
Two Organizational 
Choices for Innovation: 
Separate or Integrated?

The composition of an innovation team, where it sits in the organization, and who it reports to is 
just as important to driving successful innovations as the innovation strategy itself. Since every 
company is different, there’s no single “right” setup. But we created these diagrams to help you 
think through and design a structure that works for you.

Innovation team is carved out as a self-contained team that is separate from the day-to-
day operations of the company.

Innovation team is integrated into core business and relies on shared services.
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•	 Minimizes disruption to core products/business
•	 Allows for quicker product development process that can be different from the 

traditional core product development process
•	 Creates environment less constrained by traditional biases
•	 Ensures consistent staffing/funding by eliminating the need to choose 

between current product support and innovation support 

•	 More difficult transfer to commercialization, as the rest of institution can feel 
removed from innovation and has no ownership of the projects

•	 May miss taking advantage of some key institutional knowledge (of customers, 
suppliers, distributors) by separating from organization

•	 May create animosity by setting up an “innovators” vs. “core” dynamic
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•	 Lower overhead; resources flow to projects as needed (staffing on demand)
•	 Innovation still in control of product and business strategy
•	 Leverages institutional knowledge from other departments
•	 Creates buy-in across organization
•	 Smoother transition to commercialization

•	 Hard to maintain resources ($, people) as priorities in company change
•	 Innovation pace can be slowed by existing stage-gate processes
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To Whom Should Innovation Report? Pros & Cons

CEO

Innovation reports directly 
to CEO as Chief Innovation 

Officer (CInO)

Innovation reports to 
Chief Technology Officer 

(CTO) or Chief Information 
Officer (CIO)

Innovation reports to 
Chief Product Officer (CPO)/ 

Chief Commercial Officer 
(CCO)

Innovation reports to 
Chief Strategy Officer (CSO)

Innovation reports to 
Chief Marketing Officer 

(CMO)

Benefits

•	 Org alignment 
indicates significance 
of innovation to 
organization 

•	 Greater authority 
to drive disruptive 
innovations 

•	 Innovation strategy 
tightly aligned to 
overall company goals 

Risks

•	 CEO has limited time 
for guidance 

•	 CInO status may create 
division between 
innovation and 
commercial activities

Benefits 

•	 Greater ease of 
securing technology 
resources to support 
innovation 

•	 Innovation most likely 
to leverage unique 
technology capabilities 

Risks 

•	 Focus may be on 
digital/tech innovation  

•	 Other innovations may 
be overlooked (business 
model, supply chain) 

•	 Possible bias toward 
building innovations 
(vs. buying from 
outside)

Benefits

•	 Innovation most likely 
to be well-aligned with 
consumer and retailer/
distributor needs 

•	 Easy transfer to 
product development 
and commercial launch 

Risks

•	 Innovation emphasis 
can be on near-term 
business needs 

•	 Non-product related 
innovations could be 
missed

Benefits 

•	 Innovation likely to 
be well-aligned with 
overall corp. strategy 

•	 Innovation likely to 
have mid- and long-
term focus 

•	 Annual Operating 
Plan likely tied to 
strategic importance of 
innovation initiatives 

Risks

•	 Incremental 
innovations may get 
overlooked 

•	 Difficulty building 
relationships with tech 
or R&D team to drive 
development

Benefits

•	 Innovation most 
likely to be consumer-
oriented (driven by key 
consumer insights) 

Risks

•	 Innovations likely to 
be product, packaging, 
marketing innovations 

•	 Other innovation types 
may be overlooked 

•	 Difficulty building 
relationships with tech 
or R&D team to drive 
development
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