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This means ensuring that it is complete and meets the 
needs of your organization. While certain aspects of 
the process are unique to your industry or company 
there are many proven critical success factors that are 
built into good processes. These have been vetted by 
solid research and thousands of other organizations 
that have gone before you2.  
 
A well designed process is the foundation of all that 
comes after.  If it is well thought out with the right 
activities in each stage and an effective decision-
making framework then the organization will be more 
receptive to the new process. Your colleagues will use 
it and decide for themselves if it is an improvement 
over past internal practices. The more positive the 
reviews and results, the quicker it will be adopted 
throughout your company. 
 
Typical steps to ensure you design a good process are: 
 
• A cross-functional team develops the process. 

Product innovation is a complex business-wide 
concern that impacts many functional areas 
within the organization. You need their input and 
experience. 

• You understand the strengths and weakness of 
your current process. Have the team critically 
assess what is and is not working in current ap-
proaches. Ensure the new process preserves what 
has made you successful in the past and replaces 
the past failure points with improved practices. 
Learn from your past so it is not repeated going 
forward.  

• Your team is objective: Encourage the team to 
look at and benchmark other companies. Purchase 
a benchmarking report on top performing organi-
zations, or consult one of the many experts on the 
subject. Many best practices have been well de-
fined, and it is important to capture as many of 
these as possible. Looking outside your company 
encourages your team to view objectively the gap 
between where you are today and where you want 
to be.  

• Your team is mandated to develop a process capa-
ble of driving better performance results.  Encour-
age the team to seek new and better ways of 
working and to avoid making internal compro-
mises or succumbing to internal politics.  

Do you have a strategic imperative to improve the 
results of your product development program? Do you 
have a mandate to implement a new product innova-
tion process in your organization? Have you consid-
ered what will have a direct impact on how successful 
you will be? Have you developed a plan of attack to 
ensure success ? 
 
Introducing a product innovation process is a critical 
step in improving the ability of your organization to 
achieve its organic growth targets. Numerous studies 
point to the common fact that the winners have in 
place a well designed and implemented Stage-Gate 
process. Companies like P&G, Corning, Exxon and 
3M all understand that to have a repeatable and suc-
cessful product innovation program one critical ingre-
dient is to have a solid innovation process. These or-
ganizations, and many others, also understand that to 
be successful you need more than just a well thought 
out process design. In fact that is only the starting part 
of the challenge as you undertake to improve what is a 
critical business activity.  
 
In this article we share the top ten lessons that have 
stood the test of time as different organizations have 
designed and implemented their own Stage-Gate proc-
esses. Each of these tips will contribute to the speed of 
adoption and the ultimate ‘stickiness’ of the process 
within your organization.  As product innovation is a 
critical competitive weapon in helping your organiza-
tion achieve its strategic goals for growth, the effort 
invested in developing an implementation plan will 
yield repeated payoffs in the future.  Product innova-
tion is too important to be left to chance. Implementa-
tion of your new product innovation process is also 
too important to be left to chance.  
 
Each of the following tips is considered to be a best 
practice and should be carefully thought through and 
built into your implementation plan. Each tip, if suc-
cessfully managed, will contribute to the successful 
implementation of your new Stage-Gate process1.  
 
1. Have A Well Designed, Credible Process Design 
 
Your first step is to ensure that you have a strong 
foundation: A well designed and credible Stage-Gate 
process.  
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In best practice companies, the leadership spearheads 
the charge for product innovation. They know how 
important it is to the future. They also understand how 
difficult it can be to install change within the organi-
zation. The impact of their visible and meaningful 
support cannot be understated. 
 
3. Be Sure You Have Sufficient and Appropriate 

Resources 
 
Although it may seem obvious you would be surprised 
by how many organizations that have tried to imple-
ment new processes without assigning enough re-
sources to get the job done properly. If product inno-
vation is that important to your organization, and if 
past results have not been good enough, then why risk 
trying to do your new process on the cheap? You need 
to assign your best people to the project and give them 
the time they need to do the work.  
 
Here are some resourcing tips: 
 
• Be sure you understand the actual resources you 

will need, including both skills and time require-
ments. Be sure the people assigned to the project 
have the time allocated to do the work needed. 
They cannot do their ‘day job’ and this project as 
well.  

• Identify people with a passion for this project: 
people that really want to see an improved proc-
ess developed and implemented in the organiza-
tion. 

• Part of the team mandate should be to develop a 
carefully thought out internal launch plan for the 
new process. 

• Be sure your executives and team agree on a solid 
launch plan, and then commit the resources nec-
essary. 

 
Best practice companies devote a lot of time and en-
ergy both to the design and to the implementation of 
the new process. It is expected that the new process 
will change the way people work and, as such, re-
quires the resources and skills needed to be successful. 
 
