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Foreword

Some 10 years ago now, I managed one of the first design thinking projects at
SAP. Together with a cross-functional team of colleagues from Walldorf and Palo
Alto, we were commissioned to develop an ‘innovative’ prototype using the design
thinking method and then present this to SAP co-founder Hasso Plattner. The
project was backdated from the date of this presentation. We had 2 months. Our
Eventus project — in the form of a collaborative platform for event-based supply
chain management — was a complete success. It was not only praised by Hasso
Plattner, but also embraced by the then CEO of SAP in his keynote speech at the
customer conference. It was then presented to customers in a live demonstration as
a future SAP product vision. This was how we received the official commission to
‘productise’ our innovative prototype and bring it to market. Unfortunately, it
quickly became apparent that there were no development resources available, and
the development departments involved also had varying degrees of interest in
implementing the prototype. The ‘innovation’ was therefore discussed, but ulti-
mately failed in its implementation.

That was an important insight for me. In large corporations, real innovation in
the form of new products and services means far more than developing a prototype
which presents an innovative solution to an existing problem. Corporations need to
organise their innovation processes systematically and integrate the numerous
innovation methods in a goal-orientated way, especially in these times of digitisa-
tion and rapidly changing economic conditions. This is the only way that long-term
success and competitive edge can be achieved through efficient innovation.

An important aspect of my research and lecturing at the Karlsruhe Institute of
Technology is therefore to deal with as holistic a perspective as possible with regard
to the process of designing innovative software and digital services. Many methods
coexist independently today. This therefore raises the question of how we can inte-
grate and scale methods for agile software development (for example, Scrum) as
synergistically as possible using design thinking or other user-centred design meth-
ods. We are already passing on this knowledge to our students during their studies
while at the same time focusing on a scientific basis for further development in our
research work and also on a targeted integration of different methodological
approaches, in particular.

A wide range of innovation methods have also been developed for large corpo-
rations in recent years although lacking any overarching integration of the indi-
vidual approaches. This lack of integration has resulted in applying individual
innovation methods which definitely deliver good outcomes locally but become
enmeshed in the ‘machinery’ of large corporations and end up not being brought
to market in the form of innovative products or services. While start-ups react to
changing economic conditions and can implement new ideas quickly, corporates
are naturally slower and less agile. At the same time, corporates have a clear advan-
tage over start-ups with their established brands and their ability to scale up in all
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functional areas. It is therefore necessary to overcome the known weaknesses of
large companies while also harnessing their strengths.

This book addresses the above challenges and introduces the 5C process for
efficient innovation from a practice-orientated perspective. The authors have devel-
oped an integrated innovation methodology and the relevant tools specifically for
the target group of large corporations based on their experience gained from more
than 60 innovation projects in more than 20 different industries. With their 5C
process, they are filling a gap in the practice-orientated innovation literature and
delivering an integrated approach for efficient innovations in corporates.

wa

Alexander Madche
Karlsruhe Institute of Technology (KIT), Karlsruhe, Germany
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That’s a really great idea, but...

... the business case is too small.
... that doesn’t fit our corporate philosophy.
.. it’s not our job.
.. we don’t have the competence for that.
.. that won’t work.
.. we don’t have the resources for that.
.. that’s impossible for legal reasons.
.. we don’t have time for distractions right now.
.. it won’t scale.
.. no one will buy it.

... our industry doesn’t work like that.

... that’s too risky.

... we haven’t got the people for that.

.. I've already tried that.

.. that’s still too far in the future.

... 1s that really necessary?

.. we don’t have the budget for that.

.. will that also work without any investment?

.. it won’t go down well with investors.

.. where’s the impact?

... 1t’s not the right time.

ou could continue this list indefinitely, of course. No wonder employees in

corporations feel as if they are sitting in a rigid ‘tanker’.

Under these conditions, how are they supposed to react quickly and successfully
to social changes, new technologies and changing customer needs? And will this
tanker still be able to keep up with all the start-up speedboats in future?

Corporates are looking to Silicon Valley increasingly often these days as a result.
After all, successful start-ups like Uber, Airbnb, Dropbox or Pinterest seem to
emerge there as if they were exiting a production line. Many corporates began
employing the customer-centric innovation methods of successful start-ups for
their own innovation development years ago. The problem with this is that large
companies are not start-ups! And so ideas developed using start-up methods such
as design thinking or lean start-up usually cannot be implemented in large compa-
nies. The complexity within these companies is simply too high. As a result, inno-
vation is outsourced — out of frustration and as a supposed solution — to separate
units whose value addition is simply not significant enough for the corporation.
Instead of processing strategically new, significant opportunities, innovation often
degenerates into innovation theatre.

