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Abstract: This article presents the results of a literature review and the preliminary results of inter-
views with directors and innovation managers of large companies on the importance of innovation in
business strategy, innovation strategy, and the factors they consider when choosing their strategy.
Therefore, the study determines nine statements. There is no global consensus on the definition
of innovation, which could affect its relevance in business. This contributes to the fact that the
innovation department is not integrated as the main lever of the core business. A business strategy
needs innovation, and a business innovation needs its own strategy. In fact, it is positive to incorpo-
rate the innovation strategy into the business strategy to improve productivity, performance, and
sustainability. The innovation strategy is framed in a multidimensional way, and the innovation
strategies are oriented to the offering, efficiency, and business plan. In turn, there are factors (internal
and external) that affect or influence the decision of companies when deciding on an innovation
strategy. It is also concluded that it is reasonable to consider that we can use the business strategy
methodology to determine the innovation strategy. Future research could delve into how to establish
a framework that defines the innovation strategy methodology with a unified approach where the
main strategies and their components are revealed.

Keywords: business; innovation; strategy; technology; competitiveness; performance; business
model; open innovation

1. Introduction

The Working Group on Statistics on Science, Technology, and Innovation from the
European Commission, based on a survey across 22 countries [1], states that 51.2% of
the European SMEs companies declare themselves as “non-innovators”, which means
companies that did not introduce any innovation in the three years reference period. A
more recent study in the region of Catalonia, by IDESCAT [2], concludes that only 25.1% of
companies in Catalonia made product or business process innovations. Both figures are
coherent and show that the gross of the industry lacks any innovation strategy to increase
its competitiveness.

It can be found in the literature [3–8] that there are companies that have difficulties
and inhibitors to carrying out innovation, such as being too oriented to short-term results or
experiencing economic restrictions, a lack of innovation culture, talent limitations, etc. One
of the different hypotheses of this low level of innovation in the industry is that innovation
is a field that does not have a commonly agreed definition to clearly size its scope. This lack
of a common definition leads to misunderstandings about innovation, making it difficult to
measure, decide, plan, and deploy any strategy.

If managers want to develop an effective strategy amid a constantly changing market,
they need to use innovation cleverly to boost their organization’s competitiveness [9]. This
strategy is a general framework made up of an integrated set of options for the achievement
of business objectives, and an action guide that receives feedback from the action-result
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binomial [10]. Hence, innovation should take a fundamental role in the company’s business
strategy because it is regarded as one of the key factors of success and an essential strategic
component to survive in an increasingly competitive market environment [11–14]. Now,
due to the disruption of digital technologies and the complexity of leading dynamic markets
in a sustainable way, the average age of the companies in the S&P 500 has been reduced
to less than 20 years, versus the 60 years in the 1960s [9]. So, ensuring that innovation
is embedded into a business strategy moves organizations to innovate in the long term,
helping them survive beyond the next financial year [15].

Innovation is considered a key factor in the organization’s performance [16]. But what
kind of innovation is needed? How is the strategy defined? What actions need to be taken
by companies toward innovation? Business innovation needs an innovation strategy that
drives companies to decide on the innovation plan that best suits their corporate objectives,
regulates their processes, and explains how to use the resources to generate value and
competitive advantage through innovation [17,18]. Having an innovation strategy that
aligns with the business strategy is a key element in innovating sustainably over time and
achieving better financial results [19]. However, there are no blueprints for the innovation
strategy [20], and few companies have a clear one [17]. PricewaterhouseCoopers (PwC)
reveals that nearly 20% of companies do not have a well-defined innovation strategy at
all (from a survey that includes almost 600 innovation leaders in companies of different
sectors and sizes around the world), and almost half of the companies do not have cultural
support and strategic alignment between innovation and business [19]. In fact, only 7.53%
of Catalan companies have a specific innovation strategy [2].

There is no universal guide to innovation, but it is possible to increase your chances by
putting together the right components [21]. The potential level of the innovation strategy
depends on the quality of its individual components [22], which will influence or determine
which strategy best fits the company. Consequently, achieving success is not as simple as
applying the best practices in the sector, hiring the best innovation leader, or not copying
what others are doing; it is more complex [23].

