
October, 2018



2

We created this guide to help you 
design a better innovation 
performance measurement system—
whether you’re starting from scratch 
or you have an existing system you 
want to improve.

Investing in the development of a 
high quality innovation performance 
measurement system has a proven 
track record of helping firms derive 
more value from their innovation and 
R&D investments. 

High-performing companies 
attribute more than 20% of their 
innovation performance improvement 
to high quality measurement 
systems1. 

In one example, a firm followed 
processes similar to those described 
in this guide and was able to increase 
the value of their innovation pipeline 
by 20% in just two years2.

1 – RTEC (2010).  Driving effective R&D performance through effective measurement.
2 – Burns, K. and Beane, B. (2013). Innovation Metrics Selection and Implementation Process.

Improve the effectiveness of your innovation 
performance measurement system and unlock 
more value from your R&D and innovation 
investments.
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This guide is primarily for 
professionals in large organizations* 
who are responsible for 
management of a portfolio of 
innovation projects. 

If you’re responsible for any of the 
following activities, this guide is for 
you:

• Determining or justifying 
portfolio-level investments.

• Setting priorities within a 
portfolio and allocating resources 
accordingly, e.g. which new 
projects to fund, which existing 
projects to continue and which to 
kill.

• Reporting about the state of an 
innovation portfolio to leadership 
and other parts of the 
organization.

• Developing and refining 
innovation practices and 
capabilities within your 
organization.

The guide will help whether you’re 
starting to measure from scratch, or 
you have a measurement system in 
place but are concerned that it’s 
incomplete or ill-suited to 
innovation initiatives.

If you’re not a portfolio manager but 
manage innovation projects, we 
recommend skimming this guide 
briefly and then downloading our 
separate guide focused on how to 
measure innovation performance at 
the project level.

* We specify “in large 
organizations,” because there are 
many other resources that apply to 
measurement for startups and 
smaller organizations. We draw on 
those resources—innovation 
managers in large companies can 
learn a lot from startups about 
speed and experimentation—but 
those lessons have to be adapted 
and augmented for application to 
the corporate world. 

If you manage a portfolio of innovation 
projects (but don’t get involved in the day-to-
day project execution), this guide is for you.
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We emphasize communication.

Communication is not prioritized 
highly enough by innovation leaders. 
We define communication broadly, 
as everything you do to get the 
various types of internal support you 
need—expertise, investment, buy-
in—for innovation initiatives. A high-
performing innovation function in a 
large organization requires these 
kinds of support from a wide range 
of people with a variety of 
backgrounds. We provide an 
approach and tools to ensure your 
innovation performance 
measurement system is built for 
communication—that is, for the 
express purpose of engendering 
understanding, conviction, and 
commitment among these diverse 
stakeholders. 

We address outcomes for front 
end projects.

“Front end” projects are the ones 
companies undertake to figure out 
what to make for whom. It’s 
difficult—but important—to estimate 
the future impact of these projects 
on an outcome of value to the 

organization. We suggest some ways 
to handle outcome metrics at the 
front end. 

We help you measure learning.

Learning is the most important 
output of innovation efforts. But 
because it’s hard to measure, people 
often opt for activity metrics. We 
suggest some more sophisticated 
ways to measure learning.

Our approach enables analysis at 
multiple levels.

We’ve built in advice and guardrails 
that enable aggregation—or drilling 
down—across levels: project, 
portfolio, and the whole 
organization.

Our approach is adaptable 

The guide will be useful whether 
you’re starting small or need a 
comprehensive system. And we help 
you design a system that works for 
your unique context—we’re agnostic 
on things like innovation process, 
strategy, and specific decision 
criteria. 

There are other approaches to innovation 
portfolio measurement out there—what’s 
different about ours?
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Unfortunately, measurement systems 
designed for the rest of the 
organization often don’t work well 
for innovation projects. They’re an 
especially poor fit for projects that 
are uncertain in nature and require 
constant cycles of learning and 
refinement. Bad experiences with 
mis-applied measurement systems 
often make people reticent to 
measure in the innovation context. 

Others say it’s the fickle nature of 
innovation itself that makes it 
resistant to measurement—that 
measuring might stifle essential 
creativity and preempt seasoned 
human judgment. 

In our experience working with 
clients over the last 10 years, 
NOT measuring innovation always 
creates more problems than 
measuring it. 

We think measurement provides the 
discipline and yields the sustained 
support that innovation teams need, 

to deliver exceptional results.

But we do share the concerns 
outlined above. 

We don’t believe measurement 
should replace judgment; it 
should inform judgment. 

It should, in particular, be used to 
mitigate against our own biases that 
are based on limited experience. In 
innovation, by definition, we’re 
working in situations in which we 
have limited experience—on things 
that are new to us, new to our 
companies, potentially new to the 
world. 

Prevent measurement from stifling innovation 
by recognizing that innovation is different 
from other functions, and designing 
measurement systems that suit that unique 
context.
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A complete innovation performance 
measurement system encompasses 
all of the components outlined in the 
table above.

This guide focuses on helping you 
decide what to measure (considering 
how your organization will use the 
information generated by 
performance measurement) and how 
best to communicate that 
information. 

Future resources from Commodore 
Innovation will address the actual 
collection of measurements.

For norms, we’re working to collect 
key innovation metrics for cross-
industry benchmarking. To learn 
more, visit our website.

Large organizations should intentionally 
develop all of the components of a full 
innovation performance measurement system. 

Component Question addressed Covered in this guide?

Functions How will the information about innovation 
performance be used?

Measures What aspects of innovation performance 
should be measured?

Which metrics should be used?

How should the measurements be collected?

Norms What standards will innovation performance be 
compared with?

Communication How will measurements of innovation 
performance be communicated?

http://bit.ly/2y3zfSz
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The 5 steps outlined above illustrate 
the approach we recommend to 
developing a new innovation 
performance measurement system.

The remainder of the guide is 
structured around this process. Part I
provides the background/ theory on 
what makes a good innovation 
performance measurement system—
understanding this material will help 
you execute effectively on the rest of 
the process, so start here.

Part II contains tools to help you 

navigate the remaining steps and 
design a high quality innovation 
performance measurement system 
for your organization.

This document is written as if you are 
starting from scratch and want to 
design a complete system. But the 
same principles apply if you just want 
to refine your existing system or put 
in place a basic measurement 
system. See our advice (page 53) on 
how to adapt the process in those 
situations.  

Following our 5-step process will help you 
build a better innovation performance 
measurement system.

Step 1
Review

Review the theory and 
principles that underlie 
an effective innovation 
performance 
measurement system.

Step 2
Understand

Quickly build an 
understanding of the 
factors within your 
organization that will 
influence the design of a 
good innovation 
performance 
measurement system

Step 3
Design

Design your new 
system—based on your 
understanding of the 
theory and your 
organization.

Step 4
Build & 
Launch

Build the necessary 
infrastructure and deploy 
the new system across 
the organization.
Not covered in this 
guide.

Step 5
Evaluate

Periodically evaluate to 
ensure the system is 
functioning effectively 
and efficiently.
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section section section section

How can information 
about innovation 
performance be used?

What aspects of 
innovation performance 
should be measured?

The anatomy of the 
“right” metrics

Principles of better 
communication for 
innovation performance

page 10 - 12 page 13 - 25 page 26 - 29 page 30 - 33



• There are a handful of functions that measures of innovation performance can 
be used for. 

• Organizations often collect metrics that aren’t used to inform any specific 
decisions. 

• You can avoid wasting resources and bad decision-making by specifying the 
functions you need in your innovation performance measurement system, and 
focusing on these functions exclusively. 
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Start with the end in mind—that is, 
identify the ways in which  
information about innovation 
performance will be used. We call 
these the “functions” of your 
measurement system. 

It’s important to be deliberate about 
defining functions. Too many 
organizations collect and report the 
same old innovation metrics because 
it’s what they’ve always done, or 
because it’s what their competitors 
do. But then those metrics don’t end 

up being used to inform specific 
decisions.

In the best case, reporting 
unnecessary metrics is a waste of 
time and resources. In the worst 
case, those metrics end up sending 
contradictory or confusing signals 
that lead to bad decision making.

