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Introduction

The Innovation Execution Challenge

Staying Ahead by Mastering Innovation with New Practices

Innovation fuels progress, ensures competitiveness, and 

sustains businesses. It enables organizations to meet chan-

ging customer needs, capitalize on new opportunities, and 

differentiate from rivals. Continuous innovation is essential 

for staying relevant and achieving long-term success.

However, executing innovative ideas presents significant 

challenges. Venturing into uncharted territories with new 

products and services brings increased uncertainty and 

lower predictability. Traditional project management met-

hods often fall short in these high-uncertainty scenarios. 

They can restrict the freedom needed to learn and expe-

riment, which is crucial for true innovation. At the same 

time, ensuring results are reproducible and scalable be-

comes challenging without a structured approach. This 

raises a critical question: how can organizations foster an 

environment encouraging experimentation while maintai-

ning effective control over project outcomes?

To help overcome this innovation execution challenge, we 

have compiled our preferred best practices and methodo-

logies for high-uncertainty innovation projects. By adop-

ting methods that allow for agile learning and flexibility, 

businesses can better navigate the complexities of creating 

something from nothing, turn uncertainty into opportuni-

ties for growth, and maintain a competitive edge in their 

industries. 

Mathis Dahlqvist  |  Venturinno

Innovation drives success but is hard to execute under 
uncertainty. With traditional methods failing, discover our 
best practices for high-uncertainty projects to stay ahead.
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Embracing uncertainty, balancing operations with growth, 
and aligning innovation with strengths, businesses 
transform challenges into opportunities and achieve 
success through agile learning and strategic practices.

Understanding The Challenge

Embracing Uncertainty: Mastering 
Innovation for Long-Term Success

Uncertainty is a constant. Organizations must 

not only respond to evolving needs but also 

anticipate and lead market transformations. 

Market dynamics shift, technologies advan-

ce, and customer preferences change at an 

unprecedented pace. This reality necessitates 

venturing into uncharted territories with new 

products, services, and business models—a 

journey inherently filled with uncertainty.

Rather than viewing uncertainty as a hindran-

ce, forward-thinking organizations embrace 

it as a catalyst for innovation and growth. By 

transforming unknowns into opportunities, 

businesses can stay ahead of the curve and 

achieve long-term success.

Embracing uncertainty requires a fundamen-

tal shift in mindset and strategy. Traditional, 

rigid planning methods often fall short in un-

predictable environments. Companies must 

adopt agile learning practices that promote 

flexibility, rapid adaptation, and continuous 

improvement. This involves iterative develop-

ment cycles where teams experiment, gather 

feedback, and refine their approaches in res-

ponse to new information.

Strategically aligning new initiatives with core 

competencies enhances the effectiveness 

of innovation efforts. By leveraging existing 

strengths and resources, organizations can 

reduce risks and increase the likelihood of 

successful outcomes. This alignment ensures 

that innovation is not an isolated endeavor 

but an integrated part of the company's ove-

rall strategy.

By embracing uncertainty and adopting agile 

learning practices, organizations can trans-

form challenges into opportunities. Aligning 

innovation with core competencies and ba-

lancing operational efficiency with explorato-

ry initiatives positions businesses to thrive in a 

dynamic market landscape.

Innovation - the engine that drives progress, 
competitiveness and sustains businesses.
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The Balancing Act between operational 
efficiency and future innovation
To sustain success, businesses must balance 

short-term operational efficiency with long-

term innovation. Daily operations demand 

predictability and efficiency; innovation requi-

res flexibility and a tolerance for ambiguity. It's 

not merely about setting strategic directions 

but also involves managing inherent tensions:

Structure vs. Flexibility: Operational tasks be-

nefit from established processes and innova-

tion from flexibility, so frameworks that guide 

without stifling creativity are needed.

Discipline vs. Experimentation: Innovation 

requires disciplined experimentation to me-

thodically test hypotheses and learn from 

outcomes to contribute to organizational 

knowledge.

Tolerance for Failure vs. Accountability: Inno-

vation must tolerate failures but remain into-

lerant of incompetence. This distinction en-

sures that the organization learns and grows 

from its initiatives..

To navigate these dynamics effectively, orga-

nizations can:

Clear Ambitions and Standards: Articulate 

high expectations to motivate excellence in 

operations and innovation.

Invest in Talent and Skills: Cultivate innova-

tion competencies, even if it requires more 

rigorous hiring and training processes.

Transparent Decision Criteria: Establish clear 

guidelines for evaluating when to proceed 

with, adjust, or halt projects based on strate-

gic alignment and potential impact.

Embrace Adaptability: Encourage a mindset 

where acknowledging and learning from set-

backs is valued, allowing the organization to 

pivot and innovate continually.

By mastering this balancing act, businesses 

can maintain operational excellence while 

fostering innovation, ensuring they remain 

competitive today and prepared for tomor-

row's opportunities.

Innovation Highlight Innovation Highlight Innovation Highlight

- 90 %
Of original Fortune 500 compa-

nies has dropped of the list.

- 78 %
Lifespan of a F500 company is 

reudced by 78% to now 15years.

6 %
Only 6 % of CEOs are happy with 

their innovation performance.

2024 2024 2024

Source: Fortune.com Source: EY.com Source: McKinsey.com
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PLAN

ADJUST DO

STUDY

PLAN

ADJUST DO

STUDY

PLAN

ADJUST DO

STUDY

Shewhart Cycle  
by William Edwards Deming

Agile methodologies empower self-organizing teams to adapt 
to volatility, inspired by Deming's Cycle, through Sprint-Based, 
Flow-Based, and Maturity-Based approaches.

Agile Ways of Working

Navigating Uncertainty Iteratively

Agile methods offer structured, iterative approaches that 

acknowledge the inherent volatility in innovation environ-

ments and equip teams to respond effectively to change. 

Rooted in the Shewhart cycle popularized by W. Edwards 

Deming in the 1950s, agile methods emphasize continu-

ous improvement through iterative learning and adaptati-

on; and can broadly be categorized into three main groups:

Sprint-based approaches like Lean Startup, Design Thin-

king, Scrum, and Learning Planning focus on short, time-

boxed iterations or "sprints" that allow teams to plan, 

execute, and review work in manageable increments. 

