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Introduction 
My purpose today in this masterclass 1 , is to share experiences on agile innovation in companies and 
organizations. I’m going to present 8 views or faces of innovation, to discuss some, which you 
consider more interesting. 

Innovation is a very used word and in many areas. Everyone seems to agree that it must be 
encouraged and that all companies and organizations should focus their strategy on innovation, 
especially SMEs and new companies. 

But the concept that is being explained in these different areas does not always coincide. I think I 
should first clarify the concept that I am going to apply here to the word innovation, which, in any 
case, will be focused on action, that is, on the capabilities of the organization to act. 

Innovating would be something like bringing good 
ideas to reality, continuously and successfully. 
Innovation is not, therefore, the result of genius, 
chance or luck but a process. A process that can be 
designed, implemented and improved in all 
companies and organizations. A process that 
favours the creation of an "innovative culture".  

Innovation is not an option but a necessity. It 
means: 

 Do something new. Innovate in products 
or services. 

 Position in the market or segment in a 
different or new way. Innovate in the 
value proposition to clients and the 
positioning in the market. 

 Do things differently. Innovate internal 
processes 

 Change paradigm. Create a new "mental 
model" or category. 

We see it differently from invention or discovery, which would be something that until now is 
unknown, usually based on a discovery whether scientific or technological. 

An innovation is the use of this new knowledge or technology for a real application. Something that 
serves people or the community. 

 Innovation can mean a radical leap in business, something that the market has never seen 
before. 

 Or it can be of incremental type, that it has taken an existing concept or idea and improves 
it, typically using a process of stages and development in phases, which lead to a 
commercially viable new product. 

                                                           
1 Responsablia Masterclass on May 2018 
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 But neither do we confuse it with continuous improvement or "Kaizen", that is, innovation 
will always have a certain qualitative leap. 

Innovation & change 

I am convinced that organizations, and as such companies, behave and evolve as open 
systems. An open system is everyone who interacts and is connected to the social 
environment. 

Which, as a first consequence, is that to survive and develop they must adapt continuously. In a 
changing social environment, they never quite adapt. 

The human being is an open biological system, innovative by nature since, while evolution, it has 
continuously adapted to changes in the environment. 

The human person, moreover, as an intelligent and emotional being, has a natural ambition of 
knowledge, exploration, of explaining the phenomena that he observes and of being there, of 
knowing the increasingly distant and remote spaces. 

Human history is the history of all our innovations, from the smallest to some that are fundamental 
milestones that have drastically changed our way of life. We have already distinguished between 
radical or incremental innovations. 

Therefore, organizations, like open systems formed by people, are adaptive and innovative in 
nature. 

"Change and innovation, radical or incremental, are normal things, nothing is extraordinary in the 
fact of adapting. It is a necessary condition for survival in all living beings and in open systems. " (2) 

Why then in some organizations and companies 
it costs so much to innovate? Or does it cost 
much more in some than in others? And 
because in certain areas, countries or social 
environments, innovation is not only not usual, 
but is rare, rare and difficult? 

One explanation is that, with time, in these 
companies, organizations, territories or 
societies, barriers to innovation have been 
raised and that these barriers become a real 
brake or inhibitor to the natural tendency to 
innovate.”.  

It is true that, in addition, innovation implies change, and, in the face of change, reactions are 
generated. Despite the normality of adaptation and change, it has its detractors and resistance 
strategies. That is, some people and organizations generate resistance to change and, therefore, also 
to innovation. 

Examples: 

• If it works well, do not touch it ... (popular) 
• Let them invent ...! (Miguel de Unamuno) 
• Why devote resources to innovate if we do well? 

                                                           
2 Samuel Husenman. El cambio y la mejora como estrategias adaptativas.  
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• Does change ensure success? Who demonstrates the effectiveness of the new? 

It is a reasonable or understandable strategy, the most economical if things go reasonably well. 
Hence, it is said that to start a change you must be on a hot platform (hot enough to start burning 
your feet). There is also a tendency to overvalue what one has, as a reactive factor to novelty. 

Regardless of the reasons or reasonableness of the resistance to change, it generates barriers to 
innovation, which slowly accumulate and eventually create a culture in the company or organization 
that makes it difficult or impossible. 

There is another reason, innovation is usually oriented to the future, and therefore carries more risk 
than the immediate. 

