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The Premise

"Today, we’re here to unlearn, not to teach. The convergence of
strategy and innovation thrives when we let go of outdated beliefs and
embrace the unknown. To lead and inspire change, we must first shed
the comfort of certainty. Let’s disrupt our thinking to pave the way for

breakthrough ideas and innovation by having the right Strategy."



Agenda

* Introduction to the Subject

* Why Many Companies Struggle to have a right Strategy?

* Why Many Companies Struggle to Understand Innovation?
* The Convergence of Innovation and Strategy

» Suggested Steps to Achieve Convergence of Strategy and Innovation
with Tangible Takeaways

* End to End Example {Connecting the Dots}
* Conclusions



Introduction

* What is Strategy?
e What is Innovation?

* Why strategy is vital for innovation?



What is Strategy?

Strategy, is the art of making integrated choices that position a firm for
sustained advantage in its industry, yielding superior financial returns.
It involves deliberate decision-making, focusing on where and how to
excel in the market, aligning with the organization's capabilities and

goals to achieve a competitive edge.



What is Innovation?

Innovation, is the art of creating new value for customers and the
company. It's about deeply understanding needs, solving problems
creatively, and delivering compelling solutions that drive meaningful

Impact.



The Convergence of Strategy and Innovation

The fusion of strategy and innovation is vital, as it aligns long-term
objectives with dynamic creativity, fostering adaptability and ensuring

sustained success in a rapidly changing world.



Why Many Companies Struggle to have a right Strategy?



Lack of Clear Vision and Objectives

 Example: Kodak struggled with its transition to digital photography

because it lacked a clear vision of the future photography market.

* Consequences: Kodak's indecision and lack of a clear digital strategy
led to significant loss of market share and eventual bankruptcy in

2012.



Poor Understanding of the Market

* Example: Blockbuster failed to recognize the potential of the online

streaming market and dismissed Netflix's business model.

* Consequences: Blockbuster's inability to adapt led to its decline and
eventual bankruptcy in 2010, while Netflix became a dominant player

In entertainment.



Ineffective Leadership

* Example: Yahoo had a series of leadership changes and inconsistent

strategic direction in the early 2000s.

* Consequences: |neffective leadership and strategy missteps caused
Yahoo to lose its competitive edge, eventually leading to its

acquisition by Verizon in 2017.



Inadequate Resources and Capabilities

* Example: Research In Motion (RIM), the maker of BlackBerry phones,
failed to invest sufficiently in new technologies and capabilities to

compete with iPhone and Android.

* Consequences: BlackBerry's market share plummeted, and the

company had to pivot away from hardware to software and services.



Resistance to Change

* Example: Nokia's initial resistance to adopting the Android operating

system and sticking with its Symbian OS.

* Consequences: Nokia's market share in smartphones declined rapidly,

leading to the sale of its mobile phone business to Microsoft in 2013.



Poor Communication

e Example: During the merger between AOL and Time Warner in 2000,

poor communication and cultural clashes were rampant.

* Consequences: The merger is considered one of the worst in history,

leading to massive financial losses and eventual separation.



Short-Term Focus

* Example: Sears focused heavily on short-term cost-cutting measures

instead of investing in the long-term digital transformation.

* Consequences: This short-term focus led to declining sales and

market relevance, culminating in bankruptcy in 2018.



Lack of Alignment Across the Organization

 Example: General Motors in the early 2000s had various brands and

divisions operating with little alignment or synergy.

* Consequences: GM faced severe financial troubles, resulting in a

government bailout and restructuring during the 2008 financial crisis.



Failure to Monitor and Adapt

* Example: Nokia’s failure to continuously adapt its strategy in the

rapidly changing smartphone market.

* Consequences: Nokia's dominance eroded, leading to significant

market share loss and eventual exit from the smartphone market.



Complexity and Over-Engineering

* Example: Boeing's 787 Dreamliner project initially suffered from over-

engineering and overly complex supply chain issues.