Therefore, in this research, we ask three questions:

- What are the innovation strategies most used by companies?
- What are the factors that determine or influence which innovation strategy to choose?
- What is the methodology used to establish an innovation strategy?

As a result, we have identified three necessary components for the innovation strategy:
the dimensions, which will define the framework of the company’s competitive space
for innovation; the strategy’s taxonomy, addressed to where, when, and how to compete;
and, the factors, both internal and external, that can influence or determine the company’s
innovation strategy decisions. Likewise, we deduce that the business strategy methodology
could be applied to the innovation strategy (analysis, formulation, and implementation),
although no specific literature on this process was found. Therefore, this research is also
based on the responses of surveyed innovation managers and directors of large companies
operating internationally on the relevance of innovation in business strategy, the need for
an innovation strategy, and the factors they use and consider.

A limitation of this study and proposal for future research is to delve into innovation
strategies, making a broad list of strategies and factors to be considered by companies. At
the same time, it would be very relevant to delve into the innovation strategy methodology
so that companies can conceptualize a framework of where and how to act.

2. State of the Art
2.1. Context and Definitions

Without a globally accepted definition of innovation, it is difficult to have a common
understanding when we talk about that term. Although there are great efforts from the
research business community to achieve a global consensus on the definition of innovation,
the analysis of 208 definitions and the proposal made by [24] seems too recent for companies
to have assumed the global conception of what innovation is. Here, the authors conclude
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that “innovation is the operationalization of creative potential with a commercial and/or social
motive by implementing new adaptive solutions that create value, harness new technology or
invention, contribute to competitive advantage and economic growth”.

Sometimes the word innovation is associated with creativity or invention [25–27];
while one’s companies expect a disruptive innovation [28], others only could consider in-
cremental innovation due to its operational and short-term results [20,29]; some companies
tend to a default association between technology and innovation, forgetting that there is
innovation beyond technology [30]; and some policy-makers and researchers explain that
R&D is in the linear model of the innovation [31]. In fact, “research” is identified as the
first stage of innovation (the three stages are: research, transformation, and commercializa-
tion) [32].

Specifically, the term innovation in business ecosystems and jargon is also called
business innovation. In this case, one of the most accepted definitions comes from the Oslo
Manual [33], which states “A business innovation is a new or improved product or business
process (or a combination thereof) that differs significantly from the firm’s previous products or
business processes and that has been introduced on the market or brought into use by the firm”.
However, the level of novelty of every improvement is something difficult to measure and
adds more complexity to the definition of innovation [34,35]. Here, for example, each new
version of the iPhone which includes new capabilities, i.e., 5G connection, in some contexts
would be considered an innovation and not in others. Therefore, the culture and innovation
experience of each company as well as their expectations and technological capabilities
may change that view on how innovative a product is.

A few examples of the different ways that innovation can manifest are:

(1) Product innovation, where Apple’s iPhone revolutionized the mobile phone industry.
(2) Process innovation, where the assembly line revolutionized the manufacturing process

and enabled the mass production of goods.
(3) Business model innovation, where Netflix disrupted the traditional movie rental

industry with its subscription streaming service.
(4) Organizational innovation, where Google encourages creativity and collaboration

among employees.
(5) Open innovation, where LEGO allows customers to submit ideas for new products; or
(6) Marketing innovation, where Red Bull sent a man to the edge of space in a helium

balloon.

A better understanding of innovation can contribute to its adoption in the company’s
culture, counting on it being a fundamental pillar for competitiveness and business perfor-
mance. For example, up to three-quarters of productivity development in the European
industry can be attributed to innovation [36], and companies that apply innovation in their
strategies produce better performance [37]. Moreover, innovation is positive for customers
because they can enjoy better products and services; positive for businesses because in-
novation provides sustainable growth and development; and positive for the employees
because innovation is a challenging job associated with higher intellectual knowledge and
salaries. In summary, for the whole economy, innovation represents higher productivity for
all of society [38].