Sprint-based methods facilitate rapid feedback and adap-

tability, enabling teams to pivot quickly in response to new 

insights or changing requirements.

Flow-based approaches, with  Kanban as the primary 

example, prioritize a continuous flow of tasks rather than 

fixed-length iterations. This approach helps teams identi-

fy bottlenecks, optimize workflow, and maintain a steady 

pace of delivery, enhancing responsiveness to change.

Maturity-based approaches, such as X-teams and Discove-

ry-Driven Planning, focus on maturing concept capabilities 

and strategic thinking before advancing. These approa-

ches emphasize learning, knowledge sharing, and adapta-

bility and help teams develop the agility and resilience to 

tackle high-uncertainty projects successfully.

Organizations can manage volatility and foster innovation 

by understanding and applying these agile methodolo-

gies. Embracing the appropriate agile approach empowers 

teams to remain adaptable, responsive, and effective in 

the face of constant change, ultimately leading to better 

project outcomes and sustained competitive advantage.
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Lean Startup
Build > Measure > Learn

Design Thinking
Emphathize > Define > Ideate > Prototype > Test > Implement

Scrum
Plan > Implement > Review > Retrospect

Learning Planning
Plan > Experiment > Evaluate > Learn

Kanban
Select > Do > Test > Done

Servitization (Aston Business School)

Exploration > Engagement > Expansion > Exploitation

Discovery Driven
Discover > Incubate > Accelerate

Sp
rin
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X-Teams
eXplore > eXploit > eXport
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Get the best 
impact with 
data-driven 
decisions.

From Idea to Full-Scale Innovation

The Venturinno Way regards innovation as 

a carefully orchestrated journey from the 

initial idea to full-scale market presence, 

with distinct phases dedicated to explora-

tion and planning, then execution and de-

livery. Early on, during Ideation, the prima-

ry goal is to explore the core of the idea, 

clarify its intended outcome, and assess 

its initial desirability, feasibility, and via-

bility. This exploratory mindset continues 

seamlessly into Conceptualization, where 

the evolving concept is further detailed, 

and its critical uncertainties are systemati-

cally identified, examined, and addressed. 

By the end of Conceptualization, the team 

has gained sufficient clarity to develop 

a reliable roadmap for implementation, 

enabling more precise and informed de-

velopment planning. 

Explorative Planning Guides Decisions

These first two stages—planning and de-

sign—represent a low-commitment pe-

riod of relatively inexpensive exploration 

and experimentation. During this time, 

teams can construct models, prototypes, 

and MVPs, testing assumptions to uncover 

potential pitfalls at minimal cost. In this 

sense, planning allows for thoughtful con-

sideration of the project's underlying pur-

pose and the refinement of its goals. By 

Innovation is a journey from Ideation to market success. 
Navigate uncertainty, refine solutions, and achieve sustain-
able growth and competitive advantage through active plan-
ning and iterative learning.

The Venturinno Way

Turning Ideas into Real-World Impact

Innovation...  
...monetization of invention! 
The process of translating an idea or invention 
into a good or service that creates value.
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Technological Changes Competitor Actions

Customer Prefereces Climate Change

Regulations Supply Chain

15 %
20 %

19 %

11 %

12 %

23 %

PwC 27th Global CEO Survey

The relative importance of six key factors driving 4,702 

CEOs to intensify efforts to reinvent their business mo-

dels over the next three years. This highlights which 

factors hold the most influence on long-term viability.

compelling teams to scrutinize their ideas before making 

high-commitment decisions, this phase ensures that, by 

the time delivery begins, they are guided by well-founded 

insights rather than untested optimism.

Controlled Testing Transforms into Real Deployment

Once the project moves into the delivery phases—Incubati-

on, Monetization, and Expansion—the solution transitions 

from controlled experimentation to real-world application. 

Incubation centers on placing early versions of the offering 

into the hands of future users, gathering timely feedback to 

refine and adjust as it matures. Monetization builds upon 

these insights, creating a hyper-care environment that 

enhances sales, pricing, and onboarding processes and 

ensures the project team remains engaged and respon-

sive to emerging needs. Finally, Expansion concludes the 

journey by transferring ownership from the concept team 

to established organizational roles—Product and Sales 

Managers—who sustain and confidently scale the solution.

Active Planning Ensures Sustainable Long-Term Success

This deliberate progression from low-commitment plan-

ning to high-commitment delivery supports a more predic-

table and less disruptive execution. By investing time and 

effort in understanding and testing the idea early, teams 

minimize costly surprises and avoid last-minute crises 

once delivery is underway. The Venturinno Way embraces 

active planning as an integral part of innovation, guarante-

eing that each subsequent phase unfolds with greater cla-

rity, reduced risk, and a stronger foundation for long-term 

success.

 » By dedicating early phases to low-cost planning, Venturinno ensures teams clearly understand their purpose, 

thoroughly test assumptions with minimal risk, refine strategic goals, and produce well-founded decisions.

 » Venturinno’s approach separates planning and delivery, treating planning as active, iterative exploration reducing 

uncertainties, enabling advancement with clarity, fewer issues, and greater overall adaptability.

 » By refining ideas and validating assumptions early, Venturinno’s model strengthens decision-making, fosters 

customer-aligned solutions, and facilitates handovers to established business units, ensuring efficient scaling.

Key Takeaways: Active Planning and Adaptive Delivery



 PP : 010

VE
N

TU
RI

N
N

O
 2

02
5

Inspired by learning frameworks, our process helps 
navigate uncertainty, co-create with customers, and 
transform ideas into scalable, market-ready solutions.

Project Management Process

Innovation Maturity Model

TRL 1 / MRL 2

Ideation

The Ideation phase uncovers high-impact oppor-

tunities by combining scientific and technological 

principles with customer insights. Close collaboration 

with a potential future customer, "Customer Zero," 

ensures generated ideas—sourced both internally 

and externally—are strategically aligned and address 

genuine challenges. This phase refines promising ideas 

by prospecting, engaging with partners, and evaluating 

fit based on desirability and viability. It builds trust-

based partnerships, setting the stage for informed idea 

prioritization and business visioning.

Key Deliveries:

1. Idea evaluation describing customer chal-

lenges, business needs, and commercial logic.

2. Preliminary solution outline envisioning value 

proposition and needed core features. 

