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Good portfolio management (PM) is a key to success in New Product Development (NPD). But good PM still frequently eludes even
the biggest brightest corporations. In this article, Bob Cooper and Scott Edgett outline ten ways to make better portfolio and project
selection decisions. A related article by Peter Heinrich and Eugene Kania on PM resource management can be found in the April 2006
(Visions, pp 20-23).
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uch like the stock market, picking the right portfolio of investments in New Product Development (NPD) is one key to getting
more bang for your buck. Indeed, significant productivity gains
in NPD are possible through more astute selection decisions, according
to a major study of industry best practices. Moreover, businesses that
perform the best in New Product Development have in place a systematic
portfolio management method—one that brings discipline and rigor to
their project selection decisions and effectively guides their resource allocation. These firms recognize that every R&D or new product project
is an investment; and like stock market investing, R&D investments must
be managed in a professional and systematic way. This article outlines
the top 10 practices of these best
performing businesses when it
comes to portfolio management
and project selection.
One of the weakest facets of
NPD is effective project selection and resource allocation.1 As
shown in Exhibit 1 on page 12,
only 21 percent of businesses’
portfolios contain high valueto-the-corporation projects; only
one-in-four businesses effectively rank and prioritize their projects; and
less than one business in five has the right balance of projects in its development portfolios. These are dismal results, but the story continues:
The great majority of businesses (76 percent) have too many projects for
the resources available, which means that projects are under-resourced;
and only 21 percent have a systematic portfolio management or project
selection system in place.
By contrast, companies that are doing well at NPD—the best performers with the highest NPD productivities—have superior portfolio management practices (also shown in Exhibit 1). Although far from perfect, these
best performers effectively rank and prioritize projects, and they boast
a systematic portfolio management system much more so than do worst
performers. (Here “best” and “worst” performers were identified on a
number of productivity metrics including: NPD profitability versus funds
spent; NPD profitability versus competitors; percentage of NPD projects
meeting sales and profit targets; and on-time performance).

One of the weakest facets
of NPD is effective project
selection and resource
allocation.”

Ten “best practices” in Portfolio Management
What are the secrets to those businesses that achieve superior portfolio
and NPD results? Here is a list of 10 best practices that leading companies
were found to use to improve their project selection methods.2
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The 10 Best Practices
in Portfolio Management
These practices improve a company’s portfolio management, according to studies conducted by Bob Cooper and Scott Edgett.
1.
2.

Focus on data integrity; front-end load the project
Install a systematic idea-to-launch process and makes the gates
work
3. Adopt an incremental commitment or “options” approach
4. Know when to walk away
5. Remember, one size does not fit all
6. Triangulate since there is no one best way to pick projects
7. Try scorecards, one of the top-rated but overlooked methods
8. Use success criteria, too
9. Use the right financial approaches
10. Build in periodic portfolio reviews to force rank your projects

1. Focus on data integrity; front-end load the project
The best project-selection system in the world is worthless unless the
data are sound. As one executive cynically remarked about his firm’s
adoption of an elaborate financial evaluation tool, “They’re trying to
measure a soft banana with a micrometer,” noting that the precision of
the tool far exceeded the quality of the data on projects.
The lack of good, early information plagues many companies’ new product
projects. Exhibit 2 on page 12 shows a sample of quality of market information, one of the weakest areas. Note that on entering the development stage,
only one firm in five has good information on customer price sensitivity
(what customers are prepared to pay for the new product); three-quarters of
businesses lack data on customer reaction to the new product (for example,
via a concept test); and almost two-thirds of firms do not have reliable data
on market size and forecasted sales revenue from the new product.
Fact-based decision making in NPD pays off! As Exhibit 2 reveals, those
businesses that spend proportionately more effort in the early phases of a
project—for example, seeking and obtaining better market information—are
rewarded with much higher performing NPD efforts. Best performing
businesses are twice as likely as the worst performers to obtain solid information on market size and market potential prior to development; they
are three times as likely to get good price sensitivity information; and they
are four times more likely to have good insights on customer reaction to
the proposed product before development begins.
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NPD Trends/Practices
Impact on NPD performance
Exhibit 1: By Portfolio Management Practices

