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ModulelPlan N

Exploit & explore, organize
for R6D+ innovation

r

INNOVATION STRATESY 25 I mownoy - Lecture 2: Applying R&ED+ | Management
ce
a
- Developing R&D+| Capabilities: Techniques to enhance
Innovation Y Innovation innovation
e & P - Implementing R&D+I: Strategies for effective teamwork

and innovation



R&D+I Principles
STRATEGIC
MINDSET

1 Approve your R&D+I thesis &
0 governance

2 Define a roadmap & Manage your
0 R&D+1I portfolio

03 Set clear R&D+I KPIs
(Accountability is key)

Internal - Unprotected

COLLABORATIVE
MINDSET

4 Implement R&D+I
practices
(Embrace Design-Thinking | Lean | Agile |
Pilot and test new technologies & solutions)

Embrace Ecosystems
in a collaborative way

(Internal & External)

Have cross functional
& Diverse teams

(Credibility)

Don’t forget to Share & Communicate
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Keep it simple (but not simplistic)

Approve your R&D+I thesis & '
1 governance We'll use these as examples

... - P
2 Define a roadmap el Ninfendo
0 & Manage your R&D+I portfolio a

PlayStation.

03 Set clear R&D+I KPIs
(Accountability is key)
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1: Define and approve your R6D+I thesis &
governance

In order to lead innovation successfully, every company
needs a clear R&D+l thesis.

Leaders need to take a point of view about where the world
is going and how they plan to use innovation to respond

Tendayi Vicky
Author of the corporate startup
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1: R6D+l thesis & governance

"To disrupt the gaming industry by designing
family-friendly gaming experiences that expand
the market beyond traditional gamers, through
novel interaction design.”

Nintendo - Reversed engineered R&D+1 Thesis

PlayStation. jLH

"To deliver high-quality, realistic and immersive
gaming experiences, by leveraging cutting-edge
technology to cater to passionate gamers worldwide."

Sony Playstation - Reversed engineered R&D+1
Thesis



Demand uncertainty
Index of industry revenue volitility and
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1: to define the governance... define the first
the uncertainty rate and...

130

Re

firm turnover (logarithmic scale)

30

Different Levels of
Uncertainty
Different
Structures
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Fabricated products © Agc;ggd =
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PPATE! o ponstruction Materials @ Business services
Shipping containers© ol .
Wholesale Personal services Communication O Printing & publishing
Tobacco products © Business supplies
o] OConstruction
Real%state
Precious metals Utilities Bancl;mg Insurance o .
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0.1% 0.5% 5.0%

Technology uncertainty
Industry R&D as a percentage of
revenue (logarithmic scale)

The Innovator’s Method, Nathan Furr and Jeff Dyer, 2014
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1: to define the governance... first define the
need to be open or not to the outside world

/ Other firm’s
\ jl market

Good ideas are widely distributed Lisence, spin Our new
tOday. market
No one has a monopoly on useful

knowledge anymore.

2l

Not all of the smart people in the
world work for us.

Internal/external Our current
venture handling market

External technology
insourcing
External technology base

Source: Chesbrough, 2010

Prof Henry Chesbrough UC Berkeley, Open Innovation: Renewing Growth from Industrial R&D,
10th Annual Innovation Convergence, Minneapolis Sept 27, 2004
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1: R6D+I governance

Functional Independent Teams independentes

(Responsibility in an independent team, with no connection to the
existing organization)

—
(Nintendo) General Manager General Manager

(Responsability within the existing organizational units)

Multifunctional Teams

(Stablished within the organization, but outside of the existing
management hierarchy)

Emerging Business

Source: Adapted from de O’Reilly and Tushman, The Ambidextrous Organization, Harvard Business Review, April 2004




1: R6D+I governance
Build aporl:forlo ofopportun:t:esto boosttheenergytransmon

How we are structured

ExCom Approve the Innovation Roadmap & Budget

Define the Roadmap, Action Plan & Budget(s)

