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1. The Sequence of Activities 
Identifying steps to be taken when planning activities is important for innovation. Appropriate 
sequencing is required to ensure that all the components required for successful discovery, but it does 
not mean, that all activity is sequential. It is common knowledge that in identified phases a sequence of 
activities is present. Generally speaking, a sequence exists between three distinct phases as described 
in the Innovation Management Standard: the Discovery, Development and Deployment phases. It is not 
to say that these activities may not overlap, or that you may not have to circle back/retrace, or even 
that all activities are linear at all times. This is particularly relevant for the Discovery phase. As most 
new product, service or process development initiatives are handled in the form of projects, it is 
typical that this requirement is dealt with by means of project management tactics. These may be linear 
using a waterfall model, or cyclical using e.g. methodologies like e.g. Agile/Scrum. 

Business planning, timing/market conditions 
There is a right time and there are optimal conditions for any product, a service or process to be 
introduced. Knowing when a particular type of product should be ready to go live, e.g. when a new 
technology would be about to go mainstream, is an important success factor. A product or service’s 
inception may be many years before its successful market introduction to a general audience of users, 
e.g. just to mention a few it would be the invention of television, widespread Internet use, or wi-fi. 
There were working and fully functional tablet computers more than twenty years before tablet 
computing became a record-breaking and mainstream phenomenon in the late-2000’s. Many products 
and services were either launched too early (customers were not ready, technology was unstable, 
dysfunctional) or too late (the opportunity window was closing and the product or service has already 
become mainstream and competing parties have arrived in great masses) as late-comers in e.g. the 
tablet market have found. Timing is a prime and recognized factor for success. Passing proper judgment 
on the accurate timing for deployment is a critical faculty, where even the best innovators may 
sometimes err considerably like Jobs did when the Newton was launched. Misreading market signals, 
ignoring technological obstacles, signals of lack of customer acceptance of new technology may lead to 
disastrous results. That is a prime reason to invest seriously in internal and external analysis. 

Business planning in an Agile and startup universe 
Particularly in dynamic environments where there is continual, dynamic and cyclical development, 
business planning can become more of a challenge. Even so, at some point in time the questions asked 
will surface one way or another. Adopting the appropriate approach that fits your environment is 
important, as are planning formats that allow you to work in repetitive cycles. 
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2. Gathering Information – External And Internal Analysis 
It is important to continually collect, process, and analyze internal and external information when 
planning through all phases. The starting point in terms of available internal and external information 
for your plans is very important.  

Questions in early Discovery phase 
Early Discovery is a critical phase that should lead writers of plans to collect and process insights about 
their environment, their organization, and lastly certainly about themselves. For radical innovations, 
stepping out of context, by e.g. involving people who have nothing to do with your business, and who 
are willing to provide external views, and subsequently listening to those views, may become very 
important. Doing this in ‘improbable pairs’, or by exposing employees to outside feedback and 
information directly can be a very rewarding exercises. In preparatory research, it is important that 
questions are answered such as these: 

Looking outward 
• What is the environment my organization operates in? Describe in short statements, what your environment 

looks like: its important stakeholders, the demographic, economical, sociological, technological, ecological, 
and political situation (often referred to as a DESTEP analysis) and outlook, meaning the trends you see in 
your market, the most relevant technological changes that are occurring around your organization. You are 
encouraged to use pictures or graphical descriptions and a systematic capturing tool.  

• Focus on what may present itself as a good opportunity, or conversely as a serious challenge to your 
organization in your existence that requires to be addressed. For example, describe what a golden 
opportunity might consist of, or the kind of opponent you would definitely not like to come across, or the 
kind of situation you would, or would not like to find yourself in, 3-5 years from now. 

Looking inward 
• What kind of organization do we work for? What types of people do we employ more likely than not? Can 

we predict their behavior? What is its culture and what does its leadership believe? 
• What is the organization capable of achieving? What are its available resoureces, material or immaterial in 

terms of finances, human resources, information and infrastructure?  
• What is our world orientation? What matters to employees most? 
• What is the driving force in your organization, its dominant culture? If their is none explicitly, why is that, and 

what is that telling you? 
• What is your organization specifically good at and makes your organization unique, in other words: what are 

its core competences? What does it not do so well? 
• What are the most important processes we have defined? Are they actually used? 

 

It is advisable to capture these answers in concise statements. With the planning team, discuss the 
results of the above. Critically examine each statement, challenge your position, look at standout 
results, and fills remaining gaps where that is appropriate. What has been omitted at this point that 
may be essential, going forward? 

