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Abstract 

Increasing international competition and accelerated technological change characterize 

the environment in which companies must maintain and, if possible, expand their 

competitive advantage. In this context, the new, popular keyword innovation management 

is often mentioned. Many corporations propagate and use it for marketing purposes. As a 

result, the companies have to evaluate, develop and launch innovations increasingly 

faster, which poses great challenges for many and requires a high degree of adaptability. 

This master thesis analyzes innovation management (IM) in the automotive industry and 

in other industries (material manufacturers, service providers, medicine, ...) depending on 

the number of employees and turnover. In addition, the maturity levels of the IMs and the 

innovation management systems (IMS) are examined. It also tries to determine which 

design or "building blocks" are necessary for a successful innovation management. 

Furthermore, factual and monetary guidelines by the management are evaluated. The 

thesis also aims to find out how the success of IM is measured. Therefore, guideline-

based expert interviews were conducted with responsible people from the innovation 

departments and then systematically analyzed. 

In the literature, expenses for innovations are often wrongly equated with the R&D rate. In 

this master thesis, it could be shown that this ratio is highest in the automotive industry. 

However, it does not correlate with the number of employees, turnover, maturity level, 

success or design of the IM. Furthermore, it could be shown that larger companies have a 

higher degree of maturity. The reason for this is that more people are usually involved in 

innovation and that a holistic understanding of innovation is better anchored in large 

corporations. When designing the IM or the roles of the innovation department, large 

companies use several different types. While the IM departments in small and medium-

sized companies are usually incubators and accelerators, large companies also use 

corporate venture capital to support start-ups and develop new business models. In this 

thesis, the success of IM was determined by the number of innovations implemented in 

customer projects. It was found that, regardless of the size of the company, a higher 

degree of maturity of the IM and the accelerator role seem to have a positive influence. 

Unfortunately, there are rarely concrete goals and targets set by the management 

although these, along with a holistic understanding of innovation in the company, are 

without doubt the most important part of a successful innovation management. 
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Kurzfassung 

Zunehmender internationaler Wettbewerb und beschleunigter technologischer Wandel 

kennzeichnen das Umfeld, in dem Unternehmen ihren Wettbewerbsvorteil erhalten und, 

wenn möglich, ausbauen müssen. In diesem Kontext wird oft das neue, populäre 

Schlagwort Innovationsmanagement genannt, welches mittlerweile von vielen Konzernen 

propagiert und marketingtechnisch genutzt wird. Konzerne müssen demzufolge 

Innovationen immer schneller bewerten, ausarbeiten und auf den Markt bringen, was viele 

vor große Herausforderungen stellt und ein hohes Maß an Anpassungsfähigkeit verlangt. 

Die vorliegende Masterarbeit analysiert das Innovationsmanagement (IM) in der 

Automobilindustrie sowie in anderen Branchen (Materialhersteller, Dienstleister, Medizin, 

…) in Abhängigkeit von Mitarbeiteranzahl und Umsatz. Zusätzlich wird untersucht, wie 

hoch der Reifegrad des IM und der Innovationsmanagementsysteme (IMS) ist und 

welches Design bzw. welche „Bausteine“ für ein erfolgreiches Innovationsmanagement 

notwendig sind. Darüber hinaus wird analysiert, welche fachlichen und monetären 

Vorgaben es von der Geschäftsführung gibt und wie der Erfolg des IM gemessen wird. 

Dabei werden leitfadengestützte Experteninterviews mit Verantwortlichen aus den 

Innovationsabteilungen geführt und diese dann systematisch ausgewertet. 

Ausgaben für Innovationen werden in der Literatur oft fälschlicherweise mit der F&E-

Quote gleichgesetzt. Es konnte in dieser Arbeit gezeigt werden, dass diese Quote in der 

Automobilindustrie am höchsten ist, jedoch nicht mit der Mitarbeiteranzahl, dem Umsatz, 

dem Erfolg, dem Reifegrad bzw. dem Design des IM korreliert. Weiters konnte festgestellt 

werden, dass größere Unternehmen einen höheren Reifegrad besitzen. Der Grund dafür 

ist, dass sich normalerweise mehr Personen mit Innovationen beschäftigen und, dass ein 

ganzheitliches Verständnis für Innovation in Großkonzernen besser verankert ist. Beim 

Design des IM bzw. den Rollen der Innovationsabteilung verwenden große Unternehmen 

mehrere unterschiedliche Typen. Während die IM-Abteilungen in kleinen und mittelgroßen 

Unternehmen meist Inkubatoren und Acceleratoren sind, verwenden Großunternehmen 

zusätzlich auch Corporate Venture Capital um Start-Ups zu fördern und neue 

Geschäftsmodelle zu entwickeln. Der Erfolg des IM wurde in dieser Arbeit über die Anzahl 

von umgesetzten Innovationen in Kundenprojekten bestimmt. Dabei konnte festgestellt 

werden, dass, unabhängig von der Größe des Unternehmens, ein höherer Reifegrad des 

Innovationsmanagement sowie Acceleratoren einen positiven Einfluss zu haben scheinen. 

Konkrete Ziele und Vorgaben von der Geschäftsführung gibt es leider nur selten, obwohl 

diese, neben dem ganzheitlichen Verständnis für Innovation im Unternehmen, ohne 

Zweifel, den wichtigsten Teil für ein erfolgreiches Innovationsmanagement darstellen. 
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1. Introduction 

Increasing international competition and accelerated technological change characterize 

the environment in which companies have to develop and maintain their competitive 

advantage. The current Covid-19 crisis disguises the fact that whole industries, especially 

the automotive industry, have already been exposed to tremendous pressure from political 

and social influences. Nowadays, especially in the phase of a weakening economy or 

rather one of the biggest economic crises of the post-war period, innovation as well as 

innovation management plays an increasingly important role. In addition, the massive 

external pressure and increasingly rapid innovation cycles will have an enormous impact 

on the legacy business. Consequently, companies are forced to develop new business 

models in order to remain competitive in the future. Innovative ideas in addition to cost 

management and optimization along the entire value chain (process innovation) help to 

develop new business models which companies will need to be successful in the future. 

Even though there is a basic consensus that every company must have innovative ideas, 

the approach to implementation in everyday work is different. The ever faster spinning 

world with constantly new technologies (digitalization, artificial intelligence, block chain, 

...), which are well represented in e.g. the Gartner Hype Cycle (Fenn; Raskino; Burton 

2013), forces companies to adapt to the changing conditions. Customer needs and the 

changing market situation require businesses to react quickly or even proactively. 

Activities related to the adaptation to these new market conditions must be organized 

systematically and in a structured way, and an Innovation Management System (IMS) is 

necessary for this. 

Probably the most important thing at this point is the true commitment of the management 

board. Only if C-level managers, including the chief executive officer (CEO), try to 

emphasize the importance of innovation management (IM) and if they show all employees 

that they believe IM is capable of guaranteeing long-term success, a holistic 

understanding and acceptance within the company will be developed. After the 

commitment to innovation management the next step follows, namely the setting of 

measurable, challenging but achievable goals (factual and monetary) and the monitoring 

of these goals at regular intervals. This implementation is often poorly structured, which 

leads to major issues in coping with this challenge. 
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1.1 Research question 

This master thesis aims to provide guidance or a framework for designing an IMS, which 

enables companies to react quickly, efficiently and effectively to the changing conditions 

on the market. 

This thesis seeks to answer the following research question: “What are the success 

factors for global innovation management systems and what does the design look like?” In 

order to be able to answer this question in a well-founded way, guideline-based interviews 

with global companies from the automotive industry as well as other industries are 

conducted. This is especially interesting as some sectors have the reputation of being 

traditional whereas others like to regard themselves as agile. In addition, a good mix of 

the size of the company (employees, turnover) as well as the maturity level of the IMS is 

taken into account. Moreover, potential influences on the design of the IMS depending on 

geography and other factors are examined. 

Finally, it is crucial to evaluate the IMSs qualitatively and quantitatively so as to find out 

about the system’s effectiveness and efficiency. For this, so-called key performance 

indicators (KPIs) are identified and compared. 
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2. State-of-the-art 

There has been a lot of research on innovation management systems (Schrage 2000); 

(Roam 2011); (Kawasaki 2015), (Hirte; Roth 2018), on success factors of innovation 

management (Matz 2007); on measurements in innovation management (Adams; 

Bessant; Phelps 2006); (Melendez; Dávila; Melgar 2019); (Schrage 2016) and also on the 

implementation of innovation management systems (Ries 2011); (Osterwalder; Pigneur; 

Clark 2010), (Humble; Molesky; O’Reilly 2015), (Hahn 2015). 

In the following section, the most important terms and theoretical principles in connection 

with innovation management (IM) and innovation management systems (IMS) are 

presented. However, it does not claim to be complete. 

2.1 Innovation 

2.1.1 Definition 

Innovation is a colorful and fashionable term. To avoid misunderstandings, it is necessary 

to define this term precisely. There are hundreds of different attempts, which is the reason 

why only one is presented namely the most plausible as well as the simplest one for the 

author of this work. Hauschildt examines the term innovation from both a theoretical and a 

practical perspective. He argues that the determination of what is to be called innovative 

should not be left to chance. (Hauschildt; Salomo 2011) 

As a starting definition he states that: 

“Innovations are qualitatively new products or processes that differ "noticeably" - however 

this is to be determined - from a comparative state.” 

and 

“Innovation is only present in a new type of combination of purpose and means”
1
 

(Hauschildt; Salomo 2011) 

Thus, it is now clear that the definition of the word innovation is not simple and therefore 

requires closer examination. 

                                                 
1
 Translation of the author 
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2.1.2 Classification 

Like mentioned before, there are many different definitions, dimensions and different 

types of classification for innovation. One explanation for this could, for example, be 

different expertise and another one may be cultural background. 

There are also hundreds of ways to categorize innovations. Some authors suggest the 

classification based on the intensity dimension: How new? 

One possible classification can be: 

 Incremental innovations (improvements) 

 New business innovations and 

 Game changing innovations and business model innovations (outside the current 

business concept) 

To get a feeling for the correct category, most of these attempts try to measure the degree 

of innovation. (Leifer 2010) First, one needs to determine as many indications as possible 

with regard to the technological and application-related progress, which is usually done 

with a checklist. (Rice et al. 2001) If a previously defined threshold for the overall 

innovation score is exceeded, the project is classified as "innovative" and withdrawn from 

routine treatment in the "normal" course of business. 

Another approach distinguishes between product and process innovation or more 

generally on the content dimension: What is new? 

Significantly, this distinction encompasses both the objective and the enforcement aspect. 

Hauschildt tries to explain this content-related dimension as follows: 

“In terms of the target aspect, process innovations are new types of factor combinations that 

enable the production of a certain good at a lower cost, with a better quality, more reliably or 

faster. The aim of this innovation is to increase efficiency.” 

“However, product innovations are about more than that: Not only the combination process is 

affected but also the utilization process on the market. The product innovation offers a 

service that allows the user to fulfill new purposes or to fulfill existing purposes in a 

completely new way. The aim of this innovation is to achieve effectiveness. This does not 

exclude the possibility that the user may also achieve efficiency gains.” 

“From the enforcement aspect, product innovations are in any case in a market, process 

innovations are usually "only" to be enforced internally, if one disregards the fact that a 

company exploits process innovations in the market. Product innovations face up to the 
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market-based distribution conflict and lack the bureaucratic means of power with which they 

can be enforced within a company.”
2
 (Hauschildt; Salomo 2011) 

At first glance, product innovations seem to be more difficult to implement than process 

innovations. However, empirical findings contradict this assumption: process innovations 

are rather based on "tacit knowledge", are more closely interlocked with the overall 

system and are more complex because the innovative progress is considerably less 

visible. They are adopted less readily and more slowly than product innovations. 

(Gopalakrishnan; Bierly; Kessler 1999), (Damanpour; Gopalakrishnan 2001) 

Furthermore, the separation of product and process innovations is becoming increasingly 

questionable. In the case of service innovations, product and process innovations coincide 

anyway. 

The subjective dimension is the last dimension which will be introduced in this thesis. It 

raises the question: New for whom? 

The assessment of the qualitative differences of the innovation compared to the previous 

state is by nature subject-bound and can at best be objectified but not objectively 

determined. Innovation is therefore what is regarded as innovative. It is not the technical 

change that is relevant but the change in consciousness. Therefore, the question on 

which subject is decisive for the assessment of this innovative state is of great 

importance. (Hauschildt; Salomo 2011) 

Basically, it is possible to distinguish between five subjective dimensions. Starting with the 

“smallest”, these are experts, executives, industries, nations and humanity. 

It is now possible to determine which variant of the subjective dimension of innovation is 

decisive for the economic theory of innovation: Who chooses the purely operational 

concept of innovation? 

“Innovations are all those products or processes that are introduced within a company for the 

first time.” 

Whoever chooses the industrial-economic concept of innovation has higher demands: 

“Innovations are all those products or processes that are introduced within a company and at 

the same time within an industry for the first time.”
3
 (Hauschildt; Salomo 2011) 

To conclude this chapter, a very fitting quote of Mirow who said the following shall be 

added: 

                                                 
2
 Translation of the author 

3
 Translation of the author 
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"The transformation of money into knowledge is research, the transformation of knowledge 

into money is innovation."
4
 (Mirow 1998) 

Of course, there are many other ways to classify innovations but this would certainly go 

beyond the scope of this master thesis. 

2.2 Innovation Management 

Strictly speaking, a distinction must be made once again before continuing with the 

definition of the terms. There is innovation management (IM) on the one hand and 

innovation management system (IMS) on the other. 

2.2.1 Definition 

First of all, it is extremely important to distinguish innovation management from the 

management of research and development. (Geschka 1970) Research and development 

activity is thus a subset of a company's innovation activity. 

Management itself is characterized by defining and pursuing strategies and goals, by 

making decisions, by determining and influencing information flows, by establishing and 

shaping social relationships and by influencing the partners in these social relationships 

so that they implement the decisions made. This view is primarily a procedural one. It 

focuses on the decision and enforcement aspect. (Hauschildt; Salomo 2011) 

A contrasting concept is provided by a systems theoretical view. Innovation management 

(IM) is the careful design of the innovation management system (IMS), i.e. not only of 

individual processes but also of the institution within which these processes take place. 

Thus, the individual innovation process is at the center of consideration. This innovation 

process is to be integrated into the company system. (Uhlmann 1978) 

To sum up, innovation management (IM) is the structured planning, management and 

control of innovations in organizations. The aim is the exploitation of ideas or their 

implementation into economically successful products or services. The management of 

innovations is consequently part of the implementation of corporate strategy and can 

relate to products, services, manufacturing processes, organizational structures, 

management processes and much more. 

                                                 
4
 Translation of the author 
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2.2.2 Organizational structure of innovation management 

One of the many possibilities for a structured implementation of innovations management 

(IM) refers to the star model framework for organizations’ design choices (Kates; Galbraith 

2007). The authors suggest that policies are based on five dimensions, namely strategy, 

structure, processes, rewards and people. The strategy dimension determines the 

direction of the company including its goals, objectives, values and mission while the 

structural dimension refers to the distribution of power and authority within the 

organization. The process dimension, in contrast, describes the flow of information and 

the means by which information technologies are responded to. The rewards dimension 

aims to align the goals of the employees with the goals of the organization. Finally, the 

people dimension covers human resource policies, such as recruitment, job rotation, 

training and development. (Hirte; Roth 2018) 

Hauschildt shows another way of structuring innovation strategy and its consequences: 

 

Figure 1: Innovation strategy and its structural consequences (Hauschildt; Salomo 2011) 
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These four different possibilities of how innovation management can be subdivided and 

structured are shown in Figure 1. As this thesis is about the investigation of innovation 

management (IM) and innovation management system (IMS), just the three variants 

below will be explained in more detail. 

 

Inter-company innovation management 

If a company deliberately chooses not to be first, innovations of a competitor can be taken 

over (innovation purchasing, licensing, and imitation). 

The answer to question three ("In-house innovation?”) draws the line between innovation 

and actual, ongoing business activity. One wants to produce innovations but as far apart 

as possible from the established production and sales activities. If the company decides 

not to do in-house innovation, they can instead acquire innovative companies or 

cooperate with specialized companies or research institutes (contract research). 

 

Internal innovation management 

If the first five questions are answered with a yes and if a permanent activity is rejected 

(single-project management), then question six (“Innovation as a specialized task?”) in 

conjunction with question seven (“Project-related?”) indicates two further strategic 

outcomes: 

 Innovation management as a multi-project management – project perspective 

 Innovation management as R&D management – centralization of innovation 

activity 

 

Design of the innovation management system 

The negation of question six ("Innovation as a specialized task?") already leads to the 

design of an innovation management system (IMS). It no longer focuses on the 

increasingly fine differentiation of the sub-functions of innovation management but on their 

integration according to a uniform concept which will be described in chapter 2.3. 

