It also 
addresses benefits and the long term aspects and continuum.

Innovation Summit
The Innovation summit is a collaborative effort to structure, review, and value all the inputs from 
the neuro ideation process, after its completion. The outcome is a long term vision, a mid term 
concept and a short term action plan.

Innovation Talents
It takes teamwork to produce brilliant innovation solutions. The innovation team needs to 
possess exceptional cognitive abilities to develop extraordinary concepts and being able to make 
the impossible a reality.

Innovation-To-Market
A dedicated go-to-market strategy for innovative products, taking into account that not everybody 
looks for a disruptive solution and fears change. Yet a disruptive solution wins in the long run and 
needs dedicated marketing techniques.

Innovation Types
We differentiate between four key innovation types: Product/service innovation, Experience 
Innovation, Business Model Innovation and Organizational Innovation.

Innovative Idea
An innovative idea is a unique and compelling idea with the potential for becoming an innovation 
in the future. An innovative idea is not yet an innovation.

Invention
An invention is a truly unique idea that has been realized in a prototype or finished product and 
usually granted a patent for the invention. It’s uniqueness gives it an opportunity to become an 
innovation in the future. An invention is not yet an innovation.
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KPI Framework
A structure of KPIs that can be used in lateral thinking models in a way that linearity and lateral 
activities can co-exist and still provide indication for performance, leading to a long-term result.

Lateral Thinking
Unlike the linear, step-by-step thinking process, where one activity follows another one, lateral 
thinking or lateral processes work in parallel. You glance over a dashboard of instruments in your 
car and immediately look back onto the street. If any of the instruments made you worry you 
immediately respond or respond later depending on the urgency i.e water is overheated or tank 
is soon empty. 
Linear would be looking at each instrument, one at a time and thinking about the meaning and 
on to the next. Before you saw it all and understood the importance you probably crashed the 
car.

Neuro Ideation
The BlueCallom Neuro Ideation method is a unique ideation process, moving away from 
brainstorming to a multi level, three to four weeks ideation process. It includes first principle 
thinking, analogous thinking, idea confluence, and the CallomBurst.

Team Diversity
Innovation teams should be constituted of very diverse backgrounds such as market facing 
backgrounds, operational backgrounds, subject matter experts and so forth. The team must 
not necessarily have any specific skills but exceptional cognitive abilities including curiosity, 
courageousness, communicative and creative (4 Cs)

Unicorn
A fast growing startup with a valuation (market cap) of at least one billion $. The valuation comes 
primarily from the surge of investors willing and able to invest large amounts of money to 
participate in a disruptive and game changing solution. Corporations essentially are threatened 
sooner or later with a unicorn unless they can compete with their own innovative solution and 
can compete.
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