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THE BIG IDEA PEOPLE 

SINCE 1986

CREATING BOLD NEW  
INNOVATIONS 

WITH BIG THINKING COMPANIES.

CREATING PROACTIVE PROBLEM SOLVING 
CULTURES 

THROUGH ENGAGEMENT & IDEAS.

1985 1995 2005 2015 2025

=
Fear is High. 

Failure is not an 
option. 

Systems to reduce Risk 
and Increase Speed.

Data Drives 
Decisions on Big 

Ideas.

Write and Test for 
Meaningfully Unique

Big Ideas come
 from Smarter 

Systems.

Stimulus and Diversity 
Stretch Our Thinking

Innovation is too 
important to be left to 

one department.

Engaged & Enable 
Everyone to Innovate.

=+

ASSUMPTION

=+
REALITY

80% Failure to SHIP

change



Ridiculus Risus

McKinsey & Company – The State of AI-Driven 
Innovation (2023)

Gallup – State of the Global Workplace (2022)

PwC – Global Innovation 1000 Study (2022)

Direct Data Supporting Research

Boston Consulting Group (BCG) – Most Innovative Companies 
Report (2023)

Harvard Business Review – Business Growth & 
Survival Rates (2021)

Deloitte – Profitability Benchmarks & Competitive 
Performance (2023)

• Innovation ROI White Paper 
research 

• 15 Year tracking study 
• Innovation Culture Database on 

over 100,000 
• First-Person observations on 

20,000 organizations 
• Bureau of Labor Statistics Data CULTURE & 

LEADERSHIPENGAGEMENT

STRATEGYSYSTEMS &  
SUPPORT

CULTURE & LEADERSHIP

INNOVATION READINESS

WORK CULTURE

CONFIDENCE & CAPABILITIES

GROWTH STYLE

CULTURE & LEADERSHIP

INNOVATION 
READINESS

WORK 
CULTURE

CONFIDENCE & 
CAPABILITIES

GROWTH  
STYLE

AGREEMENT & URGENCY  
TO ACCELERATE 
INNOVATIONS

CONFIDENCE 

IN INNOVATION SYSTEM

SUCCESS WITH 
INNOVATIONS

COOPERATION

SUFFICIENT RESOURCES

RESPECT FOR SENIOR 
LEADERSHIP

GREAT PLACE TO WORK

CONFIDENCE LEADING 
INNOVATION

ADAPTABILITY

OPTIMISM

DATA GROUNDED

PROACTIVE V REACTIVE



ENGAGEMENT

EMPLOYEE ENGAGEMENT

ORGANIZATIONAL ENAGEMENT

STRATEGY

TYPES OF INNOVATION

INNOVATION:STRATEGY CONNECTION

SYSTEMS & SUPPORT

FORMAL INNOVATION SYSTEM

INVESTMENT IN INNOVATION

Level 0 Level 1 Level 2 Level 3 Level 4 Level 5

Resistance Fire Fighting Stabilization Improvement Self Directed World Class

With intention, each level 
can take 12-18 months.

It’s very rare for 
organizations to skip 

levels.

You perform to your 
lowest measure.

UNBREAKABLE BUSINESS  
MATURITY SPECTRUM
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Level 0 Level 1 Level 2 Level 3 Level 4 Level 5

Resistance Fire Fighting Stablization Improvement Self Directed World Class

CULTURE & LEADERSHIP
Innovation Readiness lowest 20th

Work Culture lowest 20th

Confidence & Capabilities lowest 20th

Growth Style lowest 20th

ENGAGEMENT

Employee Engagement Discouraged

Organization Engagement Active Avoidance Resistance

STRATEGY

Types of Innovation Ignored

Innovation:Strategy Connection In conflict

SYSTEMS & SUPPORT

Formal Innovation System None or 
Destructive Systems

Investment In Innovation 0%

UNBREAKABLE BUSINESS  
MATURITY SPECTRUM

© Eureka! Institute 2025.  All Rights Reserved. Confidential.