Source: Studies outlined in Endnote 1

Exhibit 2: By Quality of Market Information

Source: Studies outlined in Endnote 1

Exhibit 3: By Quality of Execution of Front-End Activities

Source: Studies outlined in Endnote 1
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Define your information needs
The first step to getting better data for more effective
project-selection is to make sure information needs are
defined for each of the Go/Kill decision points or gates. As
one executive put it, “If the expectations are clear, there is a
much better chance that project teams will deliver.” But too
often project teams are uncertain about just what information is required—what they should deliver—to enable the
executives to make Go/Kill decisions. If senior management needs to know “expected sales” or the “target price” to
plus-or-minus 10 percent, then make that requirement loud
and clear to project teams! These information requirements
should be spelled out in the form of gate deliverables for
each of the gates in the business’s gating process.
Next, front-end load your projects—that is, move the
center of gravity of the work effort forward. This translates
into placing much more management emphasis on doing
the up-front or front-end homework before a project moves
into the development phase. At Toyota, where a front-loaded
process is one of its seven principles of effective NPD:
Early engineering rigor, problem solving and designedin countermeasures, along with true cross-functional
participation, are key to maximizing the effectiveness of the
Product Development process. By effectively segregating
this inherently ‘noisy’ phase of the Product Development
process from the execution phase, Toyota is able to minimize downstream process variation that is crucial to both
speed and quality.3
The evidence on front-end loading is very strong: Exhibit 3 on this page shows some of the front-end activities
typical of new product projects. Again, there is strong
evidence of serious deficiencies: For example, only 18
percent of businesses execute the front-end market research well; and only one company in four develops a
proficient business case for its development projects. What
stands out in Exhibit 3, however, is how much better the
top performers execute the Front End of the project. Due
diligence pays off!
2. Install a systematic idea-to-launch process and make
the gates work
One way that many companies have attempted to build
in these best practices is to install an idea-to-launch process
or Stage-Gate® system.4 This process helps to ensure that
better information is available at gates
• By defining what key tasks—for example, what market
research, concept test, or technical assessment—should
be undertaken in each of the stages of the project, and
• By specifying deliverables: What information is really
needed at each gate.
Exhibit 3 lists key best-practice activities in the front-end
of a project, tasks that are typically executed poorly, yet
make the difference between winning and losing. Make
sure that these are built into your idea-to-launch process.
A second pay-off of installing a stage-and-gate system
is the existence of gates. Gates are much more than just a
project review or milestone check point. Rather gates are
the “bet points” or Go/Kill decision points in the process
when resources are allocated to the positive projects, which
then move forward. Equally important, gates identify
weak projects, which can then be culled before additional
resources are wasted. To ensure more effective gates, we
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recommend the following practices,
again based on observations in better
companies:

Exhibit 4: A Scorecard for Project Selection—For the new products’ bucket

• Make the gates visible in your
idea-to-launch process. Typically
there are about four or five gates in
a major project.4 P&G’s SIMPL™
process, for example, features four
well-defined gates from “project
establishment” to “launch authorization,” as illustrated in a recent
Visions article.5
• Ensure that the right gatekeepers
are at the gate meeting. Gatekeepers are typically a cross-functional
decision-team of senior managers
who own the resources required for
the project to move forward. Single
department gatekeeping groups,
or worse yet, single gatekeepers,
don’t work; they miss many of the
nuances and multi-functional input
required in a complex project.
• The full project team should also
be at the gate meeting, especially for larger and important projects,
making their project presentation and dealing with questions from the
gatekeepers. This should be a transparent decision-making process.
• Make the decision—Go or Kill—and commit the resources, right at
the meeting. The project leader should leave the gate meeting with a
decision; and if Go, a check cut!
• Use a gate facilitator—a referee or process manager—to ensure focus
and that a decision is really made that day.
• Consider using rapid gates, electronic gates, or even self-managed
gates for lower risk, fast projects.