The results of this exercise should preferably be discussed in a roundtable fashion with  management 
teams so as to share and learn more about the results. Particularly interesting can be to identify what 
has not been brought up, to locate where the gaps and blindspots are. 
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Create Images of Possible Futures 
An important element of this stage is: trying to find out where should we focus our innovation and 
new product development efforts? It is very likely, that every market, industry or organization is 
markedly different from any other. What is truly important in one sector, may not be so somewhere 
else. Evolve different parallel scenarios if outcomes are uncertain. Scenario techniques may help evolve 
and develop different images of your organization’s future. 

Questions in Late Discovery Phase 
Late Discovery, when you have gathered information about your environment, your own organization 
and have built images of possible futures, you may want to find answers to the following questions:  

• What kind of changes and developments can you see or predict in your environment in terms of: 
o (Non-)Customer/user behavior and preferences/needs? 
o New technologies (directly or indirectly related)? 
o New functionalities? 
o New trends in user/customer behavior? 
o Emerging new business models to pay for products and services? 

• Which of these changes are relevant, and if they are, why are they considered relevant? Can changes be 
viewed as an opportunity? 

• Can we build pictures of our future? In the shape of scenarios? What do these look like and what are its main 
driving forces? 

• What kind of new opportunities or threats to your organization may these scenarios bring? 
• Can you describe at least 3 burning ideas that would be worthwhile to pursue as opportunities? 
• Can you reverse or counter a threat by turning it around into an opportunity? 
• Can you write one or more short briefing documents for your organization to guide its efforts in innovation 

based on these insights?  
• What seem to be interesting new changes to explore further, or ideas to test?  

Innovation professionals often call an early description of new product development or a similar 
briefing document an Innovation Charter, which we will discuss in the next section. Its core aim is to 
link strategic intent to planning and execution. Describe in this document a synthesis what you stated 
in the above and use elements of the above structure that you think fit. It should be actionable and to-
the-point and serves as a briefing document to innovation teams. 

Let team members challenge all assumptions, ask critical questions, and also fill in any resulting 
omissions found or note for usage/treatment later. Actually it would be best to repeat this step at 
regular intervals. The resulting briefing document can be used as input in the next step. 

3. Writing Business Plans in Discovery Phase 
Introduction 

Having made a scan of your external environment and your organization, gathering relevant 
information, having built images of the present and future situations, having described your strategic 
ambitions and shaped innovation objectives, these are typically expressed in the shape of briefings and 
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early plans. They are written in large varieties of shapes and sizes, and people write them for a number 
of reasons: 

1. to document otherwise loosely formulated organization ambitions 
2. to convince management or investors to invest time and money in the initiative however small  
3. to provide guidance to execution of activity in early phase 
4. to provide a reference and control, to check whether the initiative has been executed as planned. 

Writing concrete plans becomes a necessity once you have ventured to elaborate an idea into concept, 
and an early-stage opportunity. A typical setup for any organization would be to use a set of interlinked 
documents for their business plans in various stages of a new product, service or process development 
process. For the sake of description, we have labelled these as follows. 

For Discovery phase you may look at: 

• The Innovation Charter (a project’s strategic briefing);  
• The Concept/Opportunity Development and Validation Plan (which early project shall we define, and how 

will we test its validity?); 

For Development phase: 

• The Business Case (why should we invest time and money in this opportunity?), often accompanied and 
underpinned by a separate financial overview; 

• The Development and Deployment Plan (how shall we further deploy and launch/commercialize it? – this may 
be an integrated whole with the former); and  

For Deployment phase 

• A Launch Plan (fully elaborated Development and Deployment Plan) 
• The Post-Launch Evaluation Report (what actually happened when we deployed the new product/service or 

process, and what have we learned from that?), which is an evaluation assembled some time after launch. 

The term ‘Business Plan’ is applied to all of the above formats with varying degrees of appropriateness, 
and is often used as a generic term. The Business Case with which it is often confused, is the 
comprehensive plan on which the actual investment decision is made, when it is finalized in its first definitive 
form, and which should be used as the basis for evaluation. We will look at each of these types of 
documents in turn. 

The Innovation Charter 
This document is the result of a formulated strategic intent that requires more precision for a project 
team to start exploring a new area, a new product idea, a new market application. Once that 
exploration is finished, the outcome may be used as input for the Concept/Opportunity Development 
and Validation Plan, see below. 

An innovation charter document may provide guidance to an early phase project team, it is typically a 
briefing document that gives a team of people guidance as to what the team should research, how they 
should conduct their enquiry, and which desired outcomes could be expected, in line with the 
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organization’s strategy and formulated strategic intents. PDMA has used the term Product Innovation 
Charter as a methodical way to brief a project team in this early stage. Project Management methods 
may prescribe e.g. project initiation documents (such as e.g. a PID for PRINCE2) which are sometimes 
similar in nature (but note that not all projects are innovation projects). 

