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Which best describes your role?

▪Corporate Innovation leader
▪Corporate Innovation Project / Product Owner
▪ Innovation Consultant
▪ Innovation Software Provider
▪ Innovation Consulting & Software Provider
▪Other
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Does organization bureaucracy negatively impact 
new business growth or innovation efforts?

▪ Yes – all the time. Please help!
▪ Yes – sometimes.
▪ Yes – in the past, but we’ve fixed it.
▪No – rarely.
▪No – what are you talking about? It’s easy.
▪N/A – I’m not in a corporate innovation role.
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Some noteworthy context about Intel
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Core Biz: MEMORY

Core Biz: CPUs

1998 New Business Incubator

Intel Inside – “the most effective 
coop ad program in history” – Ad Age

1984 Intel PCEO - 1st 
Internal ‘startup’

#32000 Market Cap Peak - World’s
3rd Most Valuable Company

2nd Largest, > $5B Assets  

1991 World’s 1st Corporate VC 

2017 BRI Associates



High failure rate of many high-potential ventures 
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Results were not unique to Intel
Bain: Distance from the Core correlated with lower probability of success
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Source: Bain, Chris Zook – “Profit from the Core”
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Economic Distance from Core

▪ Less competitive advantage

▪ Less potential profitability

▪ Lower market share/ 
customer loyalty



Doing new things has higher 
rates of failure…
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But why?

It comes down to 
Company Fit



Company Fit can be broken down into RPPs

8/12/2025 © Copyright 2025 BRI, LLC 9

https://hbr.org/product/assessing-your-organization-s-capabilities-resources-processes-and-priorities/607014-PDF-ENG
https://hbr.org/product/assessing-your-
organization-s-capabilities-resources-
processes-and-priorities/607014-PDF-ENG

HBR:  “Assessing Your Company’s Capabilities: 
Resources, Processes and Priorities”

R
Resources

Include budget, people, equipment, technology, 
product designs, brands, information, and relationships 
with suppliers, distributors, and customers.

P
Processes

The patterns of interaction, coordination, 
communication, and decision making through which 
they accomplish these transformations are processes. 

P
Priorities

Priorities from the business model of the company’s 
core business. Applied and relevant at all levels within 
a company.

https://hbr.org/product/assessing-your-organization-s-capabilities-resources-processes-and-priorities/607014-PDF-ENG


Examples of RPP misalignment

New Innovation Operational Needs Corporate Operating Norms

The opportunity needs to hire a data scientist with specific 
skills that company does not currently have.

There is a corporate-wide hiring freeze.  
(Priority)

The opportunity requires a “good enough” solution while 
exploring new markets.

One of your core brand values is superior quality. 
(Resource/Priority)

The opportunity requires the sales team to sell a recurring 
service that is not part of their compensation structure.

Your sales team compensation is tied to selling widgets.  
(Process/Priority) 

The opportunity requires a direct-to-consumer sales. Your company sells only through distributors (B2B). 
(Process, Resources)

The opportunity requires an agile approach. Your company uses a waterfall development methodology. 
(Process)
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Being part of a large company is a catch-22

8/12/2025 © Copyright 2025 BRI, LLC 11

Value creation 
through 

synergies with 
core business
(primary justification for 
doing within company)

Risk of value 
destruction 

from RPP mis-
alignment

(for any “diversified” or 
“transformative” growth 

beyond core biz – via 
organic or M&A)



Company Fit Assessment - available in Growth Forge® 
(BRI’s Innovation Management Software www.growth-forge.com )

The RPP Alignment Assessment Tool & Graph are protected under copyright of BRI, LLC (http://www.bri-associates.com)

8/12/2025 © Copyright 2025 BRI, LLC 12

W
IL

LI
N

G
N

ES
S 

TO
 P

U
R

SU
E

‘E
xp

lic
it

’ P
ri

o
ri

ti
e

s 
&

 R
es

o
u

rc
e

s

ABILITY TO PURSUE
Processes, ‘Implicit’ Priorities & Resources

Most dangerous zone.
Explicit resource & priorities aligned, but 

implicit priorities embedded in processes will 
block. Custom governance required.

Can only succeed with 
ambidextrous leadership & long-

term resource commitment

Not supported yet but aligned 
with core capabilities.

Focus on getting support with 
incremental funding. Can succeed with ambidextrous 

leadership, custom governance & 
incremental investment

Extremely high risk even with 
custom governance.

Not likely to succeed due to 
internal RPP mis-alignment

Well aligned with Core.

Success driven by factors other than 
RPP alignment 

https://www.growth-forge.com/
https://www.growth-forge.com/
https://www.growth-forge.com/


What is the primary focus of your innovation 
program or services? (select all that apply)

▪ Core – Internal “process” innovation
▪ Core – Incremental product / service innovation (Horizon 1)
▪Closely Adjacent (Horizon 2)
▪ Transformative (Horizon 3)
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We interviewed dozens of companies for the answer 
and found there wasn’t a one-size-fits-all answer.

So, what can we do about it?

Success requires a combination of 
Ambidextrous Leadership & Custom Governance.