For more difficulty, in companies the processes are usually oriented to obtain a performance, and 
this is usually measured in the short term, so that their 'operational' processes focus on immediate 
performance. 

In the allocation of resources, always limited, the innovation in a certain way competes with the 
operative processes, with which a tension of priorities takes place. Do we prioritize immediate or 
future performance? This dialectic is observed to a greater or lesser degree, in all organizations and 
it can be clearly distinguished in which of them there is a marked orientation in one or the other 
direction. 

Therefore, where innovation is paralyzed, is rare, complicated or expensive and even non-existent, it 
is because there are barriers. In these organizations, the focus is usually on day-to-day, focus on 
immediate performance, but on speculation, rather than on future performance. 

We must recognize these barriers and resistances to change if we really want to innovate. 

On the other hand, there are many opinions and authors that place innovation and permanent 
change as an imperative need, otherwise there is no future. 

"The probability that in the future or in the medium-term things will remain the same as now is 
exactly zero" (3) 

Therefore, we must decide to situate ourselves in the future and recognize that things are going to 
change, that we need innovation to adapt and progress. 

In summary, innovation is change, and to manage it we must manage change appropriately. 

Change management models are similar. 
Practice is what leads to success. We use four 
models: Michael Doyle, Managed Change 
Model, John P. Kotter and practical 
implementation methodology. 

In any case change process requires: 
Leadership, Team, Practice, Education and 
Accompanying. 

 

                                                           
3 John Kotter. The heart of change 
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Barriers to innovation 

All barriers must be considered, but the most important are those that arise from the 
environment, the medium in which the company is located. From the social, cultural, 
economic, institutional paradigm, etc. These are the ones that are shaped and 

regimenting our individual barriers and those of our organization. 

"We can say that there are environments that crush new ideas, while in others they seem to flourish 
without effort. 

In this context, there are places, environments or cultures where innovation is difficult, something 
simply occasional result of the exception. And yet, there are other places, environments or cultures 
where innovation favours itself spontaneously.” ( 4) 

It is necessary to know what the origin of 
the barriers is and carry out action plans to 
eliminate them. Not to do so would be to 
spend a lot of energy, resources and costs 
without success, which would justify greater 
barriers and resistances in the future, due to 
failures and bad experiences. 

In a wider circle, organizations, as open 
systems, when living in a social system or 
environment, are influenced, and if this 
environment is not prone to innovation, the 
difficulties increase, since there are not only 
the barriers of the interior, but in all its social environment or country. 

Since these barriers probably cannot be fully eliminated, they must try to, without isolating 
themselves, create a certain environment, a proper and differentiated culture, to prevent their 
people from becoming contaminated from the environment. It is very difficult, which is why many 
companies decide to set up their areas or teams related to innovation in countries or social 
environments that are more open and appropriate to it. 

Situation of Spain. 
According EIS statistics (5), the relative position of Spain in terms of innovation in relation to the 
average of the EU countries continues to decrease since 2010. Its distance from European leaders 
and from the strongly innovators increases even more. 

The dimensions or areas where their relative weaknesses are identified are practically the most 
determining factors in the growth of a country's innovation index: investment in R & D, financial 
support, patents, business culture, and alliances between companies and innovators, in a solid base 
of innovative and growing small and medium-sized companies. 

In summary: It requires a continued effort to find the source of internal and external barriers, with 
action plans to eliminate internal and at least reduce external. Our environment is not the most 
favourable to innovation. 

                                                           
4 Steven Johnson. Where good ideas come from 
5 http://ec.europa.eu/growth/industry/innovation/facts-figures/scoreboards/ 
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Innovation is a process 

It’s a process that can be designed, implemented and improved in all companies and 
organizations. And a process that, as such, companies must be prepared to manage. 

If it is managed well, it favours the creation of an "innovative culture". 

It is a measurable process that covers the entire organization or all areas of a company. 

Obviously, there are innovations that have arisen from a moment of genius, but the majority, 
especially those that have proved important in society, are the result of exploration, research and 
the search for opportunities, the opening abroad, risk, trial and error. They need knowledge, 
information and intangible resources. They rely on individual skills and the formation of highly 
efficient multifunctional teams and knowledge networks. 