“

3. Adopt an incremental commitment or “options” approach
This is analogous to buying a series of options on a property. In order
to manage risk, purchase an option to buy; the cost of the option is low,
usually a small fraction of the
full investment. Then investigate the property further, and
buy a further option; and finally
decide whether or not to make
the full investment. The mistake
that a lot of management makes
is to make an irrevocable “Go
decision” on a NPD project
very early in the project when
relatively little is known, and
then never seriously consider stopping or killing the project once past
this initial Go decision. As one executive put it:
In our company, projects are like express trains. Once underway, they
pick up speed. They may slow down at the stations, but never intend to
stop until they reach the final destination, the marketplace.
The result in this business was a rapid process that yielded a lot of
speedy failures!
Your idea-to-launch process must be an incremental commitment process. At the idea screen, don’t bet the farm! Rather place a small bet—commit enough resources to have a look at the project. With better information at
successive gates, increase the size of the bets. The goal is to build in a series
of Go/Kill decision points, with each successive gate involving more and
more resource commitments, much like the poker game of Texas Hold’em.

The best project selection
system in the world is
worthless unless the data
are sound.”
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As resource commitments increase at successive gates, information is better
and uncertainties are reduced; hence, risk is managed.
4. Know when to walk away
The professional gambler knows, “When to hold them, when to fold
them, when to run, and when to walk away,” as the Kenny Rogers’ song
goes. Sadly, in too many firms in spite of building in gates throughout the
process, management simply lacks the will or the mechanism to kill bad
projects. As one senior executive remarked, “We never kill projects …
we just wound them,” an admission of his management team’s inability
to stop a bad project. The point is that Go/Kill meetings must yield some
kills; and unless some projects are stopped, the gatekeepers are not doing
their job. Also, like the poker player wisely folding his hand, management
must recognize that a correct kill is a success—it just saved the company
a bag of money and a heap of trouble.
5. One size does not fit all
If your financial advisor uses the same criteria to evaluate and select
different categories of investments—stocks, bonds, and real estate—then
you should get another advisor. Quite clearly, these are different types of
investments and require the use of quite different investment criteria for
each. The same is true of development projects. There are huge differences
between small incremental projects, genuine new products, and platform
developments. Yet too often we see a failure to recognize the differences
and handle each differently.
The solution is to categorize your developments projects into buckets,
such as:
• New products
• Platforms and technology developments
• Improvements, modifications, and extensions
• Customer requests.
These four types of projects are as different from each other as stocks
are from bonds. So use different criteria for different buckets. For example,
employ financial criteria (profitability or payback) for relatively predictable projects, such as improvements and modifications; but use more
qualitative and strategic criteria in the form of a scorecard for platform
developments or innovative new products.
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NPD Trends/Practices
Exhibit 5: Ranking of New Product Projects

on six to ten key evaluative criteria (a sample
scorecard is shown in Exhibit 4 on page 13). The
resulting scores are then combined to yield an
overall project attractiveness score. This scoring
exercise and final score become key inputs to the
Go/Kill decision (although many users of this
approach claim that it’s the process—a senior
decision-making group going though a set of key
questions, debating their scores, and reaching
closure on each—that provides the real value,
and not so much the final score itself).