Innovation _ j 4
Monitor the Innovation execution & reports to the COMEX

# Centres of Innovation organised according Galp’s business units’ structure

Design the Annual Activities Plan aligned with

Industrial Renewables & 5
Innovation Centre Commercial Monitor & Manage Innovation Projects
(Upstream, Midstream & EM) Centre Act as an internal Innovation Evangelist &
Challenger

Cross functional teams:

Develop transversal programs with the

Project Management R&D+I UPCOMING innovation ecosystem
: . ENERGIES Works with Academia & Start-ups to do
R&D Brazil
R Brazil Team proof of concepts of new technologies &
business models

30 16 170M-=

Scientific
Members Backgrounds R&DI Projects

13

Scaleup-Opportunities
haned over to BUs

3

ANP Award (Galp
submitted 4 projects,
with 18 total finalists)

~30%

Winner-to-Pilot Ratio
in Innovation
Programs
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e NV Ve Tal o P gur es 25

+55

Pilots with Startups

+7000

Galp employees
engaged with
innovation projects &
initiatives

1000

Researchers engaged
with innovation
activities
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2: To Build a portfolio you need to define the
type of investment that you want to do...

Three Horizons

You need to understand the effort that your A
. . . Horizon 3
company needs for each Horizon taking in Create viable
options
consideration what you need to achieve

Horizon 2
Build emerging

Pl‘Gﬁt businesses

Re.1ther than hoping that t_helr future Horizon 1
will emerge from a collection of ad Extend and defend
. core businesses
hoc efforts, smart firms manage for
“total innovation.” »

Time (Years)
BANSI NAGJI & Geoff Tuff

Deloitte Partners and Authors Source: Harvard Business School: Emerging Business Opportunities at IBM

https://www.youtube.com/watch?v=p90ZTg0svmM


https://www.youtube.com/watch?v=p90ZTg0svmM

New
markets
and
customers

Adjacent
markets
and
customers

Existing
markets
and
customers

: ... and the areas where to invest

Ninfendo

Transformational
Developing breakthroughs
and creating new markets
+Detachabls joycons
+Touchscroen
- 5 +Portabillty
ot e ka0 1V
v
“Motion contrals
rControlier speaker
+Pariphacal support
Core |
Optimizing existing products -
for existing customers
Existing products Incremental New products
and assets products and and assets

assets

New
markets
and
customers

Adjacent
markets
and
customers

Existing
markets
and
customers

= 4

PlayStation.
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Transformational
Developing breakthroughs
and creating new markets

Core
Optimizing existing products
for existing customers

Existing products
and assets

B AoystovonVR

Incremental
products and
assets

New products
and assets
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2: Actively manage and rebalance your
R+Dé&l portfolio

LR
Sony Admits PlayStation Move Has Been A .
Failure ! PlayStation.

March 11, 2012 / @ Sickr / 170 Comments

breakthroughs ~ and creating
New new markets

Transformational ~ Developing ‘

Core
Optimizing existing products  for existing
er

Existing products Incremental
al ssets

nd a New products

555555 and assets
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2: Actively manage and rebalance your
R+Dé&l portfolio

2

Fail faster to succeed sooner and
avoid R&D+I Orphans .
Increase funding as uncertainty B oovopngbroness | ScueP
decreases

'UE ° ® [ J ° PY ®
Make room for emergent ‘e, .*" "0 o 0@

Eg .
strategy _

/, ; P \ p

*Example Innovation Funnel with 4 stages
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Ex1. Group discussion: Playstation VS Nintendo

Let's break into groups of 5 and discuss ® 2 min.

Questions:
1.Innovation Direction:

- Nintendo emphasizes creating family-friendly experiences with their
consoles.

- PlayStation, on the other hand, focuses on highly realistic experiences for
gamers.