3. Project foundation focuses on business vision, 

hypotheses, success criteria, and envisioned 

strategic value.

Uncover high-impact opportunities

Conceptualization

In Conceptualization, the solution is designed and 

tested through analytical and experimental methods. 

Market needs are verified, size estimated, and money-

making logic explored by engaging with potential 

customers to confirm the solution's value—decisions on 

buying, borrowing, or making guide progress for faster, 

better, and cheaper execution. The goal is to outline 

the solution's elements, identify and address critical 

uncertainties, and develop a reliable implementation 

roadmap, setting the stage for successful development 

and commercialization.

Key Deliveries:

1. Business case documenting financial logic, 

market size, customer value, and feasibility.

2. Implementation roadmap outlines solution 

elements, timelines, and milestones.

3. Commercial terms and agreements clarify 

commitments, roles, and conditions to ensure 

alignment before moving into implementation.

Design and validate concept

Our model recognizes that value creation goes beyond 

introducing novel offerings. It requires trust-based part-

nerships with carefully selected customers, involving them 

early and treating them as co-creators. The five-phase 

innovation journey—Ideation, Conceptualization, Incu-

bation, Monetization, and Expansion—relies on iterative 

validation and refinement, reducing risk and ensuring de-

cisions are rooted in tangible insights.

Traditional product development models struggle to keep 

pace with emerging markets and complex customer de-

mands. Organizations exploring advanced services and 

new business models need a framework to handle uncer-

tainty, involve customers, and adapt as conditions evolve. 

Inspired by discovery-driven innovation frameworks and 

agile principles, our approach guides teams from untested 

concepts to market-ready solutions.

Planning

Innovate, 
co-create, 
and deliver 
impact.

TRL 3 / MRL 3
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Delivery

Incubation

In Incubation, the solution is developed with co-

creation partners and tested in real environments—

often at Customer Zero's site—to validate the solution's 

value delivery. Agile methods and rapid feature 

delivery maintain partner engagement while feature 

demonstrations confirm and refine functionality 

and validate impact. Additional early adopters are 

onboarded as the solution matures to validate market 

viability further, refine the business model, and 

experiment with the sales and onboarding process to 

ensure readiness for broader commercialization.

Key Deliveries:

1. Solution feedback documenting performance, 

reactions, and insights from Customer Zero.

2. Onboarding framework establishes criteria, 

processes, and tools for scaling the solution.

3. Updated business model with refined pricing, 

operational costs, and onboarding strategies 

based on market and partner feedback.

Validate solution’s value delivery

Monetization

Monetization focuses on refining and innovating 

the operational model to enhance scalability 

and improve service operations. Onboarding is 

streamlined, sales teams are trained, and the 

operational model is validated by expanding early 

adopters and integrating their feedback. Deploying 

in live environments stress-tests performance and 

costs. By refining value delivery, improving service 

operations, and establishing robust sales strategies to 

support growth, break-even or profit confirms financial 

viability and readiness for broader market release.

Key Deliveries:

1. Operational model validation documents 

performance and costs to confirm scalability.

2. Sales training provides guidelines and pro-

cesses for effectively acquiring new customers.

3. Financial viability demonstrates break-even 

or profit at pre-commercial scale, proving the 

solution's readiness for broader market release.

Refine and scale the business model

The solution transitions from a protected venture 

to a full-scale business operation during Expansion. 

Operational responsibilities are handed over to 

established business functions. A robust expansion 

strategy accelerates market rollout, extending reach 

across regions and customer segments. Continuous 

monitoring of financial and customer satisfaction 

metrics guides informed adjustments. By addressing 

these factors, organizations transform ventures into 

successful, scalable operations aligned with broader 

market demands and organizational structures.

Key Deliveries:

1. Operational handover to enable established 

business functions to manage operations.

2. Market rollout plan outlining target segments 

and timelines for broader market introduction.

3. CX/OX monitoring with metrics, dashboards, 

and reporting to track financial outcomes and 

customer satisfaction continuously.

Scale and sustain operations

Expansion

Innovate, push boundaries and refine ideas,  
to create tomorrow’s sustainable services.

Finally, Expansion integrates the solution into established 

business operations, accelerates market introduction, and 

continuously monitors performance to make informed ad-

justments.

This versatile model handles uncertainties, mitigates risk, 

accelerates learning, and prepares organizations for scala-

ble, sustainable success by blending iterative experimen-

tation, customer-centric design, and early commercial 

testing. Over time, it aligns emerging opportunities with 

strategic objectives, ensuring solution impact and that 

each innovation is primed to thrive in a dynamic, compe-

titive landscape, ensuring long-term relevance and sustai-

nable growth.

Ideation and Conceptualization establish strategic align-

ment, feasibility, and viability, as well as detail the com-

mercial logic and expected business outcome. With a 

roadmap defined, Incubation moves concepts into real 

environments, often at a customer's site, to validate actu-

al value delivery. Agile methods and rapid iteration keep 

partners engaged, ensuring features evolve in response to 

immediate feedback.

The critical differentiator emerges in Monetization, where 

the focus shifts to building a minimum viable business. 

Here, sales teams are trained, operational models are 

streamlined, and costs are validated, confirming financial 

viability at a manageable scale before full-scale rollout. 

TRL 6 / MRL 4 TRL 8 / MRL 7 TRL 9 / MRL 9
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Well-defined technology and market readiness 
levels can help navigate development, guide crucial 
decision-making, and drive strategic growth.

Solution Readiness

Aligning Ambition with Reality

customers' willingness to pay. Progressing 

through MRLs, organizations confirm de-

mand, refine go-to-market strategies, and en-

sure supportive infrastructure—such as sales 

channels and service operations—are poised 

for success.

Defining TRLs and MRLs with precision emp-

owers decision-makers to allocate resources 

wisely, manage risk intelligently, and tailor 

development strategies to specific readiness 

levels. This transparency helps avoid plun-

ging prematurely into costly scaling efforts or 

lingering too long in conceptual stages. Inste-

ad, companies can align their ambitions with 

verifiable progress, ensuring that each invest-

ment reflects genuine market confidence and 

technological integrity.

By grounding strategic decisions in concrete 

readiness metrics, organizations balance in-

novation's promise with the practical realities 

of uncertainty, charting a confident path to-

ward sustainable growth.

