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2
The process of front end

Over the past few years, much attention has been focused on man-
aging the process of exploiting and developing ideas into product in-
novations and more focus is needed to support ideation in the ‘fuzzy’
front end of innovation Process. In many cases, the co-worker in the
frontline is the only one who has the knowledge to solve a certain
problem (Getz & Robinson 2003), but their ideas are often not col-
lected in a structured manner and therefore remain as thoughts and
unused knowledge. Creativity, innovation,
related and are affected by how structure an
handling and organising FEI.

and ideas are closely inter-
d flexibility is prioritised in

Most of the FEI definitions roughly describe the front end of
innovation as the activities that take place prior to the formal, well-
structured new product development or Stage-Gate process (Koen
2001) or range from the generation of an idea to either jts approval for
development or its termination. Although there seems to be a com-
mon pattern in the various definitions of the fact that the front end
activities precede the formal NPD process, there is less agreement on
which activities are included in the FEL

The FEI process is defined by those activities that come befoa€ i

the more formal and well-structured NPD [
Cooper (1988b) originally distinguished fou
innovation: the generation of an idea, initi
evaluation, and concept evaluation. He pa
portance of both market-related and techni
Khurana and Rosenthal (1998), the front en

formulation and communication,

rocess (Koen, et al. 200
r phases of the front end
al screening, preliminary
rticularly stressed the im-
cal activities. According to
d includes product strategy
opportunity identification and as-
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sessment, idea generation, product definition, project planning, and
executive reviews.

Tatikonda and Rosenthal (2000: 402) on the other hand divide
NPD into project planning and project execution, referring to the
front end of innovation as project planning which includes the selec-
tion of projects/ideas to work on, setting up product and project tar-
gets, and putting in place the key resources and mechanisms to carry
out the development effort. The rest of NPD is described as project
execution. A preliminary observation at this point is that the terminol-
ogy of FEI and the FEI process varies among researchers (Nobelius &
Trygg 2002). Apart from these explanations and definitions of the FEI
process, there may also be differences in organising front end innova-
tion in regard to size of company, type of industry, and between inter-
national cultures as addressed in the empirical study. In the study of
79 major companies in Japan and Germany, Bartnik and Kohn (2007)
discovered several differences in the way the front end of innovation
was organised.

According to Reinertsen (1999: 26), the objective of the front endis
to “[...) alter the economic terms of the bets [...] for the new concepts
based on [...] the probability for success, the upside of success and the
downside associated with failure” Other ways have been proposed for
shortening the lead-times of FEI, e.g., common vision, formalisation,
and better communication (Kim & Wilemon 2002), and Khurana and
Rosenthal (1997) stress the need to link the FEI to an integrated new
product portfolio. All in all, by several authors, FEI is considered a key
area to study in improving NPD.

On behalf of the literature review of this book, I have mapped the
front end of innovation process incorporating activities of: defining a
business focus for the FEI, opportunity recognition, knowledge search-
iﬁ_g, idea generation and idea gathering, idea evaluation and selection,
idea maturation, and development of ideas into idea concepts. Even
though the model is depicted as linear, in practice several phases or ac-
tions in the FEI process are parallel. The specific wording and number
of activities in the front end of innovation differ from researcher to
researcher, but idea generation, idea screening, idea selection, idea
maturation, and concept development are mentioned by a majority of
the researchers in the research performed in this field. In this book, the
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model below is utilised as an image of my understanding of the front
end activities performed in the FEI process.

Figure 2: The front end process model
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The structure provided in handling ideas and the process of front end
innovation process is explained through various models of idea and
innovation process management. A possible solution to the issue of
structuring ideation and front innovation has emerged from the inno-
vation management research where the concept of “idea management”
has developed, addressing the management of ideas and the structur-
ing of the idea process (Coghlan & Johnson 2008). The growing inter-
est in idea management has generated a number of articles and books
in this field of study. Generally speaking, the front end resembles the
idea management process, including activities of managing idea gen-
eration, idea screening, idea selection, idea maturation, and concept
development (Bakker et al. 2006).



The idea management process
According to the study by Steven and Burley (1997), it can take as
many as 3000 raw ideas to produce one substantially successful prod-
uct. This ratio emphasises the need for idea generation and facilitation
of structured and targeted idea handling. Vandenbosch et al. (2006:
260) propose idea management as a way to support ideation and the
front end of innovation. The generation of new ideas is normally not
the challenge, but rather how the ideas are managed and implemented
into the organisation. According to Leavy (2005), turning ideas into
commercial reality requires persistence and discipline, and overall ef-
fectiveness ultimately depends on top management being able to find
the right balance between corporate creativity and efficiency. Idea
management includes both the focus on efficiency and creativity pro-
viding the right frames and tools for generating and maturing ideas
and is therefore relevant to include in the study of ways to support
front end innovation.

Flynn et al. (2003: 426) underlines that the effective generation
and management of ideas and problem solutions are comprised of four
distinct phases: 1) Strategic Direction, 2) Environmental Scanning,
3) Opportunity Identification and 4) Idea Generation. These activities
have been applied in the development of the idea management process
model presented in the next section.

The FEI process, which constitutes the same activities as the idea
management process, is addressed by a number of researchers as
a critical element in facilitating successful FEI (Cooper 1997b, 2001;
Nobelius & Trygg 2002; Perttula 2004). The balance between struc-
ture and flexibility in handling ideas and the FEI process are important
issues to address when trying to influence and support ideation and
the front end of innovation. Making FEI and the innovation process

manageable yet creative is a challenge to many companies, as high-
lighted by Stevens et al. (1999). Creativity on its own will lead to a va-
riety of unexploited ideas with little certainty regarding the possible
outcomes of these sparks of innovation. Therefore, innovation should
be intentional and supported by the processes or expedient culture of
an organisation. This discussion captures the innovation dilemma of

structure versus flexibility.
An argument against formality and structuring of FEI is that too



much time can be spent preparing for the reviews. An even more prob-
lematic concern is that excessive formality can reduce the flexibility
required to conduct projects. Nobelius and Trygg (2002) on the other
hand argue that there is no one front end process which is suitable
for all situations, rather the type of project and the overall company
situation must have an influence. In the article “Innovation killers,”
Christensen et al. (2008) point to several critical issues related to the
application of Stage-Gate process models in FEIL. One issue is that the
key decision criteria at each gate are the size of projected revenues
and profits from the products and the associated risks. Revenues from
products that incrementally improve upon those the company is cur-
rently selling can be credibly quantified. Proposals to create growth
by exploiting potentially disruptive technologies, products, or business
models on the other hand cannot be bolstered by hard numbers. Thus,
when these projects are competing against incremental sustaining in-
novations in the battle for funding, the incremental projects win while
the seemingly riskier ones get delayed or die. Balancing the innova-
tion dilemma of flexibility and structure in handling FEI therefore
also influence the innovation dilemma of incremental versus radical
innovation.