* Consequences: The complexity led to significant delays and cost

overruns, hurting Boeing's profitability and reputation.



Why Many Companies Struggle to Understand Innovation?



Misunderstanding the Concept

* Many companies equate innovation solely with groundbreaking

technological advancements or "big ideas."

* Reality: Innovation encompasses a broad spectrum, including incremental
improvements, process optimizations, and business model innovations.
Understanding that small, continuous improvements also constitute

innovation can help demystify the concept.



Lack of Clear Definition

* Organizations often lack a clear, unified definition of what innovation

means within their specific context.

e Reality: Without a common understanding, different departments

may pursue conflicting goals, leading to confusion and misalignment.



Short-Term Focus

 Companies often prioritize short-term financial performance over

long-term innovation.

e Reality: Sustainable innovation requires a long-term perspective and
investment in future opportunities, even if they do not provide

immediate returns.



Misalignment with Strategy

* Innovation efforts can become disjointed if they are not aligned with

the company’s overall strategy.

* Reality: Strategic alignment ensures that innovation initiatives

support the company’s long-term goals and add real value.



Insufficient Resources

 Companies may not allocate sufficient resources—time, money, and

talent—to innovation efforts.

* Reality: Adequate investment in innovation is critical for developing

new products, services, and processes.



Failure to Understand Customer Needs

* Innovation efforts sometimes focus on technology for its own sake,

rather than addressing real customer needs.

e Reality: Successful innovation is customer-centric, solving problems

and creating value for end-users.



Complexity of Implementation

* The process of bringing an innovative idea to market can be complex

and daunting.

* Reality: Effective project management, cross-functional collaboration,
and a clear go-to-market strategy are essential for successful

implementation.



Communication Challenges

* Gaps in communication across different levels of the organization can

hinder innovation.

* Reality: Clear, transparent communication from top to bottom is
essential to ensure that everyone understands the innovation strategy

and how they can contribute.



Lack of Talent

* Innovation requires a diverse set of skills and capabilities that many

organizations lack.

* Reality: Attracting, retaining, and nurturing talent with the right skills
and innovative mindset is crucial. Companies need to invest in
training and development to build a workforce capable of driving

innovation.



Lack of Imagination Competency

* Many organizations suffer from a lack of imagination and creative

thinking among their employees.

* Reality: Imagination and creativity are essential for generating
innovative ideas and solutions. Companies need to foster an
environment that encourages out-of-the-box thinking and rewards

creative problem-solving.



The Convergence of Innovation and Strategy?



Why Convergence is Crucial?

* Aligns creative solutions with business goals.
* Enhances competitive advantage.

* Facilitates adaptability in a rapidly changing market.



Benefits of Integrating Innovation and
Strategy

* Enhanced Agility: Ability to respond quickly to market changes.

e Sustainable Growth: Long-term success through continuous

Improvement.

* Customer-Centric Solutions: Meeting evolving customer needs.



Suggested Steps to Achieve Convergence of
Strategy and Innovation with Tangible Takeaways



Cultivate a Visionary Leadership

 Hire and Develop Visionary Leaders: Ensure your leadership team
includes individuals known for their innovative thinking and risk-

taking capabilities.

 Takeaway: Conduct leadership workshops focused on developing

visionary skills and an innovation mindset.



Integrate Innovation into Strategy

e Aligh Innovation with Strategic Goals: Develop a strategic roadmap

that explicitly includes innovation milestones.

* Takeaway: Create a section in your strategic plan dedicated to

innovation initiatives and track their progress quarterly.



Invest in Training and Development

* Provide Training in Innovation Practices: Offer regular workshops and

courses on innovation techniques and creative problem-solving.

* Takeaway: Schedule monthly training sessions on design thinking and

innovation management for your teams.



Create a Supportive Infrastructure

 Establish Innovation Labs or Hubs: Set up dedicated innovation spaces

equipped with the necessary tools and technology to foster creativity.