The Concept/Opportunity Development and Validation Plan 
Once an area of opportunity has been identified and explored, a type of planning document you can 
use to test the validity of assumptions made, is a Concept / Opportunity Development and Validation 
Plan. Most likely it will be a simple plan, usually not more than a few pages, describing the possible 
exploration of an idea or set of ideas, or insights. It may or may not have an assessment of opportunity 
and associated risks and uncertainties, and of how to experiment with some early-phase development 
that was spotted so as to prove or disprove its value to the organization. It may actually contain a 
financial component but this is usually not developed much beyond a summary statement of early-
phase development cost and resource claims required to run the actual project in this phase, and 
hardly more than that, unless testing the validity in this phase has a strong financial component.  

Creating a draft Concept/Opportunity Development and Validation Plan 
This part actually presumes that your earlier factfinding hunt for an early opportunity has been 
successful, and that you have succeeded in pinpointing at least one area or a few areas of interest or 
focus in an exploration document that was interesting enough for you to describe as such. If your plan 
has survived these first stages, it may be worth spending some more time to develop further, and test 
its validity before writing a full Business Case. 

Key Components of Early Concept/Opportunity Development and Validation Plans 
Before any organization actually does something substantial with a plan, you need to examine it from 
various angles, and test the validity of your assumptions: in essence you are trying to answer the big 
WHAT question: what are we going to pursue? Is what we identified worth pursuing? 

1. What is the opportunity you would like to pursue? Can you formulate your basic idea in short, 
simple words? 

2. What are the vital assumptions that need to be tested in order to validate the exploration 
journey you have started? 

3. How can you provide early tests for your vital assumptions? How would you describe success 
or failure in quantitative and qualitative terms? 

4. What are the requirements for a sustained exploration in terms of money, people, or effort? 
5. What would you like to ask the organization to contribute to your efforts at this stage in the 

process? 
6. What sort of developments could stop the plan immediately? 
7. When using templates, you should: 

a. Eliminate those questions you find irrelevant. 
b. Complete the remainder (and do it honestly). 

It could be common practice, that different versions of a Concept or Opportunity will be tested, and 
that this is not done in one cycle but various. 
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This is where multiple, repetitive cycles of development may be gone through to reach validated 
conclusions. For a startup organization, it may take successive, iterative cycles of development to arrive 
at e.g. a valid business model, or a valid early new product or service concept. 

4. Writing Business Plans in Development Phase 
The Business Case 
We may presume at this stage you have been able to write a Concept/Opportunity Development and 
Validation Plan Development and Validation Plan successfully, and that you went ahead and were able 
to validate its vital assumptions (e.g., market data validity, market acceptance, technical feasibility etc.) 
based on that. Moreover, that the concept you developed stood up to the test. If that happens, it has 
now become time to focus on elaborating your plans to a size so that the organization (or investors 
behind the organization) are willing to invest sufficient resources in your concept. The typical shape 
this document takes is that of a business case. 

Not all business cases are created equal. Some elements are more important to you and to your 
situation than they may be to others. Critical in this phase would be to find out what matters most to 
you and is relevant for your organization. What helps is at least getting a clear picture of what needs to 
be addressed in a business plan in your situation.  

In essence, a business case always tries to address the WHY question. Why do you wish to do what you 
plan to do, in other words: what is the benefit to the user or customer, to shareholders, to other 
stakeholders, and to the organization (and, for any business case, there have to be identifiable beneficial 
effects for all relevant parties). 

Key Components of a Business Case 
There are of course numerous templates for business cases, but before you start applying these, ask 
yourself the following questions: 

1. Who are the users/customers, or non-users/customers you are addressing?  
2. What are they really interested in, and how did you find out that they were? 
3. Why will they use/buy your products or services and what is your early proof? 
4. Why will they prefer your products or services over that of others? 
5. A description of the product or services’ main concept. What is the uniqueness of your new 

exploration? Perhaps offering a dummy/prototype. 
6. What are the rewards (personal, financial) of your new endeavor? 

a. To your organization/department? 
b. What are rewards for you personally? 

7. Who will execute the plan, and do those who execute firmly believe in the concept? 
8. What are the associated risks (organizational, financial, personal) of your plan? What are the 

impacts of those risks should the plan fail, and how can you address these risks? 
9. What are the key questions remaining that need answering? 
10. What is the added value of the plan to our organization?  
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11. What would make the initiative grow quickly, or its reverse, could stop the business initiative in 
its tracks? Could you still use/deploy, or overcome/sidetrack/avoid these issues, and what are 
the remaining questions that require tackling? 

12. What are the specifics of the underlying plans to achieve the proposed result (project plans 
detail, operations, implementation plans)? 

13. Why should we do this at all? 
 
Now take the business case template and: 

a. Eliminate questions you find irrelevant 
b. Fill out the remainder of the questions 

Take your time to determine which questions need immediate answering, and which ones can wait. 
Find interested parties to critically examine and challenge your contributions. Make sure that the 
business case is sound in its principles, and that it is short. Do not overdo the amount of detail in the 
business case itself, but relegate all unnecessary detail to appendices. A good plan may only consist of a 
few pages, and relegate all detail. 