It should be an "open" process, that is, that no limit or barrier can impede the flow of ideas and 
participation in projects. Innovate in an open process, is favoured by the interaction of as many 
knowledge and skills as possible. That is why it opens the company abroad, increases its capacity to 
learn and prepares it to create continuously: technological advantages, advantages in positioning in 
the market or the proposal of value to the client and advantages for internal processes that reduce 
their costs. 

Innovation is also a process of managing the 
projects that result from turning ideas into 
concrete projects and a process of managing 
the project programs that, in the form of 
continuous flow, are the way to channel and 
optimize the resources needed to take them 
to a good end. 

Moving from an idea or a basic concept to a 
useful and available product in the market is 
a very rewarding job but involves managing 
this complex process well. Recognizing and 
understanding it, being able to navigate 
through it with the available resources, can mean the difference between success and failure. 

In summary: Innovation management is a management process, directly linked to the strategy of 
each company and according to its vision and specific values. 

 

Innovation and performance 

Innovation and performance are not contradictory terms but on the contrary, they 
complement each other. So that greater innovation greater performance. 

However, they can produce tensions in the organization, since one is directed to the future and the 
other is a theme of the present. They are two basic processes that compete for resources. That is 
why I speak of 'harmonizing' innovation with performance. 

I am aware that experience can be useful, but not as a recipe to be applied systematically. We know 
that what has gone well in a certain time and circumstance will not necessarily work at another time. 
Therefore, it should be used with discretion and moderation. In many cases, unlearning is as 
important as learning. 
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In a very simple and schematic way, the primary processes of a company can be represented as 
shown in the figure: 

As operatives, included are all the processes that represent the daily activity of the company, as 
customer management, sales, marketing, production, supply chain etc. 

The support processes include all the activities 
of HR, IT, Finance, Administration, 
Maintenance, etc., that is, all those that 
support the operational activity and also, the 
innovation process, whose activities prepare 
the future of the company. 

Since, in our current environment, the change 
is a constant, and it is an accelerated change, 
where a company believed to have a 
competitive advantage, it turns out that its 
products or services are quickly transformed 
into generic and the pressure in the market is intensified. 

For this reason, we integrate the innovation process with operational and support processes in a 
single process of "integral management", which allows introducing the latest changes and relevant 
variations in the environment to make decisions. 

In summary: We should harmonize innovation as a future process with daily operations, 
immediate performance, sharing resources and limited budgets in a process of "integrated 
harmonic management". 

Agile Innovation 

The challenge is, in addition, to innovate nimbly. For this we rely on the active fusion 
of these two concepts: 

Innovation + Agility = Agile innovation 

Agility is to introduce the concept of value and flow in all processes, freeing activities that do not 
lead to create value or facilitate the flow of projects. 

Agile innovation results, therefore, from applying the "Lean" methodology to accelerating all 
processes and applying the resources released to the flow of innovation. 

The term "lean" suggests something fat-free, lightweight, and therefore freed of unnecessary 
weight. The term "agile" is similar, but also has some connotation of movement, speed or ability to 
acquire speed, that is, light and with a good capacity for acceleration. 

The agile company has made an important process acceleration process. But he has also done 
something else. It has achieved increases in quality and a decrease in cycle times and controls. 

With the additional capacity that has appeared, both in machinery and in work, the company can 
decide: if with these results resources are reduced and with this, only a reduction of costs will be 
obtained. Or, if you use the additional resources and capabilities to do new things, which will result 
in a greater capacity for response and income. Or, if both possibilities are mixed, with a mixed effect. 

The company gains agility in innovation when it decides to use all the capacities to do something 
new, that is, to innovation. 
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In this way, the agile company is one that has managed its priorities, first gaining speed in all its 
processes and second through a totally proactive attitude, that is, not satisfied with the "status quo", 
has created synergies among its basic processes. 

In the creation of new companies, the 
term that is most used, referring to agile 
innovation, is "Lean Startup". 

A "Lean startup" seeks to "create" a new 
business model, instead of "executing" 
an existing one. 

See the simplified process diagram 
according to Eric Ries. (6) 

Lean + startup = speed. 

Speed, in this case, is the elimination of 
tasks without value and iteration. 

It is the simultaneous activity of chained processes; Cycles of development and learning cycles; Build, 
measure and learn; Iterate the cycles; Persevere or pivot; create a business model based on the valid 
minimum (MVP); use the "Canvas" Model as a startup facilitator. 

In summary: The innovation process is made agile through "lean" methodologies. 

