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On Time and On Budget: Yet another pair 
of performance metrics is the proportion of 
NPD projects hitting their launch dates on 
time and on budget. The fact that, on 
average, almost half the projects are behind 
schedule (miss their scheduled launch date) 
and that a considerable percentage are over 
budget raises serious concerns about 
scheduling, resource management, project 
management and commitments to time-
lines. Admittedly, there is a small group of 
businesses doing much better than these 
average businesses: 79.4% of projects on 
schedule and 79.0% on budget. The 
significant differences between the top 20% 
and the rest indicate that many firms have 
yet to achieve acceptable on-time and on-
budget results, but that a handful of firms 
demonstrate that this goal can be achieved. 
 
But how late is late? The “slip rate” 
measures how late a project is as a 

percentage of its total scheduled time to 
market. On average, when a project is late to 
market, it misses its time schedule (the “slip 
rate”) by 35.4%. That’s the data for the 
average business; the top 20% drive their 
slip rates down to 17.2% – half the average! 
 
 
NPD Projects Meeting Objectives: 
Management measures the performance of 
NPD projects against profits and sales 
objectives. But just how do businesses rate 
on these metrics? The fact that, in the 
average business, just better than 50% of 
projects meet their objectives means that a 
sizable proportion of projects are falling 
short. This result should be unacceptable for 
most senior executives. Consider the 
distribution of results: the top 20% of 
businesses on these metrics obtain much 
better results, with three-quarters of their 
projects meeting objectives. 
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Exhibit 2: Senior Management Practices, Roles and Commitment to NPD 
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is Committed to NPD 
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Identifying the Best Performers 
 
Which businesses are the best performers? 
And which are the worst? These are 
important questions, and lie at the basis of a 
valid benchmarking study. By comparing 
the practices used in Best Performers versus 
the average or low performers, one can zero 
in on best practices. We identified a group 
of Best Performers that excelled in terms of 
the overall profitability of their NPD effort; 
met its business objectives, was successful 
versus competitors, and had time-efficient 
initiatives. Their NPD efforts also opened up 
new markets, technologies and product 
categories to the business. (The “worst 
performing businesses” were also identified 
– results not shown).  
 
The following section presents the results on 
one of the 17 best-practice topic areas 
studied, and how the Best Performing 
companies handle these differently from the 
average business. 

 
Senior Management Practices, 
Roles and Commitment to NPD 
 
Senior management must lead the way in 
NPD by providing both the leadership and 
commitment of the necessary resources. The 
topic of senior management commitment 
and the role of senior management in NPD 
contains a number of critical best practices 
(see Exhibit 2): 
 
1. Keeping score: The majority of Best 

Performers keep score (62.1%) – they 
measure their new product results (e.g., 
percentage of sales or profits achieved; 
percent success versus failures; on-time 
performance, etc.). Overall, however, 
this is a moderately weak area with less 
than half (45.2%) of businesses on 
average keeping score. Keeping score is 
the one practice that distinguishes the 
Best Performers most strongly of all 
senior management practices in Exhibit 

2, and must be considered a best 
practice: what gets measured gets done! 

 
The average business relies on 2.85 
different metrics to gauge how well its 
NPD efforts are performing: the most 
popular metric is “percentage of sales 
derived from new products launched in 
the last X years”, where X is usually 2-3 
years (68.6% of businesses using), 
followed by “percentage of growth 
coming from new products” (50.5%), 
and “overall profits generated from new 
products” (40.0% of businesses).  

 
2. Senior management engaged in the 

design of the business’s new product 
process: Again this is a weak area 
(occurs in only 33.7% of businesses), but 
apparently it is an important one – the 
number two driver of NPD performance 
in Exhibit 2. Note that in 62.1% of Best 
Performers, senior management was 
very engaged in the design of their new 
product process.  

 
As one senior person out it: “Our 
leadership team [of the business] helped 
to design our new product process. Our 
Senior VP of Marketing actually chaired 
the Task Force, and got the rest of us 
[the executives] involved in designing 
gate criteria, agreeing on a set of ‘rules 
of engagement’ around our behaviors, 
and even how we were going to run gate 
meetings. So it became very much ‘our 
process’ too – we bought in.” 