The business case is a planning document that, in the end when it is complete, clearly and fully 
describes the concept’s feasibility, discrete steps of technical, operational and commercial development 
to realize the effort. Many business cases will attempt to describe early deployment, and will make a 
start describing outlines of deployment activity, such as commercialization (sales, promotion, 
marketing), starting up production and operation, and roll-out. At this stage, it is usually also supported 
in its later versions by a financial overview (at first usually sketchy and full of assumptions) that should 
sufficiently be developed to support management investment decisions. Typically, the majority of 
resources are spent in Development phase, so making elaborate preparations before you approve a 
business case before going into actual Development phase is a good idea. Usually the business case is 
finalized and decided upon at the start of the Development phase, and so marking the end of 
Discovery. 

At this stage, once a Business Case has been approved, investment into actual development and deployment 
are being made. At this point the organization has the choice of developing a standalone Development Plan and 
a separate Deployment Plan, or one that spans both phases. This depends, among others, on the size of the 
actual project, its nature (radical vs. incremental), whether the same team develops and launches the product, 
or whether the finished product is handed over to an existing organization for launch. For the purpose of this 
guideline, this plan has been treated as one document under Deployment. 

5. Writing Business Plans and Reports in Deployment Phase 
The Development and Deployment Plan 
The Development and Deployment Plan in its proper form follows a Business Case closely in terms of 
consistency, and is in some ways a natural extension of it. To some extent, Development and 
Deployment phase will at some stages occur simultaneously. If the Concept/Opportunity Development 
and Validation Plan and the business case answered the big WHAT and WHY questions, the 
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Development and Deployment Plan should clearly address the HOW of execution. The Development 
and Deployment Plan should build on the assumptions you tested in the exploration phases, and the 
answers to your essential questions you posed while building the content of the business case. It tells 
the story of how you plan to introduce, scale up operations, market test, and roll out the new product, 
service or process. A good Development and Deployment Plan cannot be written unless the underlying 
business case is sound and simple. If applicable, then roll-out phases should match quantitatively and 
qualitatively with the product, service or process’s requirements. They are part and parcel of the 
whole of the offering. How you do that, is set out in this section. 

Key Ingredients of a Development and Deployment Plan 
These are: 

1. A description of target users or customers, and their interests (as above, but now with full 
detail and descriptions) 

2. Outline of the actual proposition (as above) 
3. Planned campaigns 
4. Production or process scaling 
5. Operations planning 
6. Launch planning 
7. Rollout timelines 
8. Communications plans, internal and external 

 
You can now take an existing template, and: 

a. Eliminate questions you find irrelevant 
b. Complete the rest and add relevant sections as you go forward. 

 
In its later versions, the Development and Deployment Plan will give you a full overview of all scaling, 
operational, production, pre-launch and post-launch activity and incorporates the sales and marketing 
activities, internal communication, Public Affairs and Public Relations plans if appropriate. Usually the 
Development and Deployment Plan becomes final (final for execution of this version) just before the 
start of the Launch Phase. 

The Post-Launch Evaluation Report 
A Post-Launch Evaluation Report is used to learn from the results of the project conducted in two 
ways: what are the project’s results, and what are the lessons we can apply to improve our innovation 
capability and performance? 

Key Components of a Post-Launch Evaluation Report 
Once you have written and executed plans, and the final product, service or process has been 
deployed, you should ask yourself the following key questions: 

1. As compared to the original Business Case: what has happened? 
2. What went according to plan? What did not? 
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3. What were the unexpected issues you came across? 
4. If relevant, why did you have to adapt the original plan? Were your adaptations successful? 
5. What was the environment, and/or competitor, or other third-party response like? 
6. What was the uptake? Was it slower or quicker than originally forecasted and expected? Why 

was that? Was the product/service/process actually picked up and used by those you expected 
to do so? If not, then why? If uptake was slow, what did you do to counter that? 

7. Were processes, methods and tools helpful in achieving the desired result? 
8. If not, why not? If yes, why? 

 
The associated evaluation event at which a Post-Launch Evaluation Report is discussed with the team 
that launched and the management team is sometimes called a birthday party. At a specific moment in 
time which should be universal for all products or services of the same organization, the new product, 
service or process is evaluated against stated criteria before launch and deployment that were the base 
of its approval in the Business Case. How well did it actually go, compared to plan? What went wrong? 
Where can we change the current process to fit the needs of tomorrow? The written version of an 
evaluation should then also be archived alongside the versions of the plans the team presented earlier, 
and its results incorporated into future versions of your process.  