Innovation culture and maturity 

The experience as executive and consultant, working on issues of innovation and 
strategy, allows to identify common features in companies that we may qualify for 

having "innovative culture". 

The innovative culture is created with the accumulated learning by structuring and perfecting an 
innovation process and with the experiences of successes and mistakes in its projects and innovation 
programs. 

For this, the company is willing to consider innovation as its key strategic axis and seeks to sediment 
in its organization the experiences obtained. And it is also willing to seek its own way, since each 
organization needs to develop its own model. 

The common features that we can identify are summarized here without an order of priority, or in a 
certain sequence, simply grouping the concepts that, in the observed companies, stand out as 
priorities: 

1. Create knowledge. Generate ideas. Innovative companies 
create knowledge continuously and generate ideas about 
new products or services, as well as their positioning in the 
market, about the brand and about their internal processes. 
Knowledge is understood as "capacity to act” [7]. And this 
knowledge is created in organizations in processes that 

                                                           
6 Eric Ries. The lean startup methodology 
7 See: Karl E. Sveiby. 
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have been described by Nonaka i Takeuchi [8]. Generating ideas can be facilitated by 
removing barriers and creating an appropriate environment [9].  

2. Another characteristic feature is the grouping of 
three concepts: Learning, openness to the 
outside and customer orientation. Innovative 
companies continuously learn, specially from 
their mistakes, (error is not penalized), but also 
from all their experiences and projects. This 
learning is structured and exploited in the future. The characteristics of organizations that 
learn [10 ] have been defined. On the other hand, open innovation [11] is an essential concept 
and includes openness to the outside world and customer orientation. They also use 
appropriate techniques and tools to listen to "the voice of customer”. (12) 

3. Innovation is a strategic process and therefore innovative companies have 
defined this innovation process linked to the strategy and they have 
structured and improved it with their own experience. In addition, it is an 
'agile' process. [13]  

4. Innovation is change. Innovative companies are 
used to managing change. They know that in all innovation, some 
paradigms have to be changed. If the company has no experience in 
incorporating and managing the changes, this is going to be a barrier. [14] 
. Innovative companies have also considered how to act in the face of 

crises and change. [15].  
5. We highlight another feature that groups four concepts. Project and program management. 

Innovative companies work on 
projects and group those into 
programs. In some cases, their 
organization has evolved from the 
departmental, matrix or process 
organization, to being organized by projects. In all cases, a coherent set of measures and 
indicators have been designed [16] to ensure results and improvement. The responsibility of 
the projects lies with multifunctional teams. All projects are reviewed in phases through a 
process of stages and gates. By this, projects whose probability of success is no longer 
acceptable are eliminated in time. 

                                                           
8 See: Ikujiro Nonaka, Hirotaka Takeuchi 
9 See: Steven Johnson. Where good ideas come from. 
10 See: Peter Senge, The learning Organization 
11 See: Henry W. Chesbrough, Open innovation & Services open innovation 
12 http://www.fguell.com/en/topics-courses-experiences/integrating-voice-customer/ 
13 http://www.fguell.com/en/model-innovation-management/ 
14 See: Michael Doyle y John P. Kotter 
15 http://www.fguell.com/en/change-crisis-innovation-2/ 
16 http://www.fguell.com/en/performance-measures-today/ 
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6. Innovation often generates new companies and startups. The concept of 
"Agile or Lean Startup", is to look for a repeatable and scalable business 
model instead of executing an existing business model. Innovative 
companies have incorporated this concept and consolidated it with the 
concept of 'agility'. Tools are used to execute activities simultaneously 
instead of chained processes for the cycles of development and learning, to iterate the 
cycles, persevere or 'pivoting' and create a business model from the minimum valid (MVP). 
(See: Eric Ries [17]).  

7.  Generate value Differentiation, design and brands. Innovative companies 
seek to generate value, realize and capture the first benefits in each 
project. They review each project at the end and structure their learning. 
They seek differentiation through segmentation, through the design 
applied to the user, to the process and to manufacturing. They look for 
customer experience and brand management. [18].  

When the previous characteristics are reinforced and 
persist in a company or organization, innovation is 
settled in its culture as a strategic process and 
therefore we can say that an innovative culture is 
created. This allows them to differentiate and assume 
leadership positions. 