1 – Adapted from: Godener, A. and Söderquist, K. E. (2004). Use and impact of performance measurement results in R&D and NPD. R&D 
Management 34.

Be deliberate about identifying what the 
information generated by your innovation 
performance measurement system will be 
used for—its “functions.”

section 01
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There are a limited set of functions 
that measures of innovation 
performance can be used for. The 
diagram above describes the 
functions we recommend. All aspects 
of an organization’s system should 
be aligned with these (and only 
these) functions.

Effective management of innovation 
and R&D will likely require all of 
these functions. Organizations may, 
however, decided to select a smaller 
set of functions and/or give each 

function a different level of priority. 
In particular, if you’re just starting 
out and need to get a basic system 
in place, see page 55 for our 
recommended prioritization.

A quick note: we have reservations 
about directly linking financial 
incentives to individual performance. 
This is one area where measurement 
could stifle innovation—tread 
carefully.

1 – Adapted from: Godener, A. and Söderquist, K. E. (2004). Use and impact of performance measurement results in R&D and NPD. R&D 
Management 34.

Select and prioritize the functions that matter 
to your organization—and measure only the 
aspects of innovation performance required to 
enable those functions.

To ensure alignment of activities with business & innovation strategy.

To make the case for/ determine where to allocate resources.

To establish whether sufficient progress is being made (at a project or 
portfolio level) and provide a basis for corrective action.

To communicate the organization’s innovation ambition and priorities.

To identify where the organization should seek to enhance its 
innovation processes.

To enable incentives for individuals or teams to be linked to 
performance.

section 01



• There are 12 questions you must be able to answer to effectively manage a 
portfolio of innovation initiatives, as well as to communicate progress and the 
ultimate value of the portfolio to your internal stakeholders. 

• Your metrics will track inputs, outputs, outcomes, and portfolio allocation; and 
enable comparison, over time as well as across organizations.

• Your metrics should be easy aggregated across different organizational levels, 
from the project level up to the whole organization. 

• It’s difficult—but important—to measure learning, as well as outcomes for 
projects at the front end of innovation.
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To achieve the desired functionality 
described in the previous section you 
will need a simple but holistic set of 
measurements of your innovation 
portfolio’s performance. 

The framework on the next page 
identifies those measurements, 
framed as questions. 

These are the questions you must 
be able to answer to effectively 
manage a portfolio of innovation 
initiatives, as well as to 
communicate progress and the 
ultimate value of the portfolio to 
your internal stakeholders. 

Pages 16 to 24 step through each 
element of the framework, providing 
further detail on what is measured 
and why. (Note: If you’ve read our 
guide to measuring innovation at a 
project level, you might want to skip 
straight to portfolio metrics on page 
23). 

We’ve provided example metrics for 

each, but these are intended to be 
illustrative only. Selecting the “right” 
metrics depends on your specific 
context and is discussed in the next 
section. We’ve also included a list of 
commonly used metrics at the end of 
this section.

One facet of this selection is 
understanding the priorities and 
preferences of your stakeholders. 
While all of the questions are 
important, some may be more 
critical than others given your needs, 
or your stakeholders’ needs. As you 
read through the following pages, 
consider where it might be worth 
investing more effort to measure.

The framework on the next page identifies the 
aspects of innovation performance you need 
to track.

section 02
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Inputs are the tangible resources invested in your 
project, to enable it to succeed. 

Output metrics measure what your innovation process 
has produced including innovations ready to go-to-
market and interim outputs (e.g. a new ideas, a proof of 
concept)

Outcomes are the forecast results stemming from the 
intended use of the outputs of your innovation 
portfolio—and eventually, once your project has 
launched, the actual results.

Resources: How much is being invested in my innovation 
portfolio? 
e.g., $ or FTE: budget, expenditure, forecast, burn rate.

Activity: How many projects are underway within the 
portfolio? 
e.g., number of ideas generated, number of innovations 
launched.

Learning: Is our project making progress towards 
unlocking future value through learning and de-risking 
the innovation?
e.g., milestones achieved; readiness scale score (e.g., 
investment readiness); innovation accounting.

Value: Is the innovation portfolio creating value/ 
forecast to create value? 
e.g., expected commercial value (risk adjusted NPV) of 
the portfolio.

These metrics help managers make decisions about the allocation of resources within their portfolio of innovation initiatives. That is, when considered in aggregate, will the 
collection of activities deliver what the organization needs from this particular portfolio?

Business strategy: Does the portfolio align with business strategy? 
e.g., $ invested by business unit.

Innovation strategy/ approach: Does the portfolio align with the organization’s intended 
approach to innovation? 
e.g., percent of projects targeting ”incremental” versus “breakthrough” innovations.

Stage of development: Does the balance of projects by stage of development align 
with what the organization needs?
e.g., number of ideas generated, number of innovations launched

Risk: Does the balance of risk across the portfolio align with the organization’s intent? 
e.g., percentage distribution of projects by risk score.

Timing: Is the portfolio expected to deliver results when the organization needs it to? 
e.g., percentage distribution of projects by time to market.

Relative performance metrics are used to compare performance of innovation portfolios, over time as well as across organizations (internally or externally). They are often ratios 
that compare outputs or outcomes with inputs (e.g., spending) or another relevant benchmark (e.g., time). 

Effectiveness: Are our innovation efforts making progress & producing sufficient results? 
e.g., vitality index (% revenue from new innovations introduced in the last 3 years).

Efficiency: Is portfolio making efficient use of resources to create/unlock future value? 
e.g., forecast return on investment, internal rate of return.

Speed: Is the portfolio unlocking future value quickly enough? 
e.g., average (projected) time to market across portfolio.
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Most of the questions identified on 
the previous page are answered by 
measuring performance at the 
project-level, and then aggregating 
information on all projects within a 
portfolio.

It is, therefore, important to measure 
performance in such a way that:

• measurements can be easily 
aggregated across organization 
levels, and

• measurements are suitable for all 

initiatives within a portfolio.

A key benefit of this approach is that 
it ensures portfolio managers and 
senior leadership are able to drill 
down, where necessary, to 
understand the narrative underlying 
a single aggregate metric.

Note: if you’re managing a “portfolio 
of portfolios” the same idea 
applies—you collate data from all of 
the portfolios that fall within your 
purview.

Plan your measurements to enable easy 
aggregation across different organizational 
levels, from the project-level up to the whole 
organization. 

section 02
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Inputs are the tangible resources 
invested in your innovation portfolio. 
For most organizations this simply 
requires measuring two things: 

• Expenses: anything you invest in 
equipment, tools, external service 
providers, and staffing costs.

• Staff time: the amount of time 
that staff in your company spend 
working on innovation initiatives in 
your portfolio.

Tracking of inputs is essential.  It 
enables you to know your portfolio’s 
expenditure relative to budget, and 
whether you are on track or need to 
adjust. It also helps superiors or 
others who are tracking progress of 
your portfolio of innovations.

Inputs are often also used in other 
metrics—including outcome 
indicators (e.g. NPV), portfolio 
metrics (e.g. investment in 
incremental versus breakthrough 
innovations), and relative 
performance indicators (e.g. return 
on investment). 

Provided internal systems enable 
data collection, measuring inputs is 
relatively straightforward. It’s where 
many firms start. But other measures 
of innovation performance are 
quickly added, because no one likes 
reporting spending without also 
reporting on outputs and results. 

Example metrics

Most input metrics can be tracked at 
the individual project level and then 
aggregated to give the portfolio 
perspective. Both expenses and staff 
hours can be tracked with metrics 
like:

• Budget 

• Expenditure to date

• Forecast expenditure

• Current/ forecast burn rate 

Note: both staff costs and staff time are worth tracking as they are both limited resources. As such, utilization of both should be optimized, and 
different “levers” exist to optimize each.

Inputs track the tangible quantities invested in 
your portfolio—think budget, staff time, etc.

section 02

Key question: How much is being 
invested in my innovation portfolio?
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Outputs are the things produced by 
your innovation portfolio. They 
include the ultimate end goal, e.g., a 
safety improvement ready for full 
scale adoption. But portfolio 
managers also need to be able to 
measure progress toward that 
ultimate end product. That is, they 
need to be able to measure learning.