Evaluation is a continuous activity that should be mandatory for every new deployment. Its goal is 
twofold: you evaluate the product/service or process’ performance in Development and Deployment, 
as well as judge and evaluate the underlying system that created it. Choose a good template to start 
with, and develop its contents with some care improving it along the way. If implemented correctly, the 
Post-Launch Evaluation can be a source of knowledge and learning. If implemented as an instrument of 
retribution for project/product managers, the results can be disastrous and organizational development 
will stagnate.  

6. Pitfalls When Writing, Presenting and Executing Business Plans 
This section was written for the owner and creator of plans, as well as for their reviewers.  

Transition from Exploring Opportunity to Creating Actionable Plans, to Reflection 
The content for the different types of plans varies from stage to stage. Whereas at the beginning its 
content is relatively speculative, explorative, and a general orientation of possible avenues of 
opportunities, they will move into elaborate and more precise planning, and finally into execution: 
development, deployment and commercialization, and will itemize activities that are down-to-earth. 
The end stage, in evaluation, has a reflective characteristic: its target being the performance of the 
deployed product or service, and evaluation of the entire process and flow of the project through the 
whole process. Too many plans demand or are dependent on information up-front that is simply not 
available at the time. A way to circumvent this problem is by taking smaller steps and so de-risk 
planning. 
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Asynchronicity of Planning and Execution 
There are some specific issues with planning that may be hard to circumvent. There is for example 
what we refer to as the ‘asynchronicity of planning and execution’: plans are by their very nature static 
documents, so that they are almost immediately out of synch by the time you get around to executing them. 
Dynamic, cyclical and evolving/adaptive planning is particularly required under dynamic environment 
conditions, and using modern project techniques like Agile. The project team circles back and 
regroups/refocuses as soon as new developments are emerging, new results are coming in, 
competitors respond, technology changes. So, under very dynamic conditions, more dynamic planning 
capability enables rapid adjustments to a new situation, when and where needed. It may ask for 
approaches, where rapid, cyclical increments are being made, and planning and execution follow each 
other in close order. 

Asynchronicity of Planning and Decision-Making 
There is a similar issue around what could be called the ‘asynchronicity of planning and decision-
making’: plans that are sure to impact each other (as they are competing for budget, resources, 
markets), may not be decided upon (moved ahead) simultaneously, but simply progress in the course of time. 
Having 2 to 4 review events spread throughout the year like many organizations have may overcome 
some, but not all, of these obstacles. Another issue related to this phenomenon, is that annual 
budgeting and individual project planning cycles may not always match. Annual budgeting processes may 
seriously impact individual project planning, e.g. by ‘scraping off’ mission-critical resources off a good 
plan at the wrong moment. 

The Information-Opportunity-Risk Triangle 
An underlying theme in plans of all sorts and sizes is something we labelled the 
Information/Opportunity/Risk Triangle, for lack of a better description. 
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Three themes are interconnected: when the availability of information is low, the opportunity size may 
be at its highest, but so is risk. As time progresses however the availability of information is going up, 
risks are coming down, yet the size of the opportunity will diminish (and yes, that is sometimes just 
zero). Opportunity and risk are each other’s pendants and information is key (hence our focus on 
information gathering and analysis starting in the early Discovery phase). As time progresses, more 
information flows in but opportunity decreases. 

Potential Presenter and Decision-Maker Blindspots 
There are some typical blindspots that exist in the eye of both the presenter/plan owner and the 
decision-maker. It is quite common that project teams present plans of whatever type to management 
teams or panels at various stages, to pass judgment on their value, allow them to continue, whether 
the organisation is ready to pursue them as an investment. Interesting dynamics in those meetings are 
the result. Due to their role in this game, participants develop certain blindspots. In the eye of the 
presenter (either the team leader or a team member), there may be product champion bias. A team 
member or leader is more often than not always a proper judge of the value of their own activities. 
Team leaders and team members are naturally focussed on making the plan happen. They may actually 
ignore obstacles and risks along the way: you would probably be a bad team leader or member, if your 
enthusiasm is low. Emotion and involvement are important success factors, and team participation 
involves career considerations: if advancement as employee or manager are impacted, would you not 
further your cause? This is presenter or plan owner bias. 

Yet decision-makers don’t escape this phenomenon either: at management team meetings, similar 
difficulties arise around proper application of planning process arise. Decision-makers may have 
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developed strong personal preferences, may not be fully informed, or may be under political pressures 
to accept or decline certain plans. 

Structure and Chaos 
You cannot plan and hope to achieve perfection. There are ventures, particularly the more risky ones that 
would not have been achieved with perfect plans, perfectly ‘gated’ processes, completely structured and fully de-
risked approaches. Remember what was said about the information-opportunity-risk triangle. A 
complaint from innovation professionals in organizations that have implemented a strict planning and 
decision-making process, is that hardly anything makes it through the process untouched. This is 
particularly true in organizations with a very formal culture, where there is heavy regulatory influence, 
or where investment levels are high, all of which are indicators for formality. For more radical 
ventures, you require a delicate equilibrium between structure and chaos.  