Bold ideas and cutting-edge technologies can 

redefine entire industries, so leaders must 

know precisely how ready their solutions 

are before committing significant resources. 

Technology Readiness Levels (TRL) and Mar-

ket Readiness Levels (MRL) are two comple-

mentary frameworks for assessing confidence 

in a concept's maturity.

Originally developed by NASA to gauge spa-

ce-bound technologies' progress from initial 

sketches to fully operational systems, TRLs 

provide a structured scale for technologi-

cal evolution. At the lowest levels, concepts 

remain theoretical, perhaps validated only 

in controlled lab conditions. Moving up the 

scale, prototypes emerge and eventually de-

monstrate full functionality in real-world en-

vironments. By the highest TRLs, solutions are 

proven and integration-ready.

MRLs operate similarly in the commercial 

sphere, focusing on the market's receptive-

ness, the viability of business models, and 

NASA’s TRLs guide 

technologies from 

lab concepts to 

operational reality.
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NASA created Technology Readiness Levels (TRL) to systematically 
gauge a technology’s evolution—from basic concepts to fully proven 
systems—enabling strategic decisions, mitigating risks, and ensuring 
crucial resource alignment in high-stakes projects.

Levels Technology Readiness Levels (TRL) 
... as defined by NASA

Market Readiness Levels (MRL) 
... freely adapted to innovation

9
Actual system “flight proven” through successful 
mission operations.

Full commercial business – all elements are generally 
available for all costumers / users and growth is 
predictable.

8
Actual system completed and “flight qualified” through 
test and demonstration (ground or space).

First of a kind commercial business – all processes and 
support systems for commercial activity in ready state, 
and strong understanding of market allows for solid 
projections.

7
System prototype demonstration in a space 
environment.

Demonstration business – operating in operational 
environment at pre-commercial scale with happy 
customers..

6
System/subsystem model or prototype demonstration 
in a relevant environment (ground or space).

Prototype business – tested in intended environment 
close to expected performance.

5
Component and/or breadboard validation in relevant 
environment.

Large scale prototype – beta tested in intended 
environment,, i.e. not customer ”zero” and with up to 50 
customers.

4
Component and/or breadboard validation in laboratory 
environment.

Small scale prototype – alpha/beta test conducted in 
protected environment i.e. with co-creator or customer 
“zero” and few selected early adopters..

3
Analytical and experimental critical function and/or 
characteristic proof-of-concept.

Needs validated – stakeholders like presentation of initial 
offering.

2 Technology concept and/or application formulated
Needs formulated – the needs can be articulated using a 
customer/user story.

1 Basic principles observed and reported.
Basic research – the need(s) can be described but no 
evidence.

0 --
Idea – a need within a market is perceived and interest is 
sparked.
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Pulse check — a lightning-fast 

survey designed to gauge mora-

le, focus, and overall satisfaction. 

By asking team members to rate 

five quick questions on a 1 to 5 

scale — leaders get a snapshot of 

how everyone's feeling. The data 

can illuminate unseen friction 

and uncover frustrations before 

they become major roadblocks.

Here's the magic: it takes seconds 

to fill out and minutes to review. 

You can plot trends, spot dips in 

energy levels, and intervene with 

a quick team huddle. 

100% anonymity is key. Honest 

answers only emerge when peo-

ple know they can speak their 

truth without penalty. Over time, 

patterns emerge: maybe stress 

spikes before product demos, or 

the team's mood soars after a big 

win. Either way, the pulse check 

helps transform gut instincts into 

actionable data—just what you 

need to keep talent engaged.

The Weekly Pulse: Catch Burnout Before It Spreads

 » Are you confident that your current 
work is creating impact for the 
project?

 » Do we deliver and collaborate 
effectively in the project?

 » Are you having good fun and energy 
working in the project?

 » Are you getting the support & 
feedback you need?

 » Are you developing personally 
and professionally working in the 
project?

Every week, your team might be shipping new releases, debugging code, or brainstorming the next big breakthrough. But 

how do you know if the human side of the project is running as smoothly as your technology stack? Enter the weekly pulse.
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Building a high-performance team capable of pioneering 

breakthroughs requires a careful balance of structure and 

freedom. Greg LeMond's famous words — "It never gets 

easier; you just get faster" — capture the essence of re-

lentless ambition. Pushing the boundaries of innovation 

never becomes truly comfortable; instead, we adapt, hone 

our skills, and raise the bar. Elite developers, engineers, 

and designers must accept a degree of discomfort if they 

hope to thrive on the international stage, where innovation 

moves at breakneck speed.

Yet high ambitions demand disciplined experimentation 

grounded in a supportive culture. "Is this award-winning?" 

succinctly gauges whether we're settling for mediocrity. To-

lerance for "smart" failures means we learn from well-pre-

pared tests, but zero tolerance for incompetence ensures 

flawed logic or poor preparation doesn't derail outcomes. 

If an idea fails due to a lack of skill, it reveals deeper syste-

mic issues rather than legitimate innovation attempts.

Core Roles in a High-Performance Team

Achieving this delicate balance also depends on assemb-

ling the right mix of expertise. Typically, five roles prove es-

sential. A Team Leader clarifies objectives, fosters accoun-

tability, and upholds the cultural standards of excellence. 

A Technologist ensures solutions are technically sound, 

balancing feasibility and innovation. A Business Develo-

per aligns offerings with market needs, identifying revenue 

streams and competitive advantages. A Designer brings 

user-centric thinking, shaping both experience and aest-

hetics. Finally, an Operations Specialist streamlines work-

flows, guaranteeing scalability and efficient processes. By 

combining these roles, a team can tackle complex challen-

ges from multiple angles and sustain momentum under 

pressure.

Crucially, innovation cannot flourish without structure that 

provides clarity—defining objectives, deadlines, and ac-

countability—while allowing imaginative thinking. When 

teams know their goals and boundaries, they can confid-

ently push beyond their comfort zones, trusting that the 

organization supports their explorations but also holds 

them accountable for results. 

Monitor Well-being, Sustain High Performance

Maintaining such standards over time demands regular 

insights into the team's well-being. Weekly pulse checks, 

composed of brief, anonymous questions, measure factors 

like confidence in the project's impact, collaboration effec-

tiveness, overall enjoyment, and perceived support. A sud-

den dip in scores may reveal mounting stress, frustration, 

or a disconnect between ambitions and daily operations. 