Often there is a will to innovate, but it becomes 
difficult. Often companies must focus on the day to 
day, solve emergencies, change plans and production 
programs and this takes time to all teams, there are 
continuous changes in dates, meetings, etc. It acts 
outside deadlines, the projects are longer than 
expected. The margin is getting lower and yields are 
not adequate.  

Organizational maturity. What to do? 

In these cases, we analyse the "Organizational Maturity". What does this mean? In principle you 
cannot ask an organization, especially if it is small or with limited resources, to focus on certain 
processes in the medium / long term, if it has not previously resolved how to function on a day-to-
day basis in a structured way and with habits that lead to correct results. That is, without structured 
and controlled operational processes.  

                                                           
17 Eric Ries. The lean startup methodology 
18 Ver: Design Thinking. Integrating innovation, customer experience, and brand value. Edited by Thomas 
Lockwood 
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In general terms we could say that the 
organization can not undertake processes that are 
well above its current maturity stage, without first 
resolving the basics. 

If a company is in Phase I in this maturity diagram, 
it will be difficult to undertake projects that 
correspond to phases II, III or IV. A change is 
needed. 

We talk about processes and in these cases the 
organization is usually more oriented to areas or 
departments than to processes. It should be the 
opposite, and for that, have defined the key 
processes, operational and support. 

Innovation is a future-oriented process, but operational processes are part of the "day to day" and 
should usually work with positive indicators in more than 95%. 

As we move forward in the maturity phases we can begin to "harmonize innovation and the 
direction of the operational processes", that is, harmonize the results of future projects with day-to-
day performance. We will structure the processes horizontally and give responsibility to 
multifunctional teams. 

How do we do it? 
By structuring a management process that integrates all key processes, and incorporates all the 
latest known and relevant changes, based on the latest information on the environment and 
particularly those relating to customers, market and supply chain and modifying the premises. We 
consider as key processes: 

1. Innovation management. All projects and 
programs 

2. The management of clients. Sales forecasts 
and demand management. 

3. Operations management, supply and logistics. 
4. Support processes. HR, Finance, IT, etc. 
5. Knowledge management and intangibles 

With this, we create an operational plan, with a 
specific horizon, which contains all the available 
forecasts and information, based on premises that 
are continually reviewed: It is a single realistic plan that provides visibility to all functional areas. 

This allows to take decisions on time and not reactive. It also allows connecting the strategy with day 
to day. 
In summary: Innovative culture is part of organizational maturity, it is created with accumulated 
learning by structuring and perfecting the innovation process, and with the experiences of 
successes and errors. 
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Measure innovation management 

The innovation process, as such, needs to be improved, measures and indicators. 

Examples of measures and indicators on innovation and projects: 

• Launch time. (Time to Market) 
• Reduction of the previous one in the last year 
• Number of active projects 
• Achievement of milestones in each project 
• Completed projects with compliance with initial objectives 
• Ideas converted into a project 
• New products in annual average relation 
• New products / Total sales 
• Average duration of the product life cycle 
• Number of new ideas evaluated, projects started and interrupted 
• Contribution of new technology in products / year 
• Customers / suppliers involved in projects 

As a system to improve the process, we have created an Innovation Management Assessment Tool. 
As a barometer indicator on the ability to innovate in organizations, it allows you to improve your 
innovation process. Focuses on the areas that we consider most important for the success of the 
process and the creation of an innovative culture. 

The scope of innovation covers not only the development of new products, but also that of new 
internal processes, the management of new market positioning initiatives and the generation of new 
concepts and platforms, sometimes based on new paradigms. 

The tool is a questionnaire of 50 questions grouped into 5 areas. It can be downloaded in: (19).  

Better to be answered by more than one person for each company, there is room for ten at most. 

The questionnaire consists of 5 sections with 10 statements each. It usually takes a couple of hours 
to assess all the answers. It is about understanding each statement well and comparing with the 
reality of the company.  

                                                           
19 http://www.fguell.com/en/innovation-assessment-tool/ 
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The results will be shown in two graphs, one of six axes and another of 12 that allows us to see, in 
more detail, what type of improvement actions should be undertaken. On request, an external 
evaluation can be carried out, which entails the issuance of concrete action plans. 

In summary: Have an integrated system of measures and indicators and use the innovation 
management evaluation tool. 

Some details about an agile innovation process 

Since Toyota implanted its 'TPS' (Toyota Production System) back in 1975, with its 
results and its success, the term "lean" expanded rapidly all over the world. Today it is 

applied not only in production or in industrial fields but in the processes of companies and 
organizations of all kinds. We also apply it in innovation. 