The Leadership Pet Project Pitfall 
Strong convictions, ‘believing’ in your ideas or early plans and exerting leadership qualities can be very 
valuable and helpful to persevere and keep an initiative alive until its eventual success, but it can also be 
a considerable pitfall if you carry initiatives on for too long. Here, a fine balance exists, between 
managers pulling through and persevering, and improper use of managerial power to push a project 
through the pipeline that should have been discontinued a long time ago. 

7. Recommendations on Business Planning 
Recommendations for Planners/Presenters 
First and foremost: keep it short. What is presented is kept to the minimum. It does not mean plans 
are shallow, it means what you present is concise, but backed up by evidence. Containing no more than 
is necessary for the process of communications for progress and decision-making, but always have the option to 
go into further detail when required. Why is that? In the first place: you should not need many words to 
explain a good idea to people. Conversely: if you cannot explain your idea in a short paragraph, it 
probably was not a good idea at all. Secondly, however, this brevity simply means: don’t show your 
colleagues or managers all the homework in the core text of a plan or during a presentation, but tell 
them a good and short story. Leave out the backup of the story, but be ready to pull it out if necessary 
in appendices. Let people know that homework was done implicitly by the thoroughness of your 
presentation in its references and source material, and the ability to answer any probing question 
instantly and convincingly. That is the only proper way. Plans need to be executable, realistic, and 
evident. This approach also has one major advantage: if proper preparation causes that plans take little 
time for explanation, a short exposition will not get many unsolicited questions either. 

Generally speaking, it is actually better not to: 

• Ignore critical market or technology information that are show-stoppers to your initiative. It 
will come back eventually 

• Write and present plans to please superiors or senior management 
• Give too much detail in the presentation itself (see earlier) 
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• Or give too little crucial detail in the underlying plan and/or background information  
• Underestimate internal communications aspects: ‘selling’ plans internally is as important as 

the quality of the plan itself 
• Understate real risks in terms of occurrence and impact, and how you will address/mitigate 

risk. 
• Overstate projected revenues (usually there is a ramp-up period, and usually this build-up 

takes far longer than projected). This mechanism is very human: we like to get our plans 
approved by overstating short-term success 

• Understate time schedules: project timelines tend to get understated (hence this actually 
means you should be building in buffers before the start). 

 

Recommendations to Managers on Reviewing Plans  
• Ensure proper preparation. Many senior managers have limited time to read or if they do, 

absorb as they still suffer from an overdose of information and may not pick up all they 
need to know. Long plans exacerbate the problem. Some managers are even unwilling to 
read much beyond a management summary, because of that information overload 

• Find and implement objective decision-making/evaluation tools. Overcome  a lack of 
acceptance/willingness to adopt these tools in the team 

• Identify and resolve resource mismatches. For example: too few human resources, especially if 
they are scarce expert people, may be committed to far too many projects, demonstrating 
an inability to really prioritize between projects, and thereby at least postpone them (and 
remember, postponement here literally means ‘not now’ rather than ‘never’). Similarly, 
financial resources are also not flexible. 

• Instate critical project reviews and follow-up when required, particularly if that is not monitored 
in a process already 

• Demonstrate long-term managerial commitment. Moving goalposts threatens consistency and 
reduces punching power of the efforts that are undertaken. It simply takes time to execute 
a plan. Killing important plans or plan components half-way may leave your organization 
empty-handed continually. 

• Avoid the pet project syndrome (you have senior managers who will press for execution of 
their favourite plans relentlessly). If this happens, it is usually accompanied by a lack of 
available, objective decision-making tools or these are simply ignored. 

• Provide good evaluation review capacity. The organization and particularly its senior 
management should learn and adapt based on earlier events and their analysis. 

The TIM Foundation Template Set 
TIM Foundation has created a set of editable templates available for your reference.  
They include the documents mentioned above, being the: 

• Innovation Charter 
• The Opportunity and Concept Development Plan  
• The Business Case (and its Financial Forecast) 
• The Deployment Plan 
• The Post-Launch Evaluation Report 
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The collection  of templates is called Innovation Lite and is available for download from 
www.timfoundation.org for your convenience. 

Wrapping up 
It has often been asked: what separates the best from the rest? In the last decades, research has been 
conducted, and bookshelves full of management books have been written to provide guidance on a 
subject like business planning. Many books have advocated one particular method or format or 
template of choice, and that is where they often fall short. Best practices do not exist. Only relevant, good 
practices that will make sense in your everyday context. When we conduct assessments of organizations 
with the Innovation Management Standard and the Maturity Model, the following picture emerges with 
regards to business planning. We find that organizations that are successful in building a mature 
innovation management system are more inclined to do the following: 

• They are likely to execute on their plans consistently: planning equals execution, but they also frequently 
adjust. 