Measuring learning is hard. So most 
managers start by measuring activity 
within their portfolio. I.e. How many 
projects are active at each stage of 
development. At a portfolio level, 
activity metrics can be a very rough 
proxy for learning. We recommend, 
if you’re not tracking outputs at all, 
start with measuring activity—that 
data is normally readily available, 
and data is sometime used in other 
metrics anyway.

Over time, we strongly encourage 
firms to move towards more 
sophisticated measurement of 
learning. The following three 
methods are compared on the next 
page. (See our guide on measuring 

the performance of innovation 
projects for more detail on each).

Project milestones

This standard project management 
technique is one of the most 
commonly used methods for tracking 
learning. Milestones are defined at 
the beginning of the project, and 
then their achievement is tracked 
throughout the project.

Rating scales

A framework to rate (e.g. scale of 0 
to 9) the status of any innovation 
project is defined, using dimensions 
that cover key determinants of 
successful commercialization (e.g. 
market risk, technology risk).

Innovation Accounting

Learning is estimated, quantitatively, 
in terms of the forecast outcome 
(e.g. revenue) by assessing the 
impact validated learning from small 
experiments has on that forecast 
outcome.

Outputs are the things innovation initiatives 
produce. Learning is the most important 
output, but it’s hard to measure.

section 02

Key question: : Is our project 
making progress towards unlocking 
future value through learning and 

de-risking the innovation?

http://bit.ly/2xT0IpF
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Milestones Rating Scales Innovation 
Accounting

Ease of use High High Medium
Most innovation 
professional are 
already very similar 
with this simple 
system.

Straightforward 
system, although 
requires careful steps 
to ensure consistent 
application across 
projects.

Requires some simple 
quantitative 
modelling; may 
require adaptation of 
innovation project 
design to enable 
shorter learning 
cycles.

Ability to deal 
with uncertainty

Low High High
You can fail to achieve 
a milestone, but still 
have learned 
something valuable 
for the project or 
organization.

The framework’s 
dimensions (e.g. 
market risk) will likely 
remain relevant even 
if projects change 
significantly from the 
original intent

Most learning can be 
translated into a 
quantitative impact on 
the objective (if it 
can’t it may not have 
been something 
worth validating to 
begin with).

Ease of 
aggregation 
(from project to 
portfolio-level)

Poor Medium High
Reporting the number 
of milestones 
achieved is easy but 
conveys very little 
about the extent to 
which value has been 
unlocked or a 
portfolio has been de-
risked

Reporting, for 
example, average 
change in rating 
across the portfolio 
can be a useful proxy 
that should correlate 
somewhat with 
unlocking value.

If projects are seeking 
the same outcome 
(e.g. revenue), 
aggregation is 
straightforward and, 
crucially, put in terms 
that matter to the 
organization.

This table compares three different 
approaches to tracking learning within an 
innovation portfolio.

Key question:: Is our project making 
progress towards unlocking future 

value through learning and de-
risking the innovation?

section 02
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Outcomes are the forecast results 
from the intended use of your 
innovation portfolio’s outputs. If the 
innovation is successful, what benefit 
will it have to the organization? 

Outcomes are also the actual results 
produced when projects from your 
innovation are rolled out, e.g., what 
cost savings did the process 
improvement innovation achieve 
post launch?

Forecasting an innovation portfolio’s 
potential provides a leading indicator 
of innovation outcomes. Measuring 
the realized outcomes provides a 
lagging indicator. Both are valuable. 
Leading indicators help you 
understand whether the portfolio 
and individual projects within it are 
on track to have the desired impact 
for your organization. Lagging 
indicators help you understand 
whether the innovations ultimately 
achieved the forecast results—and if 
not, adjust accordingly for the future. 

Example Metrics

Most outcome metrics are measured 
at a project level and then 
aggregated to the portfolio level.

Many innovation initiatives are 
striving to achieve an organizational 
goal of profitable revenue growth. 
For those innovation initiatives it 
makes sense to estimate the net 
present value of forecast revenue, 
profit, EBITDA, etc.. 

Other innovation initiatives target 
different goals, e.g., employee 
safety. The measure of future value 
created should be aligned to those 
goals. For example, if you’re working 
on an innovation project that aligns 
with a corporate goal related to 
safety, estimate and report the 
impact of your project on the 
company’s OSHA Recordable Rate.

Outcome metrics measure the forecast and 
actual results (e.g., profit, revenue, improved 
safety) of your innovation project.

section 02

Key question:: Is the innovation 
portfolio creating value/ forecast to 

create value? 
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Estimating future outcomes such as 
future revenue is, by definition, a 
highly uncertain exercise. Measures 
of outcomes are not intended to be 
precise forecasts (which would be 
impossible) but best estimates, 
based on existing knowledge. 

Given the uncertainty in such 
estimates, some companies simply 
decide to forgo them altogether. In 
most situations, that’s a mistake: 

• If you don’t estimate the future 
value of an innovation project or 
portfolio, you’re effectively 
ascribing it a value of zero.

• In almost all organizations there 
are important stakeholders who 
have a strong bias towards 
quantitative estimates of value 
and tend to discount portfolios 
(literally and figuratively) that are 
unable to produce them.

• Even simple models of future 
value can identify critical 
assumptions that should be tested 
within an innovation project that 

might not otherwise have been 
identified. (See our blog post on 
innovation accounting)

Finally, there are analytical 
approaches that help take 
uncertainty into consideration, like 
scenario analysis, Monte Carlo 
simulation, and real options analysis. 

If you’re just starting out, some 
simple scenario analysis can be 
highly instructive. If you have the 
resources available, more 
sophisticated techniques (e.g. Monte 
Carlo, real options) can generate 
very useful insight that enables 
better decision making.

It’s a mistake to forgo the work of estimating 
future outcomes for your innovation project, 
just because they are uncertain.

section 02

Key question:: Is the innovation 
portfolio creating value/ forecast to 

create value? 

https://commodoreinnovation.co/blog/innovation-accounting/
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The “front end” of innovation 
includes all activities companies 
undertake to figure out what to 
make for whom. Example activities at 
the front end include: exploring how 
artificial intelligence will impact your 
business, or conducting 
ethnographic research on older 
adults.

Because front-end activities happen 
before a discrete product or service 
concept has been identified, it is very 
difficult to estimate their future 
impact on an outcome of value to 
the organization (whether that 
outcome is revenue, cost savings, 
etc.).  

We concede it’s difficult, but it 
would be a mistake to forgo 
consideration of outcomes for 
front-end projects. They just 
warrant some different handling.

We strongly recommend investing 
time in understanding the underlying 
question(s) that you and your 
stakeholders are trying to answer 

(the Stakeholder Worksheets 
introduced in the next section will 
help). Be prepared that qualitative 
metrics may be better suited for the 
front end.

Many organizations prefer to look at 
indicators like the total addressable 
market size, to get a sense for the 
“size of the prize.” 

While it’s difficult to estimate the 
potential impact on outcomes before 
you’ve started a front end project, it’s 
important to get to such estimates as 
soon as possible. Consider setting 
the delivery of these estimates as a 
project metric. They’ll help with 
prioritization of different concepts, 
and with communication with 
stakeholders who struggle to 
understand the exploratory nature of 
front-end work.

Example metrics

Leading outcome metrics for front 
end initiatives:

• Total addressable market under 
exploration

Measuring at the front end is hard. Invest time 
in understanding the underlying questions of 
your stakeholders, and estimate potential 
outcomes as soon as you can.

section 02

Key question:: Is the innovation 
portfolio creating value/ forecast to 

create value? 
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Portfolio metrics help managers 
make decisions about how to 
allocate resources. They are 
particularly useful for identifying 
imbalances within the portfolio, i.e., 
a gap or overallocation of resources. 
For example, insufficient 
“breakthrough” projects, or too 
many high risk projects.

To calculate portfolio metrics, the 
projects within the portfolio must be 
characterized according to the 
“dimension” of interest (e.g., risk). 
The dimensions you choose to 
monitor will depend on the decisions 
you need to make. However, the 
most commonly tracked are:

• Alignment with business strategy: 
e.g., $ invested by business unit, 
market, core versus non-core

• Alignment with innovation 
strategy: e.g., percent of projects 
targeting ”incremental” versus 
“breakthrough” innovations.