8. Use success criteria, too
A second selection method and one employed with considerable success at firms, such
as P&G, is the use of success criteria.7
The company [P&G] relies primarily on success
criteria to help make better Go/Kill decisions on
projects. Specific success criteria for each gate relevant to that stage are defined for each project and
are agreed to by the project team and management
at each gate. These success criteria are then used to
SOURCE: Robert Cooper and Scott Edgett
evaluate the project at successive gates and are also
This chart ranks New Product Projects using the Productivity Index and gate score until the
key evaluation criteria at the post-launch review.
resource limit is reached. “loadings” is the person-days required to undertake the project
(next quarter). The limit is 650 person-days in this example, denoted by the bold line.
Did the project team achieve what was agreed to?
In addition, a number of businesses have developed
general screening tools and scorecard methods to assist the leadership team
6. There is no one best way to pick projects, so triangulate
in selecting ideas that will enter the SIMPL™ process.
In wartime when intelligence officers attempt to determine the accurate
Success criteria typically include metrics on profitability, first year
location of an enemy radio signal, they triangulate. They set up three
sales, launch date, and even expected interim metrics, such as test market
listening posts and hone in on the correct location, simply because one
results. The method allows the project team to custom-tailor criteria to suit
listening post cannot provide the total answer. Similarly, in NPD, when
the nature of its project. Further, it forces the team to make much more
trying to make the correct Go/Kill decision, recognize that all methods
realistic and accurate sales, costs, and time projections, which provide
are somewhat unreliable; so consider using multiple selection methods
better data for management to make the Go/Kill decision. The method
in combination and hone in on the correct decision. Use as many as three
has the added benefit of instilling project team accountability. At the
different selection methods to make the tougher decisions (for example, in
post-launch review, the project’s results are compared against the original
the case of new products or new platform developments). Best performing
projections made by the team. A word of caution here: This success criteria
businesses rely on an average of 2.4 new product selection methods per
method does have risks; and its use should be reserved for businesses with
firm, simply because one alone won’t do the job.2
considerable experience with gating systems and a solid track record of
making realistic sales, cost, time, and profit estimates.
7. Try scorecards, one of the top-rated but overlooked methods
Although scorecards are not the most popular Go/Kill decision tool,
9. Use the right financial approaches
they produce surprisingly good results in terms of the resulting portfolio of
Most financial people concur that the NPV (Net Present Value) is the corprojects. For example, scorecards yield higher value portfolios and more balrect method for capital budgeting and hence for making Go/Kill decisions.
anced portfolios.2 Moreover, of all selection methods, they fit management’s
NPV recognizes that money has a time value. It places progressively less
style the best and are rated by users as the most efficient and effective of all
weight on future and distant revenue estimates; and because it is a cash flow
methods, yielding the right demethod, it avoids many of the problems inherent in accounting or accrual
cisions without being too burmethods. But there are some important caveats when using NPV.
densome. By contrast, financial
First, some projects are simply too small or too short term to merit a
tools, by far the most popular,
full-fledged financial analysis involving NPV. For these smaller projects,
yield inferior portfolios on a
such as Sales Requests, use a simpler financial index (perhaps a Salesnumber of metrics, including
to-Cost ratio) or a very simple scorecard.
portfolio value, balance, and
For new product projects, which involve uncertainty and risk, consider
strategic fit.
using a probability-adjusted NPV. For example, the Expected Commercial
The proponents of the scoreValue method based on decision-tree analysis and the Monte Carlo simulacard approach argue that many
tion approach both effectively deal with risk, uncertainty, and probabilities.6
qualitative factors are known
6
drivers of success in NPD. For example, new product projects that leverage
Use the Productivity Index, an extension of NPV, as well. At some point,
projects must be prioritized simply because resources are constrained.
the business’s core competencies, sell into an attractive market, and boast
The Productivity Index is a financial approach based on the theory of
sustainable competitive advantage, have higher success rates and make more
constraints. The argument here is that in order to maximize the value of
money. The theory is that if you can explain success, then you can predict
your portfolio subject to a constraining resource, take the factor that you
success. Thus, construct a scorecard using these same factors that are known
are trying to maximize—for example the NPV—and divide it by your
drivers of success, and use the scorecard at your gate meetings to rate and
constraining resource; for example: the person-days (or costs) required
rank projects. That is, the gatekeepers (not the project team) score the project