Level 0 Level 1 Level 2 Level 3 Level 4 Level 5

Resistance Fire Fighting Stablization Improvement Self Directed World Class

CULTURE & LEADERSHIP
Innovation Readiness lowest 20th 20-40th

Work Culture lowest 20th 20-40th

Confidence & Capabilities lowest 20th 20-40th

Growth Style lowest 20th 20-40th

ENGAGEMENT

Employee Engagement Discouraged Random

Organization Engagement Active Avoidance Resistance “Lone Wolves”

STRATEGY

Types of Innovation Ignored Sporadic

Innovation:Strategy Connection In conflict Strategy undefined, unclear, 
unknown

SYSTEMS & SUPPORT

Formal Innovation System None or 
Destructive Systems

Broken, Unreliable or 
Undocumented Systems

Investment In Innovation 0% 0%

UNBREAKABLE BUSINESS  
MATURITY SPECTRUM

© Eureka! Institute 2025.  All Rights Reserved.
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Level 0 Level 1 Level 2 Level 3 Level 4 Level 5

Resistance Fire Fighting Stablization Improvement Self Directed World Class

CULTURE & LEADERSHIP
Innovation Readiness lowest 20th 20-40th 40-60th

Work Culture lowest 20th 20-40th 40-60th

Confidence & Capabilities lowest 20th 20-40th 40-60th

Growth Style lowest 20th 20-40th 40-60th

ENGAGEMENT

Employee Engagement Discouraged Random Participation in  
idea events

Organization Engagement Active Avoidance Resistance “Lone Wolves” Small Work

 Teams

STRATEGY

Types of Innovation Ignored Sporadic Reactive

Rapid Response

Innovation:Strategy Connection In conflict Strategy undefined, unclear, 
unknown Strategy clearly defined

SYSTEMS & SUPPORT

Formal Innovation System None or 
Destructive Systems

Broken, Unreliable or 
Undocumented Systems

Reactive Systems 

but Stable

Investment In Innovation 0% 0% Less than 4% of revenue

UNBREAKABLE BUSINESS  
MATURITY SPECTRUM

© Eureka! Institute 2025.  All Rights Reserved. Confidential.

Level 0 Level 1 Level 2 Level 3 Level 4 Level 5

Resistance Fire Fighting Stablization Improvement Self Directed World Class

CULTURE & LEADERSHIP
Innovation Readiness lowest 20th 20-40th 40-60th 60-80th

Work Culture lowest 20th 20-40th 40-60th 60-80th

Confidence & Capabilities lowest 20th 20-40th 40-60th 60-80th

Growth Style lowest 20th 20-40th 40-60th 60-80th

ENGAGEMENT

Employee Engagement Discouraged Random Participation in  
idea events Volunteering Ideas

Organization Engagement Active Avoidance Resistance “Lone Wolves” Small Work

 Teams

Collaboration Across Supporting 
Teams

STRATEGY

Types of Innovation Ignored Sporadic Reactive

Rapid Response

Proactive Focus on  
improvements 


(Process, Products)

Innovation:Strategy Connection In conflict Strategy undefined, unclear, 
unknown Strategy clearly defined Strategy clearly communicated 

to all levels

SYSTEMS & SUPPORT

Formal Innovation System None or 
Destructive Systems

Broken, Unreliable or 
Undocumented Systems

Reactive Systems 

but Stable

 Increased Effectiveness of 
Current System

Investment In Innovation 0% 0% Less than 4% of revenue 4-10% of Revenue

UNBREAKABLE BUSINESS  
MATURITY SPECTRUM

© Eureka! Institute 2025.  All Rights Reserved.
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Level 0 Level 1 Level 2 Level 3 Level 4 Level 5

Resistance Fire Fighting Stablization Improvement Self Directed World Class

CULTURE & LEADERSHIP
Innovation Readiness lowest 20th 20-40th 40-60th 60-80th 80-90th