• Pipeline stage: e.g. share of 
project by stage of development.

• Risk: e.g., percentage distribution 
of projects by risk score.

• Time to market: e.g., percentage 
distribution of projects by time to 
market.

All portfolio metrics follow the same 
logic: they show the share of projects 
per category of the chosen portfolio 
dimension. The relative share of each 
project could be calculated on the 
basis of simply the number of 
projects. But any common input, 
output or outcome metric can be 
used—just choose the one that 
makes the most sense given the 
decisions you are trying to make. 

For example, if you’re trying to 
ensure you are not investing too 
much in high risk projects, it would 
probably be best to calculate project 
share on the basis of investment 
dollars, rather than, for example, 
forecast revenue from each project 
(particularly since high risk projects 
may also offer higher return on 
investment).

Portfolio metrics help managers make 
decisions about allocation of resources across 
their portfolio.

Key question:: Is the innovation 
portfolio creating value/ forecast to 

create value? 

section 02



24

A key function of an innovation 
performance measurement system is 
to compare your performance—over 
time, with other portfolios in the 
organization, and (potentially) 
outside the organization. Relative 
performance measures enable 
meaningful comparison and 
benchmarking.

Effectiveness

Key question: are we innovating 
enough to beat our competitors?

Example metrics include

• Vitality index (i.e. percent of new 
revenue from products/ services 
less than 3 years old)

Efficiency

Key question: is our portfolio making 
efficient use of resources to create 
and unlock future value?

Example metrics to measure 
efficiency include actual or forecast 
indicators such as: 

• Internal rate of return

• Return on investment

Speed

Key questions: is my innovation 
portfolio unlocking future value 
quickly enough?

Example metrics include:

• Average (forecast) time from 
concept to market/deployment

• Actual versus forecast time to 
market 

Relative performance metrics help managers 
compare and benchmark the performance of 
their innovation portfolio—to help identify 
ways to improve the effectiveness, efficiency 
and speed with which they innovate.

section 02
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The tangible resources invested in your project. What your innovation process has produced. Actual/forecast results from use of the outputs.

Resources: How much is being invested in my innovation 
portfolio? 
Innovation spending and innovation headcount—both 
can be reported as: budget, expenditure, forecast, burn 
rate, etc. 

Activity: How many projects are underway within the 
portfolio? 
Number of innovation projects—normally reported by 
stage of development

Learning: Is our project making progress towards 
unlocking future value through learning and de-risking 
the innovation?
Number of milestones achieved, progress of rating 
scales, movement between stages, number of patents*

Value: Is the innovation portfolio creating value/ 
forecast to create value? 
Forecast or realized: NPV (possibly risk adjusted), 
revenue, earnings, cost savings

Customer satisfaction with new product/ service

The state of the innovation portfolio.

Business strategy: Does the portfolio align with business strategy? 
Portfolio by business unit, by market, by strategic intent (e.g. grow, cost, defend)

Innovation strategy: Does the portfolio align with the organization’s intended approach 
to innovation? 
Portfolio by: existing technology versus new technology; degree of innovativeness (e.g., 
incremental versus breakthrough).

Stage of development: Does the balance of projects by stage of development align 
with what the organization needs?
Portfolio by stage of firm’s innovation process

Risk: Does the balance of risk across the portfolio align with the organization’s intent? 
Portfolio by: technology readiness level, project status (on/off track; elevated risk), 
proximity to core

Timing: Is the portfolio expected to deliver results when the organization needs it to? 
Portfolio by: time to market; long term versus short term.

Metrics that enable comparison of innovation portfolios, over time as well as across organizations (internally or externally). 

Effectiveness: Are our innovation efforts making progress & producing sufficient results? 
Vitality index; actual versus forecast new product/ service revenue; IP-protected new 
product sales 

Efficiency: Is portfolio making efficient use of resources to create/unlock future value? 
Return on investment, internal rate of return, R&D investment as percent of revenue

Speed: Is the portfolio unlocking future value quickly enough? 
Average cycle time (concept to market); actual versus target project timelines 

The table shows commonly used metrics for each question in the framework. The metrics were identified on the basis of Commodore Innovation’s experience, 
as well as various industry surveys, academic and trade literature.



• Choose metrics that give you and your stakeholders what you need to evaluate 
discrete projects and assess the health of the portfolio. But don’t tip over the 
point at which costs outweigh the utility of what you’re measuring. 

• Good metrics are understandable and actionable. They enable comparison and 
fit the context. They don’t replace human judgment; they inform it.

• Even good metrics can have unintended consequences. 



27

The previous section provides a 
holistic view of what questions your 
measurement system should answer. 
But the question remains: which 
metrics are best suited to answering 
those questions? 

When we’re designing and refining 
measurement systems for clients, 
one of the maxims we adhere to is 
“measure only so much and not 
more.” That is, measure what you 
need for stakeholders to be able to 
evaluate discrete projects and assess 
the health of the portfolio, but don’t 
get carried away. Don’t tip over the 
point at which costs (e.g., of data 
collection, your time to manage 
metrics) outweigh the utility of what 
you’re measuring. 

This maxim is one of the reasons this 
guide isn’t just a list of 1,001 Metrics 
or The Only Four Innovation Metrics 
that Matter. The principles that 
follow include some basics on 
metrics, as well as how to think 
about the “right” metrics for your 
unique context. 

Measure only so much and not more.

section 03
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Good metrics…

… are understandable and 
actionable.

Start with understanding what you 
really need to know about your 
portfolio and projects, and choose 
metrics that align (remember the 
functions of your innovation 
performance measurement system). 
Consider what a given metric tells 
you, and what you will do differently
based on values or changes. If you 
and your team can’t easily tell both 
(what the metric does and how to 
behave as a result), you may be 
better off without it. 

… enable comparison.

Good metrics provide information 
about how the innovation function 
and portfolio are performing, over 
time and as compared to other 
organizations (internally or 
externally). You also need to be able 
to compare the performance of 
discrete projects, over time and 
against one another. 

… fit the context. 

While you want to be able to 
compare projects, all projects are 
not created equal. Be cautious about 
applying traditional financial metrics, 
for example, to exploratory or 
breakthrough programs.

… aren’t completely free of 
drawbacks. 

Even good metrics can have 
unintended consequences like 
prioritizing short term initiatives over 
longer term endeavors, or 
discouraging risk-taking. If you and 
your team anticipate such potential 
consequences, you can prevent them 
or mitigate their impacts. 

… don’t replace judgment.

Good metrics help mitigate against 
our biases, which are based on 
limited experience. They are not a 
substitute for seasoned human 
judgment; they inform such 
judgment.

Good metrics have some things in common.

section 03
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The right metrics for you are the 
ones that help you…

… have high-quality conversations 
with diverse stakeholders, 
including leadership. 

High-quality conversations with 
stakeholders are ones that answer 
their burning questions, in terms 
they can understand, which in turn 
gets you the input and buy-in you 
need to make decisions and forge 
ahead. 

… make decisions you feel 
confident in, regularly. 

As a portfolio manager, you have to 
allocate resources to projects, 
advocate for investment, and assess 
the effectiveness of the innovation 
function, among many other things. 
While innovation always has some 
attendant uncertainty, you want 
metrics that—when paired with your 
judgment—support your ability to 
make decisions and change course 
when necessary. That also means 
they provide information you can act 

on regularly, not just at the end of 
the calendar year or reporting 
period.

… collect the data you need with 
the resources available. 

If you’re like most innovation leaders, 
metrics and data collection are on a 
long list of pressing responsibilities. 
It’s not the highest and best use of 
your team members’ time to spend 
most of their days collecting data, 
analyzing it, or reworking your next 
presentation to the board. So 
consider the costs of collection 
(including your time) when you 
choose among metrics.

Choose metrics that actually help you build 
support and make decisions. Avoid metrics 
and analysis that take a disproportionate 
amount of resources. 

section 03



• A well-designed innovation performance measurement system can help you 
establish a common language and basis for judgment among diverse 
stakeholders. 

• It’s critical to think broadly about who your stakeholders are, understand their 
priorities and preferences, and communicate in ways they understand.