Finally, when talking about the organizational structure, a closer look should be taken at 

the possible centralized or decentralized management of innovation management (IM) i.e. 

in the headquarter or in individual subsidiaries. 
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As already mentioned in the previous paragraph, many organizations try to put all 

innovations under the responsibility of a centrally-managed "innovation control center". 

This center has the task of controlling all innovative projects in the company. This can 

take the form of a multi-project management unit or a staff position which supports 

strategic decision-makers (see Figure 1). 

An innovation control center designed as a staff position is by definition assigned to an 

instance. Unfortunately, there is little empirical evidence on the characteristics and effects 

of such control centers. This is probably due to the fact that this form of innovation 

management has not yet achieved sustainable success. (Hauschildt; Salomo 2011) 

Multi-project management centers represent a special form of internal innovation 

management (Robeson; O’Connor 2007). They are comparable with research and 

development departments and thus, permanent and specialized organization forms. While 

R&D departments also handle non-project-related tasks, the multi-project management 

unit concentrates exclusively on innovation projects. Such a central control department is 

therefore suitable for companies that pursue innovation as a permanent task in the form of 

several individual projects processed alongside each other or sequentially. Such a "project 

landscape" consists of projects of varying degrees of maturity, different durations, varying 

degrees of complexity and varying opportunities and risks. The more significant these 

differences between the individual projects are, the more necessary a consciously 

designed project portfolio becomes. (Hauschildt; Salomo 2011) 

In the end, it seems to be important that each company, depending on its innovation 

strategy, chooses the right organizational structure for its innovation management and 

that there is good interface between headquarters and the innovation hubs. 

2.2.3 Roles and tasks in the innovation management 

If the input of innovations into the company's innovation management system is project-

related, there are usually four different roles that the innovation management department 

can assume. Some authors also refer to separate entities, such as incubators, 

accelerators, enablers and venture capital arms (Gutmann 2019). However, approaches 

differ with respect to the responsibility of such entities. (Hirte; Roth 2018) 

To ensure that the terms are clear and to make sure that these different roles are 

understood the way they are used in this master thesis, they will be defined shortly. 
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Incubators 

The term incubator originally comes from the field of medicine. An incubator for premature 

babies ensures that an optimal climate is created in which the newborn babies can 

prosper. This is why the term incubator is often used to describe the establishment of a 

company in the figurative sense. (Hofmann n. y.-b) 

However, departments can also function as incubators. Then they not only provide funds 

but also help with team building, idea generation and provide the idea providers with their 

own network and valuable know-how. For instance, someone from production might have 

an innovative idea which is examined and put forward by the innovation management 

department. 

 

Accelerators 

The term "accelerator" comes from the English vocabulary and is mainly used in the start-

up world. Accelerators are usually institutions that support start-ups within a fixed period 

of time by providing intensive coaching, thus greatly accelerating and advancing the 

development process. The activities of an accelerator are similar to those of an incubator. 

Yet, there are small but subtle differences so that a synonymous use is not always entirely 

correct. (Hofmann n. y.-a) 

Although accelerators and incubators often pursue the same goals, they have different 

working conditions. The support provided by the accelerators can range from strategic 

and technical support to networking and intensive coaching in all important areas. The 

innovation management department could, for instance, provide resources and/or a 

budget for the processing of an idea of the product management. 

 

Enablers/Facilitators 

An enabler is defined as a person, group or organization that provides someone with 

adequate power, means, opportunity, or authority to do something. Consequently, the 

function of the enabler/facilitator is quite similar to the one of the accelerator with one 

important difference: The enabler supports innovation teams with carrying out and 

learning about innovation work from ongoing innovation projects, without driving or 

managing the work themselves. (Johnsson 2018) 

Previous research demonstrates that innovation teams based on inexperienced members 

have performance problems due to, for example, lack of knowledge and experience 
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regarding innovation work. This deficiency relates to the complex situation innovation 

teams need to handle when innovating, as innovation work spans from ideation all the 

way to commercialization. (Kristiansen; Bloch-Poulsen 2010) The innovation management 

department could, for instance, provide the methodical basic framework for an idea of the 

business unit sensor technology. 

 

Corporate venture capital 

Many companies have corporate venture programs, usually implemented as a strategic 

choice to complement internal R&D programs. Although corporate venture capital (CVC) 

is significantly smaller than independent venture capital (IVC) in terms of its investment 

volume, it is an important source of entrepreneurial finance for a meaningful number of 

start-ups. CVC investments are not necessarily motivated by the same objectives as IVC 

investments; while the latter are generally driven by financial return expectations, CVC 

investments are often strategic and linked to the business interests of the corporation. 

(Casanova; Cornelius; Dutta 2018) 

Established companies use this financing opportunity to develop new technologies, new 

business models and/or to get to know other markets or to diversify. The innovation 

management department could, for example, screen business opportunities in different 

markets and then make recommendations for mergers or acquisitions (buying knowledge 

from outside). 

 

It is important to note that all these terms come from the start-up scene and are somewhat 

misused for this master thesis. This approach is legitimized by the fact that in chapter 4, 

many roles of innovation management in companies can be described well with such 

models. A study by the consulting firm mm1 shows that around 90 percent of DAX 30 

companies have special programs for start-up and innovation activities firmly 

implemented. They can be divided into three categories. The study shows that around half 

of the 67 identified DAX 30 start-up initiatives are accelerators. The focus of activities is 

thus on accelerating existing product and business ideas. (Bruckschlögl 2019) 

2.3 Innovation Management System 

In this chapter, the functions and tasks of the innovation management system will be 

shown and assigned to the organizational units. Moreover, it deals with the position and 
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competence structure as well as the communication and interaction structure of innovation 

management (IM). Its result is called the innovation management system (IMS). 

2.3.1 Definition 

The main function of an innovation management system is to pursue innovation 

processes, and consequently to develop, diffuse and use innovations. (Edquist 2006) 

Granstrand was the first to introduce the approach of a corporate innovation system (CIS) 

and thereby define a structure and framework for the innovation management system. He 

included the dimensions activities, actors, resources, institutions, and causal interrelations 

(Granstrand 2000). In this context, the dimensions represent different groups of 

components and indicate important subsystems. 

The innovation management system records all those persons who actively contribute to 

the creation of the innovation (participants), but also those who are passively affected by 

the innovation and contribute to the success of the innovation (affected persons). 

Compared to the organization of routine activities, the innovation management system 

enables self-organization to a greater extent and is therefore much less regulated. 

(Hauschildt; Salomo 2011) 

The project management of innovations is a central task in the IMS . Each innovation is a 

temporary project with specific aims. The establishment of innovation activities in separate 

departments includes this project perspective. According to O'Connor, this is also 

reflected in the conceptualization of the innovation management system. He defines the 

organizational structure as a central element of the innovation management system 

("Major Innovation Dynamic Capability"). (O’Connor; DeMartino 2006) At the same time, 

the innovation management system allows innovations to take place outside these 

departments. The company's very clear orientation towards innovation does not prohibit 

institutional specialization, nor does it prohibit the specific project management of 

innovations. (Hauschildt; Salomo 2011) 

The lack of a formally designated superior is often a major challenge in managing 

innovation. Hierarchical coordination is typically ineffective and/or inefficient. In the 

literature, these non-hierarchical forms of coordination are usually described as "interface 

management", which complements or replaces hierarchical coordination. This form of 

management is more significant in the world of uncertainty and the risk of innovation. 

(Hauschildt; Salomo 2011) 
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"A basic prerequisite for the continuous flow of innovative products or services is an 

innovation-friendly environment - or, as it is sometimes called, a climate not of "Yes, but..." 

but of "Why not?””
5
 (Schrader 1991) 

2.3.2 Main phases (idea, development, closure) 

Companies normally use a number of structuring approaches for product maintenance or 

new developments and innovations. In addition, they typically use classic forms of project 

management. 

One of the many ways to structure a project is the Stage-Gate® model which was 

developed by Cooper in order to optimize innovation and development processes (Cooper 

2010). The Stage-Gate® process for product development is generic and not restricted to 

a specific discipline. It divides a development project into several sections and so-called 

"gates". The gates between the individual sections serve as milestones. They are used for 

quality control and represent checkpoints at which the decision to either continue or 

cancel the project is made. This project evaluation is determined on the basis of 

previously defined, demonstrable results and criteria. It is usually carried out by the senior 

managers of the various departments who control the resources required by the project 

team for the next stage. (Schuh 2012) 

 

Process and product innovation 

In general, three phases in the operative stage of an innovation management system can 

be identified in the literature: 

 Idea generation for innovation projects (INP) 

 Development and validation 

 Closure and knowledge management 

 

Idea generation 

The starting point of innovation processes is usually difficult to determine. It is poorly 

structured and unfolds in many different ways and through impulses of varying intensity. 

The Anglo-Saxon literature uses the term "fuzzy front end" for this phase. The term "fuzzy" 

also emphasizes this fuzziness in a memorable way. In the literature on the fuzzy front 

                                                 
5
 Translation of the author 
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end, the initiative is often summarized with the subsequent step, the problem definition. 

(Hauschildt; Salomo 2011) 

Setting the framework is the last step of the initial phase. At this point, it is essential for 

companies to carry out a solid analysis. The product must be clearly defined and its 

attractiveness verified before entering the very cost-intensive development stage. Detailed 

market and competitive analyses are carried out and an assessment from a technical as 

well as a manufacturing perspective is made. If necessary, legal and regulatory problems 

(patents) are analyzed and finally, a financial analysis is carried out. (Schuh 2012) 

 

Development and validation 

In this phase, the previously defined plan is put into practice and the physical product is 

developed. In large projects, several milestones are specified in this step. They serve to 

monitor progress for project controlling and management. Furthermore, the first simple 

tests are already taking place. The final result of the product development step is a 

prototype which is subject to extensive testing. In addition to the technical development of 

the actual product, the marketing and production plans are developed and updated. 

Financial analyses are also prepared in this step. (Schuh 2012) 

The final step in this project stage is the validation of the product. The product itself, the 

production and manufacturing processes, customer acceptance and the financial 

parameters of the project are examined. For this purpose, mainly in-house tests, field 

tests, production tests and market tests are used. (Schuh 2012) 

 

Closure and knowledge management 

The dismissal of the project team and the final project report represent the last step in the 

project process. In the final report, information on the development as well as the quality, 

deadline and cost situation of the project is summarized in a standardized form. The final 

project report also includes the results of the post-calculation and a detailed final report. 

Problems that have arisen and approaches to solutions are to be documented for 

subsequent projects. Project reports are generally intended for internal use but it is the 

company’s intention to present the project status transparently to outsiders if necessary. 

(Schuh 2012) 
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The next part is knowledge management. Here, a fundamental distinction must be made 

between two basic types of knowledge. Explicit knowledge can be articulated and 

reproduced. It can be conveyed without difficulty through a formal, systematic language, 

such as words and numbers. It can be logically understood and described in its 

application. Implicit knowledge, on the other hand, has a personal dimension that makes it 

difficult to formalize and convey. It is hidden, non-articulable knowledge. Moreover, it is 

strongly rooted in the actions, obligations and participation associated with it within a 

specific context. (Frost n. y.) 

Nowadays, in many companies, particularly implicit knowledge is regarded as a source of 

competitive advantages that can be defended in the long term (Eisenhardt; Santos 2006). 

If it is possible to anchor this knowledge organizationally in knowledge management 

processes, it is especially difficult to imitate. For this purpose, it is not sufficient to 

accumulate and store a lot of information or to occupy employees with specific knowledge. 

Although individual, implicit knowledge is the basis of knowledge management, it does not 

in itself represent a sustainable competitive advantage for companies because individual 

knowledge carriers can be poached. In this case, they leave behind large parts of their 

explicit knowledge in the form of records. However, their implicit individual knowledge is 

lost to the company. (Frost n. y.) 

The very last step is the market launch during which the production plan is put into 

practice. If everything went well and if the management board agrees, the full production 

begins, marketing starts and the product goes on sale. 

 

Business model innovation (BMI) 

Next to the just mentioned type of innovation projects (INPs), another form called the 

business model innovation (BMI) exists. 

“A business model describes the rationale of how an organization creates, delivers, and 

captures value.” (Osterwalder; Pigneur; Clark 2010) 

Often, value is not created by a new technology but by a new way of making a 

product/service available to the customer using an existing technology. One example are 

the very well-known direct banks, which had the idea of offering banking services 

exclusively via the Internet or the telephone. In fact, they created a new business model. 

Yet, the products themselves were the same as those of the branch banks. Many 

innovations are a combination of these events and link the product, the process and the 

business model. (Rustler 2017) 
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When talking about business model innovation, normally three phases can be identified in 

the literature: 

 Brainstorming (R&D) 

 Business design 

 Market launch 

 

Figure 2: Approaches for Innovation Management – R&D to market (Orange Hills GmbH 
2019) 

 

There is a lot of literature on the brainstorming phase (Barth 2016) and on the generation 

of a business design (Pijl; Lokitz; Solomon 2016) which gives clear instructions and 

relevant advice. Significantly fewer authors, however, examine the practical 

implementation on the market or the gradation of a business model. 

2.3.3 Roles and tasks in the innovation management system 

Innovations are "strategic projects" - very complex, technically risky projects with high 

costs and long-term effects on the entire company. These projects differ substantially from 

"operational projects", which dominate the literature on project management. Teamwork 

for innovative projects is undoubtedly interdisciplinary and, according to the findings in the 

literature, offers great advantages despite the undeniably high cost of coordinating the 

team. (Hauschildt; Salomo 2011) 

The literature on project management considers at least three types of acting persons: 

Top management (project sponsor), project manager and project team. Unfortunately, 

these contributors are defined with varying degrees of precision. (Keim 1997) 
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Project sponsor 

The top management is an anonymous force in the background of project management. It 

is superior to the project manager. It defines its project task, controls the progress of the 

project and is the addressee of the project responsibility. It remains open whether it is an 

individual member of the management or a body such as the overall management or 

coordination or steering committees. The project sponsor must support the work of the 

project manager and his team by releasing resources and blocking opposition. He does 

not necessarily have to be a member of the management if his sources of power are 

sufficient to promote and protect his project group. (Hauschildt; Salomo 2011) 

 

Project manager 

The project manager is always an individual. At the same time he is always a jobholder in 

the organizational sense. He is responsible for the realization of the project task. His 

competence exists only for the project. His responsibility refers to the effectiveness and 

efficiency of the project. (Hauschildt; Salomo 2011) 

Keim has characterized the successful project manager: He disposes of an above-

average ability to interact, cooperative leadership, outstanding problem-solving capacity, 

particularly high constructive creativity and - by some margin - communicative-analytical 

skills, experience and organizational ability. (Keim 1997) 

 

Project team 

The project team is always a majority of people, the sum of all project members. They are 

subordinate to the project manager in technical (and occasionally disciplinary) matters. 

The literature always refers to a group which, in a division of labor, is oriented towards the 

common goal of the project solution. The team does the technical work. The group size of 

the innovation team varies depending on the complexity of the task and the degree of 

innovation, but consists of at least three people. 

2.4 Success factors and measurements 

In theory, innovation decisions are regarded as special cases of decisions. The normal 

treatment of decision objectives thus also applies without restriction to innovation 

objectives. Objectives must be defined unambiguously and operationally. (Hauschildt; 

Salomo 2011) 
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As already stated in the introduction, this is precisely where a major problem arises as 

many companies or their managing directors do not make clear statements on concrete 

objectives in innovation management. Often there are neither factual nor monetary 

targets, which makes it difficult to assess the effectiveness and efficiency of innovation 

management (e.g. success factors and/or key performance indicators, KPIs). 

From a macroeconomic perspective, only growth which, in addition to increasing 

productivity, is primarily based on the creation of something originally new can lead to 

sustainability and an increase in the total market volume. Innovations in particular are of 

fundamental importance for maintaining the survival and competitiveness of companies 

and present them with a number of different and complex challenges. (Matz 2007) 

In empirical innovation research, a broad spectrum of research designs can be found for 

the operationalization of innovation success. This ranges from studies that chose a holistic 

concept of success to those which distinguish between successful and unsuccessful 

projects in the research design (Cooper; Kleinschmidt 1993). In addition, there are 

analyses that survey individual aspects of the success of innovation, i.e. customer-related 

success factors (e.g. market share and customer satisfaction), financial indicators (e.g. 

profitability targets, ROI), process-related measures (e.g. technical performance of the 

product), company-related indicators (e.g. share of new product in total sales) and project-

related indicators (e.g. achievement of project goals measured against the set targets) 

(Griffin 1996). 