Work Culture lowest 20th 20-40th 40-60th 60-80th 80-90th

Confidence & Capabilities lowest 20th 20-40th 40-60th 60-80th 80-90th

Growth Style lowest 20th 20-40th 40-60th 60-80th 80-90th

ENGAGEMENT

Employee Engagement Discouraged Random Participation in  
idea events Volunteering Ideas Empowered 


and Enabled

Organization Engagement Active Avoidance Resistance “Lone Wolves” Small Work

 Teams

Collaboration Across 
Supporting Teams

Support Departments

Finance, Legal, etc

STRATEGY

Types of Innovation Ignored Sporadic Reactive

Rapid Response

Proactive Focus on  
improvements 


(Process, Products)

Substantively Higher Meaningfully 
Uniqueness Levels

Innovation:Strategy Connection In conflict Strategy undefined, unclear, 
unknown Strategy clearly defined Strategy clearly 

communicated to all levels
Strategy directly connected to 

innovation work 

SYSTEMS & SUPPORT

Formal Innovation System None or 
Destructive Systems

Broken, Unreliable or 
Undocumented Systems

Reactive Systems 

but Stable

 Increased Effectiveness of 
Current System

Wider System Scope, Next Level 
Root Causes Variance & 

Psychology

Investment In Innovation 0% 0% Less than 4% of revenue 4-10% of Revenue 10-20% of Revenue

UNBREAKABLE BUSINESS  
MATURITY SPECTRUM
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Level 0 Level 1 Level 2 Level 3 Level 4 Level 5

Resistance Fire Fighting Stablization Improvement Self Directed World Class

CULTURE & LEADERSHIP
Innovation Readiness lowest 20th 20-40th 40-60th 60-80th 80-90th top 10th

Work Culture lowest 20th 20-40th 40-60th 60-80th 80-90th top 10th

Confidence & Capabilities lowest 20th 20-40th 40-60th 60-80th 80-90th top 10th

Growth Style lowest 20th 20-40th 40-60th 60-80th 80-90th top 10th

ENGAGEMENT

Employee Engagement Discouraged Random Participation in  
idea events Volunteering Ideas Empowered 


and Enabled Attracts New Employees

Organization Engagement Active Avoidance Resistance “Lone Wolves” Small Work

 Teams

Collaboration Across 
Supporting Teams

Support Departments

Finance, Legal, etc

Board of Directors

All of Sr. leadership

STRATEGY

Types of Innovation Ignored Sporadic Reactive

Rapid Response

Proactive Focus on  
improvements 


(Process, Products)

Substantively Higher Meaningfully 
Uniqueness Levels

PROACTIVE

Anticipates the Future with LEAP 

innovations

Innovation:Strategy Connection In conflict Strategy undefined, unclear, 
unknown Strategy clearly defined Strategy clearly 

communicated to all levels
Strategy directly connected to 

innovation work 
innovation results drive next 

generation strategy

SYSTEMS & SUPPORT

Formal Innovation System None or 
Destructive Systems

Broken, Unreliable or 
Undocumented Systems

Reactive Systems 

but Stable

 Increased Effectiveness of 
Current System

Wider System Scope, Next Level 
Root Causes Variance & 

Psychology

Proactive System Improvements, 
Sub-system

Investment In Innovation 0% 0% Less than 4% of revenue 4-10% of Revenue 10-20% of Revenue 20% of Revenue

UNBREAKABLE BUSINESS  
MATURITY SPECTRUM
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BUSINESS OUTCOMES

GROWTH OR DECLINE

INNOVATIONS LAUNCHED

PROFITS VS COMPETITION

PROFIT PERCENTILE

10 YEAR ODDS OF SURVIVAL

LIFE CYCLE CURVE 
GROWING OR DECLINING

Start Ups
Rapid 

Growth
Slow 

Growth
Peak or 
Plateau

Rapid 
Decline Death

2	

3	

4

5

6	

7

8

91	

Decline
Slow 

Decline
 

Growth



Sales & Profit Growth Over Past 3 Years

LIFE CYCLE CURVE 

Source: 2010-2012 Innovation Engineering Sales Survey 
61 companies with 48+ employees 