By addressing warning signs early—through reorganizing 

tasks, clarifying objectives, or providing training—leaders 

ensure the team remains cohesive and motivated.

Ultimately, it's about fostering a culture where excellence 

is expected, but honest mistakes are viewed as learning 

opportunities, where structure fuels creativity, and where 

"Is this award-winning?" challenges every individual to aim 

higher. Through disciplined experimentation and a wil-

lingness to tolerate the right kind of failure, organizations 

create an environment where discovery thrives. It will ne-

ver feel easy, just like Greg LeMond said, but that striving, 

demanding journey becomes the catalyst for world-class 

innovation.

Create high-performance teams that innovate, maintain 
agility, and consistently excel through excellence, 
disciplined experimentation, and tolerance for failures. 

Setting the Team

Excellence Enables Experimentation
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Learning planning systematically transforms uncertainty 
into actionable insights, enabling innovation teams to build 
strategic foundations, prioritize risks, and drive progress.

Learning Planning

Turning Assumptions into Action

Innovation is inherently uncer-

tain, requiring organizations to 

navigate a maze of unknowns. 

Learning planning, a disciplined 

yet flexible approach, offers a 

way to structure this journey. 

By embracing uncertainty as a 

source of opportunity, teams can 

systematically test assumptions, 

refine concepts, and turn ambiti-

ous ideas into reality.

At its core, learning planning 

transforms the way organizations 

approach innovation. It shifts the 

focus from trying to predict the 

future to iteratively uncovering it. 

The first step is to identify the are-

na for innovation, ensuring align-

ment with the organization's 

strengths and strategic goals. 

Choosing the right innovation 

arena is not just about identifying 

potential; it's about ensuring the 

organization can meaningfully 

contribute to and benefit from 

the outcomes.

Crafting a Vision for Innovation

Next, a compelling vision must 

be crafted. This vision is not a 

prediction but a hypothesis for 

value creation, connecting the 

innovation to evolving market 

trends and customer needs. Mi-

chael Schrage's asking, "Who do 

you want your customers to be-

come?" underscores the need to 

55 %
Reduction in Time to Market  
Agile methodologies accelerate product delivery 

by enabling iterative development, rapid 

feedback, and adaptability. By focusing on 

incremental progress and early market testing, 

agile teams reduce time to market by 55%, 

ensuring faster delivery of solutions that align 

with customer needs.

 

Source: BCG.com
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TMRO Priority What is  
unknown?

How will it be 
investigated?

What result is 
expected?

What was the 
actual result? Next Step?

Uncertainties and Assumptions Tracker  organizes and visualizes critical investigations, ensuring systematic learning and informed decision-making in innovation projects. 

consider how innovation shapes customer behavior and 

experiences. The vision should also outline scenarios and 

phases for scaling the offering, providing a roadmap for fu-

ture development.

With this foundation, learning planning begins by identi-

fying and categorizing uncertainties into four key areas: 

Technology, Market, Resources, and Organization (TMRO). 

Technology uncertainties address the feasibility and relia-

bility of the technical solution. Market uncertainties focus 

on customer needs, competitive dynamics, and pricing 

strategies. Resource uncertainties involve talent, skills, and 

funding, while organizational uncertainties explore align-

ment, ownership, and potential internal friction.

Tackling Unknowns with Learning Loops

Most projects face a plethora of unknowns at the outset. 

The challenge is systematically distinguishing between 

facts, assumptions, and knowledge gaps. Many assump-

tions—often misrepresented as facts—stem from organi-

zational hearsay. By scrutinizing and documenting these 

unknowns and assumptions, teams can identify "project 

killers"—critical uncertainties that could halt progress if 

unresolved.

The heart of learning planning lies in learning loops. Each 

loop, lasting four to eight weeks, focuses on a small num-

ber of high-priority uncertainties. Teams design experi-

ments to investigate these assumptions, aiming to ma-

ximize learning per euro spent. The goal is not simply to 

confirm or refute assumptions but to derive actionable 

insights that inform the next steps. This iterative process 

ensures that progress is driven by validated knowledge rat-

her than guesswork.

Maintaining an open mind throughout the learning pro-

cess is essential. Focusing on straightforward tasks is 

tempting, but real innovation demands confronting the 

hard questions first. Teams must be disciplined in priori-

tizing critical uncertainties and resilient in accepting the 

possibility of failure.

Adapting Learning Planning Through Project Phases

Learning planning evolves as the project matures. During 

the ideation phase, the focus is on establishing the founda-

tion — crafting the vision and outlining business scenarios. 

In the conceptualization phase, learning loops validate as-

sumptions and refine the concept. When the project rea-

ches Incubation, learning planning shifts towards valida-

tion and gathering feedback to guide further refinement.

Learning planning provides a structured yet adaptable fra-

mework for navigating the uncertainties of innovation. It 

transforms ambiguity into a strategic advantage, enabling 

teams to make informed decisions, minimize risks, and 

accelerate progress. The result is impactful projects and a 

culture of continuous discovery and growth, ensuring or-

ganizations remain resilient and competitive.
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Learning Planning

Engaging with Customers

Simply asking 
customers often 
fails in innovation 
because they 
focus on present 
needs, not future 
possibilities. 
Innovators must 
bridge this gap 
by envisioning 
transformative 
solutions, shaping 
future behaviors, 
and co-creating 
value beyond what 
customers can 
articulate.

Innovation thrives not by asking customers what they need but by exploring what 

they cannot yet envision. When creating pioneering solutions, customer interviews 

often fall short. Customers are immersed in managing today's challenges, while in-

novators focus on shaping tomorrow. This disconnect leads to skewed feedback, 

with customers anchoring their responses in familiar experiences rather than future 

possibilities.

Instead of relying on traditional interviews, successful innovation begins by crafting 

a customer vision. This approach anticipates how future customers will interact with 

solutions, envisioning behavioral changes and transformative experiences. Asking, 

"Who do you want your customers to become?" highlights the need to align innova-

tions with the behaviors and mindsets required for their adoption.

Structured engagement transforms vague conversations into actionable insights. 