• They have demonstrated the capacity to learn from previous events by making use of honest evaluation 
reports and meetings 

• They understand the dynamics and delicate balance required between getting plans prepared and approved, 
and moving on, and accepting associated risks, and spend some time on the mitigation of those risks. 

• They use diversified toolsets for different purposes, choosing them with care. They do not advocate single 
ones, but they do show a unified, coherent, underlying innovation philosophy. If this has been made explicit, it 
becomes embedded in an innovation management system 

• They develop their own processes, methods and tools and do not thoughtlessly copy that of others, or stick 
to ones that are no longer relevant but renew their own toolset continually 

• They have management that is selfless when planning future endeavors. 

3. A Management Summary of the Innovation 
Management Standard and Maturity Model 
We have said much about improvement to process models for decision-making, and said what not to do or to 
avoid, and giving some recommendations. Let’s proceed by giving you advice as to how to innovate properly: 
using an innovation maturity model. This can be used for a number of activities: 

- A reference model for requirements for good processes, tools and methods (advisory, not prescriptive) 
- A tool to conduct innovation management assessments to establish what your current innovation capacity is and 

identify areas for improvement 
- A tool for implementing proper innovation management system, one that balances and incorporates both the 

experimental and lightly structured front end and the disciplined and structured back-end of innovation. 

Why have an innovation management maturity model? 
Any organization, in order to stay alive and relevant, needs to continually adapt itself to its 
environment. Many of those changes are small, some changes and developments are significant and 

http://www.timfoundation.org/
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radical. This model describes precisely what it takes for an organization to be truly innovative, to make 
those changes big and small. It helps organizations get better at creating new and different services, 
products and processes and thereby stay relevant. Saving time, cost, and effort. Get smarter and better 
innovating capability improvement. 

What is an innovation maturity model? 
This is a truly international and universal, sustainable innovation management maturity model.  
Utmost care has been given to make this model available and accessible to all organizations, regardless 
of their nature, purpose and activities. The maturity model consists of eight main documents: 

1. Innovation Management Standard - the requirements document 
2. Assessment Checklist and the Maturity Grid 
3. Interpretation Guideline, containing assessment notes 
4. Implementation Guideline 
5. Innovation Definitions 
6. Innovation Metrics 
7. The Accreditation and Certification Program. 

 
A whole range of further supporting and auxiliary documents is available, which help auditors and 
consultants make innovation assessments and provide advice respectively. 

What does the innovation maturity model cover? 
It describes the requirements for any organization’s measures to be truly innovative. This is done 
according to three overarching criteria that determine an organization’s innovation capability: 
innovation planning, innovation execution, and innovation deployment. The model covers six major 
areas: Culture, Leadership, Resources, Processes, Monitoring and Measuring, and Improvement. 

How does an assessment work? 
With this maturity model, organizations can perform self-assessments, advice on improvements. They 
can also aim for higher levels of capability by asking an accredited Certification Partner to rate them 
against the 3 dimensions mentioned above, which provides an image of where improvements could be 
made, so as to be able to continuously improve their capabilities to innovate and increase overall 
performance. Attention has been given to incorporate principles of sustainability. 

Can you innovate with an innovation maturity model? 
This is not innovation from a box, or a panacea. They don’t exist. Although you cannot manage all 
aspects of innovation, you can facilitate innovation,  give it focus and direction, and so manage the 
facilitation process. The Innovation Management Maturity Model is a cooperative initiative of the 
Product Development and Management Association, holder of the Registry, and the Total Innovation 
Management Foundation, which manages the model on behalf of PDMA. More information? Check 
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www.pdma.org for the standards and the maturity model, or www.timfoundation.org for more 
information. 

Additional guidelines that have also been adopted by the PDMA and which are now released are the 
following: 

• Sustainability Guideline 
• Supply Chain Innovation Guideline 

Additional publications, guidelines and reference documents are continually under development to 
provide specific knowledge by organization sector and for innovation methods, techniques and tools. 
Currently in draft are the following: 

• Reference Document on Innovation Decision-Making Processes 
• Reference Document on Venturing Programs 
• Reference Document on Small Organizations 
• Reference Document on Planning 
• Reference Document on Planning Templates 
• Cross-Reference to PDMA Handbook and Toolbooks 

 
All PDMA and TIM maturity model, and supporting publications are subject to continual user feedback 
and a two-year evaluation and review process, under the supervision of the Total Innovation 
Management Foundation’s Board and the PDMA’s Standards Committee.  

All trademarks and sales marks are the property of their respective owners. Should there be reason to 
bring this issue to our attention, please do so addressed to the TIM Foundation and we will take 
appropriate measures. 