Innovation can produce a breakthrough, such as creating and bringing a new product
or service to market, or it can create a series of smaller innovations that produce efficiency
or new ways of working that create profitability [39]. We might think that all investment in
innovation does not have a direct return, and it is true, but companies accumulate internal
transformative capacities associated with the innovation process that produce indirect
effects that can overcome the direct effects of the innovation [40].

According to [41], there are five types of innovation that companies could apply:

- The process innovation that aims to increase efficiency and productivity often relies
on technological advancements and investments.

- The service or product innovation that involves creating significantly improved or
entirely new services or goods.
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- The marketing innovation involves developing marketing strategies and improving
service quality to attract potential markets and deliver quality service to target markets.

- The organizational innovation encompasses changes to managerial techniques, strate-
gies, and structures to improve overall performance. It involves not only improving
staff responsibilities and duties, but also developing new methods to coordinate and
control employees.

- The business model innovation should be viewed as a strategic innovation since it
allows organizations to change or improve their business model, which can increase
their market share by attracting new customers. Furthermore, combining technology
and business model innovations can even alter the industry structure; therefore, an
important aspect of innovation management is understanding its relationship with
strategy.

So, the definition of innovation assumed by every organization influences the role of
innovation in the company; for example, it facilitates or restricts actions, affects how to do
innovation (internally or externally) [42], or is related to management (duties, functions,
and responsibilities). Sometimes, the more technical the conception of innovation is, the
further it is from being a strategic factor for the business. In these situations, the innovation
is perceived as individuals experimenting with unstable solutions that bring more problems
instead of adding value to the business, thus limiting the department and therefore its
power to transform. The association can endanger the business and decouple the relevance
of the innovation department in the organization, and the hierarchical structure influences
the innovation process, almost including the idea generation and selection [43–45].

Innovation is not just a single department’s responsibility, but rather, a key capability
that should be integrated into an organization’s overall strategy [46].

Realizing that innovation is of primary importance in the present and future of the
company, the innovation department gets larger dimensions: the greater the weight in
the organization, the more key it will be for the business strategy. The innovation depart-
ment should be positioned as a horizontal department in the organizational structure as
a transversal area that collaborates with the rest of the departments to accomplish the
objectives of an organization. With horizontal innovation, the decisions are close to the
idea generators, helping the cross-participation and adoption, which is like democratizing
the innovation in the company [47].

Innovation results from collective efforts and ideas, so the ability to innovate is re-
flected in the creative use of resources (talent, processes, technologies, products, etc.). For
this, the ideal situation in a company is that all departments have an innovative mentality, so
that creativity not only has to come from the innovation department. A company must have
organizational structures that support and encourage innovation, cultural environments to
make innovation succeed, and processes to convert ideas into innovation [48].

The innovation department must manage the innovation process in the company,
which implies the internal promotion of innovation culture, the definition and imple-
mentation of methodologies and processes, the testing of new technologies, the correct
mechanisms and agreements with external resources, and hiring the right talent, to name
a few [21,49]. Innovation requires leadership, sponsorship, and focus to become a key
business asset [50].

The innovation process normally uses new combinations of existing factors [51],
without ruling out that a new creation or invention may also occur during the process, or
that an input toward R&D is generated.

Companies must define, as part of their innovation strategy, their innovation model,
which is mainly composed of what methodology will apply and the processes that will
follow to manage innovation. The literature shows references in a variety of innovation
models with some variations between them, understanding consequently there is no
globally accepted model. Normally, the innovation process is shown graphically with a
funnel, where the first stage is to generate ideas, and step by step, the number is reduced to
finally achieve the form of an innovation result [52–55]. Some authors have coincidences in
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the meaning of stages, but use different names to denominate each section. In any case, the
taxonomy coincides with three main points: the generation of ideas, selection, and testing.
In turn, the procedure has some variations depending on who originates the process and
how, for example, if the pull is from the market (user needs), or if the push is from the
company using its differentiation value (technological knowledge, strategic agreements,
etc.), or even a combination of both [56].