Company Fit Risks & Mitigations
Corporate Strategy Alignment
Issue:

▪ Innovation Portfolio Strategy alignment with 
Corporate Growth Strategy
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Organization 
Growth Strategy

Innovation
Portfolio Strategy





Success Requires:

▪ Ambidextrous leadership & mindset

▪ Disruptive innovation & portfolio 
approach explicitly part of corporate 
growth strategy

▪ … or focus innovation portfolio on 
incremental, core process, or very close 
adjacency innovation



Success Requires:

▪ Appropriate metrics, consequential to 
corporate leaders & stakeholders

▪ Custom governance at Innovation 
Portfolio level

Company Fit Risks & Mitigations
Innovation Portfolio Governance
Issues:

▪ Corporate innovation strategy actions not aligned 
with words or intent
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Organization 
Growth Strategy

Innovation
Portfolio Strategy





What is custom governance?

▪ Charter & Priorities

▪Oversight & Decision Making

▪ Talent & Culture

▪ Structure & Operational Flexibility
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Build Buy / PartnerBorrow

Autonomy from the core business

Synergy with the core business

Leverage assets or  
capabilities of the 
core business

Organically develop 
new operational 
capabilities with 
operational 
autonomy

Outsource capabilities 
to external supplier or 
partnership

Acquire assets or 
company for their 
capabilities



Company Fit Risks & Mitigations
Venture-specific Governance
Issues:

▪ RPP mis-alignment between Core business and 
needs of Innovation Venture
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Organization 
Growth Strategy

Innovation
Portfolio Strategy

Success Requires:

▪ Custom governance at Venture Level

▪ FIT Team to streamline interfacing & 
exceptions







The Interface Challenge
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New Innovation 
Project

Sales

Marketing

Manufacturing

Legal

HR

Finance

Etc.



The Functional Interface Team (FIT)
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Functional Interface Team must have tops down support to succeed.

New Innovation 
Project

Functional 
Interface 

Team

Sales

Marketing

Manufacturing

Legal

HR

Finance

Etc.



Company Fit Risks & Mitigations
Transitional Governance
Issues:

▪ Governance required at venture early stages 
different from governance needed when scaling
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Organization 
Growth Strategy

Innovation
Portfolio Strategy

Success Requires:

▪ FIT Team

▪ Transitional, shared governance  
(Mezzanine)







Framework for Appropriate Governance
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Mature Business 
Operations

CVC – Strategic 
Investment

Spin-out

Acquisition

OutsourcingSpecial/New BU

Incubation

New Product Dev

Exploratory R&D

Focused Big Bets

Concept Verification MatureScalingIncubationTransformationalCore Adjacent External
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Concepts Incubation In-Market 
Validation

Mezzanine 
Business 
Scaling



Concept Verification MatureScalingIncubation

Transformational

Core

Adjacent

External

Governance Approach by - Core Proximity & Maturity
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Mature Business 
Operations

CVC – Strategic Investment Spin-out

Acquisition

Outsourcing

Special/New BU

Incubation

New Product DevExploratory R&D

BRI’s Growth Forge Innovation Management Software is designed to 
support portfolios in these areas



Concept Verification MatureScalingIncubation

Transformational

Core

Adjacent

External

Governance Management is an Active Process
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Established Core Business Governance / Operating Model

Fully Independent Autonomous Governance / Operating Model

Business Specific 
Semi-Autonomous 

Governance / 
Operating Model

Semi-Autonomous Incubation Portfolio Governance / Operating Model
Modified Core 

Business Governance 
/ Operating Model

Predictable, Efficient Synergies → slow to adapt & change 
to new opportunities or disruptive changes in market. 

Full independent control of strategic direction, decisions, resource 
allocation, operating metrics → Focused, flexible & highly responsive 

to market & competitive dynamics, but no synergies.

Goal of incubation governance: balance 
best of both at appropriate points in 

business lifecycle. 

It changes with venture maturity. High 
autonomy early to higher synergies at 

maturity. 

Difference from 
core is high

Integrated with 
modified core



Summary
1. RPP Misalignment is the #1 killer of transformative innovation in mature 

companies ($Bs in lost opportunity for Intel)

2. Most “bureaucracy” exists for a reason that’s good for the core business (you 
won’t and probably shouldn’t try to change it)

3. The RPP terminology is a neutral framework and language for discussing and 
resolving RPP friction with stakeholders

4. Early identification of RPP misalignment risks is critical (use tools like the BRI 
Company Fit Canvas or Growth Forge Company Fit tools)

5. Mitigations require flexible mindset of key stakeholders and custom governance 
at both portfolio and venture levels  
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RPP & Company Fit Assessment Tools
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Consulting Engagements Growth Forge Software (Scalable, Self-service)

Exclusive 15% 
off for InnoLead 

Members

Free Trial 
Available



Thank You
How can we help you innovate and grow your business?

© Copyright 2018-25, BRI, LLC

Book an intro meeting or demo:
calendly.com/jim-at-b-r-i/30min

www.growth-forge.comwww.bri-associates.com
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