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Henley-Incubator brings the expertise of seasoned innovators and a leading international business 
school to help major organisations to generate, evaluate, develop and implement innovative ideas 
and innovative business models which create sustainable new value.  
 
What you will learn: 
 

 critical characteristics, roles and responsibilities of innovation leaders in different strategic 
and organisational situations 

 extra skills and capabilities necessary to overcome the complex challenges faced by large 
corporations without a culture of innovation 

 best practice management of the key people involved in innovation from inventors and 
team members, through to the CEO 

 the key management imperatives in successful corporate innovation 
 how innovation is successfully managed in such diverse companies as 3M, easyGroup and 

BA. 
 
To order this report, or for further information, please go to www.h-i.com or 
telephone +44 (0)20 3178 6755. 
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Executive summary 
 
 
The single most important factor in determining the success of innovation initiatives is having a leader 
and a team with the ability and passion to turn ideas into business reality. Venture capitalists often claim 
that 80% of their decision to invest is based on the quality of people in a venture team and only 20% on 
what those people plan to do. 
 
Different skills are required throughout the life cycle of an innovation project and it is necessary to have 
the right people with the right skills at the right time. The process begins with thinkers or inventors 
generating ideas and ends with operators managing business adoption and benefits realisation. Yet 
research has shown that it is the innovation leaders—those people who bridge the gap between thinkers 
and operators, turning ideas into reality—who are the most vital to innovation success. 
 
The way these leaders build innovation into their organisation is dependent on the strategic and 
organisational context in which they are working. Rather than looking at leadership characteristics in 
isolation, the research conducted by Henley-Incubator for this report, helps executives to understand the 
strategic and organisational context—the position of the innovation initiative within the organisation and 
its maturity of development—and therefore to determine the necessary leadership roles and 
imperatives. 
 

“Everybody can be creative and innovative. Everyone has 
one, maybe more, good idea and you as a sponsor want 
them to keep coming back, because it’s maybe the eighth 
or ninth idea that they get which will be the winner.” 
 

Dr John Howells, 
                        ex-Technical Director, 3M 
 
 
Right people, right skills, right time 
The research conducted for this report identified three distinct innovation situations, each requiring a 
different type of innovation leader. An innovation engine is an organisation with a climate that is widely 
supportive of innovation. People come together of their own volition to form cross-functional teams. Their 
leaders are 'intrapreneurs', who combine the characteristics of both entrepreneurs and traditional 
managers. They are strong visionaries and insatiable 'doers'. They have both technical and 
management knowledge, and are motivated both intrinsically and extrinsically. They must balance the 
'feeling' world of creativity with the 'rational' world of judgement. 3M is profiled as an example in the 
report. 

 
“You have to do anything, you have to be prepared to be 
shouted at, you have to be prepared to shout back, 
you have to be prepared for the unexpected, and you 
have to be able to let off steam and have a laugh.” 
 

Stewart Niblock, New Projects, 
easyGroup 

 
A private portfolio is an organisation, such as easyGroup which is also profiled as a case study, that is 
privately funded by an individual. The structure is very flat, informal and flexible to allow fast responses. 
The leader is an 'entrepreneur'. Since entrepreneurs personally fund the businesses, they can control 
them, take risks and be personally involved in decisions. They are intrinsically motivated, require business 
knowledge and skills, but interpersonal skills are less important. 
 
Corporate new venturing exists where a company has a well-defined core business, but also actively 
engages in separate innovation initiatives. Sometimes, there is a formal structure with a venture process 
team that looks after the portfolio of new ventures and manages the interface between them and the 
main organisation. BA Enterprises, the corporate new venturing arm of BA is used to illustrate this situation  
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in the report. Without the benefit of a widely supportive climate, it is more difficult to succeed, so 
innovation leaders need to have extra skills. Those innovation leaders, who have the characteristics of 
the intrapreneur, plus a set of 'extra' skills and capabilities, are known as 'extrapreneurs'.  
 
The extra skills required by extrapreneurs include advanced influencing skills (they must understand 
psychcometric profiles and emotional intelligence, be politically astute and also great networkers) and 
an external perspective (they must be landscapers, market watchers, external idea watchers, socio-
economic trend watchers and best practice plagiarisers). 
 
Case studies include: 
 

 3M  
 easyGroup  
 British Airways Enterprises 

 

The research revealed a number of implications for the 
management practice of innovation leaders: 
 
Creating a climate for innovation:  
Unless the organisation is already an innovation engine, which has a climate that widely supports 
innovation, then the directors and senior executives responsible for innovation must create and maintain 
an appropriate innovative climate. 
 
Recruiting for innovation:  
A key task for innovation leaders is to recruit an effective team with different functional backgrounds, 
personalities, levels of experience and thinking styles, to play different roles. 
 
Team building:  
Innovation teams must be moulded together by creating and living a set of values. Team building 
develops problem solving, relationship management and stakeholder interaction. 
 
Managing innovation teams:  
Managing the innovation team involves recognising when it is necessary to change both the leader and 
team members, the skills and traits needed in the freewheeling early days can become 
counterproductive at later stages.  
 
Rewarding innovation:  
Link rewards to values, as well as business performance and other aspects of personal performance. 
Rewards need to be balanced against risk, and reviewed throughout the innovation process. 
 
Developing skills:  
Training should be provided in influencing skills and collaborative working. You can't make somebody be 
creative, or have drive and energy, but you can develop an openness and awareness so that people 
understand themselves and others better. 
 
Finding and working with supporters: 
Innovation leaders need external support. Inside large organisations, intrapreneurs and extrapreneurs 
need sponsors: senior people with power and influence who believe in thepotential of the idea. 
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To order this report, or for further information, please go to www.h-i.com or 
telephone +44 (0)20 3178 6755. 
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About H-I Network 
 
 
The H-I Network is an exclusive network of leaders committed to fostering innovation, growth and 
operational excellence. Its membership is comprised of senior executives and key influencers of leading 
global organisations.  The majority of members are currently addressing significant strategic change and 
many are industry pioneers.  Members of the H-I Network are invited to attend a range of invaluable 
forums to exchange ideas and experiences.  
 
Members also gain access to quality in-depth research on crucial immediate concerns and can take 
advantage of tailored programmes to resolve specific issues within their own organisations. 
H-I Network is a division of the Corven Group: 
 
 

Corven Consulting  
Global management consulting with offices in London and Boston  

 

Corven Ventures  
UK focused, activist principal finance investor  
 
www.h-i.com                                                                                                             www.corven.com 
 
 
 
 
 
 
 
 
 
 

 
 

 
 
 