Very often, attempts are now made to combine these success factors holistically with two 

key figures. These are the terms effectiveness and efficiency, which were already 

mentioned at the beginning of the chapter. Unfortunately, however, there are different 

interpretations of effectiveness and efficiency and therefore, this distinction does not seem 

to be a suitable operationalization of the measure of success. 

In contrast, the success criteria of cost, time and quality are theoretical concepts that are 

well described in the literature and can also be considered as widely accepted (Pleschak; 

Sabisch 1996). The special importance of a differentiated consideration of the three target 

variables development quality, development costs and development time results from the 

interdependencies between these objectives. Since it is the task of successful innovation 

management to achieve all three development goals of cost, time and quality equally, it is 

necessary to analyze the three success factors separately. (Matz 2007) 
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3.  Methodology 

The following chapter describes the methodical procedure of this master thesis. The 

research framework, the selected research questions, the research process and the 

research method are going to be explained. In addition, the approach for data collection in 

the form of guideline-based expert interviews as well as data evaluation with the help of 

qualitative content analysis will be described. Interviews with people who are responsible 

for the design and the implementation of the IMSs are a great tool for learning about the 

different aspects of IMSs in globally operating companies. 

3.1 Research framework and research questions 

Based on the selected research question: “What are the success factors for global 

innovation management systems and what does the design look like?”, a specific 

research framework was established. Relevant interview partners were chosen according 

to the following criteria: 

Firstly, the industry sector was considered. Research and development (R&D) 

expenditures differ according to the products a company sells. For example, in the food 

industry, most of the game-changing innovations have already been made whereas in the 

pharmaceutical industry (current example Covid-19), new epidemics and diseases force 

companies to spend a lot of money for innovations and in the R&D department (see 

Figure 3). 

 

Figure 3: Average share of R&D expenditures in 2018; Prior-year figures in brackets 
(Rösch-Rütsche 2019) 
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For this reason, the present master thesis examines not only the automotive sector but 

also other industries. Different fields are also interesting as some sectors have the 

reputation of being traditional whereas others like to see themselves as agile. 

Secondly, the size of the company was significant. Normally, the number of employees as 

well as the turnover have a major influence on the R&D expenditures. Large companies 

can more easily afford to have large R&D departments as opposed to small companies 

that have to fight for survival. From the author's point of view, there is a critical threshold 

at which companies increasingly invest in R&D. This will naturally vary from industry to 

industry. 

Finally, the system and structure in which the innovation management (IM) is embedded 

is probably the most important and interesting point. In this thesis, mostly global 

companies are analyzed. Most of them have subsidiaries in various countries. Figure 4 

illustrates that there are huge differences in the cumulative R&D expenditures around the 

world. Interestingly, in North America, the R&D expenditures are by far the highest and 

even double the quota of Europe. 

 

Figure 4: Cumulative R&D expenditure in millions of CHF; Average R&D expenditure as a 

percentage of sales (Rösch-Rütsche 2019) 

 

Yet, in the automotive and information technology sectors, R&D spending in Europe 

(5.5 %); is significantly higher than in the rest of the world (North America and Asia 3.4 % 

average R&D intensity). 
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Additionally, when talking about multinational corporations, it is important to mention 

whether the IM is managed centrally by the headquarter or in a decentralized way by the 

local management. 

As a final point, it should be mentioned that the average earnings before interest and 

taxes (EBIT) margin of companies in sectors with above average R&D intensity are 

significantly higher. The average EBIT margin of companies with high R&D investment 

was 17.1 % whereas the average EBIT margin of companies with low R&D investment 

was at 10.1 %. 

3.2 Research method 

First, the difference between qualitative and quantitative research has to be explained 

shortly. 

The eternal dispute about whether qualitative or quantitative research is best for scientific 

research goes back a long way. In the 1930s, qualitative data was used in an 

unsystematic way in conjunction with logic to evaluate data. Beginning in the late 1930s 

and especially after World War II, quantitative researchers made great steps both in 

producing accurate evidence and in translating theoretical concepts into research 

operations. Qualitative research was limited to preliminary, exploratory, groundbreaking 

work to initiate surveys because of their poor performance in producing scientifically 

reproducible facts and their sensitivity in recording everyday facts. (Glaser; Strauss 1967) 

Qualitative research methods are dynamic, have a more open approach and discover or 

develop hypotheses and theories from the collected data. Normally, they have an 

inductive approach, so that generally applicable laws can be inferred from observed 

individual cases. (Flick 2017) 

Quantitative research, on the other hand, is static and attempts to use hard, replicable 

data to confirm or falsify predetermined hypotheses. The procedure is deductive and thus 

corresponds to a logical conclusion, which leads from the general to the particular. 

(Gläser; Laudel 2010) 

In this master thesis, the qualitative research method with empirical examination 

conducted in the form of a multiple case study was chosen. To answer the research 

question, the qualitative approach is to be preferred since the object of research is still 

relatively unknown and since no comprehensive descriptive theory exists. 
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Qualitative research achieves a high degree of flexibility in terms of content and 

information and aims at the generation of hypotheses as well as inductive description and 

understanding of the facts. The companies and managers are taken without any claim to 

representativeness from a small number of persons who are responsible for the research 

subject. (Mayring 2015) 

Theory building from case studies is a research strategy that uses one or more cases to 

create theoretical constructs, suggestions and/or a midrange theory from case-based 

empirical evidence. The central idea is to use cases as the basis from which to develop 

theory inductively. Replication logic is central to building theory from case studies 

(Eisenhardt 1989). According to Yin, a case study is the preferred strategy or research 

method if the following points are met: (Yin 2014) 

 The research project requires an answer to "how" or "why”. 

 The researcher has only minimal control over the events to be investigated 

 The phenomenon under investigation is explosive and located in a practice-

oriented context 

Since this is fulfilled in the context of the present research project, the case study was 

selected as the preferred method. Eisenhardt & Gräbner also emphasize the choice of the 

research method and its relevance for theory development as follows: 

"A major reason for the popularity and relevance of theory building from case studies is that 

it is one of the best (if not the best) of the bridges from rich qualitative evidence to 

mainstream deductive research." (Eisenhardt; Graebner 2007) 

Both Yin and Eisenhardt prefer the use of multiple case studies and emphasize that these 

support theory formation through better testability and generalizability. 

"Multiple cases also create more robust theory because the propositions are more deeply 

grounded in varied empirical evidence." (Eisenhardt; Graebner 2007) 

3.3 Data collection 

Interviews with people who are responsible for the design and the implementation of the 

IMSs are a great tool for learning about the different aspects of IMSs in globally operating 

companies. 

Information regarding the innovation management system as well as the other factors of 

investigation such as KPIs, roles, budgeting and the R&D rate are usually not freely 

accessible or documented in sufficient detail. Nevertheless, the necessary data can be 
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made accessible and verbally described to a certain extent by means of expert interviews. 

(Gläser; Laudel 2010) 

In order to ensure the plurality of data sources, first-degree data are collected by means of 

guideline-based interviews. Furthermore, the author attempts to gain access to second-

degree sources by an extensive internet research of the respective companies but also by 

asking for internal company data. 

Guideline-based expert interviews are a special application form of guided interviews: 

“Qualitative, guideline-based interviews are a widespread, differentiated and 

methodologically comparatively well-elaborated method of generating qualitative data. 

Guideline interviews shape the leadership in the interview via a prepared guideline, expert 

interviews are defined via the specific selection and startup of the respondents.”
 6

 (Baur; 

Blasius 2014) 

The focus is on the specific expert knowledge of the interviewee who represents the 

respective department. Flick considers the use of guidelines to be the most suitable 

instrument for expert interviews. (Flick 2017) 

In order to provide orientation for the interview structure and so as to ensure comparability 

of the answers when evaluating the interviews, an interview guide has been developed. 

The interview guide includes the following categories and the complete interview guideline 

can be found in the appendix: 

 General information 

 Structure of the innovation management system (IMS) 

 Start and idea generation phase for innovation projects (INP) 

 INP procedure 

 Closure and knowledge management 

 Further questions 

After the first interviews, it became clear that some questions in the second block of the 

interview had not been formulated clearly enough. For this reason, three questions were 

reformulated and sent to the interviewees who then made appropriate additions. 

The selection of interview partners determines the type and quality of the interview results. 

In making this selection, care must be taken to ensure that each interviewee has the 

desired or necessary information and is both willing and able to provide accurate and 

truthful information. (Gläser; Laudel 2010) 

                                                 
6
 Translation of the author 



- 24 - 

Finally, there is not really an ideal number of cases. However, Eisenhardt recommends 

between four and ten cases. (Eisenhardt 1989) 

20 potential companies with a working IMS were identified and contacted. After detailed 

analysis and feedback (also rejections), it was possible to convince twelve companies 

from six different industries (see Table 1) to take part in the research project. 

The company Hirschmann Automotive GmbH is used as a kind of reference. For this 

purpose, the two team leaders of the subgroups of Hirschmann’s basic development 

department were interviewed. 

Before the guideline-based expert interviews were conducted, their content and duration 

were validated in a pre-test. This made it possible to design the interviews for an average 

duration of 60 minutes. All interviews were recorded, but only transcribed as needed. Due 

to the Covid-19 crisis, all interviews had to be conducted via video call, contrary to what 

had been planned at the beginning. 

Table 1 shows, among other information, the R&D rate, which must first be briefly defined 

for this master thesis. This key performance indicator (KPI) is calculated using the ratio of 

spent capital for R&D to total revenue for a one-year period. It would be even better to use 

innovation management expenditure and divide it by total revenue over a one-year period 

but this data was not available for every company. Although this may not be the best 

value for analysis in this study, it is still a good guide and could be provided by all 

companies with some limitations. 

Finally, it should be noted that the R&D rate can be somewhat misleading. Although it is 

perfect for manufacturing companies (the majority of the companies interviewed in this 

master thesis) there are also other forms of innovation (see chapter 2.3.2). These types of 

innovation are sometimes not sufficiently represented in the R&D rate (Adams; Bessant; 

Phelps 2006). 
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Company 
Industry 

(Main Division) 
Interviewee Function Employees 

Turnover 

(Mio. €) 

R&D 

(%) 

Hirschmann Automotive GmbH Automotive 
J. Schulz 

S. Dünser 

Team Leader Basic 

Development 
5,700 400 8.3 

Akro-Plastic GmbH 
Raw material 

(Automotive) 
T. Stier Head of Innovation 400 200 - 

Anonymous Mobility Anonymous Project Manager Innovation 9,600 1,500 0.05 

Anonymous 
Merchandise 

management 
Anonymous 

Business Development 

Manager 
800 400 0.1 

RHI Magnesita N.V. Raw material A. Franzkowiak Innovation manager 14,000 3,000 2.2 

ZF Friedrichshafen AG Automotive S. Grimm Head of Innovation 150,000 37,000 7.3 

Invacare Corp. Medical technology M. Monteiro 
Head of New Business 

Development 
3,900 900 1.7 

Carcoustics International GmbH Automotive H. Lederer Head of Division 2,700 350 2.5 

Anonymous Technology Anonymous Portfolio Developer 385,000 87,000 6.7 

Constellium AG 
Raw material 

(Automotive) 
P. Böhler 

Head of Predevelopment 

and Innovation 
13,000 5,700 1.0 

Anonymous Automotive Anonymous 
Head of Product and 

Innovation Marketing 
70,000 4,600 7.0 

Anonymous Automotive Anonymous Data Manager After Sales 135,000 104,000 6.2 

Table 1: Overview of the interviews 
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3.4 Data analysis 

The data in the present work was analyzed with the help of the qualitative content analysis 

(within-site analysis) after Mayring. This is suitable for the analysis of the material 

collected in the guideline-based expert interviews. (Flick 2017) 

"The basic idea of a qualitative content analysis is [...] to maintain the systematics [...] of 

content analysis for qualitative analysis steps without making hasty quantifications.”
7
 

(Mayring 2015) 

Mayring distinguishes between summary, explication and structuring as different forms of 

interpretation. In each case, he systematizes the process of content analysis and divides it 

into comprehensible analysis steps. 

In the present master thesis, structuring is used. The aim of structuring is  

"to filter out certain aspects of the material, to create a cross-section of the material under 

pre-defined criteria or to assess the material on the basis of certain criteria."
8
 (Mayring 2015) 

Mayring describes formal structuring as a method with which an inner structure can be 

discerned by using formal structuring aspects. The structure is applied to the material in 

the form of a category system. All existing components are systematically analyzed by 

structuring dimensions derived from the research question. (Mayring 2015) 

 

Figure 5: Process model of structuring content analysis (Mayring 2015) 

                                                 
7
 Translation of the author 

8
 Translation of the author 
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In order to make a reasonable cross-case analysis, a table with all necessary data 

collected from the interviews (descriptive) was first created. Based on this, most of the 

analyses could be carried out relatively easily, e.g. R&D rate vs. turnover and employees, 

number of ideas, number of implementations, placement of the innovation management 

department in the organization chart, etc. 

The more challenging parts were the definition of the: 

 Maturity level of the innovation management system (IMS) 

 Design and roles of the innovation management (IM) 

 

Maturity level of the innovation management system (IMS) 

There is a wide range of theoretical approaches for determining the maturity level of 

processes. One possibility is, for instance, ISO/IEC 15504-5 or SPICE (Software Process 

Improvement and Capability Determination), which is an international standard of ISO for 

carrying out assessments of business processes and was replaced by ISO/IEC 33001 in 

2015. However, since this comprehensive analysis would exceed the scope of this master 

thesis, a more practically oriented approach was chosen and the strategic concept 

described by Hauschildt in Figure 1 was used to assess the maturity level of IMS. Four 

levels differentiate the degree of maturity of the company's IMS: 

 Intentional non-innovation (score 2) 

 Inter-company innovation management (score 4) 

 Internal innovation management (score 5 and 7) 

 Design of the innovation system (score 8) 

Subdivisions within these four levels allow for a more precise, and, of course, still 

subjective assessment of the degree of maturity. Since many companies have a mix of 

several levels, the corresponding points were then added together. Hirschmann 

Automotive, for example, imitates certain products (score 2), has cooperations with 

universities (score 4), and innovation work is a specific task in the form of multi-project 

management (score 7), resulting in a maturity level of 13 for the IMS. 

The allocation and the addition of the points justifiably raise some questions. First, the 

reader may wonder on which basis the points as well as their allocation for the respective 

innovation management were determined. For this thesis, the system introduced by 

Hauschildt was used, which in the opinion of the author of this master thesis, has the 

advantage of a “weighting”. The degree of maturity changes from top to bottom, which is 
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why companies working with an internal innovation management system should receive 

significantly more points than those with, for example, inter-company innovation 

management. The fact that there are no subdivisions in a maturity level is a weakness in 

the score scale used, which certainly leads to inaccuracies in the evaluation. The second 

question is certainly whether an addition of the points is justified or if other ways of 

interpreting the results should also be used. However, since companies actually always 

operate in several maturity levels, the author of this thesis believes that an addition of the 

points is the only way to obtain useful values. 

Finally, it has to be stressed that the greatest weakness of the applied point system is 

probably the one that the first three stages (intentional non-innovation, inter-company 

innovation management and internal innovation management) are forms of innovation 

management whereas the fourth stage (design of the innovation system) is an innovation 

management system, which actually represents the strategic alignment and innovation 

culture of a company. Thus, it actually describes a different form of maturity and therefore 

represents vulnerability in this form of evaluation. 

 

Design and roles of the innovation management (IM) 

In the opinion of the author of this master thesis, the design of the IMS correlates most 

with the roles and the structural process in innovation projects. Most enterprises refer to 

one of the roles in chapter 2.2.3, which, in combination with the implementation of 

innovations in practice (customer-relevant), gives a good overview of the effectiveness of 

the IMS. In addition, it is checked whether the companies provide a structured process 

and a framework to achieve this output. 
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4. Analysis of results 

The results of the empirical investigation are described and interpreted below. Since the 

multiple case study is used as a research method in the present master thesis, the 

companies and the interview partners will first be presented. 

The individual case descriptions are followed by an all-encompassing analysis, which 

sheds more light on the research dimensions of the research question and presents 

further results. 

4.1 Automotive industry 

In this part, the interviews with companies from the automotive industries are summarized. 

This includes companies where the majority of products or services are related to the 

automotive sector (almost 100 %). 

 

4.1.1 Hirschmann Automotive GmbH 

General information about Hirschmann Automotive GmbH 

Hirschmann Automotive GmbH is an internationally active automotive supplier based in 

Rankweil (Austria). Today, the company produces and develops connectors, contacting 

and sensor systems, special cable solutions and plastic overmoulding of various 

automotive components. 

