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Antecedents of Innovation Success at the Firm Level



- Participants



Companies with an excellent innovation management outperform
other companies on both success dimensions simultaneously.

(e.g. sales impact of innovations)

Growth with 
Innovations

Profitability
of Innovations

Top-
Performer

Worst-
Performer

(e.g. ROI from 
innovations)

The market finally decides 
about successful innovation.

Success factors can be
influenced by management.



The Core Success Factors of Innovations at the Firm Level

- Corporate Culture (fundamental base)

- Relative Product Advantage

- Champions of Innovation

- Proficiency of NPD Process Management (idea to launch)

- Proficiency of Pre-Development Activities (FFE)

- NPD Portfolio Management (monitoring, assessment, decision)

- Customer and Market Orientation (idea to launch)



The Core Success Factors of Innovations at the Firm Level

- Strong Cross-Functional Project Management (task force or

  heavyweight matrix project management)

- Top management support (resources/commitment)

- Strategy and long-term thrust of NPD activities

- Integrated NPD and intellectual property management

- Alliances/Networks (access to important external knowledge;

  firm must have its own critical mass absorptive capacity)



The Core Success Factors of Innovations at the Firm Level

- Corporate Culture (fundamental base)

- Relative Product Advantage

- Champions of Innovation

- Integrated NPD and intellectual property management



“Researchers are allowed to devote 15 percent of their time to projects 
that pique their interest, even those on which management has pulled the plug... 
If you want to encourage innovation, you have to close your eyes when people 
are so excited about a project that they refuse to stop”, he said, noting that 
Thinsulate, a big-selling clothing insulation material, resulted from a project he
had officially scuttled (Deutsch, 1999: 16). 

Corporate Culture and Innovation: The Case of 3M



External Positioning
(competition, differentiation)

Internal Maintenance
(smoothing activities, 

integration)

Organic Processes
(flexibility, spontaneity)

Mechanistic Processes
(control, order, stability)

Adhocracy

Dominant Attributes: Entrepreneurship, creativity, adaptability

Leader Style: Entrepreneur, innovator, risk taker

Bonding: Entrepreneurship, flexibility, risk

Strategic Emphases: Towards Innovation, growth, new resources

Dominant Attributes: Cohesiveness, participation, 
teamwork, sense of family

Leader Style: Mentor, facilitator, parent-figure

Bonding: Loyalty, tradition, interpersonal cohesion

Strategic Emphases: Towards developing human 
resources, commitment, morale

Dominant Attributes: Competitiveness, goal achievement

Leader Style: Decisive, achievement-oriented

Bonding: Goal orientation, production, competition

Strategic Emphases: Towards competitive advantage and 
           market superiority

Clan

Market

Dominant Attributes: Order, rules and regulations, 
uniformity

Leader Style: Coordinator, administrator

Bonding: Rules, policies and procedures

Strategic Emphases: Towards stability, predictability, 
smooth operations

Hierarchy

Types of Corporate Culture

Source: Cameron/Freeman (1991)



Example: Corporate Culture at XYZ
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 Market and Hierarchy orientated



The Impact of Corporate Culture on
Financial Innovation Performance

Financial Innovation 
Performance

Adhocracy
Culture

Hierarchy
Culture

Contingency Factor
(Technological

Turbulence)

++
No effect

Source: Ernst (2003)

++

--



The Role of Leadership 
in Innovation Management  

Leadership determines the “mindset” for innovation (culture)

Culture is a core enabler of effective innovation management
(secures top management support; reduces interfaces; encourages
cross-functional teamwork; encourages “intrapreneurship” etc.) 

Assessing and Changing Corporate Culture if necessary
(The start of any successful Innovation Management)



The Core Success Factors of Innovations at the Firm Level

- Corporate Culture (fundamental base)

- Relative Product Advantage

- Champions of Innovation

- Integrated NPD and intellectual property management



Relative Product Advantage:

The relative product advantage (value proposition) of

the innovation over competing products as perceived

by the customer is the most important success factor.



Success Rate

18,4% successful

58% successful

98% successful

Projects with
minimal benefit
Market share: 11,6%

Projects with
moderate benefit

Market share: 32,4%

Projects with
great benefit

Market share: 53,5%

Assessed Rentability*
Met sales expectations**
Met revenue expectations**

Relative Product Advantage and Innovation Success

Source: Kleinschmidt/Geschka/Cooper (1996) 



Relative Product Advantage –
Implications for Innovation Management

“Me-too” is an unsuccessful business model

The innovator can be successfully challenged (fast second)

Identification of the relative product advantage as early as 
possible in the NPD process

Determining the relative product advantage requires 
customer/market feedback

A superior technology does not automatically translate into 
a successful product (often an engineer’s or scientist’s view)

Most important aspect of any business plan!

The relative product advantage (value proposition) of the innovation over
competing products as perceived by the customer is the most important
success factor. This has the following implications:



Source: “View from the Top”, The Economic Times Bangalore, August 17th, 2003

Technology vs Innovation –
View from the CEOs of Leading High Tech Firms



Technology vs Innovation –
View from the CEOs of Leading High Tech Firms

Source: “View from the Top”, The Economic Times Bangalore, August 17th, 2003



The Core Success Factors of Innovations at the Firm Level
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- Relative Product Advantage
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- Integrated NPD and intellectual property management



StartStart EndEnd

Rational Causes: 
• technological arguments
• economic arguments

Root Causes:
Barriers of ...
• 'not-knowing'
• 'not-wanting' 

Administration hostile
to innovation:
• organization
• accounting
• incentive systems etc.