The Customer Engagement Model ensures that co-creation activities yield optimal 

value. It begins with prospecting to identify strategic partners who align with the vi-

 » Stop relying on customer interviews. Traditional interviews fail for pioneering 
solutions; customers operate in the present and struggle to envision the 
transformative future innovators create.

 » Shape future customers, don't just serve them. Innovation is an investment in 
shaping customer behavior and experiences—ask not what they want today but who 
they'll become tomorrow.

 » Structure co-creation for maximum impact. Engage with partners through a clear, 
phased model—prospect, engage, scope, validate solutions, and follow up to ensure 
alignment and shared success.

Stop asking people—customer interviews fail for pioneering 
solutions. Innovation demands co-creation, uncovering 
root causes, and shaping future customer behaviors to 
deliver transformative solutions aligned with evolving 
market needs and opportunities.



 PP : 019

VE
N

TU
RI

N
N

O
 2

02
5

ENGAGE

FOLLOW-UP SCOPE

SOLUTION

PROSPECT

ENGAGE

FOLLOW-UP SCOPE

SOLUTION

PROSPECT

sion and culminate in the solution phase, where validated 

prototypes are developed. This journey fosters trust, trans-

parency, and shared commitment, ensuring the collabo-

ration's foundation is strong before development begins.

To achieve meaningful outcomes, innovators must master 

the art of listening. Meetings with potential collaborators 

are not sales pitches but opportunities to understand their 

world. Innovators uncover insights that drive impactful so-

lutions by actively listening, paraphrasing, and probing for 

root causes. Yet, these interactions must end with a firm 

promise of nothing. Decisions are reserved for internal af-

ter-action reviews, ensuring strategies align with broader 

goals.

The key is to stop asking customers to define the future 

and start engaging them in shaping it. By focusing on their 

latent needs and crafting shared visions, organizations can 

navigate the complexities of innovation, delivering soluti-

ons that redefine markets and create transformative value.

Solving the Real Problem
Deep understanding the problem itself is 

central: who it affects, its financial consequen-

ces, and why it persists. Questions about the 

problem’s impact lead to actionable insights.

Rules of Engagement
Ask open-ended and probing questions to 

uncover root causes. Paraphrase and summa-

rize to demonstrate understanding. Always end 

meetings with a recap —but promise nothing.

Customer Engagement Model provides a structured framework for co-creation. It is divided into five key phases: Prospect: Select partners based on strategic fit, maturity, and 

cultural alignment. Engage: Establish mutual fit and alignment through open discussions about visions, ambitions, and goals. Scope: Define the collaboration's boundaries, ensuring 

expectations and commitments are clear before development begins. Solution: Collaboratively design, prototype, and validate solutions, ensuring they address the agreed-upon 

problem. Follow-Up: Evaluate outcomes, capture insights, and refine strategies to strengthen the partnership and inform future efforts.
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Understanding market sizes and assumptions is key to 
framing opportunities. Precise definitions turn abstract 
numbers into actionable insights, sharpening focus and 
driving smarter, more strategic business decisions.

Business Case

Market Size Shapes Decisions

In the world of innovation, the difference between success 

and failure often hinges on a deceptively simple concept: 

understanding your market. For startups and established 

companies alike, the lack of precise market-sizing nomen-

clature—like TAM (Total Addressable Market), SAM (Ser-

viceable Addressable Market), TOM (Total Obtainable 

Market), and SOM (Serviceable Obtainable Market)—can 

lead to disastrous missteps.

Take the case of Quibi, a short-form streaming service that 

launched with $1.75 billion in funding but misjudged its 

market potential. By confusing TAM—the massive global 

streaming audience—with SOM—the actual users likely to 

adopt Quibi's niche offering—they overestimated demand 

and set unrealistic revenue expectations. The result? Quibi 

shut down in less than a year, proving that market miscal-

culations can obliterate even the best-funded ventures.

Market sizing is more than a slide in a pitch deck; it's the 

foundation of effective strategy. TAM, SAM, TOM, and SOM 

help companies separate ambition from reality, ensuring 

that every decision—from product development to go-to-

market strategy—is grounded in data.

At its broadest, TAM represents the value of the entire re-

levant market or the possible demand for an offering. For 

example, a drone technology company's TAM encompas-

ses all industries and sectors globally that could potential-

Clear Market Sizing Aligns 
Strategy with Reality
Accurate use of TAM, SAM, TOM, and SOM 

ensures businesses focus on realistic, actio-

nable targets rather than inflated ambitions, 

helping to allocate resources effectively and 

prioritize growth opportunities.

Market Assumptions Must 
Evolve Regularly
Relying solely on initial assumptions is risky. 

Revisiting and refining market sizing regularly 

allows teams to adapt to changing customer 

needs, competitive dynamics, and operatio-

nal capabilities, ensuring long-term success.
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ly use drones. If the global drone market is valued at €100 

billion annually, this figure represents the TAM, assuming 

every potential customer adopts drone technology.

While TAM provides a sense of the market's overall poten-

tial, no company can realistically capture its entirety. That's 

where SAM comes in. The SAM narrows the focus to speci-

fic applications and industries where the company's dro-

nes could realistically be deployed. Let's say the company 

specializes in drones for agricultural use. The SAM would 

include the market for drones used in precision farming, 

crop monitoring, and pesticide application. If agriculture 

accounts for 15% of the total drone market, the SAM would 

be €15 billion.

Next, TOM sharpens the focus to specific geographic regi-

ons or customer segments the company can or will actively 

target with its resources and sales channels. For example, 

if the company plans to market its drones to large-scale 

North American and European farms, TOM estimates po-

tential revenue from these regions. Assuming these regi-

ons account for 30% of the agricultural drone market, TOM 

would be €4.5 billion.

Finally, SOM represents the portion of the TOM the com-

pany expects to capture in the short term based on factors 

like capacity, competition, and market readiness. If the 

company projects it can secure 5% of the TOM within its 

first two years, SOM would be €225 million. By refining the 

focus from TAM to SOM, companies align ambitions with 

achievable goals, enabling informed decisions and targe-

ted strategies.

The distinction between these four terms is not just acade-

mic. When teams conflate TAM with SOM, they risk setting 

unattainable goals and misallocating resources. A discipli-

ned approach to market sizing mitigates these risks, ensu-

ring that efforts are focused on realistic opportunities. 