Sales Growth 
Profit Growth

12%	
0%	

170%	
43%	

365%	
26%	

17%	
20%	 -9%	

-37%	

-39%	
-28%	

-40%	
-45%	

-36%	
-20%	

Sales Decline 
Profit Decline

Start Ups
Rapid 

Growth
Slow 

Growth
Peak or 
Plateau

Rapid 
Decline DeathDecline

Slow 
Decline

 
Growth

Profit Margin Over Life Cycle

LIFE CYCLE CURVE 

Source: 2010-2012 Innovation Engineering Sales Survey 
61 companies with 48+ employees 

15%	

17%	

16%
27%

7%	

6%

6%

8%

Highest Profitability2-3x Higher Margins 
while growing. 

Start Ups
Rapid 

Growth
Slow 

Growth
Peak or 
Plateau

Rapid 
Decline DeathDecline

Slow 
Decline

 
Growth

15 YEARS LATER? 

Peak Death

Who Kept 
Growing?

Who Plateaued?

Who Is No Longer?

Able to track 12 
companies who were 
growing or at their peak

Proactive Strategies Had More Growth

-300%

0%

300%

600%

900%

1,200%

0% 20% 40% 60% 80%

Data available for 
12 of the 
companies; 2 of the 
companies were 
acquired. 

Somewhat Proactive 
3-6x Growth

Proactive 
3-12x Growth

15 YEARS LATER 

Reactive 
-81% - 3x Growth

Declining Companies had 20% or less

% Time Proactive

G
ro

w
th



Confidential.

Level 0 Level 1 Level 2 Level 3 Level 4 Level 5

Resistance Fire Fighting Stablization Improvement Self Directed World Class

CULTURE & LEADERSHIP
Innovation Readiness lowest 20th 20-40th 40-60th 60-80th 80-90th top 10th

Work Culture lowest 20th 20-40th 40-60th 60-80th 80-90th top 10th

Confidence & Capabilities lowest 20th 20-40th 40-60th 60-80th 80-90th top 10th

Growth Style 20-40th 40-60th 60-80th 80-90th top 10th

ENGAGEMENT
Employee Engagement Discouraged Random Participation in  

idea events
Volunteering Ideas Empowered 


and Enabled
Attracts New Employees

Organization Engagement Active Avoidance Resistance “Lone Wolves” Small Work

 Teams

Collaboration Across Supporting 
Teams

Support Departments

Finance, Legal, etc

Board of Directors

All of Sr. leadership

STRATEGY

Types of Innovation Ignored Sporadic Reactive

Rapid Response

Proactive Focus on  improvements 

(Process, Products)

Substantively Higher 
Meaningfully Uniqueness 

Levels

PROACTIVE

Anticipates the Future with LEAP 

innovations

Innovation:Strategy Connection In conflict Strategy undefined, unclear, 
unknown Strategy clearly defined Strategy clearly communicated to 

all levels
Strategy directly connected to 

innovation work 
Innovation results drive next 

generation strategy

SYSTEMS & SUPPORT
Formal Innovation System None or 

Destructive Systems
Broken, Unreliable or 

Undocumented Systems
Reactive Systems 


but Stable
 Increased Effectiveness of Current 

System
Wider System Scope, Next 

Level Root Causes Variance & 
Psychology

Proactive System Improvements, 
Sub-system

Investment In Innovation 0% 0% Less than 4% of revenue 4-10% of Revenue 10-20% of Revenue 20% of Revenue

BUSINESS IMPACT & OUTCOMES
Growing or Declining Rapid Decline Decline Peak or Plateau Peak or Plateau Slow Growth Rapid Growth

Innovations Launched 0 0 0 Intro’ed 1+ new products/processs 
in past 3 years

30% of sales from new 
products and new customers

50% of sales from new products 
and new customers

Profits vs Competition Lower or same as competition Lower or same as 
competition

Lower or same as competition Same as competition Higher than competition Much higher than competition

Profit Percentile Bottom 50% Bottom 50% Bottom 50% Top 25% Top 25% Top 25%

10 year survival odds

(estimated from Bureau of Labor Statistics data) 5% 20% 35% 50% 65% 85%

UNBREAKABLE BUSINESS  
MATURITY SPECTRUM

© Eureka! Institute 2025.  All Rights Reserved.