“

Gates determine weak
projects, which can then be
culled out before additional
resources are wasted.”
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Exhibit 6: Calculating the Productivity Index
to complete the project, as shown
in Exhibit 6 on this page.
The Productivity Index—How to calculate it
Then rank your projects according to this index, as in Exhibit
Productivity =
Forecasted NPV
or PI =
Forecasted NPV
5 on page 14, until you run out of
Index
Person-Days to Complete Project		
Cost to Complete Project
resources. Those projects at the
top of the list are Go projects, are
Source: Robert Cooper and Scott Edgett
resourced, and are accelerated to
uct projects by using a combination of the scorecard score (from the most
market. Those projects beyond the resource limit in Exhibit 5 are placed on
recent gate meeting) and the Productivity Index in order to prioritize the
hold. The method is designed to maximize the productivity of your portfolio
projects. Projects are ranked until they are out of resources in each bucket.
yet stay within a resource limit.
(As part of the development of an innovation strategy, management should
have already made a strategic decision regarding how many resources go
10. Build in periodic portfolio reviews to force rank your projects
to each type of project or bucket using a Strategic Buckets approach).8
Setting up a gating process is an excellent first step, but it’s not enough.
Finally check for balance. That is, estimate the proportion of resources
One problem is that projects are evaluated one at a time at gates, but
going to projects across relevant dimensions, such as the split by market,
are never compared against other projects; nor are resource constraints
by project type, by business area, or by risk level. Pie charts and bubble
considered when projects are viewed in isolation at gates. So it becomes
diagrams are a convenient way to display these resource splits.6
too easy to say “yes” to every project at a gate, the result being pipeline
gridlock, too many projects for the limited resources available.
Practice Discipline
To correct this yea-saying tendency, use portfolio reviews in conjuncPicking the right portfolio of projects is paramount to maximizing
tion with gates. Here the focus of a portfolio review is on the entire
your NPD productivity, so move forward. Design your portfolio manageportfolio of projects—ensuring that your business has the correct set of
ment system by following the guidelines above, experiment with it, get
Go projects, the right mix and balance of projects, the right priorities of
the gatekeepers to endorse and commit to using it, and then stick to it.
projects, and sufficient resources to undertake these Go projects. Portfolio
While none of the portfolio or project selection tools is perfect, most yield
reviews are typically held about four times per year.
fairly good results. The worst situation is employing no system—a gut
At a typical portfolio review, all projects initially are in the auction.
feeling, a political decision, or a shoot-from-the-hip approach. In short,
Many companies start by categorizing their projects into the project-type
any portfolio system is better than no system at all!
buckets outlined in Exhibit 4 on page 13. Next the “must do” projects
are highlighted in each bucket—projects that are strategically essential,
Robert G. Cooper is President of the Product Development Institute, a
are almost completed and are still good ones, or meet a key customer
Professor
at McMaster University, and creator of Stage-Gate®. Scott J.
commitment. These “must do” projects are removed from the auction, are
Innovare_Vis_ad.qxp 2/28/06 1:52 PM Page 1
Edgett is CEO of the Product Development Institute.
designated as top priority, and their resources are protected.
Next, the remaining projects are prioritized within each bucket as in
Exhibit 5 on page 14. Be sure to prioritize within buckets, not across buckets, so that you never compare apples and oranges; use different criteria
for different project types or buckets; and use multiple criteria as noted in
Exhibit 5. For example, in the “New Product” bucket, rank your new prod-
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Results from an APQC study (American Productivity & Quality Center). See: Cooper,
R.G., Edgett, S.J. & Kleinschmidt, E.J., Best Practices in Product Innovation: What
Distinguishes Top Performers, Product Development Institute, 2003, www.prod-dev.
com. A summary is reported in a three-part article series: Cooper, R.G., Edgett, S.J.,
& Kleinschmidt E.J, “Benchmarking Best NPD Practices,” Research-Technology
Management, 47,1, Jan-Feb 2004, 31-43; RTM 47, 3, May-June 2004, 50-60; and:
RTM, 47, 6, Jan-Feb 2005, 43-55.
These 10 best practices are from two sources: an Industrial Research Institute study
of portfolio management methods, summarized in: Cooper, R.G., Edgett, S.J. &
Kleinschmidt, E.J., Portfolio Management for New Products, 2nd edition. New York,
NY: Perseus Publishing, 2002. www.perseuspublishing.com, Chapter 6; and the APQC
study in endnote 1.
A summary of Toyota’s seven principles of NPD, as uncovered in a University of
Michigan study, is found in: Morgan, J. “Applying Lean Principles to Product Development” report from SAE International Society of Mechanical Engineers, 2005
(www.shop.sae.org)
Stage-Gate is a registered trademark of the Product Development Institute Inc. See:
Cooper, R.G. Winning at New Products: Accelerating the Process from Idea to Launch,
3rd edition. New York, NY: Perseus Books, 2001.
The P&G SIMPL™ idea-to-launch process is shown in: Cooper, R.G. & Mills, M.
“Succeeding at New Products the P&G Way: A Key Element is Using the ‘Innovation
Diamond’”, PDMA Visions, XXIX, 4, October 2005, 9-13.
Scorecards, Expected Commercial Value (ECV) and various portfolio charts are explained in: Cooper, R.G., Edgett, S.J. & Kleinschmidt, E.J., “Portfolio Management:
Fundamental to New Product Success”, in The PDMA Toolbox for New Product
Development, ed. by Belliveau, P., Griffin, A. & Somermeyer, S. New York: John
Wiley & Sons, Inc., 2002, 331-364.
Explained in (and paragraph taken from) Visions article on P&G’s approach in endnote 5.
The Strategic Buckets resource allocation method is explained in: Cooper, R.G., “Your
NPD portfolio may be harmful to your business’s health,” PDMA Visions, XXIX, 2,
April 2005, 22-26; see also endnote 6.
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Seminar on the essentials of …

Innovation Strategy
& Product Portfolio
Management

..
..
.
.