Example: One company, trying to improve their proc-
ess, asked each functional area to assign a person to 
the team.  

Example: A common fail point of some organizations is 
to launch a poorly developed process and try to fix it 
moving forward. In the end, they pay a heavy price be-
cause the new process does not deliver the desired re-
sult. This is a costly misstep.  Not only will the com-
pany have to repeat work it has already paid for through 
the redesign and re-launch of the process but it has 
likely lost valuable ground to competitors. Early warn-
ing signs of trouble include a team too rushed to con-
duct proper best practice research; lack of senior man-
agement sponsorship; ineffective application of the 
critical success factors; too many political compromises 
and, failure to actually change the ‘way we do busi-
ness’. 
 
2. Give Visible and Meaningful Leadership Support 
 
What is important to the Leadership Team is important 
to everyone else. Similar to all other major initiatives if 
the Leadership team is strongly behind the initiative 
then the chances of success will improve dramatically. 
Successful product innovation is critical to the business 
strategy of your organization.   Best in class companies 
get this. Their executives are completely involved in 
implementing their new processes. Everyone in these 
companies knows the manner in which they implement 
innovation will be critical to business success. The lead-
ership team “walks the talk”. 
 
Some ways to engage the senior team include: 
 
• A leadership team that publically supports the ini-

tiative and explains why it is critical to the future of 
the company. Have the CEO or another senior ex-
ecutive launch the initiative in a ‘kick-off’ event 
with the team.  

• One senior executive acts as executive sponsor for 
the project. This demonstrates support to the pro-
ject leader. 

• The executive team receives regular updates on 
progress. This keeps them familiar with process 
design and also allows them to provide valuable 
guidance or resolve tough issues. 

• You ensure they understand what is different from 
the past and how it will affect their respective parts 
of the organization. Each executive becomes a 
champion of the new process in their respective 
functional areas. 
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Stage-Gate International 
helps companies achieve successful product innovation.

“Top performing companies focus on the 
four drivers of The Innovation Diamond.”

Dr. Robert G. Cooper and Dr. Scott J. Edgett
Founders of Stage-Gate International

Achieve the four drivers of performance:
Innovation efforts that support business goals

Projects that achieve maximum value

Climate and culture that embrace innovation

Process that drives lean, rapid and profitable innovation

Are you ready to win?
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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 pro�table product innovation in 
your organization.

SG Benchmarker™ 
Compare your organization’s innovation performance
and practices against the best. This cost-e�ective, 
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.  
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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 speci�cally 
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 Certi�cation 
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 Certi�cation
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
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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 



RESOURCES FOR PRODUCT INNOVATION PROFESSIONALS 

 

Join the Official Stage‐Gate® Product Innovation Knowledge Community 

Receive the latest research, information and tips to keep you current in product 
innovation.    By  joining  our  Knowledge  Community  you  will  receive  advance 
copies of articles, newsletters and research papers and will be the first to hear 
about new products, book releases, seminars, and conference events. 

Visit www.stage‐gate.com to join today 

 

Learn More About Our Public Seminars and In‐House Training Events 

Deciding Your New Product Portfolio 

Winning at New Products 

Generating Breakthrough New Product Ideas 

Pathways to Profitable Innovation 

Advanced Techniques for Maximum Productivity in Innovation 

Technology Developments, Platforms & Fundamental Research 

Accelerating the Adoption of Stage‐Gate Best Practices 

Portfolio Management for New Products 

Gatekeeper College 

Stage‐Gate Team Training 

Product Innovation Roadmapping 

Visit www.stage‐gate.com for more information 

 

   



PRODUCT INNOVATION RESOURCES FOR ORGANIZATIONS 

 

About Stage‐Gate International 

Stage‐Gate International  is the world’s  leading full‐service provider of products 
and  services which  enable  organizations  to  improve  their  product  innovation 
capabilities and performance.  A globally‐recognized and trusted brand with 25+ 
years  of  experience,  we  accelerate  client  success  through  our  unique  and 
powerful  combination  of  premier  benchmarking  research,  rich  content  and 
collaborative  consulting  and  training  services.  Our  clients  include  5000+ 
organizations of all sizes across all industries. 

 

Learn More About Our Complete Offering of Specialized Solutions 

Assessing and Diagnosing Product Innovation Performance 

Benchmarking Performance, Practices and Processes 

Creating Product Innovation and Technology Strategies 

 Designing, Improving and Implementing Stage‐Gate® Idea‐to‐Launch Systems 

Designing and Delivering Corporate Training Programs  

Evaluating and Certifying Product Innovation Software Applications   

New Product Portfolio Management Decision Frameworks  

Product and Technology Roadmapping 

 

Visit www.stage‐gate.com or contact us at +1‐905‐304‐8797 

 

 




