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R&D is getting concentrated in 
the middle of the value chain. 

At the edges (chemicals and 
CPG): Do more with less.

In the middle (industrials): Make 
it count.

4Source: Analysis of annual report data by Lux Research
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TECHNOLOGY 
STRATEGY

5

The way in which a business, government, or 
other organization carefully plans its actions 
over a period of time to improve its position 
and achieve what it wants.

– Cambridge dictionary definition

A strategy is a plan, but not just any plan

STRATEGY TO-DO LIST

1. Time the strategy
2. Position ourselves
3. Define goals
4. Plan with flexibility
5. Define actions
6. Repeat
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Innovation strategy requires a 
continuous process with a timing 
of 3 to 5 years. 

A well-designed process 
separates planning, acting, the 
“what,” and the “why.” 

6

BEING 
METHODICAL

ACT PLAN

WHAT

WHY
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TODAY’S FOCUS: 
ORG. DESIGN & 
SCORECARD
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ORGANIZE FOR YOUR KIND OF SUCCESS

Control Leverage

Excellence
Devising your execution tactics 
involves compromising between:
 
- Leverage

De-risk by getting additional funding

- Control
Obtain IP rights and control of all 
decisions

- Excellence
Have world-class solutions and 
experts

Build a win-win consortium with 
willing partners
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You went through “why, plan, 
and what.” Now, it’s time to act. 

By now you have: 

 A good vision of what success 
looks like (position)

 A set of targets to be achieved 
over time (goals)

 A list of projects or activities to 
be developed (plan)

10

THE TASK 
AHEAD

ACT PLAN

WHAT

WHY
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Image source: Holst centre 

Youtube channel

EXCELLENCE THROUGH 
LESS CONTROL

The Holst Centre develops solutions for flexible 
polymeric electronics. Parties participating in 
the shared innovation programs compromise on 
control for: 

• Derisking: cooperating throughout the value 
chain and with government support 

• Better results: no company does in isolation 
what the collective achieves in this area

EXCELLENCE

CONTROL LEVERAGE
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UNASSAILABLE CONTROL 
THROUGH EXCELLENCE

Focus on excellence in one area: efficient 
computing power. 

Excellent IP position even enables a licensing-
only business model with a USD 150 billion 
valuation.

EXCELLENCE

CONTROL LEVERAGE
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LEADING AND LEVERAGING 
YOUR ECOSYSTEM

Toyota’s Keiretsu ensures that critical 
components are up to their standards.

As a launching customer of innovations in your 
ecosystem, you have optimal control while 
leveraging you innovation spending.

EXCELLENCE

CONTROL LEVERAGE

https://global.toyota/en/prius20th/innovation/tsutsumi/
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MAPPING 
YOUR TOOLS

CONTROL LEVERAGE

EXCELLENCE

University 
collaboration

Shared 
innovation

Tech 
scoutingCVC

M&A
Launching 
customer

Licensing

Integrator

Innovation 
challengesIn house 

RD&I
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4 PILLARS SUPPORTING THE BALANCED 
SCORECARD FOR INNOVATION
PEOPLE PROCESS PROFFER PROFIT
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BALANCED SCORECARD PILLAR #1:
PROFIT
PROFIT

Market and margin size What is the revenue and profit opportunity?

Barriers to growth What hurdles will delay attainment of 
revenue potential?

R&D intensity How keenly does the company invest in 
R&D/innovation?

Innovation leverage What does innovation deliver for the 
company?
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PROFFER

Technology value How impactful is the technology portfolio in 
addressing customers’ unmet needs?

Strength of partnerships Can existing partners maximize reach and 
impact of the company’s innovation?

Competitive intensity How deep and wide is the company’s moat 
around its innovation?

Regulatory/investor/other influences Does the company’s innovation enjoy, or 
suffer from, stakeholder influences?

17

BALANCED SCORECARD PILLAR #2:
PROFFER
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PROCESS

Vitality index How novel is the company’s portfolio of 
market offerings?

Quality of front end Is the company consistently sourcing the 
highest-quality ideas?

Resource to revenue How speedily, cost effectively, and talent 
efficiently does the company turn attractive 
ideas into commercial value?

Decision-making effectiveness Is innovation decision-making powered by 
best-in-class data, tools, and frameworks?

18

BALANCED SCORECARD PILLAR #3:
PROCESS
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PEOPLE

Management experience Does the C-suite bring broad experience in 
running businesses/companies?

Bench strength How deep are research and commercial 
competencies embedded within the ranks?

Culture of performance Is the workforce enabled toward continual 
performance excellence?

Talent acquisition/retention/ascension Is the company a thriving talent magnet?

19

BALANCED SCORECARD PILLAR #4:
PEOPLE
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4 PILLARS SUPPORTING THE BALANCED 
SCORECARD FOR INNOVATION
PEOPLE
Management 
experience

Does the C-suite 
bring broad 
experience in 
running 
businesses/ 
companies?

Bench strength How deep are 
research and 
commercial 
competencies 
embedded within 
the ranks?

Culture of 
performance

Is the workforce 
enabled toward 
continual 
performance 
excellence?

Talent 
acquisition/ 
retention/ 
ascension

Is the company a 
thriving talent 
magnet?

PROCESS
Vitality index How novel is the 

company’s 
portfolio of market 
offerings?

Quality of front 
end

Is the company 
consistently 
sourcing the 
highest-quality 
ideas?