- Which of these strategies do you believe holds more potential in attracting
and retaining players, and why?

Risk and Reward:

- Innovation often involves a balance between risk and reward.

- Between Nintendo and PlayStation, which company do you believe takes
more risks with their innovation strategies?

Future Adaptation:

- Considering the rapidly evolving gaming landscape, which company's
innovation strategy do you think is better suited to adapt to future trends
and challenges?

) 3

(Nintendo’) vs PlayStation.

Share with the class ® 1 min.

Each group shares a summary of their conversation
with the class
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Ex2. Group discussion: Your Roadmap of Innovation

Let's break into groups of 5 and discuss:

1.Brainstorming Session (10 minutes):

2 companies: Apple & Microsoft

- Write the innovation thesis of the company (class is divided in the parts)

- Using the sticky notes, brainstorm activities, projects, or initiatives that fall into each of the three horizons
- Each horizon should have its color of sticky notes (H1 Green, H2 Blue, H3 Pink)

2. Mapping the Horizons (15 minutes):
- On the poster paper, draw three columns corresponding to the three horizons
- Place your sticky notes (3 for each horizon), explaining why they placed each item in that specific horizon

3. Group Presentation (5 minutes):
- Present your company’s Three Horizons map to the class
- Discuss the rationale behind their decisions and how these choices support the company's long-term growth strategy

4. Class Discussion (10 minutes):

- Discuss how focusing on all three horizons simultaneously can help a company navigate present challenges while also investing
in future growth

- Reflect on the balance of resources allocated across the three horizons and the potential impact on the company's future
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GALP Example

2: Actively manage and rebalance your
innovation portfolio

External Innovation _ ORGANIC RELATIONS WITH ECOSYSTEM Internal Innovation
——— Actions of positioning, connection, collaboration, support ————
Ecosystem and acceleration with innovation ecosystem Ecosystem
*
Q.
[} Government 6 o
£ Opportunities being explored Ongoing Projects
- Closed /
Lessons
g | 8 1 8 8 1 7 5 3 Learned
Fully Autonomous Service 8 Startups & Internal R I
HORIZON 3 Energy Peer-to-Peer Vehicle to X o Scaleups Smk‘;g'cﬁ ers ;::Lif:_:;n"& \FI?:I?HI: é:;tay" Development Final Execution / 0 o Corporate
S g o entres
Exploration = Cer=mior Desirability & Validation Development Piloting
.2 » Exploratory + Technical Due > IT/Cyber/GDPR * Execution / Pilot » Execution/ Scale-up
- Meetings Diligence es: Preparation Pilot Ongoing
> Internal * Cost Benefit B nts
Flexibility and Aggregation T Social Agnment i 2 :fﬂr::ie" *k
Connected Cars Battery New Mobility > Corporates Innovation 0 gﬂ: 25 1
Swapping Solutions [«] Killed
Buildings Energy Optimisation P=
HORIZON 2 Biometrics cﬁmart ; fChargmg - y
i i argi nfrastructure enture
Disruption Industry Decarbonisation Lk’ L] Capital
Customer Intelligence
Proximity Offices Fleet Solutions 5
Distributed Energy Resources
HORIZON 1 Smart Checkout Operations Improvement
Upgrade *The core strategic document that guides the Innovation team. It is based on the company's long-term strategy, business units’ needs, and the feasibility of the opportunities. To

maximize its contribution, the innovation roadmap pricritizes focus areas to address in 2023, and in the years to come.

Prof Henry Chesbrough UC Berkeley, Open

https://www.galp.com/corp/Portals/0/Recursos/Inovacao/roadmap- Innovation: Renewing Growth from Industrial R&D,
Commercia[,pdf 10th Annual Innovation Convergence, Minneapolis
Sept 27, 2004



3: Define your KPIs / OKRs

Input KPIs Process KPIs

Investment in Ol (% of turnover)

Number of Ol dedicated staff

Specific recruitments to
implement Open Innovation
approach

Number of involved departments
in Ol projects

Number of registered innovators
in the collaborative platform

Quality of Employees’
Involvement (number of ideas,
contributions...)