A theoretical and practical issue related to enhancement of FEI
constitutes the development of a FEI process which both supports ef-
ficiency (structure) and exploration (radical innovation). I have there-
fore designed a generic model of the FEI flow and the idea manage-
ment process inspired by Koen et al. (2001) and Flynn et al. (2003)
which encompasses both elements of structure and flexibility. In ad-
dition, the model also presents an overview of the activities which
constitute FEI and idea management and require emphasis and sup-
port in the organisation. The activities of FEI seldom follow a linear
process which is why I have depicted the model as a funnel. The New
Concept Model (NCD model) proposed by Koen et al. (2001) and the
inspiration behind the model also emphasise the needs for iterations
between any combination of the five areas: opportunity identification,
opportunity analysis, idea genesis, idea selection, and concept and
technology development. Furthermore, FEI and ideas both influence
and are influenced by the internal and external environment, factors,
and knowledge, and the FEI process is therefore depicted as interactive
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Inspired by Koen et al. (2001: 47) and Flynn et al. {2003: 426).

with the internal the external environment. The idea management pro-
cess model includes the following key activities:

a Strategic frame and business focus
b Opportunity identification

¢ Environmental scanning and knowledge search

d Idea generation and idea gathering
e Idea evaluation® and idea selection
f Idea maturation

g Product concepts

It is important to note that the model and the stages presented are
generic and not context specific which in practice implies that the
specific content and activities within each step should be tailored to
among others: the characteristics of the industry and the national cul-

9  Also referred to as idea screening.
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ture, the present company and its strategy and goals, as well as the
people involved in the idea management process.

Strategic frame and business focus

The starting point of the idea management process model is the strate-
gic frame and business focus of the company. Smith et al. (1999) stress
the need to map and align with the strategic frame of the corporation.
Leifer et al. (2000) refer to the strategic intent of the organisation as
the starting point and guideline for innovation. 'The strategic frame
and business focus also target and narrow the knowledge search and
the focus of idea generation which further affects the level of explora-
tion and whether incremental or radical innovation is emphasised.

As discontinuous or radical innovation often breaks with the stra-
tegic focus of the company, too narrow a strategic frame or business fo-
cus may influence the level of discontinuous and radical innovation in
the organisation. The general characteristics of the models’ first phase
are to design and discuss the strategic and business related platform for
generating and integrating ideas of the company. Dooley & O'Sullivan
(2000) focus on organisational goals and vision, providing an overall
direction-giving framework for the organisation’s innovation and idea-
tion process. Smith et al. (1999) underline the following elements in
defining the strategic frame:

Identification of transitions in key markets and technologies
Knowledge of relevant external scientific breakthroughs
Competitors’ patent activities and long-term business strategies
New business intelligence for evolving market gaps

Technology and business core strengths and weaknesses
Understanding how cross-business opportunities and technical
staff, coupled with articulated market and patent strategies, con-
stitute the cornerstone upon which FEL is constructed.

The strategic focus may equally be influenced by the vision of the com-

pany and the applied product strategy or product platform strategy
(Grossler et al. 2008).
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Opportunity identification

The traditional view is that the front end process begins with an oppor-
tunity (Kim and Wilemon 2002), and when management believes that
a new product opportunity is worth exploring, a core group is brought
together. What comes first — opportunity or idea - is a chicken-and-egg
problem. Thus, ideas and opportunities are intertwined. Recognising
or creating an opportunity is an occasion for generating or testing an
idea; an idea may lead to an opportunity and it may require an idea to
capitalise on an opportunity (Vandenbosch et al. 2006: 260).

Opportunity identification is influenced by the strategic frame,
business focus, and the organisation’s goals as defined in step (a) in the
idea management process model, but should also be adaptive enough
to be inspired by ‘serendipity’ It is during this stage that aspects of the
creative process such as synthesis and incubation occur. The FEl is ini-
tiated “when the idea for the product first surfaces” (Griffin 1997: 28)
and companies “first recognise, in a semi-formal way, an opportunity”
(Khurana & Rosenthal 1997: 106). According to Lettl (2007), lead-users
can play a central role in the identification of key opportunities.

Creating an organisational setting and individual abilities capable
of recognising potential ideas to explore is underlined as key factors in
supporting innovation by O’Connor and Rice (2001:103): “Opportunity
recognition for radical innovation is highly dependent on individual
initiative and capacity, rather than routine practices and procedures of
the firm.” Issues such as organisational culture, employee competences,
capabilities, and motivation can exert a significant influence on the
operation of this phase in the process. The technical and market un-
certainty associated with radical innovations often makes it difhcult to
recognise and identify opportunities. In 10 out of 12 cases of the study
by Leifer et al. (2001), the individuals who generated the ideas did not
recognise the opportunities.

During the activities of opportunity identification, employees ex-
plore potential stimuli, follow hunches, experiment, and sometimes
take ‘leaps of faith’ while evaluating potential stimuli for organisational
opportunity. The use of certain facilitation tools such as mind map-
ping, data-mining, and cross-functional teams can act as enablers of
this activity. The output of these activities is represented by a portfolio
of potential opportunities which can be matured and analysed further
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and later developed into concrete ideas. Drucker (1996) asserts that
the source of innovative opportunity arises from the following sourc-
es: 1) unexpected occurrences, 2) incongruities, 3) process needs, 4)
market changes, 5) demographics change, 6) perception change, and
7) new knowledge. In the study by O'Connor and Rice (2001), activi-
ties and factors supporting opportunity recognition and breakthrough
innovation in established firms have been examined and constitute the
following five factors:

+ Articulating a call to action - communicate a need for break-
through ideas

- Investing in organisational enablers for opportunity recognition
Sustaining attention: the need for a project overview board
Promoting and nurturing informal networks and knowledge shar-
ing
Developing organisational structure mechanisms supporting
breakthrough innovation.

An opportunity also relates to specific problems experienced by cus-
tomers in the marketplace which companies can pursue through
product and service innovations targeting solutions for the identified
problem. Philips is one of many companies that experiment with iden-
tifying unsolved problems as an important driver of innovation as ex-
plained in the case presented below.