01

Ridiculus Risus

Find the energy source for 
change to drive the business.

02
Find the Willing
Identify innovators and early 
adopters to get started.

03
Support.  Support.  Support.  
Support.  Support.
Over-Support times a factor of 5.

Once you know 
where you are, 
what do you do?

Find the Want

Phase 1:  
New Products 
Get a win 
• Strategy: Blue Card Session, 

Needs Mapping

• Training: IE Blue & Black Belt for 

Key Team

• Action: CREATE Sessions

• Support: Project Coaching, 

Executive Coaching

• 100s of micro-learning coaching 

moments
Transformed from incremental improvements to a self-directed innovation in 4 years.
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Level 2 Stabilization

Phase 3:  
Systems Improvement 
Increase Capacity 
• Strategy: Blue Card Session 

• Stage-Gate upgrade

• Stimulus systems

• Project Management upgrades

• Support: Leadership calibrated 

speed & focus

Phase 2:  
Category Growth 
Expand Impact 
• Strategy: Blue Card 

Session

• Training: for all levels

• Action: CREATE Sessions

• Support: Project 

Coaching, Executive 
Coaching

• Innovation was siloed, limiting 
company-wide creativity.


• Needed a system to embed 
innovation into company DNA.


• Required faster speed to market and a 
stronger innovation pipeline.

Level 3 Improvement

• Level of Innovation quality increasing

• Engagement increasing from organic 

involvement

• Expansion to address specific 

opportunities and challenges

• Speed to market improved by 40%, 
accelerating product launches.


• Innovation pipeline expanded by 50%, 
fueling sustained growth.


• Cultural transformation: Innovation is 
now an embedded organizational 
capability.

Level 4 Self Directed

Phase 4:  
Employee Engagement 
Catalyze Culture 
• Training: Custom Training for all 

employees

• Communication Campaign: 

lunch-n-learns, town halls

• Everyday meetings & structures 

incorporate new language

Key Activities

EXAMPLE

Project 
Leader

Mgmt. 
Coach

Process. 
Coach

Plan

Do

Study

Act

Fail Fast, 
Fail 

Cheap®

Project 
Manager

Team Stakeholder



Transformed from fire fighting to improvement in 3 years.
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Phase 3:  
Systems Improvement 
Increase Capacity 
• NPD upgrades

• Innovation sub-systems:  

patents, forecasting, research 

Phase 2:  
Employee Engagement 
Catalyze Culture 
• Custom Training for all employees 

• Communication Campaign: lunch n 

learns, town halls, intimately 
incorporated into all company materials


• “This is the way we work.”

Level 1 Fire Fighting

• Persistent problems being vaporized 
from root cause inspection and 
innovative solutions.


• Fire, Ready, Aim behaviors flipped to 
Ready, Aim, Fire without losing 
speed.

• Common language across the 
organization


• Customers taking note of noticeable 
“level up”


• Systems delivering results beyond 
targets

Level 2 Stabilization

Phase 1:  
Core Systems Triage 
Get a win 
• Deep training for key leaders

• Parallel path many small/medium wins:

• Core systems repair (sales, supply chain)

• Executive heavy involvement for focus & speed of 

transition

• Independent upgrades in departments

• over support - project kick off, design, planning, reaction to 

results, next steps

Level 3 Improvement

Key Activities

• Reactive problem solving to critical 
failures.


• Hero hires to try to find outside 
resources to come in and fix issues.


• High turn over due to frustrated 
employees.

Transformed from Stabilization to Self Directed in 4 years
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Phase 2:  
Supply Chain Engagement 
Strengthen Partnerships 
• IE Training for key suppliers

• Win-Win IP structure

• Co-CREATE sessions t

• Project Coaching 

• Innovation was sporadic, with 
improvements focused on incremental 
upgrades rather than differentiation.