When looking for solutions to this problem, we asked ourselves, what if the
corporation isn’t the problem, but the idea instead? And how can we develop ideas
that can be implemented successfully in large companies without any ifs or buts?
After all, established companies actually possess the best preconditions for
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successful innovations with their resources, expertise, customers, network and
strong brands. So why do they not manage to exploit them?

Throughout more than § years of theoretical and practical research, we have
studied why current customer-centric methods — such as design thinking and lean
start-up, or the outsourcing of innovation to separate units, like innovation hubs
and labs — achieve no significant impact in corporates. And what a new methodol-
ogy must look like to ensure that large companies are able to innovate successfully.

The result is the 5C process for efficient innovation. We have continuously devel-
oped and tested this process with the experience we have gained from more than 60
projects in over 20 industries. In this book, we intend to describe our insights and
the underlying 5C process in detail to provide new impulses and approaches for
practical use. Our aim is to see innovation regain its status in established companies
as a strategic tool for future corporate success. Decision makers in corporations
and small and medium-sized enterprises should be made aware of their internal
innovation challenges and external, often disruptive, threats and be equipped with
the tools and methods needed to counter them successfully. In this way, established
companies can win the innovation race against disruptive start-ups.

We hope to inspire plenty of good ideas when you read this book and we look
forward to receiving your feedback.

foa Sl

Lucas Sauberschwarz

Al

Lysander Weiss
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Innovate or Die: Efficient Innovation
Instead of Inefficient Start-Up Thinking

With upcoming disruptive start-ups changing the rules of the game,
innovation has become increasingly essential and difficult for
incumbents to thrive in today’s world. By copying the start-up
methods, large companies try to solve the innovation dilemma of
simultaneously managing their existing core business and creating
new, disruptive innovations. However, these start-up methods are
focused on opportunistic greenfield innovation. Consequently,
implementing them in complex corporate environments leads to a
vanishingly small chance of success. To increase these chances,
incumbents need to find a way to exploit their strengths as an unfair
advantage by developing efficient innovations with high customer
fit and traction. Using the proposed 5C process, corporates can find
the balance between their core business and future opportunities to
win the innovation battle against disruptive start-ups with efficient
innovation.



Efficient Innovation with the 5C Process

Taking into account conventional innovation methods, a direct link
from the current business of the corporation with high traction
towards innovative, new business is often not established. This is
because innovation processes usually deal with either the customer
(pull) or the company (push) side. Differentiating from such
innovation processes, the SC process stands out in combining both
customer fit and traction to enable efficient innovation for
corporations through processual ambidexterity. To achieve this, the
5C process is broken down in five steps: Configuration,
Customisation, Compilation, Construction and Conversion.

During the Configuration, innovation potentials are derived by
combining emerging market/customer opportunities with existing
core business strengths. Customisation marks the identification and
validation of customer pain points within a selected potential. On
this basis, new inspirations for ideas are gathered through scouting
during the Compilation. Subsequently, in the Construction,
multidimensional ideation is applied to create innovative ideas and
concepts that are innovative ‘inside-the-box’ and hence, as close to
the core business as possible and as disruptive as necessary.
Finally, the Conversion deals with the transition from an
implementable innovation concept to its implementation and
commercialization as a successful innovation.



The Innovation Machine:
Efficient Innovation in Corporations

The chapter deals with the question how efficient innovation can be
implemented organizationally. As a basis, the strategic significance
of innovation in companies must be clarified. Next, in addition to
integrating the 5C process itself, sustainable efficient innovation
with major strategic relevance, customer fit and exploitation of the
core business also demands a suitable organisational anchoring,
possibly in a specific venturing/innovation unit. For these,
appropriate conditions must be established in the organisation to
enable the seamless implementation of the 5C process, including
for instance the right structures, governance, culture and
capabilities. As a result, an "efficient innovation unit" can be
institutionalised which can cover both the creative problem-solving
and the analytical work required to implement the 5C process and
sustainably establish efficient innovation in the company.



The End Is Not Nigh

The need for innovation will increase even further in the future
driven by increasingly fast social changes, new technologies and the
associated changes in customer needs. Armed with the 5C process
to develop efficient innovations, corporations can gain new
confidence and motivation to pick-up the battle against disruptive
start-ups.
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