* Takeaway: Invest in creating an innovation lab or hub within your
organization, complete with collaborative workspaces and

prototyping equipment.



Encourage Open Communication and Feedback

* Promote Open Communication: Use platforms like Slack or Microsoft
Teams to facilitate open dialogue and idea sharing across the

organization.

* Takeaway: Launch an internal communication channel dedicated to

innovation ideas and feedback.



Monitor and Adjust

* Regularly Review Progress: Set up regular review meetings to assess

the progress of innovation projects and make necessary adjustments.

* Takeaway: Implement a bi-monthly review cycle for all innovation

projects to evaluate their progress and realign goals as needed.



Focus

* Enhance Focus on Core Innovations: Prioritize key innovative

initiatives that align closely with your strategic goals.

* Takeaway: Identify and focus on 2-3 high-impact innovation projects

each year and allocate dedicated resources to them.



Build Imagination Organizational Muscle

 Develop Imagination as a Skill: Encourage creative thinking and

imaginative problem-solving through specific exercises and activities.

 Takeaway: Implement creative brainstorming sessions and

"imagination workouts" to help employees think outside the box.



Empowering Teams

* Delegate Decision-Making Authority: Empower teams with the

autonomy to make decisions and drive innovation projects forward.

e Takeaway: Establish cross-functional teams with the authority to
make critical decisions and allocate resources for innovation

initiatives.



Strategic Risk-Taking

* Embrace Calculated Risks: Encourage taking strategic risks that have

the potential for high rewards, even if they come with uncertainties.

» Takeaway: Develop a risk management framework that allows for
calculated risk-taking and provides support for projects that may not

have immediate success.



Continuous Learning and Adaptation

* Promote Lifelong Learning: Encourage continuous education and skill

development to keep up with the latest trends and technologies.

* Takeaway: Provide access to online courses, workshops, and
conferences, and encourage employees to regularly update their skills

and knowledge.



End to End Example {Connecting the Dots}



Let's create a real-time, end-to-end example based on the Roger Martin

Strategy Model and Marty Cagan's Innovation framework, emphasizing

the convergence of strategy and innovation.

Example: TechCorp's Journey to Converge Strategy and Innovation



Fictitious Company Background

TechCorp is a mid-sized technology company specializing in developing
enterprise software solutions. The company has been moderately

successful but is struggling to maintain its competitive edge in a rapidly

evolving market.



Step 1: Define Strategy (Roger Martin's Strategy Model)

What is your
winning
aspiration?

\
The purpose of >
the enterprise:
e Qur guiding
aspirations

CASCADE OF CHOICES

The right playing field:
e Where we will compete: our geographies,
product categories, consumer segments,
channels, vertical stages of production

Where will you
play?

How will you The set of capabilities

win? required to win:
¢ Our reinforcing activities
e Qur specific configuration

The unique right to win: k
e Qur value proposition \
* Our competitive advantage

What capabilities
must be in place?

~

\ What

The support systems: ~ management
» Systems, structures, and measures systems are
required to support our choices required?
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Step 1: Define Strategy (Roger Martin's Strategy Model)

Strategic Choices:

1. Where to Play:

TechCorp decides to focus on the burgeoning field of Al-driven
analytics for the healthcare sector.

2. How to Win:

By offering highly customized, user-friendly solutions that
integrate seamlessly with existing healthcare IT systems.



Key Strategic Questions

* What is our winning aspiration?

* Where will we play?

* How will we win?

* What capabilities must be in place?

* What management systems are required?



Application

 Winning Aspiration: Become the leading provider of Al-driven analytics
solutions for healthcare within five years.

* Where to Play: Target major hospitals and healthcare networks in North
America.

* How to Win: Develop a proprietary Al platform that leverages patient data
to provide actionable insights for improving patient outcomes and
operational efficiency.

e Capabilities: Invest in Al research, hire top talent in machine learning, and
build strategic partnerships with healthcare providers.