In 1959, the company was founded as the Richard Hirschmann Electronic GmbH. At that 

time, the company concentrated on the development and production of communication 

technology devices such as transmitters, receivers and antennas. In 1980, the company 

entered the field of connector technology and cables for loudspeaker systems in cars. 

Hirschmann was taken over by F&R Industriebeteiligungen GmbH in 2003 (Franz and 

Roman Rauch; Rauch Fruchtsäfte), was renamed Hirschmann Automotive GmbH and 

established itself as a supplier for engine contacts. 
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Interview partners Company facts 

Company Hirschmann Automotive GmbH Industry Automotive 

Headquarters Rankweil, Austria Founded 1959 

Interviewees 
J. Schulz 

S. Dünser 
Employees 5,700 

Function Team leaders Basic development Countries 7 

Innovation 

Management 
Central 

Turnover 

(Mio. €) 
400 

Business model B2B R&D rate (%) 8.3 

Table 2: Interview partners and company facts – Hirschmann Automotive GmbH 

 

The Hirschmann Group currently (2019) operates 8 locations in 7 countries (Austria, 

Germany, the Czech Republic, Romania, Morocco, China and Mexico), and four sales 

offices (Germany, Italy and the USA). 

 

Structure of innovation management (IM) 

Based on the two interviews and the innovation strategies described in Figure 1, 

Hirschmann Automotive has a hybrid of inter-company and internal innovation 

management. There are innovation cooperations with universities, technical colleges and 

technical secondary schools. In addition, innovation is regarded as a permanent task, 

which is carried out in an in-house innovation department (basic development 

department). The work is primarily project-related, which suggests a multi-project 

management. 

At Hirschmann, there is only one central IM at the headquarters. This central office can 

carry out projects independently or as a project manager via field plants and other 

departments in Rankweil. Alternatively, project managers from other departments can also 

be deployed but ultimately, the head of IM (Head of Basic development) is always 

responsible for the entire area. 
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Figure 6: Organization chart Hirschmann Automotive GmbH (Battisti 2020, own figure) 

 

A total of nine employees work in the basic development department, including the head 

of the department. The R&D rate is 8.3 % and the innovation rate is about 1.0 %. 

The two team leaders of Hirschmann Automotive unanimously declared that the role of 

the incubator best describes the function of innovation management with Hirschmann 

Automotive. However, there is certainly also an accelerator element, for example, when 

work packages are processed by external partners. Sometimes, even the definition of the 

enabler is suitable. This is the case when projects in the innovation management system 

are carried out without the participation of the basic development department. 

“Innovation means: New types of technologies that generate technological added value or 

progress in a specific area.”
9
 

“For me, there are two things: (1) How do I get from a problem to a solution with a new, 

efficient, innovative way without referring to existing standard solutions and (2) to introduce, 

understand and use new processes for various products that I myself and the company do 

not know yet.”
10

 

Hirschmann Automotive has a general business strategy with the mission to grow twice as 

much as the market, which is basically also reflected in its innovation management. There 

are different strategic goals of customers which cannot be treated as standard product 

development and therefore have to be handled by basic research. In addition, many 

market-driven inputs come from the sales department. They show Hirschmann 

                                                 
9
 cf. Translation of the author, Hirschmann Automotive GmbH – J. Schulz, Min 8:23, Part 1 

10
 cf. Translation of the author, Hirschmann Automotive GmbH – S. Dünser, Min 6:21, Part 1 
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Automotive in which direction it should develop from the customer's point of view. 

However, the CEO does not specify any topic-related and/or monetary targets for the 

innovation management department, although this is currently changing. 

There are currently two KPIs that monitor the achievement of objectives in innovation 

management and the innovation process at Hirschmann Automotive. One is effectiveness, 

which is defined as the ratio of completed innovation projects within the planned budget 

divided by the total number of implemented projects. The second is efficiency, which is 

defined as the ratio of completed innovation projects within the planned timeframe divided 

by the total number of completed projects. 

Due to the fact that these KPIs do not appear to be relevant for the innovation process, 

new KPIs that should show the true impact of innovation management on the company 

are currently developed. In this context, the new turnover achieved through innovation will 

play a major role. 

 

Phases of innovation projects (INPs) in the innovation management system (IMS) 

With an INP, there are normally three or four roles: 

 Project sponsor: Project client who is the head of innovation or basic development 

 Project manager: Responsible for the budget, the time and the scope of the project 

 Technical leader: Must lead the project technically and can access the project 

team and assign work packages accordingly 

 Project team 

There is an internal platform where every employee can feed in ideas according to certain 

specifications. These ideas are then forwarded to a committee consisting of three people 

who represent three types of projects (organizational, LEAN and innovation). This 

committee decides into which area the idea belongs and then a similar procedure starts 

for each project. 

The predefined structured process of an INP consists of a stage-gate process with five 

phases, which is handled with a tool from Design for Six-Sigma namely the PIDOV cycle. 

1. Plan: Define innovation project 

2. Identify: Define requirements of product/process 

3. Design: Develop product/process concept 

4. Optimize: Optimize product/process 

5. Validate: Validate optimized solution 
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The decision whether to pursue an innovation idea is made by a committee consisting of 

an interdisciplinary team (product development, process technology, quality and 

innovation management). The project manager and technical leader are responsible for 

the functional and financial rough planning. 

There are about 50 – 60 idea submissions per year, of which about 30 are actually 

pursued. A relatively high proportion (approx. 40 - 50 %) is then implemented into 

customer projects. The average processing time is about one year and costs about 

100,000 €. 

 

4.1.2 ZF Friedrichshafen AG 

General information about ZF Friedrichshafen AG 

ZF Friedrichshafen AG with its headquarters in Friedrichshafen (Germany) is one of the 

world's largest automotive suppliers and one of the leading companies in the field of 

driveline and chassis technology. 

The company was founded as Zahnradfabrik GmbH for the production of gears and 

transmissions for aircraft, motor vehicles and boats on Lake Constance in the year 1915. 

The founders were Luftschiffbau Zeppelin GmbH, represented by Alfred Colsman, and 

Max Maag Zahnräderfabrik. Count Soden and Theodor Winz became managing directors. 

In 1921, the company was converted into a stock company and operated under the name 

Zahnradfabrik Friedrichshafen AG until 1991. 

 

Interview partner Company facts 

Company ZF Friedrichshafen AG Industry Automotive 

Headquarters Friedrichshafen, Germany Founded 1915 

Interviewee S. Grimm Employees 150,000 

Function Head of Innovation Lab Countries 41 

Innovation 

Management 
Central (division-dependent) 

Turnover 

(Mio. €) 
37,000 

Business model B2B R&D rate (%) 7.3 

Table 3: Interview partner and company facts – ZF AG 
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The ZF AG currently (2019) operates 241 locations in 41 countries with 161 production 

sites in 27 countries and 16 main development locations in nine countries (Germany, the 

USA, China, India, Poland, the Czech Republic, the UK, Spain and Japan). Altogether, 

19,400 technicians work in the field of R&D and in four sales offices (Germany, Italy and 

the USA). In addition, there are 160 service locations and over 650 service partners 

worldwide. (ZF AG 2019) 

 

Structure of innovation management (IM) 

Figure 1 shows that ZF AG also has a mixed form of innovation structure. Basically, there 

is an internal innovation management, whereby the focus lies on the internal idea 

management. The work is primarily project-related, which suggests a multi-project 

management. ZF AG has a central R&D department which encompasses everything 

including the “Innovation Lab” and individual divisions which deal with product-related 

innovations. The central innovation management “Innovation Lab” is part of the 

“Innovation Factory” and acts as a method provider. Many projects which cannot be 

related to a business or product division are implemented there. The focus is clearly on 

ideas within the group and not on the acquisition of external ideas or start-ups, which is 

part of the “Innovation Factory”. 

The central innovation management is business-impact-responsible and their primary aim 

is developing new business models or business opportunities (not cost savings). 

 

Figure 7: Organization chart FZ Friedrichshafen AG (Battisti 2020, own figure) 
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A total of 16 employees including the Head of the “Innovation Lab” work in the central 

innovation department (eleven direct ones plus five from the “Innovation Factory”). Yet, in 

total, more than 100 employees work on innovation within the whole company. The R&D 

rate is 7.3 % and the expenses for the Innovation Lab are in the low seven-digit range 

(less than 0.01 % of the turnover). 

According to the definition of this master thesis, the Head of “Innovation Lab” sees himself 

and his department primarily as an incubator and also as an enabler. The IM can also 

partially fulfill the work of the accelerator. However, accelerator is defined differently at ZF 

and is usually used as a term after the incubator phase when entering pre-series or even 

series production. 

“An innovation is an idea that promises that you can earn money with it and that is not yet 

available on the market.”
11

 

Although there is a group strategy, neither topic-related nor monetary targets are set for 

the innovation management. Targets are of a process-related nature and are defined by 

the number of new ideas and their implementation in the series. It is not assessed 

whether a contribution to value creation is made but rather the number of innovations 

achieved. 

There are currently two KPIs that monitor the achievement of objectives in innovation 

management and the innovation process at ZF AG. The first KPI indicates how many 

ideas could be implemented and validated per year. The second KPI shows how many 

projects could be transferred into a product, business or start-up. The goal is that about 

10 - 15 ideas are reviewed and validated per year. 

 

Phases of innovation projects (INPs) in the innovation management system (IMS) 

With an INP, there are normally three roles: 

 Entrepreneur: IM employee who is often the responsible project manager (budget, 

timeline) 

 Project manager: Either the entrepreneur or the idea provider (technical 

responsible) 

 Project team: Technical specialists 

There is an internal platform (template) where every employee can feed in ideas 

according to certain specifications which are then forwarded to the central innovation 

                                                 
11

 cf. Translation of the author, ZF Friedrichshafen AG – S. Grimm, Min 12:50, Part 1 
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management. The “Innovation Lab” works exclusively on non-customer projects. The pre-

series developments are carried out in the central R&D department. It is currently still 

possible for ideas to be submitted to other divisions in the innovation area, which is 

problematic. However, this is to be rectified in the future. 

There is no predefined structural process as each project is different (some agile, some 

classic). The only thing that is specified is the rule that a project status must be submitted 

to the head of InnoLab and the head of R&D every other month. 

In order to decide whether an idea should be pursued, the IM makes a pre-selection. 

Afterwards, there is a "pitch" where the Head of the central R&D and the Head of 

information technology (IT) and partly guest jurors (technically relevant persons) 

participate. Every year there are about 4 - 6 pitches where one idea is usually selected by 

the board. 

Approximately 4 - 6 projects will be implemented and validated. Ten times as many ideas 

(about 60) will be submitted and evaluated. Approximately 10 % of the thoroughly 

validated projects then make it into a final ZF AG product or business model. The average 

project duration is about 6 - 9 months and the project volume depends on the idea. It 

ranges from 10,000 € to 300,000 € (average approx. 150,000 €). 

 

4.1.3 Carcoustics International GmbH 

General information about Carcoustics International GmbH 

Carcoustics is an internationally active automotive supplier with headquarters in 

Leverkusen (Germany). The company develops and manufactures acoustically and 

thermally effective components for the automotive and commercial vehicle industry. 

The company was founded by Wilhelm Gustav Illbruck as Illbruck GmbH in Pattscheid in 

1952. From the beginning, the processing of plastics was planned. The first products were 

for the sanitary and construction sector and later automotive applications were added. In 

2001, the company was taken over by the private equity company NIB Capital Private 

Equity and renamed Carcoustics. Since the end of 2016, the Dare Group has invested in 

Carcoustics. The parts of the company that were involved in the construction sector were 

sold during the transfer of ownership. 
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Interview partner Company facts 

Company Carcoustics International GmbH Industry Automotive 

Headquarters Leverkusen, Germany Founded 1952 

Interviewee H. Lederer Employees 2,700 

Function Business Unit Manager Countries 9 

Innovation 

Management 
Decentral 

Turnover 

(Mio. €) 
350 

Business model B2B R&D rate (%) 2.5 

Table 4: Interview partner and company facts – Carcoustics International GmbH 

 

Carcoustics International GmbH currently (2019) operates 16 locations in nine countries 

(Austria, Germany, Belgium, Spain, Slovakia, Poland, the USA, China and Mexico). 

 

Structure of innovation management (IM) 

At Carcoustics International GmbH, there is a lot of customer-specific product 

development which is treated as individual project management in the internal innovation 

management. Since the continuous improvement process (CIP) is of great importance to 

the company and ties up many resources, further innovation activities are only carried out 

to a very limited extent. One option is the cooperation with universities, which is used from 

time to time.  

The innovation activity of Carcoustics International GmbH is strongly linked to the six 

technologies used (thermoforming, vacuum forming, stamping, aluminum forming, PU 

foams and blow molding). Carcoustics International GmbH has technology competence 

centers for each technology, which are located in different countries and thus a 

decentralized innovation management has been established. Only major testing 

laboratories where duplication is not practical are centrally located. 
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Figure 8: Organization chart Carcoustics International GmbH (Battisti 2020, own figure) 

 

The innovation management department is assigned to the technology group. 

Consequently, there are six different IM departments. The head of innovation 

management for the respective technology reports to the technology manager of the 

respective technology, who then reports directly to the business unit (BU) manager. 

There are six people who are mainly responsible for innovation and who represent the 

technologies. The R&D rate is 2.5 % and since there is no separate cost center for 

innovation management, no innovation rate can be provided. 

The innovation department of each technology works in the form of an incubator, with the 

help of other departments. Typically, the first contact is made through the sales 

department, which discusses a specific issue with the customer and then places the order 

for the project-specific innovation. 

“Innovation is something new. Innovation also always has a commercial component because 

significantly more money can be earned with an innovative product than with a "me-too" 

product. 

“Innovation can also be a new combination of technologies or product features and 

innovation is not only in the product but also in the process.”
12

 

At the moment, no concrete goals and expectations (topic-related, monetary) are set for 

the IM. The success of innovation management is not really measured either. The 

company used to evaluate how many products were transferred to series production and 

how many were new but currently this is not done any more. 

 

 

                                                 
12

 cf. Translation of the author, Carcoustics International GmbH – H. Lederer, Min 38:30, Part 1 
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Phases of innovation projects (INPs) in the innovation management system (IMS) 

Carcoustics has a very strong continuous improvement process (CIP), as already 

mentioned earlier. For this reason, a distinction must be made between two project types. 

Firstly, there is the CIP where not the project team but only one person from the quality 

department is in charge. Anyone is allowed to generate CIP ideas and these incremental 

innovations can be placed with the person responsible for CIP. 

The decision on the implementation of a project is made by a committee consisting of the 

plant manager and quality. In the CIP, about 300 ideas are submitted in one location 

alone and a large part of them (significantly more than half) are also carried out and 

implemented. A rough financial planning is not carried out, as these are mostly "small" 

innovations. The lead time for incremental innovations is very low (70 % last about 2 - 3 

months), 20 % of the projects last about half a year and larger projects can also take one 

year. The costs are less than 5,000 € on average. 

Secondly, there are special innovation ideas "triggered" by the customer. Normally, five 

roles are assigned: 

 Project sponsor 

 Idea-provider: Sales representative (mostly an idea from the customer) 

 Technology manager: First contact person of the project manager and responsible 

for the budget, the time and the scope of the project 

 Innovation manager: Has to lead the project technically and can access the project 

team and assign work packages accordingly 

 Project team 

At the moment, these innovation projects are handled like "normal" projects (stage-gate 

process with milestones that depend on the project). If the time or budget is exceeded, an 

extension of the time or an increase of the budget can be requested, which has to be 

approved by the business unit manager. 

Within a year, several innovation projects are done with customers and about 15 patents 

can be registered per plant per year. This does not mean, of course, that these patents 

can also be considered as equivalent to "real" innovations. This is only true for about 

30 %. 
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4.1.4 Anonymous – Automotive supplier 

Due to the request of the interviewee, neither the name of the company nor the name of 

the interviewee will be mentioned. 

 

General information about the company 

The company is a globally operating automotive supplier headquartered in Germany. The 

enterprise is one of the 100 largest automotive suppliers and deals with wiring systems as 

well as interior systems in the premium segment. 

 

Interview partner Company facts 

Company - Industry Automotive 

Headquarters Germany Employees 70,000 

Function 
Head of Product- and 

Innovationsmarketing 
Countries Worldwide 

Innovation 

Management 
Central 

Turnover 

(Mio. €) 
4,600 

Business model B2B R&D rate (%) 7.0 

Table 5: Interview partner and company facts 

 

The company operates production facilities in more than 20 countries with a special focus 

on Europe (Austria, Germany, Italy, Spain, …), and several sales offices all over the 

world. 

