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Build Your Innovation System to 
Solve Problems in New Ways
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Build Your Innovation System to 
Solve Problems in New Ways

1 Share common challenges to innovation 

2 Introduce the concept of an innovation system as a solution

3 Share best practices and examples for key components
of innovation systems, based on personal experience
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Starting with definitions: What is Innovation?

Innovation is creates 
valuesomething different
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To navigate industry change, companies 
need to think in systems

It takes an 
innovation system 
to drive innovation 
performance

Prio
Innovation 

PERFORMANCE

Innovation 
PRIORITIES

Innovation 
PATHWAYS

Innovation 
PORTFOLIOS

Innovative 
PEOPLE
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Blockers get in the way of creating a 
successful innovation system

We try to 
innovate but…

…we don’t have a clear way to tie innovation ideation to 
strategy6

…only innovate on products, rarely on services or 
business models5

…don’t have enough customer input in product or 
solution development 4

…bias toward incremental improvements to existing 
products vs. less certain but attractive ideas1

…are culturally risk averse2

…struggle to protect resources from the day-to-day 
demands of the business3



Innovation Priorities:
Future Back
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Innovation should start with a view of the 
future and work back to the present

Opportunistic identification of applications 
that match existing product or service

Generally a 1- to 3-year plan based on 
current trends and performance

Typically extrapolated from existing 
model and structure

TRADITIONAL STRATEGY FUTURE BACK STRATEGY

Generally a 5-10 year plan that 
integrates insights on future trends, 
ecosystem evolution, and stakeholders

Grounded in tomorrow’s landscape, 
customer jobs-to-be-done, and 
business models

Clear high-level scope and direction 
with room to maneuver, tied to near-
term action plan 

Strategy extrapolated from present view, current 
capabilities, and existing growth categories

Strategy based on defining tomorrow, orienting planning 
around it, and uncovering new innovation categories of growth
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Other industrial companies are setting a vision 
for their future

A DAY MADE OF GLASS

FARM FORWARD
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Cornerstones of a Future Back approach

Take an expansive ecosystem-wide view of the future

Anchor in your customer and their Job to be Done

Take a disciplined approach to opportunity generation
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… and ask what will matter to customers 

Job to Be Done noun: 
the problem or goal a customer is trying to solve or achieve in a particular circumstance

Communication tech… …Better Decisions

VS.
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A disciplined way of identifying where to play 
choices leads to more robust innovation ideas

A strategic focus area defines a 
fishing hole, not the specific fish

“It’s the holes we drill, not the 
bait we use or the fish we catch”
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We ask four questions to gain clarity on SFAs

Ethernet-APL Communication

Users who are looking to build out flexible connectivity 
infrastructure solutionsWHO

Modernize communications for industrial process 
instrumentationWHAT

Portfolio of modular-designed products that allow for 
seamless Ethernet-APL integrationHOW

• Reliability: APL optimizes signal integrity, minimizes latency, and provides 
flexible communications, allowing high-demand industrial use while maintaining 
consistent performance

• Data Accessibility: Faster data rates and more efficient transmission are 
supported. Its design ensures reliable data transfer to multiple systems, at high 
speeds, making it well suited for demanding industrial applications.

WHAT is the important, unsatisfied job?
WHO is the customer?
HOW can we help address this job?
WHY us and why now?

WHY

Case Study
ILLUSTRATIVECommunication Technologies Example



Innovation 
Pathways
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Today many companies use their NPD process 
to innovate but this comes with challenges
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NPD processes tend to be strong in Core Innovation to build 
and sustain portfolios of products tied to the existing business

…but companies need additional processes to enable non-core 
innovations, which require a greater degree of customer-centricity, 

collaboration, and business model innovation

• Strong focus on improving Core offerings 
• Validates engineering challenges leveraging internal expertise
• Ensures projects have a clear path to profitability
• Focused on responding to product specific customer requests

• Focuses on understanding the customer, business, & technology
• Pursues programs that cross the portfolio or have no clear home
• Allows for high-risk projects to be assessed quickly
• Focused on building our portfolio with our view of the future

An Innovation System complements New Product Development processes, 
ensuring there are clear pathways to explore innovation opportunity areas
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What do we mean by an innovation pathway?

The solution is SCALED The solution is
TESTED and REFINED

Someone identifies a 
PROBLEM worth solving

Someone figures out a 
potential SOLUTION

Activities

Resources

Activities

Resources

Activities

Resources

Activities

Resources
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Scale Test, Learn, & Adjust

What do we mean by an innovation pathway? 