• It’s also important to take into account the culture in which you, your 
stakeholders, and system operate. Think about who makes decisions, based on 
what types of information.
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Most innovation leaders don’t 
prioritize communication highly 
enough. By and large, that’s because 
they define communication 
narrowly—as occasional, formal, one-
way presentations of status. 

We define communication as 
everything you do to get the 
various types of internal support 
you need—expertise, investment, 
buy-in—for innovation initiatives. 

Defined this way, communication is 
an ongoing workstream. The 
audience is not a passive audience at 
all, but a diverse set of people from 
whom you need these types of 
support. The purpose is to make 
complex topics—whether a new 
technology or the nature of the front 
end of innovation—more 
understandable for those people. 

Innovation performance 
measurement is an important tool in 
your communication toolkit. A well-
designed system can help you 

establish a common language for 
innovation measurement and basis 
for judgment among diverse 
stakeholders. It will improve your 
collective ability to evaluate discrete 
projects, calibrate the priorities of 
different groups, and to steward the 
innovation function of your 
organization.

Following are some basic principles 
that apply to both design of your 
innovation performance 
measurement system, as well as your 
ongoing communication with 
stakeholders. 

Effective communication is critical to the 
success of the innovation function—and to 
your success as a leader of that function.

section 04
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Think broadly about who your 
stakeholders are. 

In the course of portfolio 
management and the execution of 
discrete projects, there are people 
whose time and attention you will 
need that don’t necessarily have an 
explicit “stake” in your work. Which 
colleagues do you need to interface 
with (e.g., in marketing, design, 
customer service, R&D), to get 
domain expertise or prepare for 
successful project transitions?

You should consider these people as 
your stakeholders, along with your 
staff, project teams, and the 
executives that you report to. 

"The problem with 
communication is the illusion that 
it has occurred." 

George Bernard Shaw

Get to know the stakeholders. 

Just like you would for a new 
product/service concept, you need 
to deeply understand the 
“customer” for your measurement 
system. Your stakeholders each have 
a set of assumptions and beliefs—
about innovation, about metrics, 
about new technologies—that will 
factor in to their evaluation of and 
contributions to your work. They all 
have different responsibilities and 
pressures that will shape their 
thinking. The priorities and 
incentives of different groups may 
even be in direct conflict. 

Understanding who these people are 
and what they’re up against will help 
you choose the right metrics, 
balance competing priorities, and 
communicate regularly in a way that 
builds a common basis for judgment.

Adapted from Erwin, K. (2013). Communicating the New: Methods to Shape and Accelerate Innovation..

Consider your stakeholders’ preferences and 
priorities as you design your innovation 
performance measurement system. 

section 04
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Target your stakeholders with the 
communication method and 
format that’s best for them.

If you know your stakeholders, you’ll 
get to understand their priorities and 
preferences, including what we call 
their “first language.” It’s important 
that you choose methods (e.g., 
reports, presentations, 
conversations) and formats (e.g., 
financial, visual, experiential) that 
take these into account. You’ll be 
more effective if you can be agile, 
use multiple methods, and speak 
more than one “language,” than if 
you pick a single tool and hope it 
works for everyone.1

Consider your organization’s 
culture. 

Your stakeholders operate within an 
organizational culture. In addition to 
understanding them individually, it’s 
also important to observe and take 
into account this context. Why? 
Because you want your innovation 
performance measurement system 

system to be accepted, used, and 
trusted across levels and functions. 
You also want to create a resilient 
system—one that can persist 
through periods of downturn, staff 
turnover, and leadership transition.

As Airbnb co-founder Brian Chesky 
puts it, “Culture is a thousand things, 
a thousand ways.”2 But for our 
purposes, pay closest attention to 
these two interrelated elements: 

Basis for decisions. Do people rely 
most heavily on technical expertise, 
informed intuition, or data?

Who makes decisions. Who makes 
decisions, how do they get 
information, and how does that 
manifest in the meeting culture? 

1 – Handcrafted, Masters of Scale [Podcast interview]. Retrieved from https://mastersofscale.com/brian-chesky-handcrafted/
2 – Erwin, K. (2013). Communicating the New: Methods to Shape and Accelerate Innovation.

In addition to individual stakeholders, 
consider the culture in which they (and your 
innovation performance measurement system) 
have to function.
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Step 1
Review

Review the theory and 
principles that underlie 
an effective innovation 
performance 
measurement system.

Step 2
Understand

Quickly build an 
understanding of the 
factors within your 
organization that will 
influence the design of a 
good innovation 
performance 
measurement system

Step 3
Design

Design your new 
system—based on your 
understanding of the 
theory and your 
organization.

Step 4
Build & 
Launch

Build the necessary 
infrastructure and deploy 
the new system across 
the organization.

Step 5
Evaluate

Periodically evaluate to 
ensure the system is 
functioning effectively 
and efficiently.

Now that you’re grounded in the 
theory, you’re ready to design or 
improve an innovation performance 
measurement system. 

Part II walks you through the basic 
steps to:

• understand your stakeholders and 
culture, 

• choose your metrics, and 

• create your communication plan.

The process is scalable—adapt it 
based on the size of your 
organization, whether you’re starting 
with a blank slate or tweaking an 
existing system, and what you need 

to manage your portfolio today. Do 
you need to track a handful of 
metrics on a whiteboard? Or do you 
need a full complement of metrics in 
a continuously available dashboard 
with views tailored by audience? You 
can do a good job of what follows in 
a day at one extreme (some basic 
tweaks, or to quickly get started), 
and about a week (a complete 
overhaul, or starting from scratch), at 
the other. 

We’ve included some guidance for 
scenarios like these in Situation-
Specific Advice, as well as reference 
material and blank worksheets in the 
Appendix. 

Part II includes a process and tools to 
understand your stakeholders, take stock of 
your organizational culture, select your 
metrics, and create a communication plan.



• To understand your stakeholders, take stock of what you already know about 
their roles, experiences, points of view, and priorities.

• To understand your culture, consider some organizational archetypes based on 
who makes decisions, using what types of information. 

• Supplement what you know about your stakeholders and culture, with short 
interviews.
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You know from Part I that it’s critical 
to incorporate your stakeholders’ 
information needs and preferences 
into your measurement system. To 
do that you first need to understand 
those needs and preferences, using 
the following steps:

• Identify your stakeholders: aim for 
8 to 10 stakeholders and be sure 
to include your team, leadership, 
and other internal “customers” for 
innovation (e.g., marketing, 
business units who will own the 
new product or service). 
Remember to think broadly, and it 
may help to consider people or 
business units who are recurrent 
roadblocks or linchpins.

• Describe each stakeholder: 
identify their role related to 
innovation, any relevant 
experiences or set points of view 
(positive or negative) they have, 
and how available they’re likely to 
be. Identify any responsibilities or 
priorities that might be in conflict 
with others’.

We’ve included worksheets in the 
Appendix (click here) to help you 
capture the right information. Start 
by filling in these worksheets with 
what you already know. Then 
supplement that with short (<30-
minute) conversations with 
stakeholders—there’s a 5-question 
Discussion Guide in the Appendix 
that will help.

It’s easy to overestimate what you 
know about stakeholders and their 
priorities—resist the temptation to 
skip these interactions! 

Identify and characterize your stakeholders—
who are they? What information do they 
need? What are their experiences and biases?

section 01
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Next you need to take stock of the 
culture in which you, your 
stakeholders, and your measurement 
system operate. The most important 
aspects to consider are:

• Basis for decisions. What is the 
attitude toward and prevalence of 
data? To what extent are 
decisions subjective, or based on 
intuition? How much do people 
rely on shared information, e.g., 
via meetings or software?

• Who makes decisions. Who makes 
decisions?—and how does that 
manifest in meeting cultures? How 
much of a role does informal 
socializing of ideas play? How do 
people handle disagreement?

As with understanding stakeholders, 
start by answering these questions 
on the basis of what you know today. 
Imagine how you would describe 
these elements of your culture to a 
new hire, a consultant, or another 
external observer. Use the 
archetypes described on the next 
two pages as a guide.

Then test your hypothesis as you 
conduct stakeholder interviews 
(record your findings in Worksheet 
C). You’ll find evidence in the 
following:1

Vocabulary. What expressions and 
terminology most stand out in your 
organization’s shared language? 
What do they tell you about the 
extent to which cross-functional 
collaboration occurs? About how 
data are used?