Through a study, Philips realised that hospital staff had to repeat many
of the scanning procedures on patients. In order to reduce the number
of repeated examinations, Philips created a scanner where patients could
create a relaxing ambience during the scanning procedure, Philips applied
ethnographic methods to explore and understand the emotional experi-
ences of patients being scanned. Patients, their family members, as well
as medical staff, were included in the qualitative and cooperative research
that examined needs, values, and experiences throughout the care cycle.
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The researchers discovered that the users experienced high levels of dis-
comfort and anxiety while being scanned. Users felt that they had no
control over the cold, clinical environment, and the machinery was loud
and intimjdating, making it difficult for them to retax which resulted in
poor scans that had to be redone,

Philips created the Ambient Experience Suite which allows patients
to personalise their environment during the scanning procedure and wrap
themselves up in a relaxing ambience using integrated architecture, de-
sign, and enabling technologies such as sound and lighting. The combina-
tion of these sensory stimuli makes the room with the scanning equip-
ment appear bigger, reducing sensations of claustrophobia, and poten-
tially reducing the need for sedation and repeat examinations. The new
scanner helps procedures progress more smoothly, making the clinician’s
job easier and increases the patient throughput. Since 2005, 50 hospitals
worldwide have installed the Philips Ambient Experience (ReD Associates
2009).

Environmental scanning and knowledge search
The innovativeness of the front end work in product development
could benefit from a better understanding of the business environ-
ment. However, many organisations do not know what information
to collect, do not have the skills to capture the information, or simply
hurry through the ideation and screening phases into development ef-
forts. According to Saxby et al. (1999), environmental scanning is the
search for information about events and relationships in a company’s
outside environment and commeon practice in a corporate innovation
strategy context and in facilitation of strategic decisionmaking,

Environmental scanning work can be split into content, process
and communication/learning aspects (Bérjesson et al. 2006). The
scanning team consists of people working on collecting and interpret-
ing data and information and they influence the content and process of
the environmental scanning work. While the outcome of an environ-
mental scanning project in relation to communication and learning is
generated together with the decision-makers, if thus becomes a critical
issue for success (Hamrefors 1999).

After a number of opportunities have been discovered, a targeted
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environment scanning and knowledge search sets in. In practice the
phases (b) and (¢} in the idea management process model (p. 66) of-
ten happen interchangeably as the knowledge search also inspires the
identification of opportunities. Generating ideas is influenced signifi-
cantly by how companies search, scan, generate ideas, or obtain infor-
mation for ideas. Ideas spring from knowledge and experiences held by
the employees, including new insights and new knowledge, acquired
internally and externally to challenge the preconceived conditions of
innovation. The critical success factors of these activities therefore re-
late to the organisations™ ability to strengthen their communication
networks, both internally and externally, in order to facilitate and pro-
mote effective environmental scanning, Important issues to address in
the environmental scanning and knowledge search relate to depth and
scope, where depth refers to familiar knowledge being searched, and
scope implies the proportion of new knowledge being scanned.

Laursen & Slater (2006) found that external search depth is associ-
ated with radical innovation. They underline that in the early stages of
the product life cycle, characterised by the state of technology in flux,
innovative companies should draw deeply from a small number of key
sources of knowledge and innovation, such as: lead users, component
suppliers, or universities. In the early stages, only a few actors may
have the necessary knowledge of the key technologies underlying the
development of a radical product. The two authors also stress the is-
sue of ‘over-search. due to, e.g., search costs. The study of Deverell and
Lassen (2006) indicate the need for a wide scanning to detect sources
for deep draw investigation. This is necessary as knowledge required
for the creation of radical innovation is often characterised by being
research intensive.

Muller and Valikangas (2002) suggest that mature firms engage
in alliances and multiple search parties to explore undetected areas,
referred to as ‘white spots, and different locations of the landscape of
knowledge. The required information for environmental scanning can
be classified into the following categories: customer information, com-
petition information, industry and sectoral information, technology
and processes, general economic considerations, specific economic cli-
mate, regulatory factors, and socio-cultural factors, e.g., demographic
changes (Auster & Choo 1993).
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Various authors underline the differences in search need and
search strategies in relation to continuous and incremental innova-
tion versus discontinuous and radical innovation (Christensen 1997;
Bessant & von Stamm 2007a). Christensen {1997) highlights that the
default response to discontinuous conditions is often to do more of
what has worked in the past which may in fact be the worst strategy to
adopt. Firms in the sectors that Christensen studied redoubled their
efforts to listen to and work closely with their customers. The trouble
was that these customers were precisely the wrong set of customers
to pay attention to (Christensen 1997). Bessant & von Stamm (2007a)

identified twelve search strategies suitable for companies influenced by
discontinuous conditions.

Table 2: Search strategies

Search strategies
Sending out scouts

Exploring multiple futures
Using the Web
Working with active users

Deep diving

Probe and learn

Mobilise the mainstream

Corporate venturing

Corporate entrepreneurship
and intrapreneuring

Use brokers and bridges
Deliberate diversity

Idea generators

Mode of operation
Dispatch idea hunters to track down new innovation triggers.

Use futures techniques to explore alternative possible futures; and
develop innovation options from that.

Harness the power of the web, through online communities, and
virtual worlds, for example, to detect new trends.

Team up with product and service users to see the ways in which
they change and develop existing offerings.
Study what people actually do, rather than what they say they do.

Use prototyping as a mechanism to explore emergent phenomena
and act as boundary object to bring key stakeholders into the in-
novation process.

Bring mainstream actors into the product and service develop-
ment process.

Create and deploy venture units.

Stimulate and nurture the entrepreneurial talent inside the organi
sation.

Cast the ideas net far and wide and connect with other industries.

Create diverse teams and a diverse workforce.

Use creativity tools.

Bessant & von Stamm {2007a).
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Environmental stability and complexity influence scanning behaviour.
In addition, organisational characteristics and particularly the strategy
of the company influence the choice of the environmental scanning
approach. Active scanning is associated with market-oriented strat-
egies, while passive scanning is associated with internally-oriented
strategies. A differentiation strategy does not require the same aggres-
sive scanning as a low-cost strategy does (Yasai-Ardekani & Nystrom
1996). Organisations with a differentiation strategy apply environmen-
tal scanning for opportunity search for growth and for understanding
the customer needs while low-cost strategies are associated with threat
analysis (Saxby et al. z002).