* Management Systems: Implement agile project management and a robust
customer feedback loop to continuously refine the product.



Step 2: Foster Innovation (Marty Cagan's Innovation Principles)

Innovation Practices:

1. Customer-Centric Discovery:

* Problem: Hospitals struggle with managing vast amounts of patient data
efficiently.

e Solution: Conduct interviews and shadowing sessions with healthcare
professionals to understand their pain points.



2. Prototyping and Validation:
e Develop a Minimum Viable Product (MVP) of the Al-driven analytics platform.
* Run pilot programs in select hospitals to gather real-world feedback.

3. Empowered Teams:

* Form cross-functional teams including product managers, designers,
engineers, and healthcare consultants.

* Give teams the autonomy to experiment and iterate based on user feedback.



4. Continuous Delivery:

 Adopt a continuous delivery model to release updates and new features
regularly.

* Use metrics to track the effectiveness and adoption of new features.



Step 3: Align Strategy and Innovation

Convergence Initiatives:
1. Innovation Labs:

- Establish an innovation lab focused on Al in healthcare. Equip it with state-of-the-
art technology and create an environment that encourages creative problem-solving.

2. Leadership Commitment:

- Leadership actively participates in innovation initiatives, demonstrating commitment to
the strategy. TheY regularly communicate the importance of aligning innovation efforts
with strategic goals.

3. Iterative Strategic Review:

- Implement a bi-monthly review cycle to assess the progress of innovation projects. Adjust
strategic priorities based on learnings and market changes.



Example Outcomes:

Initial Launch:

- The MVP is launched in three major hospitals. Early feedback
highlights the need for better integration with existing systems
and more intuitive user interfaces.

lteration and Improvement:

- Based on feedback, the teams enhance the Al platform’s
integration capabilities and user interface. They also add new
features that allow for predictive analytics, which were highly
requested by users.



Market Expansion:

- With the improved product, TechCorp expands its pilot to 15
more hospitals, securing significant contracts and partnerships.
The feedback continues to be positive, and the hospitals report
improved patient outcomes and operational efficiencies.

Leadership and Culture:

- TechCorp's leadership continually emphasizes the importance
of innovation aligned with strategic goals. They reward teams for

their contributions to the successful deployment of the Al
platform.



Results:

* TechCorp achieves its strategic goal of becoming a leading provider of

Al-driven analytics in healthcare.

* The convergence of strategy and innovation enables TechCorp to
adapt quickly, meet customer needs effectively, and maintain a

competitive edge in a dynamic market.



 Lessons Learned:

* The importance of aligning strategic goals with innovation efforts.
* The value of customer-centric discovery and iterative development.

* The critical role of leadership in fostering a culture of innovation.

By applying Roger Martin's strategy model and Marty Cagan's innovation
principles, TechCorp successfully navigates the complexities of strategic
planning and innovation execution, driving transformational change and

achieving sustained success.



Conclusions



"No innovative idea is proved in advance”



The Role of Experimentation in Innovation

Experimentation is fundamental to innovation, enabling organizations
to test new ideas, learn from failures, and iteratively improve.
Strategically integrating experimentation involves setting clear
objectives, defining success metrics, and fostering a culture that values
learning over perfection. This systematic exploration of innovative ideas

helps manage inherent risks while driving progress.



The Importance of Vision and Courage

Vision and courage are vital for bridging strategy and innovation.
Leaders must champion unproven concepts, demonstrating a strategic
commitment to long-term growth and competitive advantage. The
willingness to pursue innovative ideas, despite uncertainty, reflects a

deep strategic alighment with fostering continuous innovation.



Embracing Convergence

In conclusion, the convergence of strategy and innovation, marked by
embracing uncertainty and fostering experimentation, is key to
unlocking the potential of innovative ideas. Visionary leaders who

champion this approach drive transformational change and sustained

SUCCeSsS.
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