Stories. What do people emphasize 
when they recount things that have 
gone well, or poorly?  Pay close 
attention to the stories you hear 
from multiple people. What do they 
tell you about what is valued, and 
how things get done?

Practices. What can you learn from 
the recurring activities people are 
expected to take part in? What’s the 
meeting culture? How are decisions 
really made?

1 – Erwin, K. (2013). Communicating the New: Methods to Shape and Accelerate Innovation.

Think about how decisions are made in your 
organization. 

"Organizational culture is not just another 
piece of the puzzle. It IS the puzzle.”

Michael Pacanowsky and Nick O’Donnell-Trujillo

section 01
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Balanced 
(informed intuition)

Marissa Mayer (formerly of Yahoo 
and Google) describes these 
organizations best: “I roll around in 
the data, get to understand it really 
well, and then make a gut-based 
call.”  They know that data are only 
part of the picture, especially in the 
realm of innovation, which has to 
balance imagination and evidence. 
People in balanced organizations 
frame their work as hypothesis 
testing, whether in HR or R&D. 

Data-driven (data only)

Data-driven organizations rely 
almost exclusively on data for 
decision-making. They likely rely 
extensively on enterprise resource 
planning systems, with analytics for 
most functions continuously 
available. There may be pressure 
for innovation to be managed like 
other functions, and skepticism 
about agile approaches or 
exploratory efforts. The most likely 
refrain: “the data don’t lie.”

Fixed (deep technical/ 
functional expertise) 

These organizations embody the 
fixed mindset: that intelligence is 
static—one either has it or 
doesn’t.1 They value the individual 
performer with exceptional talent 
and/or credentials. Hallmarks 
include: deference to subject 
matter experts (although decisions 
are often later second-guessed by 
others); strife over who is most 
qualified to lead or “own” 
initiatives; a “lone inventor” model 
of innovation.

1 – Dweck, C. S. (2016). Mindset: The new psychology of success.

There are three common archetypes that describe the basis for decision making within organizations. 
Which sounds the most like your organization today?
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Collective (a team)

These organizations prefer team-
based decision making over a 
unilateral approach. That’s not to 
say they strive for consensus—
more often, teammates “disagree 
and commit.” These organizations 
are highly transparent, so 
information is readily available. 
Decisions are made in meetings, 
preferably face-to-face. 

Most valued in collective cultures: 
debate.

Top-down (the leader)

Decisions in top-down 
organizations are ultimately made 
by a single person. Information is 
transmitted in one-on-one 
interactions focused on “selling,” 
often characterized as socializing 
ideas or politicking. Decisions are 
usually announced later, in writing 
or set meetings. 

Most valued in top-down cultures: 
powers of persuasion.

Cerebral (many technical 
or functional experts)

In these organizations, decisions 
are made by whoever is deemed to 
have the most relevant expertise. 
Information is presented in formal 
settings, usually in a written report 
or one-way presentation. 
Designated experts mull 
supporting information alone and 
later present decisions, again in 
writing or a set meeting. 

Most valued in cerebral cultures: 
subject matter expertise.  

There are three common archetypes that describe who typically makes the decisions within an 
organization. Which sounds the most like your organization today?



• Involve the other people responsible for implementing this measurement 
system, in its design. Their success will be judged based on the metrics you 
choose.

• While it’s critical to understand stakeholder needs to design your system, don’t 
let their expectations override other principles of good measurement. 

• Make sure you have the information you need to drive exceptional results and 
have high-quality conversations with diverse stakeholders.

• List the questions your metrics need to answer, generate a long list of metrics, 
downselect, check the set, and consider potential unintended consequences.
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The process for metric selection is 
straightforward—you’ll compile the 
questions your measurement system 
needs to answer, identify the metrics 
that can answer those questions, 
evaluate, and downselect. The 
principles for what constitutes the 
“right” metrics in Part I are baked 
into this process

Keep in mind two things about who 
is involved in this process. First, don’t 
go it alone. Involve representatives 
of the groups whose success will be 
judged according to the metrics you 
ultimately choose.

They’re more likely to buy into 
the measurement approach if 
they have been involved in its 
design. 

Any conflicts in group priorities or 
incentives can be resolved as they 
arise. In addition, the “users” of the 
system will be more deeply aware of 
its risks and potential for unintended 
consequences. That awareness can 
help minimize the chances of those 

unintended consequences occurring. 

Second, keep in mind the division of 
responsibility. We’ve strongly 
recommended considering 
stakeholders’ information needs and 
priorities as you create or refine your 
system. But don’t misconstrue this 
guidance as an instruction to build 
the measurement system to their 
specifications and only theirs. 

Don’t let their expectations override 
other principles of good 
measurement. For example, they 
might want to see a plethora of 
metrics but only need a few to 
actually inform decisions they have 
to make.

And, finally, make sure you have the 
information you need to drive 
exceptional results and have those 
high-quality conversations with 
stakeholders we talked about in Part 
I. Not all of your metrics have to be 
for an audience beyond the 
innovation function or the portfolio/ 
program you’re responsible for.

Involve a team in metric selection and 
remember: don’t forget the principles of good 
measurement in order to cater to your 
stakeholders’ “requirements;” and, you’re the 
most important user of the system. 

section 02
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To begin compile a list of questions 
your measurement system needs to 
answer. Use information from your 
stakeholder interviews (see 
Worksheet A), as well as your own 
needs, to identify questions like 
those in the framework on page 15.

Next arrange these questions on the 
framework (there’s a blank 
framework in the Appendix). Do you 
have questions in each box? If not, 
fill in the gaps.

Working with your team, take an 
hour to generate metrics that will 
answer those questions. (Note: for 
any and all group “ideating,” we 
always recommend participants work 
alone in parallel and then share what 
they’ve come up with.) Be sure to 
consider commonly used metrics as 
well as custom metrics. 

Now select from your long list by 
quickly evaluating each metric 
against the following criteria. Is the 
metric:  

1. Actionable. What, exactly, will be 
managed based on a given 
metric? Remember, one of the 
markers of a good metric is that 
you know what to do differently 
based on thresholds or changes. 

2. Suitable. Does the metric match 
the context? Be cautious about 
applying traditional financial 
metrics, for example, to 
exploratory or breakthrough 
programs. 

3. Feasible. For those metrics that 
are both actionable and suitable, 
ask: can the data be collected? 
Make sure you consider costs 
(including your time) of data 
collection.

Feasibility is third in that list, 
intentionally. Identify the metrics that 
can do the job first and then select 
the one that requires the least 
amount of time and cost. Selecting a 
metric that is the easiest to 
implement but doesn’t adequately 
measure what you need to can lead 
to serious unintended consequences. 

Start with the questions you need to be able 
to answer, identify a “long list” of candidate 
metrics then select the best candidates based 
on the following criteria. Is the metric: 
actionable, suitable, and feasible. 
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Now look at the narrowed-down list 
of metrics from a holistic perspective 
and ask:

a. Will this set of metrics enable you 
to answer your leaders’ burning 
questions, in their “first 
language”? 

b. Will you have enough information 
to make decisions regularly, 
informed by a combination of 
these metrics and good 
judgment?

c. Will you be able to talk to diverse 
stakeholders about progress and 
the ultimate value of the 
portfolio? 

d. Are you able to collect and 
present the data necessary to 
answer yes to a-c above, within 
the resources you’re allocated?

If you can answer “yes” to those, 
congratulations! It sounds like you 
have an effective performance 
measurement system for your 
portfolio.

To be sure, put it aside for a day or 
two and review these Watchouts:

“Just so much and not more”
Are you measuring more than you 
need to? Consider each metric and 
determine whether the opportunity 
cost of NOT measuring is tolerable.

Politics
Have you unintentionally created 
conflict between groups and their 
priorities?

Timescales 
As a collection, do your metrics 
unintentionally prioritize short-term 
objectives over long-term goals? 
Have you considered that the “right” 
metrics will change with strategy? 
Document and plan for the 
conditions under which you’d add or 
de-emphasize a metric.