 

Structure of innovation management (IM) 

According to the interviewee, the understanding of innovation is completely integrated in 

the company (first pillar in the management process) and thus, there is a very strongly 

developed holistic innovation awareness throughout the company (design of the 

innovation system - see also Figure 1). In addition, the company has an inter-company 

innovation management including research cooperations with universities and external 

partners. However, typical research projects tend to be avoided as there are normally a 

high degree of transparency, small budgets and little flexibility. 
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The company has a centrally described process and innovation management is centrally 

controlled from Germany. Ideas are also generated at development sites around the 

world, and subsequently, there is also a decentralized culture of innovation. It can, 

however, be observed that the closer the idea generator is located to the central 

innovation management, the more mature the innovation is. 

 

Figure 9: Organization chart – Automotive supplier (Battisti 2020, own figure) 

 

The innovation department itself has more of a management function and therefore no 

budget of its own. That is why the projects are financed by the basic area. Only two 

people (central coordinators) work full-time on innovation management. They are located 

in the area of basic and advanced development where a total of about 80 people work. 

The R&D quota is approx. 7.0 %, of which about 10 % is spent on innovations (30 Mio €), 

which corresponds to an innovation rate of 0.1 % of the total turnover. 

The interviewee declares that at his company, innovation management is habitually the 

enabler. Yet, there are other models, such as a subtype of accelerator, where internal 

global competitions are launched. Each location is allowed to submit ideas. The best 

submissions are then allowed to go to "Pitch Night" (organizer IM), where the most 

promising ideas are given a budget and further support to develop business models. 

“Innovations are ideas that can bring the company a high utility value in the medium and long 

run. The innovation must have a certain novelty character: New to the company, new to the 

industry or new to the world. Finally, an innovation must lead to a business model. Of 

course, these can also be topics in the organization.”
13

 

There are topic-related goals and expectations for the company but not specifically related 

to innovation management. Development budgets are allocated annually and a certain 

maturity of ideas is expected or the progress of maturity development is "monitored". Of 

                                                 
13

 cf. Translation of the author, Anonymous Min 18:40, Part 1 
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course, this can also lead to projects in the innovation area being discontinued if maturity 

does not change or if the market develops in a different direction (termination rate approx. 

20 %). It is worth mentioning that the company expects the ideas and subsequent 

innovations to be handled according to the process specified by the IM (stage-gate). 

Innovation management KPIs do not exist or no longer exist. It is not considered sensible 

to specify a concrete number of innovations which have to be launched. However, there 

are KPIs related to the marketing of innovations. The sales department is measured by 

the number of innovations that have been launched on the market (number and not 

turnover). This is also where the change from pre-development to series development 

takes place. 

 

Phases of innovation projects (INPs) in the innovation management system (IMS) 

The company has an internal platform where every employee can submit ideas. 

Responsible idea managers then decide whether the idea is an innovation, a patent, a 

new business model or whether it belongs to the operational improvement process (CIP). 

Accordingly, a specific process is then started. 

In the future, there should be a simpler system run e.g. via apps and an individual 

knowledge platform (it should work like a kind of "copy and paste"). 

With an INP, there are normally three roles: 

 Project sponsor: Usually, the Chief Technology Officer (CTO) 

 Project manager: Employee of pre-development who is responsible for budget, 

time and the scope of the project 

 Project team: Decentralized; responsible for the processing of corresponding work 

packages (total of approx. 30 work packages (WP)) 

The decision whether to pursue an innovation idea is made by the idea managers and the 

corresponding maturity level of the idea (filtering by several experts). 

The predefined structured process of an INP consists of a stage-gate process with four 

phases: 

1. Self-assessment: idea provider prepares the idea, discusses it with colleagues and 

then presents it to the head of department (Gate 1) 
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2. When the head of department approves the idea, the business model and 

technology assessments start (standardized). The necessary project letter, for the 

continuation of the idea, is prepared together with the innovation management. 

3. The idea is then presented to the innovation board (CTO, Head of Development, 

Head of Sales and Head of Marketing), which decides whether to release budget 

and capacities. This is done with the help of the profile which is presented by the 

innovation management. 

4. The final phase and conclusion of the stage-gate process is the evaluation 

whether the expected market effects will occur and whether the business model is 

still feasible (market change). 

Only when this 4th phase has been completed positively, the release for marketing will be 

granted. 

A total of 12,000 ideas were entered into the internal platform last year. Of these, 30 - 50 

ideas apply for an innovation budget of which 10 - 20 are actually pursued. Since 

everything has already been evaluated very carefully, most of these customer-neutral 

innovations are developed (reject rate max. 20 %) and then actively marketed by the sales 

department (customer-specific). The average project duration is between half a year and 

one year and the average project volume is about 100,000 €. 

 

4.1.5 Anonymous – Automotive manufacturer 

Due to the request of the interviewee, neither the name of the company nor the name of 

the interviewee will be mentioned. 

 

General information about the company 

The company is a globally operating listed car and motorcycle manufacturer based in 

Germany. The group is known as a manufacturer of high-priced, comfortably equipped 

and well-motorized touring cars with sporty ambitions and is thus one of the so-called 

premium manufacturers. 
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Interview partner Company facts 

Company - Industry Automotive 

Headquarters Germany Employees 135,000 

Function Data Manager After Sales Countries Worldwide 

Innovation 

Management 
Central 

Turnover 

(Mio. €) 
104,000 

Business model B2C and B2B R&D rate (%) 6.2 

Table 6: Interview partner and company facts 

 

The company operates production facilities worldwide with subsidiaries in Austria, 

Germany, the USA, South Africa, China etc., several assembly plants (Brazil, Russia, 

India, Thailand, …) and multiple sales partner all over the world. (Anonymous Company 

2020) 

 

Structure of innovation management (IM) 

According to the interviewee, the company is a hybrid and there is definitely holistic 

innovation awareness in the company (design of the innovation system). One of the main 

topics is internal innovation management in the form of multi-project management (stage-

gate). In addition, there are cooperations with suppliers, companies and universities, 

whereby the project management always remains in the hands of the company. 

There is a central innovation management in Germany and each innovation location 

reports to this central department. In addition, there are tech-offices worldwide. Every 

year, a budget is approved and made available to these locations to research innovations 

(headquarters provide the framework conditions). 
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Figure 10: Organization chart – Automotive manufacturer (Battisti 2020, own figure) 

 

The innovation management department has < 50 employees. About 500 employees work 

in the pre-development department (fuzzy front-end) but there are also innovation 

departments in the series production. The global research and innovation network 

comprises sites in twelve countries with a total of 15,700 employees. The R&D rate is 

6.2 % and the innovation rate cannot really be estimated. (Anonymous Company 2020) 

The interviewee explains that at the company, innovation management is a hybrid (except 

incubator), whereby the innovation management department takes on an enabler role. In 

some cases, the innovation managers also act as accelerators in the sense of the 

definition given here (providing budget and resources) and support the pre-development 

and tech offices. There is also cooperation with spin-offs, where there is a kind of start-up 

venturing (corporate venture capital). 

“There must be ambidexterity (exploitation and exploration), which is finally implemented. 

One must try incremental (small adjustments for savings) innovations, but also radical, 

disruptive innovations (technologies, business models)." 

"Of course, innovations are also divided into innovations that are new only in the 

organization, only in the industry or worldwide."
14

 

There are concrete targets for innovation management which are derived from the 

corporate strategy and are then checked annually. There are no sales-related KPIs but 

the number of ideas used in products is controlled. 
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 cf. Translation of the author, Anonymous Min 12:10, Part 1 
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Phases of innovation projects (INPs) in the innovation management system (IMS) 

There are various platforms where innovation profiles can be uploaded. Budgets can then 

be allocated to them the following year. Every employee can submit ideas. In addition, 

ideas come directly from research and the tech offices, from customer enquiries and 

through cooperation with universities. 

With an INP, there are normally three roles which can vary depending on the project: 

 Project sponsor: The responsibility depends on where the budget comes from 

 Project manager: Responsible for the budget, the time and the scope of the project 

 Project team 

Certain projects have been changed to project management with Scrum and according to 

this methodology, there are the roles of the Scrum Master, the Project Owner and so on. 

(Sutherland 2014) 

In addition, there are unofficial projects that are carried out "underground". According to 

the interviewee, this happens in almost every company (5 – 10 % bootlegging). 

(Augsdorfer 2005) 

There is a structured process that specifies which work packages are to be dealt with. The 

closer you get to the “Start of Production” (SoP) date, the more structured it becomes. 

Projects are normally handled via the stage-gate process. There are always the same 

predefined stages and gates that have to be passed through. 

Whether ideas may be pursued is usually determined by the direct superiors (team and 

department heads). Of course, it depends strongly on the size of the project and whether 

the department can finance it. The innovation managers are responsible if their budget is 

used directly and then they also act as project managers. The board of directors 

eventually decides whether products will ultimately go into sales. 

Unfortunately, the interviewee could not estimate how many ideas are submitted to the 

company each year. The duration of vehicle projects and different types of derivatives is 

about four years and other projects simply have extremely wide spans. The same is true 

for the project volume with budgets tending to exceed 150,000 €. 
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4.2 Main business – Automotive industry 

The previous chapter described the companies which earn almost 100 % of their turnover 

in the automotive sector. In this section, companies which generate a large part of their 

business with the automotive sector are described. 

 

4.2.1 Akro-Plastic GmbH 

General information about Akro-Plastic GmbH 

Akro-Plastic is part of the K.D. Feddersen Holding GmbH which is the sole owner of all 

companies within the Feddersen Group. The non-profit K.D. Feddersen Foundation is its 

sole shareholder. 

Everything started with the chemical trading company K.D. Feddersen & Co. founded by 

Karl Detlef Feddersen in 1949. The group traded with chemical products and technical 

goods (stainless steel) in Europe and Asia. In addition, the company has specialized on 

producing plastics and on constructing extruders in the meanwhile. 

Akro-Plastic GmbH itself was founded in 1988. Its focus lies on individuality and 

innovation. As a result, Akro-Plastic does not merely concentrate on offering a broad 

product line ranging from standard compounds to special compounds; instead it is 

continuously cultivating a comprehensive expertise in the application-orientated use of 

polymers. 

 

Interview partner Company facts 

Company Akro-Plastic GmbH Industry Raw Material 

Headquarters Niederzissen, Germany Founded 1988 

Interviewee T. Stier Employees 400 

Function Head of Innovation Countries 3 

Innovation 

Management 
Central 

Turnover 

(Mio. €) 
200 

Business model B2B R&D rate (%) - 

Table 7: Interview partner and company facts – Akro-Plastic GmbH 
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The Akro-Plastic GmbH currently (2019) operates four locations in three countries 

(Germany, China and Brazil), eight distribution offices (France, Sweden, the UK, Austria, 

China, Singapore, Vietnam and Malaysia) and several partners in the USA/Canada, 

Mexico, Italy, South Korea/Japan, Turkey and Spain. 

 

Structure of innovation management (IM) 

As most companies, Akro-Plastic combines several innovation strategies. They try to 

create unique products and to pursue good ideas quickly. Thus, internal project-specific 

innovation management has the most important role. 

At Akro-Plastic, there is only one central IM at the headquarters. Research and innovation 

activities are carried out exclusively in Germany, which means that the location is 

responsible for innovations both organizationally and operationally. 

 

Figure 11: Organization chart Akro-Plasitc GmbH (Battisti 2020, own figure) 

 

A total of four employees work in the basic development department, including the Head 

of the department. There is no directly allocated budget as the managing director believes 

that this leads to waste. The R&D rate cannot really be revealed but last year, two million 

euros were invested into “Application Engineering” which corresponds to an R&D rate of 

1.0 %. 

Akro-Plastic’s Head of Innovation regards his department in the role of the incubator. 

Specific ideas are directly processed by the employees in the department and brought to 

a conclusion. In addition, there are also projects with students from universities and 

internships where the innovation management department provides resources and 

expertise and thus acts as an accelerator. Nevertheless, there are only a few topic-related 

and/or monetary targets set by the CEO. 
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“The most important point of an innovation is, in the end, an IMPLEMENTED new idea. A lot 

of people mix up a good idea with innovation. It is an innovation only when it works and 

makes money - innovation must be paid for!”
15

 

There is a KPI namely the innovation rate which is monitored. It is checked how many 

products, which have been developed within the last five years, are presented to the 

customer and sold there. This innovation rate is over 30 %, i.e. 30 % of the products sold 

today were developed and presented to the customer within the last five years. It is 

important to note that this is not counted in terms of turnover but in terms of quantity. 

 

Phases of innovation projects (INPs) in the innovation management system (IMS) 

Akro-Plastic normally has four different project roles within an INP: 

 Project manager: Responsible for the budget, the time and the scope of the project 

 Technical responsible: Must lead the project technically and can access the project 

team and assign work packages accordingly 

 Project team 

 Project supervision: Normally done by product management 

Nearly all development projects are customer projects and therefore, the official project 

manager is usually the sales representative. The technical responsibility lies with the 

development employee. 

Decisions whether to pursue an idea or not are made by innovation management, sales, 

development and product management. Each project is preceded by a cost estimate and 

normally several "rounds", i.e. several formulation variants may be tested. The technical 

planning of the project must, of course, be defined beforehand and is usually done when 

the requirements are specified. 

There are around 100 idea submissions per year (requirement specifications), of which 

about 90 are actually pursued. Just 30 final formulations are actually implemented in 

customer projects. The lead time ranges from six to twelve months. The innovation 

projects cost approximately 10,000 € on average. 

An interesting peculiarity of Akro-Plastic is the one that every employee is allowed to 

spend 10 % of their working time to pursue rejected ideas. This procedure is also called 

"Bootlegging projects" in the literature. 

                                                 
15

 cf. Translation of the author, Akro-Plastic GmbH – T. Stier, Min 11:39, Part 1 
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4.2.2 Constellium AG 

General information about Constellium AG 

Constellium SE is a global manufacturer of rolled products, extruded products and 

structural aluminum components. Constellium mainly works with the aerospace, 

automotive and packaging industries. 

Constellium SE was created through the sales of Alcan Engineered Products to Apollo 

Management (51 %) and FSI (10 %) by Rio Tinto. The company is traded on the New 

York Stock Exchange. 

 

Interview partner Company facts 

Company Constellium SE Industry Raw material 

Headquarters Paris, France Founded 1967 

Interviewee P. Böhler Employees 13,000 

Function 
Head of Predevelopment and 

Innovation 
Countries 6 

Innovation 

Management 
Central 

Turnover 

(Mio. €) 
5,700 

Business model B2B R&D rate (%) 1.0 

Table 8: Interview partner and company facts – Constellium SE 

 

The Constellium SE operates 24 locations in six countries (Germany, France, Switzerland, 

the Czech Republic, Slovakia and the USA). The head office is in Amsterdam and further 

offices are located in Switzerland, the USA and France. (Constellium SE 2019) 

 

Structure of innovation management (IM) 

The innovation management system at Constellium SE is a mixture of the first three areas 

described in Figure 1. Innovations in connection with processes are not focused on at 

Constellium. The inter-company innovation management is done together with universities 

(e.g. alloy development). Internal innovation management is either project-related and 

then carried out by the customer teams, or in case of innovation ideas which have been 

developed within the company, the innovation department is responsible for the 

processing and the elaboration. 
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In the automotive sector, there is a central innovation management department where all 

innovations come together (Head of Predevelopment and Innovation). However, as 

described above, there is also R&D in the customer teams in the respective locations 

(decentralized) which handle innovations independently. 

A total of six employees work in the innovation department, including the Head of the 

department, dealing exclusively with the topic innovation. In the automotive sector, there 

are another seven customer teams which deal with customer-specific product innovations. 

In total, 70 employees work in the automotive development department. For each 

customer, there is a responsible person (key account) and below that person, there are 

customer-specific employees for sales, development and so on. 

 

Figure 12: Organization chart Constellium SE (Battisti 2020, own figure) 

 

The R&D ratio is about 1.0 %. The innovation activity amounts to around 500,000 € and is 

therefore approximately 0.01 %. 

The innovation department at Constellium SE is a mixed form of incubator (execution of 

the idea directly in IM), accelerator (including external partner and customer team) and 

enabler (IM coaches to execute the innovation in the customer team). The IM consists 

exclusively of engineers and students from universities. 

“Innovation is always the exceeding of set limits. Innovation does not always have to be 

rocket science, you can also be innovative in very small areas. It does not always have to be 

the Nobel Prize.”
16

 

There are no financial targets to be achieved by innovation management but topic-related, 

qualitative targets are discussed weekly with the commercial director. Before a recent 

restructuring, the head of predevelopment and innovation had to report to the 

                                                 
16

 cf. Translation of the author, Constellium SE – P. Böhler, Min 21:45, Part 1 
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development director. This constellation is a peculiarity of the company which can also be 

seen in the organization chart. Concrete KPIs are not defined for the IM. 