 
3. NP metrics an explicit part of senior 

management’s personal and annual 
objectives: This area was rated weakly 
in Exhibit 2, with only 34.3% of 
businesses using this practice – the 
weakest of all senior management 
practices. But it is the number three 
driver of NPD performance of all 
practices listed in Exhibit 2, with 50% of 
Best Performers having such senior 
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management metrics (and only 14.3% of 
worst performers). 

 
4. Senior management understanding of 

the business’s NPD process: For 
management to play an effective role in 
NPD, they must understand their 
business’s NPD process, and particularly 
be aware of their own role and 
responsibilities in the process. This is 
not always the case (true for only 40.2% 
of businesses), but is clearly a best 
practice – a major discriminator between 
Best Performing businesses and the rest, 
with 72.4% of Best Performers scoring 
very high here. Indeed, in 48% of worst 
performers, senior management does not 
understand the NPD process at all! 

 
5. Senior management providing strong 

support, empowerment and authority to 
the people working on new product 
projects: This is also a key driver of 
performance, but an area of some 
weakness. In only 40% of businesses 
overall, and in 65.5% of Best 
Performers, top management provides 
strong support and empowerment to 
people working on project teams. By 
contrast, strong senior management 
support for NPD teams is evident in only 
7.7% of worst performers, and 42.3% 
provide no support whatsoever. 

 
6. Senior management strongly 

committed to new products and 
product development: This is the 
second strongest rated area of all items 
in Exhibit 2 among the Best Performers. 
Top management commitment exists in 
50.5% of the businesses, and 79.3% of 
Best Performers. By contrast, strong 
senior management commitment exists 
in only 26.9% of worst performers. 

 
7. Senior management involved in the 

Go/No Go and spending decisions for 
new products: They have a central role 

in the project review process – with top 
management in 60% of businesses 
overall, and in 79.3% of Best 
Performers, very involved in these 
Go/No Go decisions. This practice does 
not significantly discriminate between 
Best Performers and the rest. However, 
because involvement in Go/No Go 
decisions is such a prevalent practice 
among Best Performers, we include it as 
a best practice. 

 
8. Senior management not micro-

managing NP projects: Rather, they 
tend to leave the day-to-day activities 
and decisions in a new product project to 
the project’s leader and team. Most 
businesses score very strongly here – in 
65.7% of businesses overall, and in 
89.7% of Best Performers, senior people 
do not micro-manage projects.  

 
Conclusions: The role of senior 
management in leading the NPD effort of 
the business cannot be understated. This 
topic area proved to strongly discriminate 
between Best Performers and the rest. While 
all eight practices listed above are important 
– either they distinguish the Best 
Performers, or they are widely practiced in 
the Best Performers – several stand out and 
should be part of your senior management 
practices, notably: 
 

•  Keeping score (e.g., percentage of 
your business’s sales or profits 
derived from new products), and 
then using these metrics as part of 
senior management’s personal and 
annual performance objectives. 

•  Engaging senior management in the 
design (and/or periodic overhauling) 
of your business’s NPD process, and 
making sure that they understand it. 
Some best practice businesses 
provide extensive gatekeeper and 
senior management training on their 
NPD process. 
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•  Making sure that senior management 
provides the necessary support, 
empowerment and authority to 
project team leaders and members. 
This transfer of power or authority 
usually takes place at the gates or 
Go/No Go meetings, where senior 
management meets the project team, 
reviews their project, and if Go, 
approves the resources. Along with 
resource approval should go some 
degree of power transfer as well. 

