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We tend to think of systems in terms of documented processes. Many large
organizations have very detailed business management systems that describe
almost every aspect of their operations. There are many different approaches
to creating business systems, but one crucial point is often forgotten; even
if you do not have a formal set of processes, you already have systems that
control innovation and everything else.
Systems are simply the way you do what you do. In many organizations, these
grow over time as custom and practice are often influenced ad-hoc by the
attitudes of management and customer requirements. Systems control every
aspect of a business, including how it makes money and responds to customer needs. Systems are important because they allow a business to operate
predictably without constant supervision and control of every process.
However, systems can also stifle change. How many times have you heard “we
have always done it that way” in response to an attempt at change? Systems
that arise organically and uncontrolled over time tend to become fixed. In today’s dynamic, fast-moving commercial environment, methods that worked last
year may simply not be good enough now. Like every other aspect of a business, systems must be capable of changing to keep pace with external circumstances. But you can only change your existing systems if you understand them.
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Systems for Innovation.
People often think of systems in terms of repetitive tasks such as accounting,
customer service, manufacturing, and HR. However, they tend to think less
about systems for innovation. Many people see creativity as the opposite of
being systematic. In my opinion, the truth is that a systematic approach is the
only way to achieve consistent, effective innovation. The right systems make
space for people to be creative, feel safe, and keeps things moving forward.
They also reduce risk by ensuring that you are confident that your innovation
has commercial potential before committing to expensive research and development.
Successful innovation is not about waiting for the muse or about Eureka!
moments that change everything; it uses iterative cycles to build ideas into
viable commercial products or services. You will seldom start with the “right”
answer. That will emerge as you work through cycles using the ABCS, a
systematic approach to every step of the innovation process.
It is beyond this book’s scope to explain in detail how to create and document
the business systems and processes you may need; there are lots of good
books and courses available if you want to know more. However, I want to
briefly summarize the most important questions you need to ask to ensure
you are using the ABCS and being systematic in your approach to innovation.
Everything starts with Alignment.
1. Do you and your team believe in what you are doing? Is there some sort of
higher purpose linked to your special skills?
2. Are you building something you want or something buyers want? Does
what you are building have a clear JTBD?
3. Do you and your team understand the importance of business model innovation to build both value and value capture?
4. Are you growing a culture of innovation and building it step-by-step?
5. Are the people within your organization aligned towards a clear, agreed, and
limited set of objectives (maximum two product objectives and three culture
objectives)?
Now that everyone understands where you are going, it is time to start work on
Building those ideas into products or services.
1. Do you clearly understand the problem(s) that your idea will address?
2. Do you understand what you already have and know that you can build on,
to create a new product or service?
3. Are you clear about the actions you need to take to turn your idea into a
product or service?
4. Do you have a systematic approach to idea-building?
5. The first idea is rarely the best idea. Are you ready to continue and pivot if
needed to turn your idea into the best possible product or service?
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You cannot develop innovation in isolation; you must Communicate with
stakeholders and customers to turn an idea into a viable commercial product.
1. Are you able to describe the benefits your new product or service offers
clearly and simply?
2. Do you have a system to ensure that you receive and use customer feedback
as early in the innovation process as possible?
3. Are you certain that customers will pay for your innovation?
4. Are you certain that customers will pay enough for your innovation to make
it profitable?
5. Are you prepared to kill the project if you cannot answer “yes” to the four
questions above?
The key to effectively and consistently building ideas step-by-step into commercially viable products or services is being Systematic.
1. Have you taken steps to reduce the fear that is an intrinsic part of doing
anything new?
2. Do you really understand your current innovation system?
3. Do you know what you need to do to improve your current innovation system?
4. Have you identified the most significant challenges, the death threats, facing
your innovation? Do you know how to overcome them?
5. Do you have systems in place to capture learning? Failures can be part of a
winning strategy, but only if you are prepared to learn from them.

Moving Forward.
After many years of working with hundreds of clients worldwide, I believe that
consistent innovation success does not arise by chance nor through the emergence of random big ideas. It comes from being systematic about finding ideas
and then building them into commercially viable products or services.
The questions in this section are not random or arbitrary. You need to be systematic about seeking answers to these questions, and you must continue to
ask these questions throughout the life of the project. You must answer “yes” to
all of these questions to give your organization the best chance of innovation
success.
Being systematic is not the opposite of being creative. Being systematic is the
only way to turn creativity into commercial success consistently. If I had to
condense all the advice and guidance in this book into just two words, this is
what I would say: BE SYSTEMATIC.
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Next Up: You have now gone through the ABCS of innovation,

and hopefully, you understand the importance of systems, processes,
and a learning orientation. You know ideas are built more often than
born.
You might feel ready to call your colleagues together and talk about
your new “Innovation religion.” The last and final chapter will explain
why this is probably the wrong approach and explain how to build an
organization where innovation is not the flavor of the month but an
embedded organizational habit.
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BOOK CYCLES
Standing on the shoulders of giants…
Many of the leading methods- lean start up, scrum, agile
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