- The higher the degree of innovativeness, the higher the degree of resistance.
- Innovation Management always involves “overcoming resistance”
  (e.g. by champions).

The Basic Idea of Champions:
Overcoming Barriers to Innovations

“Given the underground resistance
to change described earlier, the

new idea either finds a champion
or dies (Schon, 1963: p. 84) .”



5.   network knowledge and 
      interaction skills 

Source: Hauschildt/Chakrabarti (1988, p. 383); Gemünden/Walter (1995, p. 973 ff.)

organizational knowledge and 
communication intensity

process promoter, product

power promoter, chief executive,
executive champion

champion, project champion

1.

3.   Access to material,
      resources

4. 

executive champion
business innovator, investor, 
entrepreneur, sponsor
business innovator, investor, 
entrepreneur, sponsor

champion, project champion

relationship promoter

1. expertise,
project-specific knowledge 

2.   hierarchical potential

4. 

Championing Roles in
Innovation ManagementSources of Power

knowledge promoter; technical
innovator; technologist; inventor

Different Sources of Power and
Championing Roles in Innovation Management



Executive champions have the strongest impact on innovation
projects because of their strong hierarchical power base 
(Chakrabarti and Hauschildt, 1989). They can overcome resistance, 
they can secure the required resources and they can impact termination
decisions (Markham, 2000).
 
Executive champions associate more often with highly innovative 
projects (Day, 1994), which can have, either way, a strong positive 
or negative impact on organizational performance. 

Prominent examples (Day, 1994):

- Watson (former CEO of IBM) championed the IBM 360
- Morita (former CEO of Sony) championed the Walkman
- Tonaka (former managing director of Canon) championed the move 

into the plain-paper copier market

The Importance of Executive Champions



The Core Success Factors of Innovations at the Firm Level

- Corporate Culture (fundamental base)

- Relative Product Advantage

- Champions of Innovation

- Integrated NPD and intellectual property management



Research Project: Patent Management and Company Performance

In-depth pre-test of the 
questionnaire with 20 firms

Written survey with a 
standardized questionnaire

Data collection in Germany 
and the U.S.A.

Firms are mainly from 
R&D intensive industries

Informants: VP IP, VP R&D
or CEO (in small firms)

Incentives for firms to participate
in the survey (customized 
benchmarking report; executive
management summary)



Proficiency of Patent Management and Firm Performance: 
Results form Multiple Regression Analysis

 Profit Margin Variance Inflation Factor 

Firm Size -.27** 1.30 
Country (Germany) -.06 1.54 
R&D intensity  .18 1.37 
Life Sciences -.11 2.30 
Chemicals and Materials -.15 2.06 
Mechanical Engineering -.31** 2.32 
Electrical Engineering -.24* 2.26 
Communication and Computers -.15 1.80 
Proficiency of Patent Protection Management .41*** 1.22 
Proficiency of Patent Information Management .27*** 1.24 
R2 .42  
Adjusted R2 .33  
F (p) 4.66 (.00)  
N 75  
* Significant at the .01 level 
** Significant at the .05 level 
*** Significant at the .001 level 



Intellectual Property – Implications for Management

 Establish a professional patent management in the 
 organisation. Import aspects include especially:

 - top management support (must value IP)
 - resources (money, people, consultants, patent layers)
 - responsibility (no ad hoc solution, IP department)
 - use of technical and strategic patent information (databases)

 Develop and implement a patent strategy. Important 
 aspects to consider include:

 - early and broad patent applications (basic concept)
 - patent fencing to protect the core patent
 - patent applications for alternative solutions (only publication)
 - monitoring and pursuit of infringements
 - international patent fling strategies (country coverage; cost and
   timing considerations)
 - continuous review of the patent portfolio

 Integration into the innovation process (e.g. Gore, 3M ESPE)



Successful Differentiation through
Integrated R&D, Patenting and Branding

Unique
– Unique selling proposition (USP)
– Experienced customer/user value
– Bases on core competences
– Protected by patents and know-how

Branded
– Market communication
– Positioning
– Recall
– Orientation towards target segments

Source: Kilian Hochrein; W.L. Gore & Ass. (2002)

R&D focuses on the USP with experienced customer value which 
is protected by patents and which is in the focus of the more
efficient branding campaign (“unique branded products”).



Integration of patent professionals in the NPD team (e.g. DC)

Integration of patent-related criteria into the milestone planning 

during the NPD process (e.g. 3M; Gillette)

Early integration of relevant functions (R&D, Marketing, 

Production and IP; e.g. Gore; 3M ESPE)

Integrative protection strategies over all IPs (esp. trade marks; e.g.

Gore; 3M ESPE)

IP awareness at multiple levels of the organization

Awards and incentives

Job rotation

How to Achieve Successful Integration of
Innovation and IP Management



Patent Quality

high

high

low

low

Innovation
 Leaders

ActivistsLosers

High Potentials

Companies with Integrated Innovation and IP Management have
High Quality (Economically Valuable Patents) Patent Portfolios

Patents per R&D
Exp.

+++

---

Positive Impact 
on firm 

performance



Thank you very much
for your attention!