Applicability and Scope 
The Innovation Management Maturity Model, its standard, guidelines and reference documents are 
applicable to all types of organizations in all sectors, startup or established, for developing an 
Innovation Management System (business, government, non-profits, sports and entertainment, etc.). 
The Innovation Management Maturity Model is applicable to the development of new technologies, 
products, services and processes. Organizations can assess their innovation maturity to the model’s 
requirements and systematically adopt the six elements to develop their own unique Innovation 
Management System. In general, every organization will have to adopt its own selection of underlying 
components, build its own system. The model provides the criteria necessary for individual learning, 
knowledge and management of an innovation framework and innovation pipeline and portfolios. 
Innovation objectives and subsequent projects may include creating new or improving existing 
technologies, products, services and processes. Companion documents such as Assessment Checklist, 
Guidelines and Reference Publications are available to support the model and assist the consultant and 
the end user in developing and implementing an Innovation Management System (IMS).  

http://www.pdma.org/
http://www.timfoundation.org/
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More relevant reading 
For those who may want to extend their knowledge, there are a number of documents that are related to this 
document which may be used to increase your innovation capability. 

TIM-PD-002-A Standard Assessment Checklist 
The generic checklist for assessments used as the base for auditing, assessing 
TIM-PD-002-AMG Standard Assessment Maturity Grid 
The maturity grid used for assessments, appendix to the Standard Assessment Checklist 
TIM-PD-003-GL1 Basic Implementation Guideline 
This document describes a straightforward way of implementing an innovation management system in an organization 
TIM-PD-004-R2 Innovation Metrics 
A compilation of possible metrics that can be used to measure performance of innovation management systems. 
TIM-PD-004-R4 Reference Document on Venture Programs 
TIM-PD-004-R5 Reference Document on Small Organizations 
TIM-PD-004-R6 Reference Document on Planning 
TIM-PD-004-R7 Reference Document on Planning Templates 

Conclusion 
In this Guidebook we explored innovation decision-making. This TIM Foundation Guidebook 
publication is part of a series of freely available Guidebooks on sustainable innovation topics. We hope 
that this document contributes to a better understanding of thorough innovation management for any 
organization. We are curious to learn from you as well, so by all means, please send your remarks if 
you like. For more background information and for feedback on our program, visit 
www.timfoundation.org. You may distribute this Guidebook document freely to interested parties, 
provided you recognize its origins and keep it in tact. Thank you! 

Gert Staal and David Williams 

What is the TIM Foundation? 

 

The Total Innovation Management Foundation is a not-for-profit organization that is devoted to the 
development and maintenance of the Innovation Management Standard. It was adopted by the Product 
Development and Management Association (PDMA) in 2013. Visit www.timfoundation.org for more 
information. 

http://www.timfoundation.org/
http://www.timfoundation.org/
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Gert Staal, chair, and David Williams, director 
Zwolseweg 129 
7412 AD Deventer, The Netherlands 


	Table of Contents
	1. The Sequence of Activities
	Business planning, timing/market conditions

	Business planning in an Agile and startup universe
	2. Gathering Information – External And Internal Analysis
	Questions in early Discovery phase
	Looking outward
	Looking inward
	Create Images of Possible Futures
	Questions in Late Discovery Phase

	3. Writing Business Plans in Discovery Phase
	The Innovation Charter
	The Concept/Opportunity Development and Validation Plan
	Creating a draft Concept/Opportunity Development and Validation Plan
	Key Components of Early Concept/Opportunity Development and Validation Plans

	4. Writing Business Plans in Development Phase
	The Business Case
	Key Components of a Business Case

	5. Writing Business Plans and Reports in Deployment Phase
	The Development and Deployment Plan
	Key Ingredients of a Development and Deployment Plan
	The Post-Launch Evaluation Report
	Key Components of a Post-Launch Evaluation Report

	6. Pitfalls When Writing, Presenting and Executing Business Plans
	Transition from Exploring Opportunity to Creating Actionable Plans, to Reflection
	Asynchronicity of Planning and Execution
	Asynchronicity of Planning and Decision-Making
	The Information-Opportunity-Risk Triangle
	Potential Presenter and Decision-Maker Blindspots
	Structure and Chaos
	The Leadership Pet Project Pitfall

	7. Recommendations on Business Planning
	Recommendations for Planners/Presenters
	Recommendations to Managers on Reviewing Plans

	The TIM Foundation Template Set
	Wrapping up

	3. A Management Summary of the Innovation Management Standard and Maturity Model
	Why have an innovation management maturity model?
	What is an innovation maturity model?
	What does the innovation maturity model cover?
	How does an assessment work?
	Can you innovate with an innovation maturity model?
	Applicability and Scope
	More relevant reading

	Conclusion
	What is the TIM Foundation?