Resource to 
revenue

How speedily, cost 
effectively, and 
talent efficiently 
does the company 
turn attractive 
ideas into 
commercial value?

Decision-making 
effectiveness

Is innovation 
decision-making 
powered by best-
in-class data, tools, 
and frameworks?

PROFFER
Technology 
value

How impactful is 
the technology 
portfolio in 
addressing 
customers’ unmet 
needs?

Strength of 
partnerships

Can existing 
partners maximize 
reach and impact 
of the company’s 
innovation?

Competitive 
intensity

How deep and 
wide is the 
company’s moat 
around its 
innovation?

Regulatory/ 
investor/other 
influences

Does the 
company’s 
innovation enjoy, 
or suffer from, 
stakeholder 
influences?

PROFIT

Market and 
margin size

What is the 
revenue and profit 
opportunity?

Barriers to 
growth

What hurdles will 
delay attainment 
of revenue 
potential?

R&D intensity How keenly does 
the company 
invest in 
R&D/innovation?

Innovation 
leverage

What does 
innovation deliver 
for the company?
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EXAMPLE #1 :                                                                 

SBM OFFSHORE

30% Of R&D 
budget 
allocated to 
emerging 
technologies 
in the energy 
transition

45 Patents filed 

14 Projects that 
attained   
TRL 4

https://www.sbmoffshore.com/wp-content/uploads/2025/02/sbm-annual-report-2024.pdf
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Horizon Europe is one of the 
largest, cohesive RD&I 
programs in the world. 

It developed a balanced way of 
measuring its success.

22Picture source: EU evidence framework for the monitoring and evaluation of Horizon EUrope

EXAMPLE #2:           
EU’S APPLES &  
ORANGES

https://research-and-innovation.ec.europa.eu/system/files/2023-05/swd-2023-132-monitoring-evaluation-he.pdf?utm_source=chatgpt.com


© LUX RESEARCH,  INC.   |  All rights reserved.  |  Lux Proprietary and Confidential

01

02

03

Strategizing for near-term wins
Turning goals & plans into actions & progress

Organizing and measuring
Moving from “what” to “how”

Learning and repeating
Closing the loop on executing

23

AGENDA



© LUX RESEARCH,  INC.   |  All rights reserved.  |  Lux Proprietary and Confidential 24

TODAY’S FOCUS: 
ORG. DESIGN & 
SCORECARD
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Map your ecosystem and place in it to 
design your organization

Balance control, excellence, and leverage 
to maximize your chance of success.

DREAMING 
TO DOING
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Pick the right tools in 
your environment

DREAMING 
TO DOING

CONTROL LEVERAGE

EXCELLENCE

University 
collaboration

Shared 
innovation

Tech 
scoutingCVC

M&A
Launching 
customer

Licensing

Integrator

Innovation 
challengesIn house 

RD&I
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Close the loop back to why 

DOING TO 
DREAMING

A
L

IG
N

M
E

N
T

EXECUTION

Reconsider your 
organizational 
design and 
commercialization

Continue or 
increase 
investments

Accept sunk costs 
and stop these 
activities

Back to the 
drawing board; 
adjust goals and 
approach or stop

Doing things right
D

o
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h
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1 2 3

Innovation is no longer 
about scientific 
supremacy. 
Excellent science has always 
enabled breakthrough 
innovations. However, 
excellent science is 
abundant today and no 
longer the only or even most 
important differentiator. 

28

KEY TAKEAWAYS

Leverage partnerships 
strategically to act fast 
and reduce risk.
Once you have a good 
strategy, you must act fast to 
execute. A reliable, long-term 
network of partners enables 
you to be fast and agile. 
Consider your network one of 
your company’s valuable 
assets. It’s a major 
investment.

Avoid simple metrics 
and ensure a balanced 
framework.
Capital asset investments 
must have a sound return 
on investment. Innovation 
projects should also consider 
your future ability to 
innovate, including your 
network, skills, and license to 
operate.
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E M A I L

questions@luxresearchinc.com

www.luxresearchinc.com

V I S I T

www.luxresearchinc.com
http://www.luxresearchinc.com/blog/

R E A D

http://www.luxresearchinc.com/blog/ LuxResearch

C O N N E C T  

LuxResearch
@LuxResearch

F O L L O W

@LuxResearch

Innovation Matters Podcast - Spotify

L I S T E N

Innovation Matters Podcast - Spotify
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THANK YOU

mailto:questions@luxresearchinc.com
http://www.luxresearchinc.com/
http://www.luxresearchinc.com/blog/
https://www.linkedin.com/company/lux-research/
https://twitter.com/LuxResearch
https://open.spotify.com/show/3ApAtkGlVjE83O0hJUePbA?si=f71db90909a44784
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Our mission is to advise leaders about commercially viable 
science and technology to enable sustainable innovation. We 
deliver research and advisory services to inspire, illuminate, and 
ignite innovative thinking that reshapes and grows businesses. 
Using quality data derived from primary research, fact-based 
analysis, and opinions that challenge traditional thinking, our 
experts focus on finding truly disruptive innovations that are 
also realistic and make good business sense.

The “Lux Take” is trusted by innovation leaders around the 
world, many of whom seek our advice directly before placing a 
bet on a startup or partner — our clients rely on Lux insights to 
make decisions that generate fantastic business outcomes. We 
pride ourselves on taking a rigorous, scientific approach to 
avoid the hype and generate unique perspectives and insights 
that innovation leaders can’t live without.
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