How to maximise the returns of your new-product investments by:
Developing a product innovation strategy for your company.
Defining clear and meaningful goals for product innovation.
Deciding where to invest and what areas to avoid.
Developing and using new product and technology roadmaps.
Optimising the use of your scarce resources by picking the most profitable
projects.
Achieving balance between high and low-risk, markets and technologies

r leader
Semina G. Cooper
rt
Dr Robe

"The professional content of the seminar is highly relevant and was elegantly presented by Robert
Cooper - the content was interesting and he managed to hold the participants' attention.
Especially al the good examples and case stories from 'the real world' were great!" Bo Jürgensen,
Head of Automotive Product Development, Bang & Olufsen, Denmark

3-4 October 2007
Radisson SAS Scandinavia Hotel, Copenhagen, Denmark

The Seminar Leader

Do you have an Innovation Strategy?

Dr Robert G. Cooper was recently named the “World’s Top
Innovation Management Scholar” by the prestigious Journal of
Product Innovation Management. He has combined practical
consulting with groundbreaking research for many years. Besides
his best-selling books “Winning at New Products” and “Portfolio
Management for New Products”, he has published more than 95
articles on new products, R&D and innovation management.

Having a clearly articulated product innovation strategy is vital
to the success of your new products. Senior Managers in "bestpractice" companies recognize that greater success rates and bigger profits are achieved by applying a strategic approach to product
innovation. Do you have a Product Innovation Strategy to guide
your firm's new product efforts? Are you allocating your scarce
and valuable product development resources to the right development projects? Do you have a product roadmap to help define
which major projects to undertake? This seminar will put you on
the path to "Mastering Profitable Innovation". You will learn:

Dr Cooper is a professor of Industrial Marketing and Technology
Management at McMaster University (Ontario, Canada). He is
also the founder and President of the Product Development
Institute (www.prod-dev.com), offering innovation know-how
and support around the world. Many companies in North
America, Europe and Asia have introduced his methods, e.g. 3M,
ABB, AT&T, Carlsberg, Caterpillar, Dow Chemical, DuPont,
Exxon Chemicals, HP, ITT, Kraft Foods, Kennametal-Hertel,
LEGO, Lenzing, Pfizer, VISA and many others.
Top-rated seminar
Bob Cooper’s seminars always receive top ratings (over 4.5 on a
scale of 1 to 5) as inspiring, profound, captivating, practical,
and effective.
"Dr Cooper has already been # 1 in NPD for years and makes excellent presentations. He always comes up with practical solutions.”
Dr Mario G.R.T. de Cooker, Senior Technology Advisor, DSM,
The Netherlands
"Excellent presentations of highly relevant topics. High-quality
notes that help when implementing Lean principles 'back home'."
Bjørn Marcher, R&D Manager, Monarflex A/S (Icopal), Denmark
“Robert Cooper has a thorough understanding of his subject,
excellent understanding of the business environment and can
articulate clearly the concepts and details of the topics covered.”
Mark Swinburn, IPM Leader, Cadbury Schweppes, Australia
Outstanding reputation for practical advice
Dr Cooper has worked with hundreds of leading edge companies
in Europe, North America, China, Japan and Australia on addressing the fundamental issue: making Product Development profitable. He brings to the seminar-workshop a wealth of experience
and lessons learned, as well as proven techniques and methods for
leading, organising and managing your business’s efforts. He has
an outstanding reputation as a hands-on, hard-hitting seminar
leader, imparting technique and skills which attendees can employ
in their work environment immediately.

..
.
.
.

How to craft your business' product Innovation strategy
How to define areas of strategic focus to better direct your
project selection decisions
The development and use of product and technology roadmaps and strategic buckets to make R&D resource allocation
decisions
Best practices for evaluating and picking winning new-product projects
How to maximize the value of your development effort.