• Shifted from overthinking to taking 
action based in learning.

Level 2 Stabilization
• Customers recognized differentiation, 

leading to increased adoption.

• New patented products exceeded 

financial targets ahead of schedule.


Level 3 Improvement

Key Activities

“ We’re innovating in a category that 
most would think is impossible.  But 
with stimulus, fast rounds of 
experimentation and being flexible and 
adaptive with our idea as we learn - 
we’re winning in the marketplace.  And 
that’s exciting.”

Level 4 Self Directed

Phase 1:  
Product Enhancements 
Establish ROI 
• Blue Card Strategy Session

• IE Training for key team

• CREATE Sessions

• Project Coaching

Phase 3:  
Smart Discovery 
Inter-Department Intel 
• Sales - Test bed for new ideas

• Delivery - Gathering new 

needs & insights

Phase 4:  
Increase Adoption 
CI & IE Cohesion 
• Double Black Belt 

Program

• Formal part of all 

development plans

Confidential.

Level 0 Level 1 Level 2 Level 3 Level 4 Level 5

Resistance Fire Fighting Stablization Improvement Self Directed World Class

CULTURE & LEADERSHIP
Innovation Readiness lowest 20th 20-40th 40-60th 60-80th 80-90th top 10th

Work Culture lowest 20th 20-40th 40-60th 60-80th 80-90th top 10th

Confidence & Capabilities lowest 20th 20-40th 40-60th 60-80th 80-90th top 10th

Growth Style 20-40th 40-60th 60-80th 80-90th top 10th

ENGAGEMENT
Employee Engagement Discouraged Random Participation in  

idea events
Volunteering Ideas Empowered 


and Enabled
Attracts New Employees

Organization Engagement Active Avoidance Resistance “Lone Wolves” Small Work

 Teams

Collaboration Across Supporting 
Teams

Support Departments

Finance, Legal, etc

Board of Directors

All of Sr. leadership

STRATEGY

Types of Innovation Ignored Sporadic Reactive

Rapid Response

Proactive Focus on  improvements 

(Process, Products)

Substantively Higher 
Meaningfully Uniqueness 

Levels

PROACTIVE

Anticipates the Future with LEAP 

innovations

Innovation:Strategy Connection In conflict Strategy undefined, unclear, 
unknown Strategy clearly defined Strategy clearly communicated to 

all levels
Strategy directly connected to 

innovation work 
Innovation results drive next 

generation strategy

SYSTEMS & SUPPORT
Formal Innovation System None or 

Destructive Systems
Broken, Unreliable or 

Undocumented Systems
Reactive Systems 


but Stable
 Increased Effectiveness of Current 

System
Wider System Scope, Next 

Level Root Causes Variance & 
Psychology

Proactive System Improvements, 
Sub-system

Investment In Innovation 0% 0% Less than 4% of revenue 4-10% of Revenue 10-20% of Revenue 20% of Revenue

BUSINESS IMPACT & OUTCOMES
Growing or Declining Rapid Decline Decline Peak or Plateau Peak or Plateau Slow Growth Rapid Growth

Innovations Launched 0 0 0 Intro’ed 1+ new products/processs 
in past 3 years

30% of sales from new 
products and new customers

50% of sales from new products 
and new customers

Profits vs Competition Lower or same as competition Lower or same as 
competition

Lower or same as competition Same as competition Higher than competition Much higher than competition

Profit Percentile Bottom 50% Bottom 50% Bottom 50% Top 25% Top 25% Top 25%

10 year survival odds

(estimated from Bureau of Labor Statistics data) 5% 20% 35% 50% 65% 85%

UNBREAKABLE BUSINESS  
MATURITY SPECTRUM
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BUILD CONFIDENCE 
over-abundance of support

BUILD CAPACITY 
increasing standards & systems Q&A

Data IdeasInsights