Risk tolerance
As a collection, do your selected 
metrics discourage risk taking (e.g., 
by forcing a narrow, prescriptive 
approach)? 

Ask four questions to evaluate your candidate 
metrics from a holistic perspective. Check 
them for risks and unintended consequences. 
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• A good communication plan identifies the audiences you need to communicate 
with. For each audience, the plan lays out the methods you’ll use, at what 
cadence.

• Your organization’s decision “styles” give some indication of what methods and 
timing will work best. 

• Systematically prepare for any and all touchpoints by re-orienting yourself to 
the audience, setting an objective, and choosing a key message. 
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A communications plan for 
innovation performance 
measurement identifies the 
audiences you need to communicate 
with, using which methods and at 
what cadence. An often-forgotten 
aspect of good communication is 
preparation for each ”touchpoint,” 
so we’ve included a quick reminder 
of good practices on page 50.

Identify your audiences

There’s time and effort associated 
with communication, so decide up 
front which stakeholders you’ll 
engage regularly.

To identify your audiences, 
beginning by reviewing your list of 
stakeholders (Worksheet B if you’re 
using our tools). Are there any 
stakeholders who need to be treated 
as an audience of one (e.g., in the 
case of Top-down decision cultures)? 
If so, he or she represents one 
“segment.” 

Group the remaining stakeholders. 

There are several different ways you 
could group stakeholders. You might 
group according to how reporting is 
usually done (e.g., according to 
assigned responsibilities, with peers 
across functions, or across levels 
within functions) or based on the 
frequency with which you need input 
or feedback from a given group. 

You might end up with segments like 
executive team, pipeline review 
board, project staff, and cross-
functional innovation working group.

You may have to try several different 
approaches to grouping 
stakeholders before you settle on an 
approach that works for your 
organization.

Your communication plan consists of some 
upfront system decisions and recurring 
preparation for specific interactions with 
stakeholders. 
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Choose methods

Choose the method(s) you’ll use to 
communicate with each segment 
based on your stakeholders’ 
preferences, availability, resourcing, 
and the organization’s culture. The 
most common methods are shown in 
the table below. 

The table on the following page 
provides guidance on how best to 
communicate given the key cultural 
dimensions of who makes decisions, 
on what basis.

Set cadence

Determine how often you’ll 
communicate with each segment 
based on the amount of input and 
feedback you need from that group, 
their availability, and what’s 
expected in your culture. Remember: 
the purpose of these interactions is 
to build understanding and support, 
so you may choose to engage more 
often than you have in the past. 

Set the actual dates based on 
stakeholders' available time, and 
milestones you captured on 
Worksheet B.

Like effective measurement itself, regular 
reporting can provide valuable insight and 
discipline. Think of touchpoints with 
stakeholders as opportunities for learning and 
engagement—not just rote reporting.

Method Description

Conversation Informal discussion as supplement to another method, to interpret results 
and/or add qualitative data

E-mail Informal written communication as supplement to another method, to 
interpret results and/or add stakeholder-specific commentary

Narrative report Information-dense documents that don't require your narration

Presentation Information-dense, visual-heavy documents that require your narration

Experience Interactive or immersive event, as supplement to another method

Static dashboard Manually assembled (vs. system-generated) visual, quantitative report

Live dashboard/ custom 
software

Standalone innovation/R&D-specific system with capability to generate 
different reports/ views

Integrated ERP solution Innovation/R&D-specific module in corporate ERP system

section 03
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Fixed
decisions are based on deep technical or 
functional expertise

Balanced
decisions are based on 
informed intuition

Data-driven 
decisions are based on data

Cerebral
decisions are made 
by many experts

Provide info for offline reference, at regular 
intervals (e.g., monthly) and supplement with 
short, tailored interpretive e-mails. 
Consider it a long-term communication 
objective to establish innovation as a discipline, 
and yourself as the resident expert.

Provide info for offline reference, at regular 
intervals (e.g., monthly). Incorporate stories and 
qualitative information. Firsthand experiences 
like project observations will add to experts’ 
knowledge base and intuition for a variety of 
subject areas. 

Aim to make data continuously available. 
Provide tools that enable users to cut/present 
data in multiple ways.

best methods: conversation, e-mail, narrative report best methods: conversation, e-mail, presentation, 
experience

best methods: static dashboard, live 
dashboard/software, integrated ERP solution

Collective
decisions are made 
by a team

Designate innovation-specific meetings (i.e., 
don’t present as part of another agenda). 
Provide information as pre-reads, in varied 
formats that speak to many "first languages,” 
so you can allow the bulk of time during
meetings for discussion
Aim to augment shared knowledge about 
innovation (e.g., with training)

Designate innovation-specific meetings. 
Provide content that speaks to many “first 
languages.” Group experiences like workshops 
and field trips will build shared knowledge, 
language, and a shared basis for judgment.
Make sure “disagree and commit” is among 
your shared norms for debate. 

Aim to make data continuously available and 
provide time for group discussion in 
multipurpose meetings.
If at all possible, integrate innovation 
performance measurement with existing 
enterprise-wide tools and systems.

best methods: presentation best methods: presentation, experience best methods: static dashboard, live 
dashboard/software, integrated ERP solution

Top-down
decisions are made 
by the leader

Present metrics and choose formats that speak 
your leader’s first language. Supplement with 
1-on-1 meetings aligned with corporate 
milestones.
Consider it a long-term communication 
objective to educate leaders on innovation 
topics, e.g. the 3 Horizons framework.

Present metrics and choose formats that speak 
your leader’s first language. Incorporate stories 
and qualitative information. Supplement with 
firsthand experiences like project observations. 
Set cadence based on corporate milestones. 

Present metrics and choose formats that speak 
your leader’s first language; set cadence based 
on corporate milestones.
Consider investing time to create custom 
metrics that speak to leadership priorities.

best methods: conversation, e-mail best methods: conversation, e-mail, experience best methods: conversation, e-mail
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Your planning process will vary by 
method, but should always follow 
the same basic steps. Following is an 
example of this process, for a 
presentation in a Balanced/Collective 
culture. Don’t worry, the first 3 steps 
are not time-consuming. Just write 
down a sentence or two (examples in 
italics) for each. 

Identify your audience. Revisit 
Stakeholder Worksheet B. Determine 
who will be in the room. Consider 
the milestones or pressures they’re 
up against, how your results relate, 
and potential elements or projects to 
highlight. (you might write: Dave is 
getting ready for the board meeting, 
and will want stats and stories on 
projects in the digital portfolio.) 

Set your communication objective(s). 
Consider what you need from 
participants during the meeting 
(advice, approvals, resources, etc.) 
What do you need them to do (or do 
differently) after the meeting? (I want 
leaders to interact with one of our 
transformational project teams and 

understand why we measure these 
projects differently.)

Choose your key message. Based on 
who’s in the room and your 
objective, determine your key 
message. Plan to present a 
consistent set of metrics at each 
touchpoint for discipline and 
consistency, but highlight what is 
critical for stakeholders to know right 
now. (We met the target for 
proportion of transformational 
projects ahead of schedule.)

Assemble the content. Be concise. 
Focus on your key message(s), in 
support of your objective. Select and 
order the content accordingly. 
Present it in formats you know work 
for those in the audience (their “first 
language,” in the Emphasize column 
of Worksheet B). Up front, specify 
whether you hope for questions, 
discussion, and/or feedback 
throughout; or whether you’ve 
allowed time after the presentation.

Take the time to plan each touchpoint 
carefully.
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• Review your innovation performance measurement system periodically.

• Take stock yourself, then check with stakeholders—are decision makers getting 
the information and insight they need? Have there been unintended 
consequences? Is the measurement system helping to address emerging 
innovation challenges?
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Most companies establish their 
systems for measuring innovation 
performance, and then never review 
them to make sure they’re actually 
working or that they’ve kept up with 
changes in the organization’s needs.

Don’t make that mistake. A periodic 
evaluation is quick, easy and makes a 
big difference to the value you get 
from your measurement efforts.

We recommend evaluating your 
measurement system twice in the 
first 12 months after launch, and 
then annually thereafter.

There’s a simple set of questions to 
explore when evaluating your 
system. First answer these yourself 
then conduct a small number of 
short interviews with your 
stakeholders.