In this way, the agile company is one that, applying lean techniques, has accelerated its processes 
and managed its priorities creating synergies between the process of innovation, strategy and day to 
day. 

Accelerating processes means increasing your 'velocity'. 

By 'velocity' we understand how the% of times in tasks that add value to the process in relation to 
the total time of it. It can oscillate between 3l 3-5% in most cases, until approaching 50%. 

The features that define an agile company, could be the following: 

• Lightness. It comes from the absence of "charges". In the sense of a structure or 
organization light, uncomplicated, authoritarian, or bureaucratic. In any case, he has made 
an application of "lean" techniques to his processes, including especially that of innovation. 

• Velocity. It does not mean that everything has to be done faster. It means that all processes 
have been optimized and 'speed' measures are used. Cycles have been reduced by the 
elimination of contradictory, repetitive or useless tasks from the point of view of value. 

• Speed. Indicates that waiting times have also been eliminated, that we act with adequate 
responses always, as a continuous flow, even in discontinuous operations. Concurrent or 
simultaneous engineering, iteration, integration and SCRUM are used, for example. 

• Elasticity. It can also be associated with flexibility. The flexibility to adapt to very different 
positions according to changing needs and the elasticity of knowing how to return to the 
required position in each case. 

• Dynamicity. It is the opposite aspect to the static or immobile. The company or dynamic 
organization is the one that moves in continuous evolution to improve and adapt to 
changing needs. It also contains the concepts of foresight and anticipation, without which it 
would be very reactive to events, while dynamism is expressed with the will to influence 
these events, to provoke and anticipate changes. 

With the combination of all this would consist the agility in terms of company or organization. We 
can begin to imagine the agile company about innovation and change, as one that evolves safely in 
its competitive environment and that demonstrates it: 

• Being the first to detect and understand the events and trends of its competitive 
environment 

• By having a permanent capacity for rapid reconfiguration in the face of changes and needs in 
new environments and paradigms 

• Being able to detect and / or create the same changes in existing paradigms. 
• Creative ability to create new paradigms and / or models. 
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An agile innovation process has been designed 
and tested based on agility methodologies and 
customer orientation. Although we represent it as 
a continuous flow, it is permanently open to the 
outside, it is based on the iteration and the 
simultaneous activity of various subprocesses.  

Innovation management is a management 
process, directly linked to the strategy of each 
company and according to its vision and specific 
values. It is an open process and therefore based 
on open innovation model. 

The key elements of the process are: 

Elements of organization: 

1. Direction and decisions taking 
2. Project organization / project programs 
3. Revisions by phases. Stages and gates 
4. Structured development  
5. The right techniques and tools 
 

Support processes: 

6. Strategic Product Management 
7. Technology Management 
8. The intelligence of the company 
9. Management of the flow of innovation 

Identifiers of ‘good' innovation management: 
Once the capacity for innovation of a company is evaluated the important is to identify the elements 
that will constitute an excellent management. How can we recognize and / or anticipate these 
elements with all the parts that are required to function properly? 

First is important, that the process of innovation and its subprocesses are designed or revised with 
"Lean" criteria or methodologies, with a prior concept that is the agreed definition of "value". This 
minimizes and releases resources of all kinds. 

The release of resources leads to the concept of "agility" using these resources to strengthen the 
innovation and provide it with concurrency and iterations between phases and ongoing projects. 
This is what the two backward arrows represent in the previous graphic. 

The following is the identification and, if applicable, the implementation or revision of the following 
elements: 

1. How decisions are taken. Who directs the innovation 
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A clear decision-making process, 
known to all and agile. Decision making 
is carried out at the managerial level. 
No matter the denomination, in 
companies it is usually called 
innovation committee, product 
approval committee, innovation 
management team, etc. It will depend 
on the size of the company. In the 
small or very small can be a single 
person of the directors or the same 
general director. In the majors a team 
or committee formed by several executives, the leader or responsible for the innovation process in 
total and those of several of its subprocesses. It is a key element for all the concepts, for the agility in 
the decision making, the time in which they are taken, the responsibility of approval of ideas and 
projects, the decisions in the different phases of these, the allocation of resources, especially those 
shared in different programs or projects, etc. It defines the innovation strategy and has the ultimate 
responsibility in the selection of project and project teams and in the phased reviews. In the end we 
will return on it. 