 

Phases of innovation projects (INPs) in the innovation management system (IMS) 

With an INP, there are normally three roles: 

 Project sponsor: Usually, head of innovation 

 Project manager: Responsible for the budget, the time and the scope of the project 

and usually a member of the external client team in charge 

 Project team: Consists almost exclusively of the customer team 

 

At Constellium SE, every employee is allowed to generate innovation ideas. Therefore, a 

predefined 1-pager has to be filled out for the evaluation by the innovation management 

department. Afterwards, there is a committee consisting of the commercial director, the 

site manager (Production) and the head of innovation management who decide on the 

follow-up of the idea. The objective and financial rough planning is carried out by the idea 

provider including the IM team. 

So far, there is no structured process as the projects are very heterogeneous. Normally, 

there are milestones (similar to a stage gate process) but these are not defined in 

advance. 

Approximately 40 innovation ideas are submitted each year of which about 50 % are 

pursued. About 60 – 80 % of these are registered and implemented in customer teams. 

There is a wide range of duration from 3 - 12 months and financially from 

10,000 to 150,000 €. An average could be about six months and about 60,000 €. 

 

4.3 Non-automotive industry 

The last chapter of the case descriptions contains those companies which do not belong 

to the automotive industry or its suppliers. It intends to show that the structure of the IMS 

is similar but that there are also clear differences. 
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4.3.1 Anonymous – Service company 

Due to the request of the interviewee, neither the name of the company nor the name of 

the interviewee will be mentioned. 

 

General information about the company 

The company is a service provider with its own space and public transport, which is based 

in Germany. The company's business model is B2B, whereas the numerous subsidiaries, 

which are likewise based in Germany, are also active in the B2C sector. Some of the 

subsidiaries are active worldwide. They are consultants for other service providers in the 

same industry. The firm has several shareholders which are all state institutions. 

 

Interview partner Company facts 

Company - Industry Mobility 

Headquarters Germany Employees 9,600 

Function Senior Innovation Manager Countries 1 

Innovation 

Management 
Central 

Turnover 

(Mio. €) 
1,500 

Business model B2C and B2B R&D rate (%) 0.05 

Table 9: Interview partner and company facts 

 

Structure of innovation management (IM) 

According to the interviewee, the company is a hybrid of the inter-company innovation 

management and the internal innovation management described in Figure 1. A large area 

of innovation activity is covered by innovation purchasing and licensing. The main task of 

the internal innovation management is done in the form of multi-project management. 

Additionally, there are projects with other industrial partners but the project management 

always remains in the hands of the company. 

There is a central innovation management. However, other departments (decentralized) 

also have the chance to pursue and implement innovations. 
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Figure 13: Organization chart – Service company (Battisti 2020, own figure) 

 

A total of six employees work in the innovation management department including the 

Head of the department. The budget of the department is in the low to medium six-figure 

range. Since a service company does not really have an R&D department, the budget of 

the innovation department or, accordingly, the innovation rate is used for further 

consideration in the master thesis. 

The interviewee explains that innovation management (IM) is not structured along these 

four options (Incubator, accelerator, enabler and corporate venture capital). In the opinion 

of the head of IM, it is important to identify the macro and micro trends in the industry and 

to find out which of them are relevant for the company. After the selection of suitable 

ideas, money and resources are made available to the executing department and thus, 

the IM can best be described as an accelerator. 

“50 % of innovation projects should consist of improvements to the status quo (process 

optimization, LEAN transformation) + 30 % new technologies (robotics, ...) + 20 % disruptive 

elements (new business models).”
17

 

In the case of this company, the targets are not very specific. New projects must be 

approved and must fit into the company's strategy, which is formulated in a relatively 

neutral way. With regard to innovation management, there are no concrete goals. The 

company's KPIs are based on two values. The continuous improvement process (CIP) 

reports how many innovations were submitted and how many were processed. In addition, 

the total savings and total premiums are checked annually. 

                                                 
17

 cf. Translation of the author, Anonymous Min 9:48, Part 1 
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Phases of innovation projects (INPs) in the innovation management system (IMS) 

Every employee is allowed to generate ideas and it is highly appreciated that ideas are 

submitted by everyone. There are two ways of providing innovation ideas to the company. 

One way is the internal suggestion system or the continuous improvement process (CIP) 

and the second method is the trend platform, where, as described above, macro and 

micro trends in the industry are identified. 

There is usually only one role in the innovation project namely the one of the project 

manager. The project manager is responsible for guaranteeing the continuation of the 

project and for initiating the corresponding organizational steps. 

In addition to CIP and trend ideas, the innovation managers also organize workshops for 

trainees as well as "Open Innovation Events", where customers are involved in product or 

process developments. 

There is no precisely defined structured process for the execution of the innovation 

projects. Those responsible for innovation take over the tasks and lead the project on their 

own. Whether ideas are pursued is determined by a mix of "reviewers" (the person 

responsible for the subject matter) and, in the case of interdisciplinary topics, by the 

relevant persons with the relevant expertise. In addition, the IM ensures that good ideas 

do not "disappear". 

Unfortunately, the interviewee could not say how many ideas are submitted to the CIP and 

how many of them are finally implemented each year. The cost and duration of projects 

vary widely and can last from a few weeks to a few years. A useful average value is 

therefore difficult to determine. 

 

4.3.2 Anonymous – Service company 

Due to the request of the interviewee, neither the name of the company nor the name of 

the interviewee will be mentioned. 

 

General information about the company 

The company is a service provider with its own space which works in the field of 

merchandise management and the headquarters are located in Germany. The company's 

business model is B2C while its numerous subsidiaries in Europe, Asia, Africa and South 
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America as well as around 70 foreign representatives in over 100 countries operate 

exclusively in the B2B sector. 

 

Interview partner Company facts 

Company - Industry 
Merchandise 

management 

Headquarters Germany Employees 800 

Function Business Development Manager Countries 10 

Innovation 

Management 
Central 

Turnover 

(Mio. €) 
400 

Business model B2C and B2B R&D rate (%) 0.1 

Table 10: Interview partner and company facts 

 

Structure of innovation management (IM) 

The interviewee explains that the company is a hybrid of the inter-company innovation 

management and internal innovation management described in Figure 1. The main task of 

the internal innovation management is done in the form of multi-project management. 

Additionally, other parts of the innovation activity are covered by innovation purchasing 

and licensing. 

 

Figure 14: Organization chart – Service company (Battisti 2020, own figure) 

 

The development of business segments and business models is carried out centrally at IM 

in Germany. Nevertheless, innovation and new formats can also be developed and 

implemented independently by the subsidiaries. 
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A total of eight employees work in innovation management, including the head of the 

department. The budget of the department is in the low six-figure range. Just like the 

previous service company, this enterprise does not really have an R&D department. Due 

to this, the budget of the innovation department or, accordingly, the innovation rate is once 

again used for further consideration in the master thesis. 

The interviewee explains that the role of the innovation department best corresponds to a 

hybrid of incubator and accelerator. One person from the IM is normally responsible for 

the project and a maximum of a second person, usually also from IM, is involved in the 

operational implementation, which clearly corresponds to the role of incubator. However, 

there is certainly also an accelerator element, for example, when work packages are 

processed by the help of other departments. 

Increasing sales has been the only concrete target so far. This could also be regarded as 

the KPI. These sales figures, which are related to innovation activity, are monitored in 

monthly "reports", where the project progress of current developments must also be 

described. 

 

Phases of innovation projects (INPs) in the innovation management system (IMS) 

There is no official system for the collection of ideas but a lot is done via "office grapevine" 

and personal contacts. In addition, there is a quarterly round among the first management 

level, which is led by Innovation Management (IM). This is an appropriate platform where 

ideas can be exchanged and support for innovation management can be requested. 

The development of new innovations usually takes place according to a concept called 

"business sprint". There are four key roles that are always present in a project and some 

optional roles which are sometimes involved but not really necessary. 

 Project sponsor: Usually, someone in the higher management who is a kind of 

promoter 

 Innovation manager: Innovation management employee who is responsible for the 

budget, the time and the scope of the project (leads the project team) 

 Innovation expert: Member of the project team who is responsible for operative 

tasks 

 Business design coach: An expert in how to manage and facilitate the business 

design process (guiding principles and tools) 
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The prototyping engineer, the research expert, the customer and further external experts 

are optional roles. 

There is a structured process with five phases which is handled via a stage-gate process. 

There are always the same predefined stages and gates namely: 

 Set up phase 

 Discover phase 

 Design phase 

 Validate phase 

 Decide phase 

The decision whether to pursue an innovation idea or not is made by the head of 

innovation, the employees in the IM department and, depending on the project, the 

cascade up to the management. 

The interviewee explained that the company does not track the number of ideas collected 

via “office grapevine” and other channels and therefore, it is difficult to give a statement 

about the concrete number of innovation ideas. 

Business sprints last ten weeks with a subsequent three-months break plus usually a 

second sprint on the same topic. This results in an average total project duration of 

approximately six months. Costs per sprint including prototyping are about 30,000 € and if 

a second sprint is necessary for the same project, the costs are about 60,000 €. 

 

4.3.3 RHI Magnesita N.V. 

General information about RHI Magnesita N.V. 

RHI Magnesita N.V. is an international supplier of refractory products, refractory systems 

and refractory services. RHI Magnesita is the result of the merger of RHI AG and 

Magnesita. Becoming the world's leading supplier of high-grade refractory products which 

are used for industrial high-temperature processes above 1,200 ° was the goal of this 

merger. 

In 1908, mining engineer J. Hörhager discovered the magnesite deposit on the Millstätter 

Alpe in Carinthia, Austria. E. Winter, acquired the mining rights and founded the Austro-

American Magnesite Company (later Radex Austria). In 1987, Radex-Heraklith 

Industriebeteiligungs AG ('RHI AG') was formed from General Refractories Co. In 1991, 
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RHI acquired Veitscher Magnesitwerke Actien-Gesellschaft, a competing company. RHI 

acquired a majority stake in Didier-Werke AG in 1995 (founded in 1834 by F. Didier near 

Szczecin and the first manufacturer of refractory products in Germany). RHI merged with 

the Brazilian company Magnesita in October 2017, left the Vienna Stock Exchange and 

has since been listed on the London Stock Exchange as RHI Magnesita. 

 

Interview partner Company facts 

Company RHI Magnesita N.V. Industry Raw material 

Headquarters Vienna, Austria Founded 1834 

Interviewee A. Franzkowiak Employees 14,000 

Function Innovation manager Countries 37 

Innovation 

Management 
Central 

Turnover 

(Mio. €) 
2,900 

Business model B2B R&D rate (%) 2.2 

Table 11: Interview partner and company facts – RHI Magnesita N.V. 

 

The RHI Magnesita Group currently (2019) operates 35 locations and 13 raw material 

sites in 37 countries, four large research sites (Austria, China, the USA and Brazil) and 

more than 70 sales offices all over the world. (RHI Magnesita N.V. 2020) 

 

Structure of innovation management (IM) 

Based on the interview and the innovation strategies described in Figure 1, RHI 

Magnesita does not have an exclusively internal innovation management (multi-project 

management), but also an inter-company innovation management (keyword technology 

scouting) with external inputs. The company cooperates with universities, technical 

colleges and research institutes (including Christian Doppler Laboratories and Fraunhofer 

Institutes), whereby the project management (project owner) usually remains with RHI 

Magnesita. In the case of EU projects and consortia, etc., this can also be different. 

RHI Magnesita definitely has a global, central innovation management but the employees 

are located at different sites (CTO in Brazil, head of in Belgium, three in Vienna, one in 

Leoben and one in the UK). However, projects are not carried out in Innovation 

Management (IM), but are rather supported strategically and organizationally, which 

means that innovation projects can be carried out anywhere in the world. 
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Figure 15: Organization chart RHI Magnesita N.V. (Battisti 2020, own figure) 

 

A total of six employees (including the head of) work in the innovation management 

department. One of them is the head of basic development who has another six 

employees working for him. The R&D rate is 2.2 % and the budget of the department is in 

the medium seven-figure range which corresponds to an innovation rate of approximately 

0.2 %. 

Innovation management sees itself primarily as an accelerator but also as an enabler 

(facilitator). It is in fact a hybrid of the two roles. The IM also has the task of promoting 

business entrepreneurship in the company (e.g. "Is the idea interesting for several 

business units?"). Having a global overview is very helpful for this. The IM currently does 

not have the capacity to act as an incubator. Yet, in the area of tech scouting, the 

interviewee would see herself in the field of "corporate venture capital". To sum up, RHI 

Magnesita is a hybrid of many different roles in innovation management. 

“For me, innovation is something completely new for the company. Here I am in the radical 

field of innovation, the much more challenging field, and this is what I would commonly call 

innovation. Nevertheless, overall innovation is a combination of incremental and radical 

ideas (50/50)."
18

 

There are five strategic global themes (CO2 reduction, recycling, ...), which are set by the 

company and are actively supported by IM. Furthermore, concrete tasks include basic 

R&D (fundamental research, ...), funding management including strategic partnerships as 

well as the above-mentioned technology scouting (conferences, networks). In order to 

regularly monitor the goals, large global innovation meetings are held twice a year (CTO 

organization branch) and key topics are also reported directly to senior management 

(CEO) every quarter. 

                                                 
18

 cf. Translation of the author, RHI Magnesita N.V. – A. Franzkowiak, Min 20:45, Part 1 
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At RHI Magnesita, the success of the IM is evaluated or measured by the following KPIs, 

among others: 

 Potential Net Present Value (NPV) 

 Percentage of supported key issues 

 Percentage of ideas that end up in a product 

 Average time for Proof of Concept (PoC) 

 Percentage of R&D costs that generate "radical innovations” 

 

Phases of innovation projects (INPs) in the innovation management system (IMS) 

With an INP, there are normally four roles: 

 Project sponsor: Usually, the Chief Technology Officer (CTO) who is " mentally " 

committed to the project 

 Project owner: Employees from innovation management and a responsible staff 

member for the budget, the time and the scope of the project 

 Project manager: Employees from the specialist department who are responsible 

for the technical processing and can access the project team and assign work 

packages accordingly 

 Project team: Experts from technology, controlling, production, purchasing, … 

Often, ideas are discussed and started face-to-face. In Austria, there is an SAP-based 

system which is currently in the evaluation phase. It could be used globally in the future. In 

addition to the Austrian platform (information on IM via e-mail), there is a global e-mail 

address and an employee app. In the existing system, the CIP ideas (which do not belong 

there from the point of view of the current CTO management) can also be imported, which 

poses a problem. In the future, there will be separate platforms for this. 

Furthermore, the Austrian SAP-based platform will be rolled out globally (2nd phase) and 

will also be activated for external partners (customers) so as to feed in ideas (3rd phase). 

In principle, there is a structured stage-gate process with monthly status updates for the 

CTO: 

 Idea comes in and is specified (goal, costs, ...) 

 Presentation to the committee incl. business plan 

 Opening the cost center and project in the system 
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 Definition of work packages and milestones (incl. traffic light system), which have a 

basic structure (predefined by the system) but can always be extended in different 

ways, depending on the project 

The decision whether to pursue an innovation idea is led by the Head of Innovation in 

coordination with the CTO (proposals are made by the IM department). The idea provider 

suggests the rough budget plan and in coordination with the IM it is then refined 

(development of business plan). 

Last year, about 100 ideas (incl. CIP) were submitted to the idea management system 

throughout Austria. In total, about 15 “real” innovation ideas are submitted globally each 

year with about ten innovation projects being executed and a large proportion (50 – 80 %) 

being used in production and for customer projects. 

The target lead time is approx. six months, whereby a maximum of two additional loops 

can be attached. This means that the project can ultimately last a maximum of one and a 

half years but on average it is about one year. The budget can vary between 10,000 € and 

500,000 €. The average is about 60,000 €. However, a distinction is made between low-

hanging-fruits and larger projects, also in terms of budgets. 

 

4.3.4 Invacare Corp. 

General information about Invacare Corp. 

Invacare Corp. is an internationally active group of companies that manufactures and 

distributes products in the field of medical technology. The headquarters of the Invacare 

Group are in Elyria, Ohio (USA). 