% of stafi’s objectives on the
achievement of Ol planned
results

Amount of Ol rewards for
employees

Number of Open Innovation
projects

Number of new partners

Diversity of partners (type,
localization...)

Number of active partnerships

Frequency of meetings with
partners

Time to respond to new ideas/
solutions

Number of new products/
services developed with partners

% of implemented ideas from
new partners

Output KPIs

Number of external ideas

Number of projects achieved
through Ol

Number of new products/
services launched with partners

Time-to-market

Number of patents through Ol
projects (or other IP rights)

Revenue generated by Ol
projects

Number of Ol success stories

Number of sustainability related
projects

Open innovation - what behind the buzzword, Institute for Innovation and

Competitiveness - ESCP Europe

»p
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/ Innovation OKRs \

Guarantee X% of new
projects allocated to
energy transition

Scale 8 innovation projects
into business opportunities
to the Bus

Execute 16 proof of
concepts (PoCs)

Deliver a total financial
impact of €6M while
sustaining an innovation
pipeline above €100M in

Kpotential value. /
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3: Define your OKRs

* OKRs consist of a list of 3-5 high level Inspirational Objectives

OKRs aims to connect Objectives: What we want to achieve
company, team and
personal goals to * Under each Objective there should be 3-5 measurable Key

Results

measurable results while :
Key Results: How are we going to measure our progress?

having all team members

and leaders work together « Initiatives: What are we going to do to reach our OKR:
projects, tasks or activities

in one, unified direction...
Each Key Result can be measured on a score of 0-100% or 0 to 1.0

Why is everybody doing it?

Focus & Discipline | Alignment | Cross functional | Cooperation | Acceleration | Communication | Autonomy &
Accountability
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3: Define your OKRs

OBJECTIVE KEY RESULTS

« Should be inspirational  How do we know if we met the objective?

« Possibly time framed
« The mission on this quarter

- -

- Deliver x workshops «  Sales numbers up 30%
e Produce x Reports *  Double Users -
- Organize x events for community *  Raise a Series B of $5 million
W
&
\\ Improve Net Promoter Score from Xto Y
»  Transform Porto’s coupon-using habits » Increase Repurchase rate from X to Y

« Close a round that let us kill next quarter - Maintain Customer Acquisition under Y



Internal - Unprotected

3: Define your OKRs - Final Tips

v Focusing on a few objectives makes it easier to repeat them every week
v’ Keeping objectives top of mind during the quarter puts pressure on what's important
v OKRs tell not only what teams are doing but also what every team member is doing

v Reinforce a Cross Functional Collaborative Culture

Radical
Focus
STOP Acisig Yo s npros Gl
» We haven't prioritized our goals... e
» We haven't communicated goals well... CHRISTINA WODTKE
> We haven't made time for what matters... _[l:g
>

We don't know what other teams are doing... e -
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Rememberthat
failureis
core to innovation



https://www.youtube.com/watch?v=TWSRgsk2oaw
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That look...

caption this
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2 years later




Key Takeaways

</ There is no single "right" R&I+ thesis

</ Make sure your R&D+I thesis is tightly
aligned with business strategy

¥ Guarantee that the governance & THE
OKRs are aligned with what you what to
achieve

< Build and actively manage your
innovation portfolio based on your
learnings, while making room for emerging
strategy
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The Nintendo Switch Passes
PS4 And Game Boy To Become
The 3rd Best-Selling Console
Ever

=
The PS2 remains the best-selling console ever
made, and it's not even close

Q Catherine Lewis f v &

Published 9:55, 07 February 2023 GMT
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Featured Image Credit: Curtis Berry via Unsplash, Nikita Kostrykin via Unsplash
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