From there we divide the elements between those that affect each specific project within the 
innovation flow and those that affect the set of projects or programs throughout the company or 
organization. This previous point naturally is common to both. 

Affecting each specific project, including the process of selecting ideas: 

2. Multifunctional project teams. Central and extended team. 
It is essential that each project be assigned to a team. And that each team has a responsible person. 
It will also depend on the size of the organization, the teams will be more or less numerous, with 
partial dedication, almost total or total, but always recognizing a base or central team, which deals 
with the project permanently and an extended team, which is they incorporate other expert 
members according to the needs in the different phases. In any case, the project team is 
multifunctional, that is, it brings together people from different areas and functions of the company, 
different levels and specialties. The base team develops the project plan and its execution and 
control and is responsible for its objectives, its deadlines and its budget. 

3. Revisions by phases. A common method for all 
The different phases of each project can be overlapped or developed concurrently, but in any case a 
system of 'phases and doors' (stage and gate) will be established, with the established decisions that 
in each phase analysis the project, decide its elimination, its reconversion, return to a previous phase 
or continue in the planned form or with variants. This process of revisions by phases is common to 
all projects and known, so it takes place in the framework of decision making. It is flexible enough so 
that projects or programs of very different nature can fit. It is key to invest time and resources only 
in those projects that continue to give the expected perspectives and reduce or eliminate the 
investment as soon as possible if not. 

4. Approved methods of planning, execution and control of projects 
There are methods of planning, development, execution, control and review of well-structured 
projects, common to all and continually reviewed to ensure their agility. There are measures and 
indicators that identify the results of these methods. This is key so as not to invent the planning, 
execution or control framework, etc. in each project, which would lead to squandering resources, 
loss of time and delays in terms and in the interactions between projects. In addition, participants in 
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various project teams should adapt to different systems producing confusion and uncertainty. 
Naturally, the methods are simple and clear, with enough flexibility to adapt to projects of a 
different nature and purpose. 

5. Appropriate techniques and tools. Both design and development 
Always have the appropriate design and development techniques and tools. There are many that are 
used and can be defined according to each project or program. As a general example we can 
mention the following: Design techniques. E.g. QFD, DFE, UOD etc., Design automation tools, 
Simulation tools, Techniques and development tools, Project planning and control tools, 
Programming techniques and tools, Financial analysis techniques, Group work, Eg Groupware, 
Information and documentary management tools, knowledge management techniques. 

The design strategy can be used: either conservatively and / or highly innovative, to, in each case, 
create or maintain a competitive advantage. This double management of concepts and design is also 
a key element for the future exploration of new forms and for the construction of an iterative 
methodology. 

What affect all projects and programs and the flow of innovation: 

 

6. Management of the innovation flow as a continuous flow 
The flow of innovation is formed by the set of projects and programs and works in accordance with 
the innovation strategy, supported products, portfolio management and technology management. 
The responsibility for the management of the innovation flow is normally the same person in charge 
of the entire innovation process. The proper functioning of the flow of projects and programs is key 
for the company to have continuously new opportunities for launching products or services, new 
positions in the market or segments of this and constant renewal of its internal processes. For its 
optimization, measures and indicators are necessary, such as, for example, compliance with the 
deadlines in projects and their phases, time of realization and placing on the market, use of 
resources, compliance with explicit and tacit expectations, etc. It is about maintaining a structured 
development of the projects with revisions by phases, maintaining a continuous flow and the 
iteration of activities and concurrent development. 

7. Strategic management of the product / service portfolio 
Portfolio management, with an appropriate product / service strategy, is a key support for the entire 
innovation process. It considers in general, the life cycle of products, the vision of the segments or 
lines, their evolution in the market, strategy of platforms, strategy of expansion or concentration, 
and new developments. Competitive strategies consider differentiation, price structures, global 
strategy, cannibalism or technological obsolescence and time of permanence. It is usually based on 
the elaboration of a technological map and a map of interrelated products / services. Its scope 
should be global, regardless of the scope or area of action of the company, even if it is local. The 
competition can be extended and placed quickly if it is not within our forecasts and on the other 
hand the global knowledge and vision are necessary to elaborate any strategy. It would be necessary 
to consider some effects: 

a) Proliferation effect with the development of lines and variants 
b) Learning effect in the market: the rapid test product in the market 
c) Learning effect by design: the reuse of knowledge created in excess, for the following 

projects 
d) Construction of a mechanics of learning through explorations, with errors, variations, 

validation, etc. 
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8. The intelligence of the company 
The intelligence of the company includes the economic, strategic and technology management, or as 
it is usually called, technological surveillance. This would be the last element, but also key to support 
the flow of innovation and the entire process. 