A well-functioning non-core innovation pathway is one which allows for safe experimentation and rapid learning

*Accomplishing these objectives can look very different between software and hardware. In software it may take the form of a rapid test deployment of a minimum viable new feature <

GrowthTest & Learn EfficiencyPilot

Identify a customer 
problem worth solving 
to start with the customer need

Detail solution that best 
solves the problem
to lay out elements of the 
solution

De-risk assumptions 
w/ select customer/s
to test cheaply before big 
investments

De-risk assumptions in 
foothold market to test in a 
larger representative market

Scale solution for 
growth

Drive efficiency at 
scale

• Ecosystem analysis
• Customer jobs interviews
• Quick-hit financial and 

strategic analysis

• Design thinking ideation 
sessions

• Business model and use 
case development

• Concept testing
• Assumption prioritization

• Test design and 
execution

• MVP development, 
testing, and pivoting

• Synthesis of test 
learnings

• Pilot with expanded 
customer group in foothold

• Business case 
development

• Scaling plan development

• Market expansion
• Development of GTM 

capabilities
• Operating model design 

& decision rights

• Identification of major 
cost drivers

• Optimization and/or 
redesign of processes 
and structures

• Priority job to be done
• Market size & potential
• Strategic value

• Complete business model 
design

• Customer feedback on 
concept

• Business model 
assumptions

• Customer validation 
that solution addresses 
priority job

• Solution feasibility

• Customer adoption
• Technical issues for growth 

resolved
• Business case profitability

• Revenue (growth)
• Sales pipeline value

• Margin improvement
• EBIT growth

PROCESS 
STAGES

OBJECTIVE

EXAMPLE 
ACTIVITIES 

METRICS 
TO TRACK

VOLUME OF 
PROJECTS

Spot 
Opportunities Design Solutions
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Example Measurement Instrumentation 
Innovation Pathway

Learning Levels

1 2 3 4 5

D
im

en
si

on
s

CLL
Customer

Identify 
Customer’s 

Current 
Experience

Define 
Customer and 

Identify 
Burning 
Problem

Create 
Customer 

Benefit 
Statements

Evaluate 
Concepts 

Value 
Proposition

Validate 
Customer 
Desirability

BLL
Business

Identify 
Potential 

Markets and 
Business 
Models

Define 
Emerson’s 

Capability to 
Succeed

Create 
Market 

Profitability

Evaluate 
Market 

Profitability

Validate 
Business 
Viability

TLL
Technology

Identify 
Available 

Technology

Define 
Potential 

Technology

Create 
Prototype 

Technology

Evaluate 
Concepts 

Capability to 
Deliver Value

Validate 
Technology 
Feasibility

Use Innovation Loops to 
advance Learning Levels
and get to a “Bet or Fold”

decision point

Use common language on Idea 
Maturity to identify our 

understanding of the Customer, 
Business, and Technology

Use tools to allow for adequate 
exploration and de-risking of 

novel ideas 



Innovation Culture
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To change culture, focus on behaviors

A culture of innovation
is one in which the 
behaviors that drive 
innovation success 

come naturally
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Structural and cultural interventions must be 
combined for innovation to thrive

Successful Culture 
Change

Frustration
Changing perceptions and behaviors without a 
deliberate look at supporting systemic enablers 

Inertia
Changing processes and priorities without 
changing common underlying beliefs 

Systemic Enablers

Structure & 
Governance

Talent 
ManagementProcesses

Systemic Enablers

Structure & 
Governance

Talent 
ManagementProcesses

+

+

+

=

=

=

Cultural Interventions

Artifacts Behaviors Perceptions

Cultural Interventions

Artifacts Behaviors Perceptions

No Cultural 
Interventions

No Systemic Enablers
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Inclusion & Psychological Safety are 
foundational to an Innovation Culture

A culture of …

INCLUSION

PSYCHOLOGICAL SAFETY

INNOVATION

enables

enables

Example behaviors

• Ask for feedback and help
• Ask twice as much as you tell
• Express gratitude and appreciation

• Ask “what if”…?” and set aside preconceived 
constraints about what is possible

• Respond to new ideas with “yes, and…” vs “yes, but…”
• Identify and challenge your own assumptions about the 

“right” way to do things

• Adopt a problem-solver, versus a fault-finder, mindset
• Gain deep insight into how customers choose 

between solutions
• Design experiments to learn more about key 

assumptions

Inclusive 
Leadership 
Disciplines

Stages of 
Psychological 
Safety

Common
Innovation 
Behaviors
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Thank You
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Meet us in the Technology Exhibit to 
connect with Measurement Instrumentation 

technology and industry experts!



Find More Information

Contacts

Follow Our New Measurement Instrumentation LinkedIn Page!
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