Proven methods
The seminar is based in part on the most recent American
Productivity and Quality Center (APQC) study of the best
practices of the top performing businesses in the U.S., as well
as on Cooper’s years of research and consulting with highly successful companies, such as Procter & Gamble, ITT Industries,
Honeywell, ICI, DuPont, Exxon, GlaxoSmithKline, Guinness,
Swarovski, Henkel, and others.
The seminar gets into the “how tos” of the practices, so you can
implement them directly in your own business. The seminar is
delivered by the world’s leading specialist in product innovation
and the developer of the Stage-Gate® new-product system, now
used around the world by most leading firms to drive new products to market.
Seminar-Workshop Format
This comprehensive seminar uses a workshop or hands-on
approach. It includes lecture, discussion and Q&A sessions
and illustrations learned from experiences and examples in
other companies. It provides you with the knowledge and
examples needed to return to your own business and begin
implementation.

P R O G R A M M E

D AY 1
0 9 : 0 0 Arrival, light breakfast
0 9 : 3 0 Introduction by Jens Arleth,
Innovation Management U3
0 9 : 4 5 Defining innovation strategy and the

..
.

Defining entry strategies
Making key deployment decisions resource allocation & strategic buckets
Creating a strategic product roadmap

1 6 : 4 5 Questions and Answers

impact on performance

Most businesses lack an effective and
clearly articulated product innovation
strategy. Yet this is one of the important
common denominators of successful
businesses. Learn what an innovation
strategy is and how it drives performance.
1 0 : 3 0 Team exercise:

1 7 : 0 0 End of Day 1

D AY 2
8 : 0 0 Light breakfast

Problems and issues relating to Strategy
8 : 3 0 World-class development process
1 1 : 0 0 Refreshment break
1 1 : 1 5 Crafting a product innovation

.
.
..
..

strategy: Part I

Setting goals for your business's newproduct development efforts
Assessing your strategic environment:
peripheral vision, disruptive technologies and market trend analysis
Core competency assessment
Identifying strategic arenas
Deciding on areas of strategic focus
Your strategic map

1 2 : 3 0 Lunch
1 3 : 3 0 Crafting a product innovation
strategy: Part I, continued
1 4 : 3 0 Networking break
1 4 : 4 5 Team exercise: Developing a strategy
1 5 : 3 0 Crafting a product innovation
strategy: Part II

Deciding on strategic arenas is an important facet of strategy: it gives you
focus and defines your 'hunting grounds'.
But determining how you will win in
your chosen arenas is equally important,
and an often-missed component of strategic development. Topics are:
Deciding the best strategy to win in
defined arenas
Deciding your strategic positioning
Developing attack plans

.
..

A high-quality development process is
critical to success and a necessary prerequisite for effective portfolio management. You will get an overview of the
process and its seven key elements.

1 3 : 0 0 Your own portfolio System

This session translates best practices into
a viable portfolio system for participants'
own companies. Topics include:
Strategic buckets for effective resource
allocation
Product roadmaps: a map for the future
Getting the right balance & mix of
development projects in your portfolio
How to prioritize your development
projects
Making effective Go/Kill decisions at
gates
An integrated portfolio management
system in your business

.
..
.
.
.

14:30 Networking break
1 4 : 4 5 Your own portfolio System continued
1 5 : 4 5 Final Q&A session
1 6 : 0 0 Seminar ends - implementation

0 9 : 0 0 Best Practices in

begins!

Portfolio Management

Strategy becomes real when you start
spending money. Portfolio Management
is about where you wish to spend your
R&D funds and resources. It's also about
which development projects you wish to
invest in and which ones you should
walk away from. We define the five goals
of an effective portfolio management system including:
Maximizing the value of your
development portfolio
Achieving balance in your portfolio
Strategic alignment
Sufficiency, and
Dealing with resource constraints

.
..
..

1 0 : 0 0 Networking break
1 0 : 1 5 Team exercise:
What’s stopping us
1 0 : 4 5 Best Practices, continued

Please note
Breaks are taken at convenient times
throughout the day. Times are approximate,
as the schedule is flexible to accommodate the needs of attendees.
The programme is subject to changes.