Idea generation and idea techniques

The knowledge search and environmental scanning provide knowledge
and inspiration for ideas, but how do ideas develop? This is a ques-
tion which has been explored by numerous scientists, philosophers,
psychologists, biologists, etc. Edward de Bono is one of them who in
his research discovered that an idea can never stand alone; it always
constitutes several ideas and thoughts comprised into one major idea.
Therefore, idea generation should focus on developing several ideas
which together form what the company is looking for. De Bono (1990)
named this lateral thinking, and Howard Gardner (1983, 1994) refers
to it as ‘frames of mind’

David N. Perkins, the American mathematician and scientist, has
defined and mapped the process from idea to realisation, and in the
process it became clear that is was never about a single step, but a range
of ideas following each other (Jakobsen 2003). Dasgupta suggests
that the generation of ideas is a special instance of a general model
of knowledge level processes. Inventions arise from solving problems,
and problems arise from dissatisfaction with inventions (Dasgupta
1996). In fact, ideas and problems are closely intertwined, and, in many
cases, are not separable. Similarly, ideas and opportunities are inter-
twined. The recognition or creation of an opportunity is an occasion
for idea generation or idea testing. In addition, an idea may lead to an
opportunity, and it may require an idea to capitalise on an opportunity.
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Numerous procedures can be utilised to generate new ideas, some of
which are listed below:

Brainstorming techniques
Problem analysis

Perceptual map analysis
Customer focus groups
Competitor product mapping
Product improvements
Technological developments
Research and trade information.

Idea generation is the active process of generating ideas whereas idea
gathering includes the process of gathering already existing ideas and
suggéstions from inside and outside the organisation. In some organi-
sations, this is resembled by a ‘suggestion box’ where employees place
and store their ideas, in other companies more formal instruments
or idea management systems are integrated to continuously gather
and identify ideas in the company. Another aspect of idea generation
and idea gathering is customer interaction and customer involve-
ment which has a strong theoretical support as the driver of successful
and innovative new products (e.g., von Hippel 1988, 200s; Tellis et al.
2006).

Internal and external idea gathering are also included in this
phase and are represented by identifications and collections of ideas
developed primarily adhoc, whereas we refer to idea generation as the
process of actively generating new ideas through facilitated activities
inside and outside the organisation. In literature, these two terms are
often applied interchangeably. It is not the objective of the book to
discuss each idea generation technique in itself or within different con-
texts, but to present an overview of the most common approaches ap-
plied in facilitated idea generation sessions.

It should be noted though that idea generation in practice is influ-

10 ltis not the objective of the book to identify and clarify all possible techniques
for idea generation and possible advantages and disadvantages, and only an over-
view of the more common techniques have therefore been presented.
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enced by the context within which it happens. This implies that idea
generation in an American or a Chinese unit may be carried out very
differently and possibly with different results. The context, culture, and
characteristics of the organisation and the group of people involved
should of course be taken into account when planning and carrying
out idea generation processes in practice.

LEGO has produced a detailed idea-generation process to assist its design
teams during each phase of the overall development process. Operating as
the full design cycle in miniature, the process is intended to transform
business objectives into design recommendations by encouraging the de-
velopment team to conduct a logical sequence of actions, with each part
of the sequence having its own defined deliverables. This sequence begins
by exploring the problem. In this research phase, the team examines the
background to the design challenge through desk research, field studies,
and interviews with consumers and expert knowledge holders. Insights
from the exploration phase are delivered at the end of the process, and
these are used by the team in the Developing phase. During this phase,
basic ideas are sketched out, from mood and colour guidelines to visual or
solid mock-ups of proposed designs, packaging, or themes.

The ideas from the exploration phase are presented formally to the
entire project team, and then undergo a rigorous: process of Validation
during which they are shown to key stakeholders including potential us-
ers, their parents, retailers, and sector experts, and assessed against the
objectives set. Feedback from the validation phase may be used to refine
design recommendations and to generate new insights, resulting in an it-
erative process before the final deliverable, recommendations on how the
project will be taken forward. After completion of the cycle through the P
prototyping stages representing LEGO's FEI, the project is reviewed and a
go/ne-go decision is made before the M phases, representing LEGO's late
NPD stages, take the concept forward to manufacture which is explained
in detail in the case example of LEGO's NPD process later in this chapter
{Design Counsit and LEGO.com).
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Idea evaluation and idea selection

It is not sufficient to generate and/or gather ideas, they also have to
be evaluated, selected,"and converted into concepts and new and im-
proved products. Idea evaluation and selection are essential activities
in FEI as stated by Koen et al. (2001: 51): “[...] the critical activity is to
choose which ideas to pursue in order to achieve the most business
value”” Especially the selection and test of ideas are significant elements
of effective idea management and the further NPD process. Prior to
the idea selection, relevant criteria have to be identified and mapped
to ensure an optimal idea selection process and the proper weighing of
the pros and cons of the materialisation and development of the ideas.

It is therefore desirable for the company to establish transparent
and standardised structures for this process, as it makes it possible to
evaluate which ideas to adopt and continue with (Tidd et al. 2001: 39).
Furthermore, the formalised process provides transparency as to why
certain ideas are selected or not selected. This also has an influence on
the employees’ desire to participate in the presentation of ideas as it is
apparent to them which criteria are applied in the assessment of their
ideas (Desouza et al. 2006).

The more a risk or uncertainty can be reduced during idea eval-
uation in the front end of the innovation process, the lower the de-
viations from the specifications of the subsequent project execution
phases, and hence the greater the success in product development. This
information-processing or uncertainty reduction approach has been
discussed by several researchers {e.g., Sherman et al. 200s: 401; Salomo
et al. 2007: 288). Evaluation and selection of ideas are performed as a
way to reduce risk and target resources. Thus, where the idea genera-
tion phase is creative, the concept evaluation is analytic.

The challenges of idea and opportunity recognition and evaluation
are addressed in the literature. According to Cooper (1997a: 22): “Ideas
are screened against a set of largely qualitative criteria to assess the
appropriateness of the idea.” Alternative screening methods and check-
lists are presented by, e.g., Rice et al. (2001: 410), “[...] calculating the
probability the project will meet the firm’s profitability objectives, pre-
dicting market size and growth rate and assessing the risks of alterna-
tive scenarios.” The application of specific evaluation grids to filter out
the strongest concepts is also presented as a method of idea selection.
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Given the company’s overall business and pro&uct strategy, goals,
objectives, and internal and external constraints, only a very small
number of ideas can and deserve to be turned into marketable prod-
ucts. The issue is usually not getting enough ideas, but selecting the
right ideas for further development. Therefore, concept and project
selection is pivotal to effective risk reduction in new product develop- :
ment. Biiyiikdzkan & Feyzioglu (2004) present a model for new prod- :
uct idea evaluation including the balance of risk and benefit. i
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$ The model presents how the new product idea evaluation weigh the

’ proposed new product ideas by taking into account the apparent ben-

% efits (tangible and intangible) and risks (systematic and unsystematic).