Market sizing is not without its challenges. One common 

mistake is relying solely on top-down data from industry 

reports, which may be too broad or outdated. Combining 

this with a bottom-up approach—based on a detailed 

analysis of specific customer segments and sales chan-

nels—provides a more accurate picture. Another pitfall 

is overconfidence in early assumptions. Markets evolve, 

competitors emerge, and customer needs shift. Revisiting 

TAM, SAM, TOM, and SOM periodically ensures that strate-

gies remain relevant and responsive.

Market sizing nomenclature isn't just jargon—it's a strategic 

imperative. By clearly defining TAM, SAM, TOM, and SOM, 

companies can align their ambitions with reality, prioritize 

opportunities, and allocate resources more effectively. 

Market sizing defines opportunities with clarity: TAM (Total Addressable Market) quantifies the total annual market value. SAM (Serviceable Addressable Market) refines this to 

reachable segments. TOM (Total Obtainable Market) narrows focus to target markets, while SOM (Serviceable Obtainable Market) highlights realistic short-term market share. 

SOM builds towards TOM year by year through operational tactics, while expanding TOM into SAM often results from strategic initiatives.

Serviceable 
Obtainable Market 

(SOM)

Total Obtainable 
Market (TOM)

Serviceable Adressable 
Market (SAM)

Total Adressable 
Market (TAM)

Total Addressable Market (TAM) 
The total annual value of the entire relevant 
market or the full potential demand for an offering, 
assuming no constraints or competition.

Serviceable Addressable Market (SAM) 
Focuses on the market that can realistically be 
reached with a specific offering, often defined by 
customer segmentation and application scope.

Total Obtainable Market (TOM) 
Reflects the potential market value within your 
chosen target segments, factoring in geographic 
presence, sales channels, and operational reach.

Serviceable Obtainable Market (SOM) 
Also called "Share of Market," SOM estimates the 
realistic portion of TOM that your business can 
capture in the short term, considering competition, 
market dynamics, and product maturity.
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Craft business cases that captivate and convince: define 
clear baselines, challenge assumptions, simplify models, 
and spotlight actionable insights. Whether refining the 
present or shaping the future, clarity and precision drive 
smarter, bolder decisions.

Business Case

Crafting Clear, Credible Proposals

customer preferences shift. Subtracting the 

"do-nothing" baseline from the projected out-

come ensures that the case captures the true 

differential impact of the proposed invest-

ment. Without this step, the case risks over-

stating potential returns and undermining its 

credibility.

Revolutionary Cases Need Comparisons

Revolutionary business cases—those intro-

ducing something entirely new—demand a 

different approach. Without historical data 

or established benchmarks, they often feel 

abstract. To ground such cases in reality, it's 

helpful to incorporate comparative scenarios 

using "next best solutions" as yardsticks. What 

alternatives are customers using today, and 

how does your offering outperform them? 

Whether it's a competitor's product, an in-

house workaround, or an entirely different ap-

proach, providing a comparative benchmark 

strengthens the case's credibility and helps 

stakeholders assess risks and rewards.

A well-crafted business case isn't just a docu-

ment—it's a critical tool for aligning ambition 

with feasibility. 

Whether evolutionary, designed to improve 

a current state, or revolutionary, envisioning 

an entirely new possibility, a business case 

bridges the gap between aspiration and ac-

tion. It provides a structured narrative to justi-

fy investments, set priorities, and chart a path 

forward. But creating one is both an art and a 

science, requiring clarity, precision and focus.

The Forgotten Baseline

Establishing the baseline is one of the most 

overlooked elements in crafting business ca-

ses—especially evolutionary ones. This base-

line answers the vital question: What happens 

if we do nothing? Often, the implicit assump-

tion is that current performance will remain 

static. However, this is rarely the case. Reve-

nue might naturally increase due to market 

trends or decline as competitors innovate or 

Examples of key 

parameters to con-

sider when creating 

your case
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Net Present Value (NPV) The sum of all future 
cash flows, discounted back to their present 
value.  Helps assess whether the project or 
investment will generate value greater than 
its cost, considering the time value of money.

Internal Rate of Return (IRR) The discount 
rate at which the NPV of all future cash flows 
equals zero. Provides the effective annual 
rate of return for the project; used to compare 
different investment opportunities on a 
relative basis.

Return on Investment (ROI) Typically 
calculated as (Net Benefit / Cost of Investment) 
x 100%.  A straightforward measure of how 
profitable an investment is relative to its cost.

Payback Period The length of time required 
to recover the initial investment from the 
net cash inflows. Measures how quickly the 
project will start to “pay for itself”.

Projected Sales / Demand number of units 
expected to sell, number of customers 
expected to acquire, or amount of usage 
anticipated. Sources: Market research, 
historical trends, pilot data, customer surveys.

Pricing Strategy expected price per unit 
or service fee; could be a one-time fee or 
recurring charge. Source: Competitive 
analysis, market positioning, value-based or 
cost-plus pricing models, willingness-to-pay 
data.

Ramp-Up Period Time to reach steady-state 
or full capacity, often includes marketing or 
adoption ramp. Source: Similar past projects, 
pilot results, marketing rollout plan.

Revenue Growth Rate Expected year-over-
year (or period-over-period) growth in sales or 
revenue. Source: Historical growth, industry 
benchmarks, strategic goals.

Capital Expenditures (CapEx) Upfront 
investments in property, plant, equipment, 
licenses, or development. Source: Vendor 
quotes, internal procurement estimates, 
project plans.

Operating Expenditures (OpEx) Ongoing 
costs such as labor, maintenance, 
subscriptions, and other recurring expenses. 
Source: Department budgets, historical, or 
vendor pricing.

Cost of Goods Sold (COGS) / Direct Costs 
Costs directly tied to producing the goods or 
delivering the services (e.g., raw materials, 
production labor). Source: Supply chain data, 
BOM, operational efficiency metrics.

Indirect / Overhead Costs Allocated costs 
that are not directly tied to production (e.g., 
administrative costs, facility overhead, 
shared services). Source: Finance department 
allocations, managerial accounting policies.