.
.
.

Who will attend?

1 2 : 0 0 Lunch

.

Executives and senior managers
responsible for maximizing the
returns of their innovation efforts
Vice presidents of R&D, engineering, manufacturing, marketing, new
business development, and product
innovation
Process owners and process managers who play a significant role in
making the new product development and portfolio management
process work
Directors and managers

To

This seminar is organised by Innovation Management U3. For
over twenty years, we have helped our customers to improve
their new product performance and to reduce their time-to-market. We are the leading Stage-Gate® consulting group in Europe
and have helped many leading European companies with this
process since it was introduced in 1988.

Our services also include portfolio management, lean product
development, best practices benchmarking, market orientation
and in-house seminars for senior managers and project leaders.
We hold seminars on innovation at regular intervals. We publish
books and write articles. To access and/or download information
or articles, please go to http://www.u3.dk

Time and place

Registration form

3-4 October 2007
Radisson SAS Scandinavia Hotel Copenhagen
Amager Boulevard 70
2300 Copenhagen S, Denmark
Tel (+45) 3396 5000
Only ten minutes from Copenhagen airport

The seminar location is only ten minutes from Copenhagen
Airport by taxi. The location is also easy to get to if you are arriving by rail or in your own car via the motorway system.
We will send directions when you register.
Price DKK 11,900 (EUR 1,600) + VAT

The price includes lunch, refreshments and documentation.
Payment on receipt of invoice.

Please register the following delegate(s) for the
seminar ”Innovation Strategy and Product Portfolio
Management”.
Overnight accommodation:
Please go to the registration form at http://www.u3.dk/register
and click on the link under "Overnight accommodation" or
phone the hotel on +45 3396 5000.
Name:

Position:

Company:
Cancellations

Cancellations may be made up to and including September 19,
during which period the seminar fee, less 20%, will be credited.
No refunds will be given for cancellations received after September 19.
You are always welcome to send a colleague to the seminar, if you
are unable to participate.

Address:

Postal Code / City:

Country:
Five ways to register

Register at:
E-mail to:
Fax to:
Phone:

http://www.u3.dk/register
info@u3.dk
(+45) 3675 4219
(+45) 3675 0219

Letter to:

Innovation Management U3
Hyldebakken 7
DK-2605 Brondby, Denmark

Phone:

E-mail:

Do you want to join our e-mail list?

Yes

No

Design: Iben Kofod, GangArt
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their project selection decisions and effectively guides their resource al-. location. These îƒ„rms recognize that every R&D or new
product project. is an investment; and like stock market investing, R&D investments must. be managed in a professional and systematic
way. This article outlines. the top 10 practices of these best. performing businesses when it.Â best performers effectively rank and
prioritize projects, and they boast. a systematic portfolio management system much more so than do worst. performers. (Here
â€œbestâ€ and â€œworstâ€ performers were identiîƒ„ed on a. number of productivity metrics including: NPD proîƒ„tability versus funds.
spent; NPD proîƒ„tability versus competitors; percentage of NPD projects. meeting sales and proîƒ„t targets; and on-time performance).
Most people make weak decisions from a non-peak state. Very few people, actually, truly make any real decisions at all. Most people
donâ€™t have enough conviction to truly make a decision. They arenâ€™t definitive. They arenâ€™t dead-set.Â The decisions
Iâ€™ve made were too clear and too powerful not to have the right people around me. Because I know I couldnâ€™t have done it
without them. For example, I made the decision in late 2016 to write a book on a very, very different level than the norm.Â If you want to
do better work, youâ€™ll need to become a different person with a different mindset and a different identity. Be Honest With Yourself
About The Changes You Must Make To Evolve. Change is not easy. As project managers, we are paid to make decisions. When our
decision-making ability is impeded we can slow things down, causing frustration and customer dissatisfaction. But what does a project
manager need to make better and faster decisions?Â What does a project manager need to make better, faster, project decisions? A
few years ago the author was contacted by a key client from the pharmaceutical industry who was the head of global drug development
and who wanted to improve decision making in his organization.Â Five Ways to Speed Up Decision Making. In conclusion, let's look at
the five ways you can speed up decision making on your project immediately: Put real choices on the table.