; This evaluation activity includes subjective judgments of the ideas in

i relation to the eight criteria presented at the bottom of the model. The

! individual opinions are pooled to arrive at a final decision on which

; ideas to develop further. Metrics are critical in idea evaluation and

% in improving the idea and FEI process. Montoya-Weiss & O’Driscoll

f (2000) propose the following set of criteria:
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1 Marketing criteria: assessment of user needs, market trends, mar-
ket potential, competition, concept definition

2 Technology criteria: technical feasibility, skill set/resource avail-
ability, synergy with development strategy, concept novelty

3 Business criteria: assessment of size of the opportunity, time to
market, customer alignment, strategic alignment

4 Human factor criteria: human factors resource requirements, us-

ability assessment, productivity enhancements, and interface
competitive analysis.

In comparison, Smith, Herbein, and Morris (1999) propose the follow-
ing metrics:

1 Patent metrics: to guide the inventors to early consideration of in-
tellectual property issues

2 Quality index metric: is a list of 30-40 selected component details
that need to be addressed to turn an early idea into a viable con-
cept and an option for commercial development

3 Dynamic cycle time: to guide inventors of the development in cycle
time

4 Pipeline revenue projection: to guide the inventors of the develop-
ment in projections of pipeline revenue.

The choice of idea evaluation criteria and metrics should of course be
aligned with the strategic frame and the business focus of the organisa-
tion as well as the company’s characteristics and overall objectives for
innovation to ensure that the optimal criteria are applied in selecting
the ‘right’ ideas for the present company and situation.

Idea maturation

The selected ideas continue in the FEI process, and during the process
they get constrained and aligned with factors such as organisational
goals, models of change, teams and resource, etc. The further the idea
travels in the FEI process, the more developed and precise it becomes.
The most suitable ideas are approved for implementation while others
are reworked, rejected, or merged to re-enter the process again (Cagan
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& Vogel 2001). During the idea development phase, or referred to as idea
maturation or ‘concept development’ by Koen (2001), uncertainties are
reduced, and the concept is refined and developed for final evaluation.

In practice, idea maturation includes, among others, testing, vari-
ous assessments, evaluations, financial calculations and scenarios, and
the development of preliminary prototypes and business cases. The
purpose of the idea maturation process is to be able to present “[...]
a business case based on estimates of business potential, customer
needs, investment requirements, competitor assessments, technology
unknowns, and overall project risk” (Koen et al. 2001: 51). Maturing
and testing ideas include an evaluation of the sustainability of the ideas
before they are converted into new specifications, attributes, and prod-
ucts. This can be done through the development of prototypes that
are tested in user tests and where the weaknesses and potentials of the
ideas are examined (Bason 2007: 286).

Testing the potentials of the ideas also minimise the uncertainty
that is tied to the creation of innovation. In addition, idea testing con-
tributes with knowledge what needs to be adjusted in the idea con-
cept. The ideas that are selected for further development and become
product development projects have to be evaluated in relation to the
company’s business strategy to ensure that the ideas make sense for the
company to go through with (Tidd et al. 2001: 52-53).

The content of the idea maturation or concept development phase
differs among production companies, service and public sectors as the

‘product’ to be delivered at the end, sets up different requirements in

relation to the unique characteristics of the company, the customers
and industry in question which all influences the content of this phase,
These elements therefore have to be taken into account when designing
and planning the activities to be carried out in the actual maturation
of the idea.

Product concepts

The final result of the idea maturation and the FEI process is a “I...]
well-defined product concept (clear and aligned with customer needs),
a product definition (explicit and stable), and a project plan (priori-
ties, resource plans and project schedules),” as stated by Khurana and
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Rosenthal (1997: 106). The result of the product concept phase is a clar-
ification and a detailed specification of the selected product concept
ready to enter the NPD process.

The selected product concepts are transferred to early develop-
ment projects and go into an early planning stage with formulation of
milestones, risk evaluations, resource allocations, etc., which includes
the business plan that is based on the company strategy, and designed
and assigned to the development project. Digmann et al. emphasise
that management should be aware not to impose plans for the trans-
formation of the ideas into new innovation that diminishes the room
and opportunities for experimentation during the process {Digmann
etal. 2006: 44).

Oden (1997: 121) defines a product concept as: “[...] the core ben
efits and the major supporting benefits of a new product and describes

= { how these benefits are provided. It can be a verbal or written descrip-
@? tion, a model or another suitable presentation format that depicts the
¥ | idea. Yet, an idea does not have to be nearly as complete or as specific
4 as a concept. An idea is usually represented as “a descriptive statement,
-é."' - written or spoken” (ibid.). In Practice, ideas and concepts are often in-
f termingled in the creative process. The value in separating them is that
: ideas can remain relatively free in form to stimulate maximum idea
§ generation while concepts must be specific and described in detail to
; enable management, production, marketing, customers, and the rest
of the organisation to understand the content of the concept, the im-
plications of the concept, and the evaluation of the one concept against
another.

| Once a clear-cut concept emerges from the FEI and enters the

NPD phase, it is usually subjected to structured and formalised devel-

Ll opment methodologies, e.g., the traditional Stage-Gate model, as pre-
E sented earlier. According to Kahn (2004) the FEI process is considered
to end with the creation of a business plan including product specifica-

Bl tion, financial analysis, and Project management plans. This final result
1 of this phase also differs between production companies, service, and
| public sectors as the need for information and detail in explanation
f of the concept are influenced by whether we are producing a physical
f product or an intangible service, so again the context has to be taken
into account.
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Internal and external factors and environment

Idea management does not happen in a vacuum, but in a context which
is influenced by the internal and external environment and factors sur-
rounding and affecting the company and its innovation process. This
also implies that generic models such as the idea management process
model presented earlier have to be tailored to the concrete context in
which the ideas have to be handled. Within the scope of an integrated
idea management approach, it is important to include all internal and
external resources that enhance and influence the innovative ability of
the business (Brem & Voigt 2007).