Work Backwards, Not Forwards

A common pitfall in business case development is the 

temptation to dive into granular modeling from the out-

set. This often leads to unnecessarily complex calculations 

and wasted time. Instead, start by defining the key metrics 

and outputs needed to inform the decision—such as ROI, 

payback period, or market share growth—and work back-

ward to identify the minimum data inputs required. This 

reverse engineering ensures focus, streamlines effort, and 

prevents overcomplication.

Traceability and Transparency Are Non-Negotiable

Every business case is only as strong as the assumptions it 

rests upon. Clearly stating the sources, confidence levels, 

and rationale behind each data input is essential. Traceabi-

lity allows stakeholders to scrutinize, validate, and trust the 

assumptions. If specific data points have low confidence, 

acknowledge this openly—it enables better risk manage-

ment rather than creating blind spots. Transparency also 

promotes collaboration, as other teams or experts can 

contribute data to strengthen the case.

Keep It Simple, But Not Simpler

The most important principle of all is that simplicity is key. 

A business case should be as clear and straightforward as 

possible without oversimplifying the underlying complexi-

ty. Avoid intricate models unless absolutely necessary, and 

prioritize clarity in how assumptions, data, and outputs are 

presented. A convoluted business case loses stakeholder 

trust and often clouds the decision-making process.

A Decision Tool, Not a Justification Exercise

A business case is not a sales pitch nor a justification exer-

cise — it's a decision document. It should highlight the 

most critical assumptions about expected performance, 

outline the potential outcomes, and make the implicit ex-

plicit. Whether evolutionary or revolutionary, a business 

case must guide stakeholders through the logic of the pro-

posed investment, empowering them to make informed, 

confident decisions. Crafting a great business case is about 

finding the balance between rigor and simplicity, ambition 

and realism. Done well, it's not just a document—it's a 

roadmap for progress.

Typical Case Parameters Performance Metrics
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Transform ideas into opportunities with clear frameworks 
like the Business Model Canvas, Service-Led Blueprint, 
and compelling 12-slide pitches. Structure concepts, 
communicate value, and ensure your innovation resonates 
with decision-makers, partners, and investors.

Concept Communication

From Blueprint to Boardroom

Communicating an innovative concept is a craft that blends 

strategy, precision, and storytelling. The key to impactful con-

cept communication lies in presenting your idea with clarity 

and structure while addressing the "why" and the "how." It's 

about what you're building and how you make others believe 

in its potential.

Laying the Foundation

Start with the basics: every innovation begins with a frame-

work. Early on, tools like the Business Model Canvas can help 

visualize your concept's value creation, delivery, and capture. It 

allows you to identify gaps in your thinking and spot opportuni-

ties for refinement. The Service-Led Business Model Blueprint, 

developed by Aston Business School, offers a comprehensive 

structure for more complex or service-oriented innovations. 

This tool emphasizes customer value, service-enabling sys-

tems, and competitive positioning, ensuring your model is fu-

ture-proof and actionable.

Turning Insights Into Actionable Stories

The next step is to transform these insights into a compelling 

narrative. Effective communication demands more than data; 

it requires a seamless story. Start by identifying the core pro-

blem your innovation solves, followed by a sharp articulation 

of the solution and its market relevance. Use data judiciously 

Essential Slides for a Winning Pitch

1. The Problem – What's broken or missing?

2. The Solution – Why your idea matters.

3. Market Opportunity – How big is this?

4. Business Model – Show me the money.

5. Service Architecture – What makes it tick?

6. Team & Key Partners – Why you’ll win.

7. Value Network – How it fits the bigger picture.

8. Competition – What makes you stand out?

9. Scaling Strategy – Your growth playbook.

10. Traction & Validation – Proof it’s working.

11. Project Economics – Numbers that build trust.

12. What We Need Now – Your clear call to action.
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to highlight the opportunity while staying grounded in evi-

dence. Avoid overwhelming details—focus on the essen-

tials that drive decisions.

Crafting a Narrative That Resonates

A common misstep in concept communication is 

underestimating the importance of storytelling. Concepts 

should be presented as journeys. Show the problem, the 

solution, and how it evolves through scaling, market 

traction, and economic impact. Simplicity doesn't mean 

stripping away depth—it means building a framework 

where every word, slide, or visual reinforces your core 

message.

Finally, never lose sight of your audience. Tailor your 

narrative to their priorities. Whether you pitch to internal 

decision-makers, partners, or investors, anchor your 

story on what matters most to them. Be transparent 

about assumptions, challenges, and what's needed to 

move forward. Concept communication isn't just about 

presenting—it's about connecting.
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“Innovation isn’t just our work; it’s our passion. We thrive on 
solving hard problems and pioneering bold ideas to help you 
achieve what’s next. Let’s build your success together.

Venturinno 

Pioneering  
Impact

Creating measurable 

change through pioneering 

solutions that uncover 

opportunities and drive 

growth.

Venturinno 

Precision  
in Action

Navigating uncertainty with 

precision-driven methodo-

logies and agile experi-

mentation for impactful 

decision-making.

Venturinno 

Empowered 
Collaboration

Empowering success by 

aligning strategy, design, 

and execution through 

customer-centric, scalable 

innovation practices.

Working with Us

Venturinno Key Facts
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Your Challenges, Our Solutions
Outsource your toughest challenges and let us solve them. Whether it’s creating 

groundbreaking innovations, solving complex problems, or building new opportu-

nities, we’ll deliver tailored, impactful solutions to meet your goals.

Innovate Together, Succeed Together
Collaborate with us to drive innovation—whether we take the lead or integrate 

seamlessly into your team. Together, we’ll co-create solutions that redefine your 

future and deliver practical, high-value outcomes.

Let Us Inspire, Mentor, or Lead
Equip your teams with knowledge, skills, and strategic insight to drive lasting 

impact. Through engaging masterclasses, keynotes, and tailored mentorship, we’ll 

help your people embrace challenges, unlock creativity, and take decisive action.

Expert Leadership When You Need It
Bridge critical gaps in your organization with expert leadership. We provide interim 

line, program, product, and project management for technical teams, ensuring 

continuity, progress, and results in pivotal areas of your business.

Different ways of 
working with us



Address:

Venturinno  Studio

Vinbjergvej 8

Vejle, Denmark

Online:

hello@venturinno.com

www.venturinno.com