The origins of the company date back to 1885 when the Fay Manufacturing Company, 

founded by Winslow L. Fay in Elyria, Ohio, began producing tricycles for people with 

physical disabilities. After countless company changes, today's company Invacare was 

founded in 1979 by A. Malachi Mixon, then Vice President of Marketing at Technicare, 

and was still part of the Johnson & Johnson Group at the beginning of 1979. Mixon, now 

President of Invacare Corporation, organized a small group of investors to acquire 

Invacare for $ 7.8 million. In 1982, Invacare launched the first motorized wheelchair with a 

computerized control system. The company went public in 1984 and at the same time, it 

received a new direction with its establishment in the European market for home care 

products. 
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Interview partner Company facts 

Company Invacare Corp. Industry 
Medical 

technology 

Headquarters Elyria, USA Founded 1885 

Interviewee M. Monteiro Employees 3,900 

Function 
Head of New Business 

Development EMEA 
Countries 24 

Innovation 

Management 
Central per economic area 

Turnover 

(Mio. €) 
900 

Business model B2B R&D rate (%) 1.7 

Table 12: Interview partner and company facts – Invacare Corp. 

 

The Invacare Corp. currently (2019) owns 20 manufacturing facilities and more than 60 

warehouse and office facilities in 24 countries. Europe is the biggest with large production 

sites in six countries (Germany, France, Portugal, Sweden, Switzerland and the UK). 

Currently, Invacare Corp. is represented in over 100 countries. (Invacare Corp. 2020) 

 

Structure of innovation management (IM) 

Based on the interview and the innovation strategies described in Figure 1, Invacare Corp. 

has an internal innovation management system in the form of multi-project management 

and only rarely calls on "help" from outside (inter-company innovation management). 

There are already cooperations with companies, universities, universities of applied 

sciences and experts both in the field of innovation and R&D but this is to be intensified 

through long-term partnerships. 

Innovation management is the preliminary stage to product development. With the help of 

sprint teams across all departments (HR, production, marketing, ...), an innovation is 

drafted in 6 - 10 weeks and then presented to a council. 

Invacare Corp. has a central control of innovation management for the EMEA, NAFTA and 

APAC economic areas. The development of the innovation, however, can also take place 

in other locations (Center of Excellence) of the economic area (e.g. innovation idea and 

supervision in the “Center of Excellence” in Switzerland but execution of the necessary 

steps in the R&D in Germany). 
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Figure 16: Organization chart Invacare Corp. (Battisti 2020, own figure) 

 

Due to the fact that the interviewee is responsible for the EMEA region, some facts are 

only available for this area. In the EMEA region, a total of four employees (including the 

head of) work in the innovation management department. The worldwide R&D rate is 

1.7 % whereas the R&D budget for the EMEA region is 3.6 %. The innovation 

management in EMEA has a budget of about 1.300.000 € which corresponds to around 

0.2 % of the EMEA turnover. In total, the spending for innovation at Invacare Corp. 

worldwide is around 0.5 %. 

The innovation management usually acts as an accelerator in the original sense and 

provides the budget and/or manpower to accelerate the development and then pass it on 

to another department (R&D). In the form in which they are operated by Invacare they are 

actually rather incubators and at most, a mixed form with accelerators. 

“"Innovation is developing something, a concept or an idea that nobody has thought about 

and suddenly there is a need. A concrete example is, for example, the iPad, something 

radically new."
19

 

Invacare Corp. has an all-encompassing corporate strategy and milestones are derived 

from it, which can be monitored and adjusted on a quarterly basis (innovation is, of 

course, only one point in the strategy). It is the general goal that at least 20 % of the 

turnover should be generated from former innovation ideas within three years. At the 

moment, it is checked once a year whether these targets (number of innovations + 

turnover) have been achieved. In reality, currently about 8 – 12 % of sales really come 

from innovations. 

At the moment, the current KPI is the number of innovation sprints carried out (see also 

above). At least twelve innovation sprints have to be carried out per year, whereby four 

should be pursued in the product development. After a total development time of approx. 
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 cf. Translation of the author, Invacare Corp. – M. Monteiro, Min 15:00, Part 1 
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18 - 24 months, the finished innovations should then be launched on the market. 

Currently, five products have achieved this over the last two years. 

 

Phases of innovation projects (INPs) in the innovation management system (IMS) 

As already described above for the service company in chapter 4.3.2, Invacare Corp. 

innovation projects are also carried out with the help of so-called "business sprints". There 

are once again four similar key roles that are always present in a project and some 

optional roles which are sometimes involved but not really necessary. 

 Project sponsor: Usually, the managing director, a senior vice president or a 

general manager 

 Project manager: Innovation management employee who is responsible for the 

budget, the time and the scope of the project (leads the project team) 

 Project coach: An expert in how to manage and facilitate the business design 

process (guiding principles and tools) 

 Innovation team: Technical processing as an additional task to the daily business 

 Maverick: A temporary team member creating fresh ideas with the team while 

leaving traditional patterns 

The prototyping engineer, the research expert, the customer and further external experts 

are optional roles. 

Again, there is a structured process with five phases which is handled via a stage-gate 

process. There are always the same predefined stages and gates namely: 

 Setup phase 

 Discover phase 

 Design phase 

 Validate phase 

 Decide phase 

New ideas can be submitted by anyone by means of filling out a form. Questions are pre-

defined and an estimation of the implementation has to be made. This form is then stored 

on the intranet and every month, the innovation council decides which idea will be used to 

start a sprint. The innovation council consists of the Head of Innovation, General 

Management, Marketing, R&D and Sales. This committee also decides whether an idea 

should be pursued and developed in the R&D department after a sprint. 
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On average, about 8 - 12 ideas are submitted per year, of which about 6 - 8 are executed 

using sprints and 1 - 2 are then further processed in product development. Over the last 

two years, a total of twelve sprints were carried out and six of these were forwarded to 

product development. In the end, there were four innovations (services, products) which 

are successful on the market. 

After a product has completed a successful sprint, Invacare Corp. needs approx. 18 - 24 

months until project implementation (takes place in the R&D department). The budget 

varies significantly but for the project implementation of a new innovation (not re-design) 

in the R&D area, a budget of over one million € is usually necessary. The average budget 

for the sprints is max. 15,000 €. The average project lead time (sprints) is ten weeks. 

 

4.3.5 Anonymous – Technology company 

Due to the request of the interviewee, neither the name of the company nor the name of 

the interviewee will be mentioned. 

 

General information about the company 

The company is a conglomerate with a focus on technology and electrical engineering. 

The listed company is one of the largest electrical engineering and electronics companies 

in the world based in Germany. Other business areas are the industry, mobility, 

healthcare and energy. The group is one of the first multinational industrial companies in 

Europe. 

 

Interview partner Company facts 

Company - Industry Technology 

Headquarters Germany Employees 385,000 

Function Portfolio developer Countries Worldwide 

Innovation 

Management 
Decentral 

Turnover 

(Mio. €) 
87,000 

Business model B2C and B2B R&D rate (%) 6.7 

Table 13: Interview partner and company facts 
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The company operates production facilities worldwide with subsidiaries on all continents 

and multiple sales partners all over the world. (Anonymous Company 2018) 

 

Structure of innovation management (IM) 

According to the interviewee, the company is a hybrid and there is definitely holistic 

innovation awareness in the company (design of the innovation system).  

An example would be inter-company innovation management, which includes R&D and 

product managers. There are competitions, innovation prizes, hackathons, ... to promote 

innovation. Inter-company innovation management also means acting within departments. 

Unsurprisingly, there are cooperations with other companies, with start-ups, with suppliers 

and even with competitors. In addition, there are strategic research partners and “Centers 

of Knowledge Interchange” with leading universities worldwide. This is where inter-

company and intra-company innovation management becomes blurred. 

There is no central innovation department but there are already corresponding innovation 

departments at the central locations. There are executive departments across the entire 

group of companies which deal with the strategic development of the company. All these 

individual innovation departments must function independently of one another but they still 

converge at the managing board of the enterprise. 

 

Figure 17: Organization chart – Technology company (Battisti 2020, own figure) 

 

In such a large company, it is almost impossible to name a concrete number of employees 

who deal with innovation management. There are simply too many different innovation 

opportunities. However, an interesting statement of the interviewee was the one that 

42,000 employees work in R&D and that innovation is not part of R&D but vice versa. This 

kind of interpretation could also be found in the literature (Geschka 1970) but in all the 



- 68 - 

other interviews, the understanding was exactly the other way round. The interviewee 

explains this by saying that, for example, service innovation and business model 

development does not take place in the R&D department. R&D is described as advanced 

development and the R&D ratio of 6.7 % represents only a part of the innovation activity. 

In addition to R&D, there are many other fields such as support through start-up 

partnerships which operate in so-called venturing units with almost 100 employees. They 

have a budget of approx. 1 billion € over five years and report directly to the CEO. 

Last but not least, the development of technologies is pursued through the “Open 

Innovation concept” (Chesbrough 2003), where close cooperation with scientists from 

leading universities and research institutes takes place. 

When talking about roles and tasks in the innovation management, the interviewee 

explains that at his company, innovation management is a mixture of all described roles 

(see chapter 2.2.3) and more. As an example, the interviewee cited corporate venture 

capital where investments are made in start-ups. Moreover, strategic goals such as 

access to new technologies and partners (where the market is heading) are investigated. 

On the other hand, it is a kind of internal accelerator where idea contributors can apply for 

a budget and these are accelerated. The accelerator program works, as already observed 

in other companies, with business sprints where innovation management employees 

review ideas with the idea provider in a predefined 12-week process and then present the 

results to the management. 

“Innovation is the successful commercialization of knowledge.”
20

 

Strategic and financial goals are given to the individual innovation vehicle (incubator, 

accelerator, corporate venture capital) which then have to be met over a longer period of 

time (3 - 5 years). Status updates are made quarterly but there are no consequences if 

there is no evidence of success after ½ year. 

There are concrete key performance indicators which depend on the innovation vehicle. In 

the end, however, there are only two major goals: 

 New business through innovation  How much turnover does this unit (or product 

or business unit) generate? 

 Throughput  How much is put in and what comes out (turnover)?  ratio 

between input/output 

 

                                                 
20

 cf. Translation of the author, Anonymous Min 13:55, Part 1 
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Phases of innovation projects (INPs) in the innovation management system (IMS) 

There are various mechanisms for feeding innovation ideas into the company. One 

possibility is the idea management system or the CIP (accessible for all employees). In 

addition, there is a central innovation fund which is provided by the board of directors and 

the works council. As an innovator, you can go through a three-step process and if the 

outcome is positive, a budget will be made available. Another possibility is, of course, the 

accelerator program which was discussed before. Finally, there is also a lot of 

"bootlegging" at the company where the innovator can ask the direct superior and then 

possibly get a budget for it. 

Surprisingly, the roles of the innovation projects are not highly standardized in this large 

company. Still, there are typical roles like: 

 Project sponsor: The responsibility here depends on where the budget comes from 

 Project manager: Responsible for the budget, the time and the scope of the project 

 Project team 

In the first phase, from idea generation to prototype, there are different tools but no strict 

process to follow. The procedures to be followed in projects depend strongly on the 

maturity level of the project and when it comes to product development, there is a typical 

stage-gate process with milestones and checklists. 

Whether ideas may be pursued is usually determined by the direct manager and then the 

CTO who can release money according to their departmental budget. In the case of the 

innovation fund (CIP), the first level is the local works council, the second level the global 

works council and the third level the board. In the end, everything depends on the 

innovation vehicle. 

Unfortunately, the interviewee could not estimate how many ideas are submitted to the 

company each year due to the size of the company. Projects can range from millions of 

euros and several years (up to five years) to several thousand euros and 3 - 4 months. 

 

4.4 Cross-case analysis 

This final part tries to give a systematic answer to the research question: “What are the 

success factors for global innovation management systems and what does the design 

look like?”. It should be noted that it is not possible to make 100 % valid statements as not 

every interviewee was able or willing to answer all questions in detail. 
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4.4.1 Analysis regarding industry and size of the company 

As already presented in chapter 3.1, one of the first aims of the analysis is to show that 

there are significant differences between the R&D rate, the size of the company and the 

respective industry. In the opinion of the author of this master thesis, all these factors 

have an influence on the innovation management system. 

To illustrate this, Figure 18 and Figure 19 need to be analyzed more closely. The graphs 

below display the relationship between the R&D rate (also shown by the size of the 

circles), the number of employees as well as the turnover and the respective industry 

(blue = automotive, green = main business automotive, red = non-automotive). 

The first graph shows that there are interesting differences between the various industries. 

While four of the five companies of the automotive industry have an R&D rate of about 

7 %, which is almost twice as high as the value in the study (see Figure 3), all other 

companies, with the exception of the largest companies in terms of number of employees, 

have an R&D rate of about 1 - 3 %. This is not surprising even though the gap is larger 

than expected. 

 

Figure 18: Comparison of R&D rate vs. employees depending on industry 

 

Figure 19 shows the differences between the R&D rate, the turnover and the respective 

industry. A similar picture emerges here. Once again, the automotive industry, with one 
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exception and independent of turnover, spends significantly more money on R&D than the 

other industries. Compared to the literature (see Figure 3), the R&D expenses of the raw 

material companies RHI Magnesita N.V. and Constellium AG reveal no surprises. The 

automotive industry, in contrast, shows a positive deviation. The opposite is true for the 

two service companies (anonymous) and partly also for the healthcare company (Invacare 

Corp.). This cannot be fully explained from today's perspective and requires further 

consideration. 

 

Figure 19: Comparison of R&D rate vs. turnover depending on industry 

 

In summary, turnover and number of employees have a massive influence on the R&D 

rate. However, it is mainly the industrial sector that is relevant. Surprisingly, this does not 

correspond to the data from the literature, which may be explained by the small sample 

size. 

As already emphasized several times in this master's thesis, this does not mean that the 

R&D rate can be equated with the success of innovation management. Unfortunately, this 

is often incorrectly presented in some journals and company presentations. It is, however, 

one of the only numerical values which was available from all companies. The innovation 

rate, which not every company wanted or was able to name, would certainly be more 

appropriate but even this does not reflect the success of the IM. If conclusions should be 

drawn for the innovation management or the innovation management system, other 
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parameters have to be used. For this purpose, the design of the IM must be examined 

more closely (see chapter 4.4.3). 

 

4.4.2 Analysis regarding the degree of maturity of innovation management 

In order to compare the structure of the innovation management of different companies, a 

category system (maturity level of innovation management) was introduced as described 

in chapter 3.4. 

Figure 20 gives an overview of the various degrees of maturity of the innovation 

management. The scale varies from 7 points (Akro-Plastic) to 19 points, which is the 

maximum number of points achieved that four companies share. It can be clearly seen 

that the degree of maturity of innovation management is not linked to the industry. 

 

Figure 20: Overview of the various degree of maturity of the innovation management 

 

Figure 21 illustrates that out of the four companies with the highest rating (19) in terms of 

maturity, two are from the automotive industry and two from non-automotive sectors. On 

average, however, innovation management in the automotive industry appears to be 

somewhat more advanced than in the other sectors. It is noticeable that companies with 

more employees (also correlates with turnover) also seem to have a higher degree of 
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maturity in innovation management. With the exception of RHI Magnesita N.V., all 

companies with a maturity level of 15 or more have a number of employees of more than 

70,000 (see also Figure 22). 

 

Figure 21: Degree of maturity of innovation management vs. employees depending 

 

In order to put the maturity level of IM in relation to the number of employees, the 

companies were grouped into categories. All companies with less than 1,000 employees 

are small companies (2 firms), 1,000 – 5,000 employees work in medium-sized 

companies (2), 5,000 – 15,000 employees equal large companies (4) and more than 

15,000 very large companies (4). The maturity ratings were added together and then the 

average was calculated. 

Unsurprisingly, Figure 22 shows quite clearly that there is a significant trend between the 

size of the company and a higher degree of maturity in the innovation management. From 

the perspective of the author of this master thesis, this is clearly related to the following 

two facts. Firstly, companies with more personnel can "afford" to systematically build up 

structures, which is, of course, also reflected by the number of people involved in 

innovation. Secondly, there is a more holistic understanding of innovation in the company. 

There is no doubt that this maturity trend cannot only be observed in the area of 

innovation but also in other departments such as sales, marketing and finance. 
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What needs to be made clear here is the fact that this does not imply that small 

companies are not innovative. Very often, they just do not have such a well-structured 

innovation management as larger organizations do. 

 

Figure 22: Degree of maturity of innovation management 

 

The question now is whether the maturity of the innovation management or innovation 

management system can also be correlated with success. This poses a very general 

problem: How is success defined? From the author's point of view, the best thing would be 

looking at the newly generated revenue from implemented innovations. On the one hand, 

this figure is sometimes very difficult to generate (e.g. process innovations) and on the 

other hand, almost no company has mentioned it or was willing to make it available. For 

this reason, success could also be measured in terms of how many products could be 

transferred to series production and placed with customers. Unfortunately, a very similar 

problem arises, namely the incomplete data situation. Nevertheless, it seems to be the 

only way to compare companies regarding their effectiveness in innovation management. 