The internal environment and factors constitute among others,
the unique characteristics of the specific company, its culture, manage-
ment, the project, the idea, and the employees involved which are all
explained in Chapters 4 and 5. These conditions need to be taken into
account when managing ideas through the front end of innovation if
success is to be achieved. In practice, this implies an active facilitation
of an environment and factors supportive of innovation.

The external environment and factors also play a central role in in-
novation and represent a unique source of knowledge and ideation as
presented in Chapter 6. Not only does the local environment present
opportunities, but also the national and global environment and com-
munities influence the needs and trends of innovation. Public policy,
laws, and legislations set boundaries to be considered as trends open
new paths of opportunities. For a long time, the perception has been
that the customers are successful contact partners and suppliers of
ideas for business innovation (von Hippel 1986). Thus, application of
lead-users in the ideation and innovation processes is a common tool
in supporting NPD.

Competitors determine the range of innovation activities on the
procurement and sales market and are therefore particular interest-
ing to analyse in determining the external environment for innova-
tion. Competitor analysis and benchmarking are often applied as prac-
tical ways to gain knowledge of the competitive market and supply.
Nevertheless, Porter (1980) stresses that it is necessary to select the
‘right’ competitors in order to gain strategic advantage. Other external
stakeholders influencing the innovative activity within the company
constitute amongst others the opinion leaders and reference groups in
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the general public as well as government institutions, associations, and
media. It is therefore important to include these factors in designing
and facilitating the optimal idea management and NPD process of the
company.

The tate NPD process

The history of project management research is characterised by a de-
bate regarding the extent to which events and activities within the pro-
cess occur in linearly sequential, discrete, identifiable stages or whether
events are more disorganised or even chaotic. However, despite the dif-
ferent viewpoints, there are 2 number of common elements to be sum-
marised as the major components of the NPD process. The systematic

NPD process from transforming ideas to commercial outputs shapes

an integrated flow and is referred to as ‘the innovation value chain’ to

improve innovation (Hansen & Birkinshaw 2007). The early stages of
NPD represent the front end activities as presented earlier in this chap

ter and typically include structuring and identification of problems/
opportunities, idea generation and concept development, continuous

information search, and screening (Crawford & Di Benedetto 2003).

The models of the NPD process

The later stages of NPD from accepting the concept consists of the
technical, commercial, and financial steps that are necessary for the
successful development and marketing of new or improved products
and the commercial use of new or improved processes (Sankaran and
Mouly 2006). Vast amounts of research and literature have been con-
ducted within the field of NPD and product development presenting
various process tools and guidelines for managing the innovation pro-
cess. However, Booz, Allen, & Hamilton (1982) were some of the first
to present a stepwise model of the NPD process (figure s).

To ensure the operation of the systematic process, the chain of
value creation needs all kinds of innovative aspects across organisa-
tional functions to match, in other words, the matching or synergistic
action among innovative aspects drives the systematic innovation in
order to win competitive advantage. Hence, the NPD model requires
that the organisational frames supporting innovation are in place and
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Figure 5: The NPD process (

New product strategy Identify the strategic business requirements that new products
@ should satisfy
Idea generation Search for product ideas to meet strategic objectives.

Screening and evaluation A quick analysis of ideas made against criteria that reflect the objectives

@ of the organisation.

Business analysis A detailed analysis of the attractiveness of an idea in business terms.
Development Translation of the idea into an actual product for the market.

sting The commercial experiments necessary to verify earlier business judg-

@ ments.

Commercialisation The when, where, to whom, and how decisions of the launch.

work optimally to provide the necessary foundation for a successful
NPD process,

According to McGrath (2001), most companies utilise a formal
model for managing product development, such as the Stage-Gate
model (Cooper 2001). To illustrate the continuum of FEL, development
and launch of the Stage-Gate model of the NPD process by Cooper
(ibid.) has been included as presented below (figure 6). The stages from
discovery to stage 2: build business case and gate 3: go for develop-
ment, constitutes what Cooper (1990, 19973, 1997b, 2001) refers to as
the front end of innovation.

In practice, the specific content, duration, and flow of activities
of each stage in the NPD process are influenced by various elements
such as the industrial, company, and environmental factors character-
istic of the present organisation. Hence, the NPD process of a serv-
ice organisation and a manufacturing company differs although the
overall model presented captures the generic process of new product
development in most companies. Front end innovation (FEI) and New
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Figure 6: The stages and gates of the NPD process
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Gate 2: Go for testing

Cooper (2001).

Product Development (NPD) represent the continuum of the inno-
vation process. Front end innovation and idea management relate to
the preliminary research and creative phases of innovation and the
ea-rly stages of the NPD process. Whereas the later stages of the New
Product Development (NPD) process also captures the activities in-
volved in development, financing, testing, and launching of the final
products. Even though there is a continuum between the FEI and NPD,
the activities related to the front end differ on several accounts from
those of product development.

LEGO’s NPD process

The LEGO NPD process uses a Stage-Gate system to ensure that new de-
signs are requtarly evaluated against their business criteria and the port-
folio so that costly investments are not made in projects without firm
financial and market justification, aligned with the original objectives.
The foundation overview is a poster-based tool used to visualise the LEGO
development process. This helps the Product Market Development team
to review the whole innovation process and manage stakeholder expecta-
tions. The development process has four prototyping phases (PO to P3)
and five manufacturing phases (M1 to M5} as presented below:
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. In PO (portfolio kick-off), the business objectives for the project are
defined. At this stage, the key question asked is: What are the criti-
cal issues that should be solved for product groups/lines across the
portfolio? This takes about two or three months.

. In P1 (opportunity freeze), the team assesses what opportunities
would solve the issues identified in PO and should be taken forward
for development into concepts. The marketing team becomes involved
to build market and customer insights into the business case and be-
gin to define product requirements. Only when the project business
criteria are in place and the financial case for a new project has been
proved, does the design team become involved.

. In P2 (concept freeze), the team establishes what the concepts are
about in the context of overall business, product, communication,
and process requirements. The design team becomes involved, con-
cepts are created and evaluated, some initial prototyping may be
undertaken, the first full business case is prepared and detailed mar-
ket analysis is used to identify the market opportunity for the new
project.

. In P3 (portfolio freeze), the team establishes which concepts are
ready to be turned into projects. The full project requirements are
established, including staff requirements, tooling and design costs,
and the full business case is put forward for approval. Some concepts
that arise at this stage may not be LEGO-based and can be taken to
other areas of the business for further exploration.

Overall, the journey from PO to P3 can take up to six months.