Evaluation questions:

• What’s working? Or falling short? 

• Are decision makers getting the 
insight they need?

• Is there general agreement that 
the right aspects of performance 
are being measured?

• Are there unintended 
consequences emerging?

• Are there concerns with data 
quality? 

• Are there concerns about the time 
or opportunity cost associated 
with obtaining that data?

• Are there new challenges 
emerging with the overall 
performance of the innovation 
function? Is (or could) the 
measurement helping address 
those challenges?

Most companies don’t step back and evaluate 
the way they are measuring innovation 
performance after they’ve introduced a new 
system. Don’t make that mistake.
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• The guide will help you design a comprehensive system from scratch. Following 
is advice that will help if you’re starting smaller, and/ or refining an existing 
system. 
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If you’re not designing a 
comprehensive measurement system 
from scratch, you’ll need to adapt 
the processes described in this guide 
slightly. Below we describe how to 
do so in four scenarios based on the 
following two dimensions:

Current state. Are you starting from 
scratch or do you have a 
measurement system you’d like to 
refine?

Comprehensiveness. Are you putting 
in place an entry-level system, or do 
you need a system that serves all six 
of the functions of an innovation 
performance measurement system 
(see graphic on the following page)?

Advice for each of these four 
scenarios follows.

We wrote the guide to help design a 
comprehensive system from scratch. Here’s 
some advice for people in other situations.

section 05
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Clean Slate. You need 
an entry-level system, 
and you don’t have 
one in place today—
maybe you’re leading 

a new innovation initiative and need 
to hit the ground running. First, 
don’t skimp on stakeholder 
engagement. Use the interviews to 
understand stakeholders’ 
expectations and priorities. Next, 
prioritize the functions of your 
innovation performance 
measurement system. We think a 
good entry-level system should 

achieve the three things numbered 
“1” above—it ensures alignment 
with strategy, provides guidance on 
where to allocate resources, and it 
lets you know if progress is being 
made. But do take your 
stakeholders’ priorities into 
consideration as well. As for metrics, 
don’t limit yourself to activity 
metrics. Aim to have 1 or 2 metrics 
each for inputs, outputs (try a simple 
rating scale to be able to 
demonstrate progress, fast), and 
outcomes (both leading and 
lagging).

For both the Clean Slate and Calibration 
scenarios, it’s important to decide which 
functions are most important and focus solely 
on those. 

To ensure alignment of activities with business & innovation strategy.

To make the case for/ determine where to allocate resources.

To establish whether sufficient progress is being made (at a project or 
portfolio level) and provide a basis for corrective action.

To communicate the organization’s innovation ambition and priorities.

To identify where the organization should seek to enhance its 
innovation processes.

To enable incentives for individuals or teams to be linked to 
performance.

Relative 
priority

section 05
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Calibration. You have 
an entry-level system 
in place and just need 
to evaluate or improve 
it. First, take stock of 

your existing system—what works 
well and what falls short? Ask 
stakeholders to weigh in, when you 
interview them. Also, examine the 
state of the innovation function 
itself—what are you actively trying to 
encourage (e.g., more risk-taking), 
discourage (e.g., short-termism), or 
fix? Consider whether your 
measurement system contributes to 
the current state, and/or whether it 
could help mitigate shortcomings. 
The rest of the advice for Clean Slate 
applies to you, too—don’t skimp on 
interviews, focus on core functions, 
and make sure you have metrics for 
inputs, outputs, and outcomes. 

Optimization. You 
have a comprehensive 
system in place that 
you need to evaluate 
or improve. The 

advice for Calibration about taking 

stock of your existing system and 
context applies to you, too. Resist 
the temptation to stick to existing 
“users” of the system when you 
interview stakeholders. Remember 
to think broadly about who your 
stakeholders are, and ask how the 
existing system is working for them. 
Based on your assessment and the 
interviews, decide where to focus 
(e.g., add a function, measure 
learning, improve communication). 
Inventory your current metrics using 
the framework. Look for obvious 
gaps or opportunities for 
streamlining.

The Works. You need 
a comprehensive 
system, and you don’t 
have one in place 
today—maybe you’re 

in charge of a new transformational 
portfolio, in a firm where 
comprehensive measurement is the 
norm. This one’s easy—follow the full 
process as laid out in the guide!

For both the Calibration and Optimization 
scenarios, make sure you take stock of what’s 
already in place. 
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• Blank framework

• Stakeholder discussion guide

• Stakeholder Worksheet A

• Stakeholder Worksheet B

• Culture Worksheet C
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Resources: How much is being invested in my innovation 
portfolio? 

Activity: How many projects are underway within the 
portfolio? 

Learning: Is our project making progress towards 
unlocking future value through learning and de-risking 
the innovation?

Value: Is the innovation portfolio creating value/ 
forecast to create value? 

Business strategy: Does the portfolio align with business strategy? 

Innovation strategy/ approach: Does the portfolio align with the organization’s intended 
approach to innovation? 

Stage of development: Does the balance of projects by stage of development align 
with what the organization needs?

Risk: Does the balance of risk across the portfolio align with the organization’s intent? 

Timing: Is the portfolio expected to deliver results when the organization needs it to? 

Effectiveness: Are our innovation efforts making progress & producing sufficient results? 

Efficiency: Is portfolio making efficient use of resources to create/unlock future value? 

Speed: Is the portfolio unlocking future value quickly enough? 
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Intro: In your meeting request and again at the start of the 
conversation, remind the stakeholder of the functions of your 
measurement system. For example: “We want to make sure we 
stay aligned with strategy, get more systematic at allocating 
resources, and keep everyone posted on the progress being 
made. We’re having these conversations to make sure we 
consider your information needs as we choose metrics and plan 
reporting.” Then proceed with the following questions.

Q1:   What information is most helpful or interesting to you at the 
portfolio level?

Q2:   Are there particular projects or types of projects (e.g., 
”disruptive” or emerging technology-enabled) you’d 
want us to keep you in the loop on? If yes, what are you most 
interested in learning?

Q3:   We want to make sure we get you information when you need 
it. What important decisions or milestones do you have coming 
up in the next quarter that we should know about? The rest of 
the year? 

Q4: Can you tell me about a time you were involved with 
innovation (whether in your current role/org or previously) and it 
went really well? What about a time when it went awry? 
(probe/listen for what they characterize as positive vs. negative)

Q5:   What concerns do you have about our current innovation 
portfolio? Broader concerns that innovation can help address?

Capture what you already know on the following 
three worksheets. 

Then, after your interviews, write abbreviated versions 
of each person’s answers to Q1, Q2, and Q5 in the 
designated columns on Worksheet A. Write 
abbreviated versions of each person’s answers to Q3 
and Q4 in the designated columns on Worksheet B.

Last, look for clues as to what types of 
information/formats will work best for each 
stakeholder. Q4 may give the most direct answers, 
but review your notes from all five questions. Do they 
focus on financial metrics? Speed? Do they complain 
about a certain type of meeting? Do you know from 
experience they’re a visual thinker? Capture your 
thoughts in the Emphasize column on Worksheet B.
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Name
(Q1)

INFO PRIORITIES

(Q2)
PROJECT 

INTERESTS
(Q5)

CONCERNS QUESTIONS

Leaders translate <-these 3 columns with your team 

Other stakeholders

Team
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Name
Relevant Roles/ 

Responsibilities or POV
(Q3)

Milestones to keep in mind
(Q4+)

Emphasize Availability

Leaders

financials, customer stats, 
testimonials, visuals?

hours/ month they 
dedicate to reviewing 

metrics

Other stakeholders
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1. Mark where you think your organization falls in the decision styles matrix. Use the descriptions on pages 
40 and 41 as reference.

2. When you interview stakeholders, listen for clues in vocabulary, stories, and practices.

3. Make note of anything else you observe or hear that will be important for metric selection or 
communication. 

Fixed
decisions 
based on deep 
technical or 
functional 
expertise

Balanced
decisions are 
based on 
informed intuition

Data-driven 
decisions are 
based on data

Cerebral
decisions are 
made by many 
experts

Collective
decisions are 
made by a 
team

Top-down
decisions are 
made by the 
leader

Vocabulary

Stories

Practices

Other observations re: culture
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