  
More to Come 
 
This research mini-report provides a 
sampling of the results from the total 
benchmarking study. In addition to the topic 
areas reported above – business performance 
results and senior management’s role and 
commitment – 16 other best-practice areas 
were investigated, including: 

! the business’s product innovation 
and technology strategy, and which 
elements are most critical to success 

! metrics that businesses use to gauge 
NPD performance 

! resource allocation and the 
breakdown (types) of projects 
undertaken by Best Performers 

! portfolio management methods and 
their impact 

! the idea-to-launch new product 
process, and critical but pivotal 
weaknesses in the process 

! cross-function NPD teams, and how 
to organize for NPD 

! and impact of specific techniques, 
such as voice-of-customer research, 
obtaining solid market information, 
gaining competitive advantage via a 
unique superior product, and 
securing sharper product definition. 

 
 

 

The full report can be ordered on-line at www.stage-gate.com and is entitled: Best Practices in 
Product Innovation: What Distinguishes Top Performers. 
 
Endnotes & References: 
                                                 
1 Cooper, R.G., Winning at New Products: Accelerating the Process from Idea to Launch, 3rd edition. Reading, 
Mass: Perseus Books, 2001. 
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SG Navigator™ 
The complete guide to customizing, implementing 
and using the authentic Stage-Gate® system.         
Packaged into a professional, user friendly interface 
accessible through your web browser, this expert 
guide contains a collection of the best of the best - 
practices, proprietary methods, criteria, templates, 
worksheets and deliverables.  Everything you need to 
drive lean, rapid, and profitable product innovation in 
your organization. 
 
Benchmarker™ 
Compare your organization’s innovation perform-
ance and practices against the best. This                   
cost-effective, convenient and reliable assessment 
isolates your strengths and weaknesses against 
proven performance drivers. Fact-based information 
to help you make critical decisions. 
   
Inspiring Speakers  
Invite internationally acclaimed product innovation 
experts, Dr. Robert G. Cooper and Dr. Scott J. Edgett, 
into your organization to motivate and inspire your 
team to embrace the proven drivers of innovation 
success. 
 
Seminars and In-house Training  
High impact, interactive and intense knowledge 
transfer events where our expert speakers and      
trainers cut through the issues and focus on best 
practice solutions to the most critical challenges 
faced by product innovators.   

Implementation Services  
Highly focused engagements designed to accelerate 
the successful implementation of proven innovation 
practices. Based upon a collection of world class 
techniques and methods and delivered by highly 
skilled, experienced implementation specialists. 
 
Consulting Services  
Highly specialized engagements tailored specifically 
to meet your company’s unique innovation 
challenges and needs. Our product innovation 
experts draw on an impressive collection of tools, 
methods and expertise to help you measure, 
analyze, design and execute. 
 
Books and Reports  
Best selling books and research reports on the topics 
critical to product innovation success.  Cooper and 
Edgett’s collective works are considered to have 
achieved the most powerful impact on performance 
in product innovation today.  
 
Stage-Gate Ready Certification 
Save time sourcing vendors to support your       
Stage-Gate process such as Idea Management,      
Idea-to-Launch Processes and Portfolio 
Management.  The Stage-Gate Ready Certification 
program validates software applications against 
some 200 innovation-related criteria to reduce risks 
and costs incurred by would-be buyers during the 
selection process.  

Consistent, repeatable product innovation success is within your reach 

The Stage-Gate International Advantage 
How we can help you win at product innovation? 

Results 
proven track record 
helping companies 

improve their  
product innovation 

capabilities 

Reach 
successful client  
engagements  

across numerous  
industries, countries 

and cultures 

Experience  
breadth and depth 

via front line  
experience with 

5000+ clients 

Research 
comprehensive, 
peer reviewed 

and longest 
running  

benchmark 
studies 

Leadership 
The world’s most 

respected experts in 
NPD – Dr. Robert G. 

Cooper and Dr. 
Scott J. Edgett  

www.stage-gate.com +1-905-304-8797       
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+1-905-304-8797 
www.stage-gate.com 

Stage-Gate International 
 
The ultimate combination of front line  

experience and proven, widely 
implemented products and services. 

Stage-Gate  International is the most widely 
recognized and trusted name in Product 
Innovation. Our clients trust and rely on our 
ideas, unparalleled research, world-class 
solutions and outstanding service. 
 

Whatever your needs or goals, contact us.  
 

We can help you win at product innovation. 
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