Teams present their outputs from the P prototyping phases using
standardised document templates. The foundation document is formed
from a series of templates and is used to create a foundation for each
Stage-Gate activity. It brings the core team activities together in an easy
to understand document. Furthermore, tools such as the foundation docu-
ment have made cormparing different project options much more straight-
forward and make decisions more objective. After completion of the cycle
through the P prototyping stages, the project is reviewed and a go/no-go
decision is made before the M phases take the concept forward to manu-
facture.
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- In M1 (project kick off), designers and product managers work to-
gether to refine the product definition and the business plan that
will be used to bring it to market, ensuring that all design activities
will be focussed on fulfilling the precise business brief.

- In M2 (business freeze), the business case is finalised and product
design can be completed to meet the business requirements.

- In M3 (product freeze), product design is complete and attention
turns to the packaging, marketing and communication aspects of the
project.

+ In M4 (communication freeze), all physical aspects of the product,
packaging, and communication materials are finalised and LEGO's
manufacturing specialists can begin the process of building the sup-
ply chain necessary to deliver the product to market.

* In M5 (procurement freeze), the supply chain is completed, manu-
facturing is started, and the product is launched (Design Counsil and
LEGO.com).

The differences between FEI and NPD

FEI activities are often viewed as chaotic, unpredictable, and unstruc-
tured (Reid and Brentani 2004; Koen 2007), whereas the new product
development process typically appears structured and formalised with
a prescribed set of activities to be carried out. The challenge of a suc-
cessful organisation of the early phases of innovation is enhanced by
high uncertainty, fuzziness, and ambiguity of FEI. When comparing
the characteristics of FEI and NPD, it is clear that different methods
and measures are requested. The different characteristics of FEl, NPD/
development, and market introduction are summarised by Boutellier
et al. (2000) in the following table (table 3).

The FEI is in general characterised by a low or no budget, vague
goals, an unstructured process, and unclear results. The financial risk
at this point is low although the decisions made at this point may have
important implications and high impact on the financial risks later
on in the process which is an aspect not integrated in the table above.
Both the development and market launch phases have planned and
high budgets and are guided by detailed goals and structured processes
where the results are defined and negotiated. The financial risks rise as
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Table 3: Characteristics of early and later project phases in NPD

Characteristics of early and later project phases in NPD

Criteria
Budget
Goals

Costs
Processes
Results

Financial risk

Front end Development Market intro
Often non/low Planned/high Planned/high
Vague Detailed Detailed

Low High High

Not structured Structured Structured
Unclear Defined Negotiated
Small Medium High

the project advances in the NPD process, as does the costs. These are
possible reasons why NPD and launch have received more attention in
the innovation research than FEI.

As the early stages of the NPD process are captured by the FEI
and idea management process already described in detail earlier in the
book, this section will focus on the later stages of NPD which occur
after the acceptance of the product concepts and the related business
Plan. Prior to the launch, a number of activities have to be carried
out which differ depending on the specific product/service, company
and industry in question. Several books describe the specific con-
tent of each of these stages and activities related to development and
post-development which is why this book will only shortly address
the stages which also have to be taken into account when discussing
the product concept which relate to: Patenting, financing innovation,
launch, and commercialisation, This leaves out development and post-
development activities such as: development of prototypes, design
specifications, engineering, screening, production, business analysis,
positioning, pricing, distribution, marketing, sales, after services, etc.,
which are beyond the scope of this book and part of the delimination
as explained in the introduction,

Appropriability and IPR
The degree to which a firm can capture the rents from its innovations
is termed appropriability where the appropriability of an innovation
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is determined by how easily or quickly competitors can imitate the
innovation (Shilling 2007: 182). Some innovations are inherently dif-
ficult to copy as the knowledge underlying the innovation may be
rare and difficult to replicate. If the company’s know-how and unique
knowledge base is tacit, meaning that it cannot readily be codified into
documents or procedures, or it is socially complex, which means that it
arises through complex interactions between people, competitors will
typically find it hard to duplicate the innovation.

In an attempt to protect research and development (R&D) expen-
ditures, many industries rely heavily on intellectual property rights
(IPRs) to protect the large sums invested in the risky venture of new
product developments and the proprietary knowledge that they are
based on (Booth & Zemmel 2004). Intellectual property (IP) is a term
referring to a number of distinct types of creations of the mind for
which a set of exclusive rights are recognised and the corresponding
fields of law.

Under inteliectual property law, companies are granted certain
exclusive rights to a variety of intangible assets, such as discoveries
and inventions, symbols, and designs. Common ways of protecting in-
tellectual property include copyrights, trademarks, patents, industrial
design rights, and trade secrets in some jurisdictions although these
methods are designed to protect different elements. Patents protect
inventions, a trademark protects words or symbols, and a copyright
protect an original artistic or literary work,

Patenting can be carried out early in the NPD process, and many
industries (e.g., the pharmaceutical industry) practice to patent ideas,
technologies, and discoveries as they are discovered in both early and
later phases of their NPD process. It is therefore important to carry out
decisions of patenting early in the process. Different patenting laws
apply around the world, and it is therefore important to distinguish
among these laws and to determine in which countries the company
wants and needs to patent their inventions as patenting comes with a
cost of money, time, and resources. Protecting an innovation preserves
the firm’s architectural control which enables it to direct the technol-
ogy’s development, determine its compatibility with other goods, and
prevent multiple incompatible versions of the technology from being
produced by other firms.
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Diffusing a technological innovation is another strategy which is
particularly useful in industries that accrue in creating returns to adop-
tion and when the company has inadequate resources to be the sole
developer, producer, distributor, and marketer of a good. Diffusion can
encourage multiple firms to produce, distribute, and promote the tech-
nology, possibly accelerating its development and diffusion (Grindley
& Teece 1997).

Applying for patents and monitoring and overseeing Intellectual
Property Rights are both time consuming and costly affairs. It is there-
fore important to consider to what extent and in which countries the
company needs to have their trademarks and/or inventions patented.
Having a patent or other IPRs does not mean that no one will try to
copy or ‘borrow’ from your invention. Intellectual Property Rights
(IPR) have to be upheld continuously. Thus, large organisations such as
Nike, LEGO, Coca Cola, and Disney have entire departments who do
nothing else than monitor and protect the IPR’s of their corporation.