This is, of course, also due to the fact that there are no standardized KPIs, which will be 

briefly discussed once more in chapter 4.4.4. 

Figure 23 tries to show an approach to evaluate the success of the IM. Not all companies 

were able or willing to provide data and there are obviously different opinions (see quotes 

from the interviewees) on what can be regarded as an innovation. It is precisely this point 
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that makes a correlation between success and degree of maturity so difficult. For 

instance, some companies regard improvements in the area of the company suggestion 

scheme (CIP) as innovations whereas other companies believe that these internal 

improvements should be separated from innovations. Yet, others did not even address the 

topic of CIP in the interview. Another example is that some companies talk about patents 

and their registration in connection with innovation while others completely negate this 

topic or do not find it worth mentioning. To put it in a nutshell, this evaluation is not 

completely based on a solid scientific framework. 

It can be said that the results concerning the success of the IM are less clear than the 

evaluation of the degree of maturity. First of all, there is simply no comparable database 

for small companies on which scientifically solid statements can be made. The fluctuation 

margin is so high that it would not be serious to make statements here and therefore no 

values are shown in the diagram. It is relatively clear though that large and very large 

companies tend to have more implemented innovations in customer projects than 

medium-sized companies. However, it is not true that more ideas are launched. In fact, 

the abandonment rate of ideas at large and very large companies after the launch is 

lower. According to the author, this is caused by a stricter pre-selection. This would 

indicate that a higher degree of maturity in innovation management also leads to a more 

critical examination of the proposals. This, in reverse, is only possible if enough personnel 

is available and if structural guidelines allow for this procedure to be carried out. 

 

Figure 23: Average ideas implemented and innovation management maturity 
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On closer examination of the number of employees, however, it can be observed that the 

average number of employees in small, medium-sized and large companies is almost the 

same (approx. seven employees). In contrast, this is completely different with very large 

companies were 100 employees work on average. Thus, the first assumption of the 

connection between the number of employees and the average number of implemented 

ideas cannot be confirmed. Unfortunately, the same conclusion must also be drawn with 

regard to the currently popular assumption regarding a structured set-up and the success 

of innovation management. Since all but three companies have a more or less structured 

process for the handling of innovation projects, we can only conclude that structure seems 

to have a positive effect on the success of innovation management. 

In summary, it can be said that, based on the available database, no clear correlation 

between the success (implementation of ideas) and the innovation management maturity 

can be identified and that further investigations are necessary. 

4.4.3 Analysis regarding the design of innovation management 

This chapter compares the different roles and designs of innovation management 

departments (see chapter 2.2.3) in enterprises. In order to come up with a more significant 

evaluation, a classification according to the size of the companies was used once again. 

 

Figure 24: Design respectively roles of innovation management 
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In this figure, 100 % means that the corresponding role of the innovation department 

(incubator, accelerator, ...) is used in every company interviewed, with 50 %, this is only 

true for half of the companies and with 25 %, it is only valid in a quarter of the companies. 

Figure 24 clearly demonstrates that there are different roles depending on the size of the 

companies. Firstly, the role of the incubator is much more prominent in small and medium-

sized companies than in large and in very large enterprises. This situation can possibly be 

explained by the fact that it is easier to get an overview of all innovation ideas in a smaller 

company because the range of ideas is certainly smaller than in companies with many 

employees. This enables the innovation management departments to quickly evaluate 

ideas and to carry out the development process themselves. Secondly, it is noticeable that 

the roles of enabler and corporate venture capital are only used in companies with more 

than 5,000 employees, whereby these two roles increase as the company grows. From 

the author's point of view, this sort of investment becomes interesting for a company with 

a certain number of employees and sufficient available capital. This is particularly true in 

the area of corporate venture capital. This was already apparent in the previous 

chapter 4.4.2, where it was shown that the size of the company correlates with the degree 

of maturity of innovation management. Therefore, a holistic understanding of innovation 

management probably also makes companies think in categories such as corporate 

venture capital. This fact is again clearly revealed when looking at the DAX® 30 

companies and their start-up and innovation programs (Bruckschlögl 2019). 

Finally, the well-known question on whether the design of the innovation management can 

also be correlated with success arises. Since the data situation cannot be changed, the 

previous definition of how many products could be transferred to series production and 

placed with customers is used once again. Quite strikingly, regardless of the size of the 

company, the incubator and accelerator system is used. While the incubator decreases 

with the size of the company, the accelerator reaches the peak in large companies. When 

examined more closely, it can now be seen that the most customer-relevant innovation 

ideas are implemented at large companies and this would therefore mean that 

accelerators are an important factor for the success of innovation management. 

In addition, it should be mentioned that innovation ideas that are implemented via 

corporate venture capital are, of course, not included in this overview. Very often, these 

start-ups are spun off from the main company in order to allow them to be more agile. 

Moreover, they cannot "harm" the main company. 
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4.4.4 Further observations 

The last subchapter of the cross-case analysis investigates further information obtained 

during the guideline-based interviews. 

One of the interview questions was whether there is a central IM department or individual 

research in each location. It turned out that ten out of the twelve companies surveyed use 

a central system. Regardless of the role of the IM, it is always responsible for the 

organization and the business impact of innovation ideas. A decentralized system is used 

at Carcoustics International GmbH. This is primarily due to the many separate innovation 

departments for each technology. The second company, which does not want to be 

named, is, according to the interviewer, simply too large for a central innovation 

department to handle all tasks professionally. Everything that has been claimed so far 

does not seem to be connected at all with the current business activities (locations in 

countries), which was assumed at the beginning of this research. Companies with only 

one location seem to operate in the same way as companies with worldwide locations on 

all continents. 

A further prejudice of the author, namely that the hierarchical placement of the innovation 

department in the company plays a significant role for the success of the innovation 

management, could also be refuted. With the exception of the smallest interviewed 

company (Akro-Plastic GmbH), where the innovation department reports directly to the 

CEO, all other innovation departments are arranged in the third or fourth level. However, 

the location of the department does not have a significant influence on its effectiveness. 

Basically the author of this master thesis is still convinced that an arrangement of the 

department close to the CEO has advantages regarding the strategic orientation of the 

company but this could not be proven in this thesis. 

When talking about strategy in connection with innovation management, there is 

something conspicuous. Although, as already written in the introduction (see chapter 1), 

there is a basic consensus that every company must have innovative ideas and that 

innovation as well as innovation management plays an increasingly important role, many 

companies still do not specify targets (factual or monetary) with regard to the output of 

these innovation activities. Only four of the interviewed companies have specific targets 

for the output of innovation management. Two other interviewees try to set targets based 

on the overall strategy of the group and all the others do not get any concrete goals from 

the management board. Three out of the four companies that set concrete goals are again 

from the field of very large companies. Since it is already known that these companies 

usually have a high degree of maturity and a holistic understanding of innovation, it has to 
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be assumed that managers in these companies seem to be aware of the fact that 

concrete, achievable goals are one of the most important points for a functioning and 

successful innovation management. 

Now the next question is, of course, how KPIs are defined for the innovation management 

and what they look like, especially in companies with clear targets. Basically, it is relatively 

easy to see that two KPIs seem to have a high importance. Firstly, how many innovation 

ideas have been implemented and are now really being used in customer projects. The 

primary concern here is not immediate profit but rather whether the work of the innovation 

department makes sense. By the way, this also corresponds to the definition of success in 

this master thesis and can therefore be well justified. Secondly, it will be checked how 

much turnover can be generated with products, processes and business models that 

originated from an innovation idea. This KPI is probably the more suitable and more 

tangible KPI but it is extremely difficult to evaluate when thinking about process ideas or 

the introduction of new technologies. 

In the end, a brief overview of the current situation of the innovation departments and their 

activities with regard to the current Covid-19 crisis will be given. It is the same for all 

companies, regardless of their size, industry or structure of innovation management. 

Activities regarding new innovations have been strongly reduced and most companies 

(EMEA) have short-time work. Current topics with customer relevance will continue to be 

pushed forward while everything else is on hold at the moment. The automotive industry is 

certainly the most severely affected one, although it was already in a difficult situation 

before this crisis. Interestingly, however, all the interview partners were of the opinion that 

this crisis is manageable and that innovation management activities will be pushed 

forward again at full speed afterwards. 
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5. Summary and recommendations 

Increasing international competition and accelerated technological change characterize 

the environment in which companies have to develop and maintain their competitive 

advantage. In addition to cost management and optimization along the entire value chain, 

innovative ideas and new business models are needed to remain competitive in the future. 

Even though there is a basic consensus that every company must have innovative ideas, 

the approach to implementation in everyday work is different. Innovation management 

systems are usually not set up in a systematic and structured way. They often lack 

concrete goals from the management board as well as specific key figures that measure 

the success of innovation activities. 

This master thesis focuses on innovation, innovation management (IM) and innovation 

management systems (IMS) and tries to provide guidance and a framework for designing 

an IMS, which enables companies to react quickly, efficiently and effectively. Furthermore, 

it seeks to determine the maturity degree of the innovation management of the individual 

companies and to correlate it with the success of the IM. 

After an intensive study of the corresponding literature, guideline-based expert interviews 

with people who are responsible for the design and the implementation of the IMSs were 

conducted. In order to ensure the plurality of data sources, next to the interviews, second-

degree sources such as annual reports and internal company data were used. In order to 

get a better insight into the overall situation, a total of twelve companies from different 

industries and sizes were interviewed, with the focus being on the automotive industry. 

Immediately after completion of the interviews, a corresponding summary was made 

available to the interview partners. This had the purpose of eliminating ambiguities in the 

data collection, since special attention was paid to the correctness of the evaluation. After 

all the interviews had been processed, the cross-case analysis was started. It turned out 

that the literature values regarding the average expenditure on R&D do not correspond to 

the values from the surveys. While the interviewees from the automotive industry reported 

significantly higher expenditure, the rate was substantially lower among service 

companies. For the last time, it is again pointed out that the R&D rate cannot be equated 

with the success of innovation management, although this is claimed by many journals 

and companies. 

In the following step, the degree of maturity of innovation management was examined. It 

turned out that a grouping of companies from small to very large enterprises makes 

sense. This revealed a significant trend between the size of the company and a higher 
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degree of maturity in innovation management. At this point, it should be mentioned that 

the category system for the degree of maturity used in this master thesis may still have 

potential for optimization since no further subdivisions were made for the four maturity 

degrees. 

The next challenge arose in evaluating the success of the innovation system. 

Unfortunately, not all relevant data could be gathered. Firstly, the companies did not 

reveal everything and secondly, the questionnaire has definitely potential for 

improvement. Therefore, it was decided that success is measured in terms of how many 

products could be transferred to series production and placed with customers. It was 

found that large and very large companies tend to have more implemented innovations in 

customer projects than medium-sized companies. However, it is not true that more ideas 

are launched. One of the reasons for this is a lower abandonment rate after the launch, 

which is caused by a more precise pre-selection at large and very large enterprises. 

In the next step, the roles and design of innovation management were examined more 

closely. It became apparent that there are different designs of the innovation department 

depending on the size of the company. Firstly, the role of the incubator is more prominent 

in small and medium-sized companies than in large and in very large enterprises. 

Secondly, it is noticeable that the roles of enabler and corporate venture capital are only 

used in companies with more than 5,000 employees, whereby these two roles increase as 

the company grows. 

Furthermore, centralized and decentralized organization systems were reviewed. It turned 

out that, regardless of their business activities, almost all companies work with centrally 

organized innovation departments. Although there is the possibility of employees working 

in different locations, there is almost always a central administration. Finally, it was found 

that there are no uniform KPIs. Instead, two parameters seem to make most sense: 

Firstly, how many innovation ideas have been implemented and are now really being used 

in customer projects and secondly, how much turnover can be generated with products, 

processes and business models that originated from an innovation idea. 

In summary, the following recommendations can be made regarding success factors and 

the corresponding design for innovation management systems. In the opinion of the 

author of this master thesis, it is essential to have a holistic understanding of innovation 

within the company. Without the support of the top management and the acceptance of 

the innovation culture of all employees, effective and efficient innovation management is 

not possible. The operative conditions such as a systematic and well-structured innovation 

management system seem to be only secondary. In addition, it seems reasonable to be 
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able to choose from a large pool of innovation ideas. For this purpose, it must be made as 

easy as possible for each employee to contribute ideas, which can then be the subject of 

a critical selection by the appropriate specialists. This seems to be an adequate way to 

finally implement many innovation ideas in customer projects. Concerning the design of 

innovation management, the analysis carried out in the master thesis shows that 

accelerators seem to have a positive effect on the success of IM. Almost every company 

uses this role, which is an indication of good output and acceptance among employees. In 

addition, the model of corporate venture capital is very promising. It certainly requires 

more financial resources and thus highly depends on the size and turnover of the 

company. 

To sum up, true commitment from supervisors to CEOs as well as measurable, 

challenging but achievable goals are probably the most important things to guarantee the 

sustainable success of innovation management and a company. 
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6. Outlook 

This master thesis has revealed some interesting data but it has also reached certain 

limits very quickly. For a further investigation, the questionnaire should be adapted. 

Likewise, the evaluation with the help of a category system for the maturity level has to be 

revised. The points system should be adapted using subdivisions within one maturity level 

because there are notable differences between the companies which were not included in 

the evaluation of this thesis. 

Another important aspect is the definition of success in connection with innovation 

management. The biggest problem of the present study was the fact that the individual 

ideas of success of the interview partners could hardly be reduced to a common 

denominator. This must already be taken into account in the interview guidelines, 

otherwise a consistent evaluation becomes almost impossible. 

In addition, the author initially wanted to evaluate the cultural component of innovation 

management. Although this cultural aspect might have revealed some interesting aspects, 

this idea was quickly discarded as it would have gone beyond the scope of this master 

thesis. Nevertheless, further work should focus on this element of innovation 

management. 

In summary, however, it can be said that the present paper was able to provide a good 

insight into the world of innovation management. Indeed, there are still many exciting 

questions left unanswered, which were not obvious when the thesis was planned by the 

author. Based on these questions, the topic should be narrowed down in order to be able 

to look at design and success factors in more detail. 
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Appendix 

Appendix 1: Interview guideline 

1. General information 

 

a. Briefly describe your company and its history 

i. When was your company founded? 

ii. In which industry is the company active? 

iii. What does the business model of your company look like? B2B or 

B2C? 

iv. How many employees does your company have? 

v. What is the total turnover of the company? 

vi. In which countries are you active (headquarters and subsidiaries)?  

vii. How high is the current innovation activity or R&D quote? 

 

b. What is your function or role in the company? 

 

c. Where in the organization chart is the IMS department located and to 

whom do you report? 

i. How large is the budget of the department? 

ii. How many employees work in the IMS department? 

 

d. What is innovation for you? 

 

2. Structure of the Innovation Management System (IMS) 

 

a. How is the IMS in your company structured (incubator, accelerator, 

enabler, …) and does your company have an innovation strategy?  

b. Is there a central IMS or is there separate research activity in each 

subsidiary? 

c. What are the different tasks and roles in the IMS? 

d. Does the company set concrete goals and expectations (topic-related, 

monetary) for the IMS and at what intervals are they monitored? 

e. How is the success of the IMS measured? Do you have KPIs and if yes, 

which ones? 
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3. Start and idea generation phase for Innovation Projects (INP) 

 

a. How can innovation ideas be fed into the company’s IMS? 

b. How many INPs are submitted per year, how many are pursued and how 

many are ultimately implemented? 

c. Who decides which idea (innovation) gets pursued and which does not? 

d. Who is responsible for the factual and financial planning of the innovation 

project (INP)? 

e. How long is the average project duration and how large is the average 

project volume? 

f. Which techniques or tools are used in the brainstorming phase (Design 

Thinking, …)? 

 

4. INP procedure 

 

a. What are the different tasks and roles in the IMS? Who is responsible for 

the project (IMS employee or project manager)? 

b. Is there a predefined INP procedure? What does it look like? 

c. What happens if the specified time or budget are exceeded? 

d. Which techniques or tools are used at the different stages (Design for Six 

Sigma, DoEs, …)? 

e. Are some projects also carried out externally (cooperation with university, 

FH and HTL) 

 

5. Closure and knowledge management 

 

a. What does the completion of a project look like (presentation …)? 

b. How do you ensure that the findings are “spread“ and “saved“ (know-how 

transfer) within the company? 

 

6. Further questions 

 

a. Is there a bonus system for outstanding innovations that are implemented 

(money, flexibility, …)? 

b.How does your company deal with the current Covid-19 pandemic with 

regard to innovation management? 
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