The intelligence in the company is based on continuous internal and external learning and is 
structured in different processes such as: 

a) Economic intelligence It is related to information on the economy, geopolitics and legal 
regulations. 

b) Strategic intelligence: 
• Social and environmental intelligence, the company determines the convergence 

and coherence of its activities with social issues and environmental values. Beyond 
its image, one can evaluate the degree of openness or resistance of society to the 
innovations that are proposed to it. 

• Market intelligence, the power or influence relationships can be analysed 
throughout the supply chain, among suppliers, competitors, customers, end users, 
new entrants, etc. The company can make a map of opportunities, save time and 
avoid reinventing the wheel. You can build your customized marketing mix and 
position yourself according to the most appropriate value proposition. 

c) Technological intelligence, or technological surveillance, with it the company manages to 
follow the evolution of knowledge and technologies, especially those that may be related to 
its current or future activity. It has a defensive part and another active part. On the one 
hand, it must prevent its innovations and its technology, which is the heart of its 
differentiation, from becoming obsolete. On the other hand, it must identify the axes in 
which the technologies are developed and decide whether to acquire or work on new 
incorporations that will ensure new concepts and innovations to obtain new competitive 
advantages. 

No intelligence can be approached separately from the others. Market intelligence feeds on 
information that comes not only from social intelligence, but also from knowledge that is the result 
of technological intelligence and that comes from technicians who have studied and developed 
technologies and products used by competitors. Therefore, it is necessary: 

a) Prospecting work in all departments and areas, as well as with suppliers, customers, etc. 
b) Generate areas of innovation: concepts with high value potential and exploration. 
c) Manage the expansion, selection and recombination of concepts. 
d) Use economic principles adapted to uncertainty and risk: value of an option, project 

programs, etc. 
Finally, we return and close the cycle on the first point: 

Who directs innovation and how decisions are made. 
The innovation management committee or team is key in the whole process for the responsibility in 
decision making at the managerial level. The denomination does not matter, and it will depend on 
the size of the company. 
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It defines the innovation strategy and has the ultimate responsibility in the selection of project and 
project teams and in the phased reviews. It is the key element for all concepts, the agility in decision-
making, the time in which they are taken, the decisions in the different phases of these, the 
allocation of resources, especially those shared in different programs or projects, etc. In addition to 
implementing and monitoring the results of the process through appropriate measures and 
indicators throughout the innovation process. 

Benefits: 
It is important to end up with the entire innovation process aligned with the vision and strategy of 
the company. Without a clear vision and a well-defined strategy, in the first place a coherent 
innovation strategy will not be possible and, secondly, the appropriate results will not be obtained 
for the development and the company. 

The benefits of this approach can be measured and in general are spectacular: 

1. Reduction of up to 50% in "time to market". (Time from the start of the development project 
to the first significant sales) 

2. Increase in sales revenue. A reduction of time to the market, has an impulse to add new 
products or services that increase sales, but above all it allows decisions about the life time 
of products and their impact on margins. In general, margins increase. 

3. Increase the possibilities of reducing the life cycle of products which allows to be faster and 
the first to launch new developments. 

4. he optimization of resources invested in the entire innovation process, by taking decisions 
on time, focusing on projects with better prospects and eliminating projects with dubious 
end due to changes in the environment or other causes. 

5. Less failures in launch. Precisely because of the best filtering throughout the process, the 
launches have a greater short-term impact on sales and a greater percentage of them is 
consolidated in sales. 

6. Greater opportunity to obtain and retain talent and greater possibility of establishing 
external networks that will be positive in new developments. 

 

In summary: The term 'Lean' and agility apply not only in production or in industrial fields but in 
the processes of companies and organizations of all kinds. We also apply it in innovation. An agile 
innovation process has been designed and tested based on agility methodologies and customer 
orientation. Although we represent it as a continuous flow, it is permanently open to the outside, 
it is based on the iteration and the simultaneous activity of several subprocesses. 

 