Financing ideation and innovation
It is unusual for unlimited funds to be available, and hence, business
functions usually compete with other departments for funds. Although
the majority of the costs in most industries’ NPD are located in the
actual development of the physical product, there are still costs associ-
ated with FEI and the preliminary NPD stages. Setting up an idea team
and facilitating the process of generating, evaluating, and maturing an
idea into a product concept requires time, money, and resources. If
the company does not have available resources for R&D activities, this
could represent a potential barrier to ideation and FEI as employees
have to spend time finding ways to finance their idea project even be-
fore they have started, which may demotivate people to leave the idea
in the desk drawer. Typical costs and time involved in the intrapre-
neurial phases of the idea management process have to be expected
in terms of, e.g.: 1) idea generation and selection processes, 2) market
analysis and customer interviews, 3) technology analysis, 4) examina-
tions of potential patenting, and 5) tests and prototyping.

A great deal depends on the culture of the organisation and the
industry within which the company operates. For example, the phar-
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maceutical industry spends billions on front end innovation as their
FEI processes last up to five years and constitute extensive research,
search activities, and testing even at the early stages of NPD. Other
industries spend very little on R&D, but huge amounts on sales and
marketing which is the case for the financial service industry. In prac-
tice, establishing the R&D budget for as business is influenced by short
term performance fluctuations and availability of funds. In addition,
R&D budgets are also affected by the long term strategic technological
needs of the business.

A typical approach applied is the portfolio approach which enables
profits from today’s successful businesses to be invested into what the
company hopes will become the profitable businesses of tomorrow, Yet
this strategy does not Support new innovations that go beyond what
the company knows today or has formerly invested in. Trott (2003: 336)
presents a number of key factors to consider when allocating funds for
R&D: 1) Expenditure by competitors, 2) Company’s long-term growth
objectives, 3) The need for stability, and 4) Distortions introduced by
large projects. Furthermore, he proposes six different strategies to be
applied in R&D allocations:

- Inter-firm comparisons: which are comparison of R&D expendi-
tures, number of R&D personnel employed, etc. among compa-
nies within the same industry and of similar characteristics.

© A fixed relationship fo turnover: which implies that the company’s
R&D expenditures are based on a constant percentage of turn-
over.

* A fixed relationship to profits: which implies that the company’s
R&D expenditures are based on a constant percentage of profits.

* Reference to previous levels of expenditure: includes a discussion
of previous year’s expenditure Plus and allowance for inflation or
other factors.

+ Costing of an agreed program: constitutes an estimate from the R&D
manager on required R&D funds for different R&D projects.

+ Internal customer-contractor relationship: in large multinationa)
companies, the individual business unit may pay for research car-
ried out on their behalf by the R&D function. In addition, there
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is usually some provision for building the knowledge base of the
whole organisation.

Top management in many companies try to eliminate the barriers of
funding ideas by sending a clear signal of the company’s innovation
focus in setting up R&D funds for both front end activities and prod-
uct development. Financing and funding are key elements in active
facilitation of idea and innovation management, and therefore central
factors to consider in management support of ideation and product
development within the organisation.

Launch and commercialisation

The uniqueness of the idea behind the new product has to be commu-
nicated to the user and customer in the launch and commercialisation.
Commercialisation is concerned with making the innovative process
or product a commercial success; it includes issues such as market-
ing, sales, distribution, and joint venture. Hence, commercialisation
means taking an innovation to market (Chakravorti 2004), but may
also include convincing production managers to adopt a series of new
techniques available to them (Single and Spurgeon 1996). The success-
ful introduction of new products and services into markets is critical
for the survival and growth of organisations.

According to Kelm et al. (1995), commercialisation is a transitiona}
phase in which the organisation becomes less reliant on its technologi-
cal capabilities which are important during the activities of initiation,
but more dependent on market dynamics. While technical capabilities
are important for the early stages of the innovation process and de-
velopment activities, for the launch and implementation stage, it is
marketing capabilities including market investigation, market testing,
promotion, etc. that are significant. Verhaeghe & Kfir (2002) consider
aspects of commercialisation under the headings of market analysis
and monitoring, reaching the customer, and market planning.

A company can strategically apply launch timing to take advan-
tage of business cycles or seasonal effects, to position its product with
respect to previous generations of related technologies, and to ensure
that production capacity and complementary goods or services are in
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place. A practical example hereof is the video game industry repre-
sented by major players like Nintendo, Sony, and Microsoft who all
take advantage of seasonal effects by introducing their consoles shortly
before Christmas so that the hype of the consoles’ launch will coin-
cide with the Christmas season. Thus, the majority of all video game
| consoles are sold in December. The marketing and PR strategy of the
company of course has to be integrated in the launch and commer-
cialisation of the product where the most commonly used marketing
methods include; advertising, promotions, and publicity/public rela-
tions.

Questions for discussion
1 What constitutes front end innovation?
2 What is the purpose of idea management, and what are the key ele-
7 ments?
2 In what way can the strategic frame and business focus support
and limit innovation?
b How is opportunity identification carried out?
¢ Which various activities constitute environmental scanning and
knowledge search?
d How are ideas generated and gathered, and from whom?
e Which criteria would you suggest for idea evaluation and idea
selection?
. f Through which activities would you mature an idea?
[ g What constitutes a product concept? And how would you de-
velop a service concept?

3 What are the challenges of a linear idea management process?

4 What are the benefits in managing the idea process?

5 To what extent does idea mariagement influence innovation dilem-
mas of structure versus flexibility and incremental versus radical
innovation?

6 Discuss whether idea management supports or limits incremental
and radical innovation,
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7 Discuss the way LEGO has designed and carried out their NPD pro-
cess.

a What are the strengths and weaknesses of their NPD process?
b Is there potentially anything missing in their NPD model?
8 What are the main differences between front end innovation and
new product development?

9 In what way can R&D financing and patenting limit and support
ideation and innovation?

B e s




Innovation has been announced as the key to success for corporations all
over the world and is critical to a company’s survival and development.
However, the ability of an organisation to grow is dependent upon its abil-
ity to generate new ideas and to exploit them effectively in producing new
innovations. Over the past number of years, more theoretical attention
has been focused on managing the process of exploiting these ideas and
progressing them into innovations. However, the process by which organi-
sations handle these ideas in practice is often unstructured and “ad-hoc”.

Idea and Innovation Management explains the concepts and processes of
idea and innovation management and the key elements of how to support
and facilitate effective idea handling and innovation management through-
out an organisation and in relation to different industries and company
sizes. Relevant models and theories are explained, exemplified in practice
through company case examples and discussed through workshop ques-
tions.

Through this interplay between innovation theory, practice, and discus-
sions, the author hopes to provide students, theorists, and practitioners
with the necessary theoretical and practical understanding of how to sup-
port ideas, innovation, and intrapreneurship in organisations.
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