Firms can obtain knowledge from internal resources (their employees with their
capabilities) and external resources through getting licensing, acquiring other firms, R&D
subcontracting, or converting external hiring knowledge by hiring relevant researchers [57].
In fact, internal and external R&D should be considered as complements, not as separate
options [58].

Although innovation is not just technology, there is no doubt that it is a key tool for
optimization and efficiency and serves as a powerful instrument for creating differential
value. New technologies provide companies with new capabilities for the creation of new
business models, reimagining the value offered to customers, convincing them to pay for
the new value, and generating benefits for the company [59].

As commented before, a step forward in consolidating the relevance of innovation
in business is when the company wants to innovate and tries to change or improve its
business model, which is called business model innovation (BMI). A business model is how
a company creates value while delivering customers’ products or services. It is a model
that describes how the business runs, a competitive strategy that explains how you will do
better than your rivals. In order to pursue business model innovation, organizations need
to consider new ways of competing in the market, which may involve breaking with past
practices in at least one area, such as value-chain design, conceptualizing customer value,
or identifying potential customers [60]. In fact, [61] states that strategic innovation requires
strategic experiments to position the company ahead of competitors.

The BM can be considered as a blueprint or a roadmap to accomplishing the vision,
where we must identify and define the feasibility (can we build it?), the desirability (do cus-
tomers want it?), and the viability (can we generate value?). However, once the companies
are operating their business models, the world continues to evolve (new competitors, new
technologies, new user preferences . . . ) that make the competitive advantage of companies
temporary, and they need to evolve their BM toward new business models. The BMI
approaches the market differently compared to competitors and transforms those changes
into a competitive advantage, thanks to innovation [62]. In times of crisis, the easy and
tentative solution for companies is to increase the prices of their products, but the answer
must be to innovate in the business model to reduce costs in operations, add new features,
invent new products, and more [63,64]. BMI involves people, processes, technologies, and
governance to facilitate monitoring and control and pursue the organization’s strategic
objective. Examples of these new approaches with excellent results are when, for example,
Nestlé sold coffee machines at a low margin to increase its profits by selling the capsules,
or when IKEA went from selling by mail order to selling disassembled furniture at a low
cost [65]. Starbucks did not invent coffee but revolutionized the sector by associating the
brand with a new lifestyle.

The innovation metrics are one of the main concerns of companies, especially those
that do not believe in their return. Despite the existence of the indirect benefits of innovation
discussed above, managers are under pressure from investors who need short-term direct
income from all lines of business, including innovation. Business innovation must be
tackled systematically to improve the odds of success, and measured and controlled, by its
nature, in a different way than the normal production department does, since the company
does not have the appropriate processes or metrics to efficiently measure a new business
model [66]. The premature use of ROI (Return on Investment) to measure innovation is not a
good idea because it makes the innovation less likely to achieve the objective, a process that
is not normally associated with instant results [54]. Nevertheless, the measure of innovation
uses qualitative and quantitative modes for each stage of innovation. For example, one
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possible quantitative metric for research could be the time and money invested, or the
number of ideas collected in the ideation phase. In qualitative aspects, we can measure the
development with ‘Do we have the right people involved in the project?’ or on the market
stage with ‘Do we really understand our customers?’.

An innovation mindset helps business development at three levels of ambition: (1) im-
prove existing products, serving existing markets and customers; (2) expand the current
business to new ones, adding products to the nearest markets and customers; and (3) create
new products for markets that do not yet exist [67].

However, how is innovation subsidized? What are the common ways for companies to
subsidize innovation? There are some sources of financing for the design and development
of the innovation [68]. One way is through the provision of government subsidies, which
seems to perform better if it is focused on a few companies rather than offering very
dispersed aid [69].

Adding to the territorial and country government, in Europe, one of the main sources
for the development of Research and Innovation is the Horizon program promoted by the
European Commission [70].

Some companies have an internal structural policy to invest a percentage of their
annual income in innovation. For example, Apple invests in R&D about 5% of its annual
revenue, Google more than 16%, Meta over 13%, and Amazon invests 28% [71]. Other
companies make investments based on their lines of business, as part of their business
development.

Another mechanism to subsidize innovation is crowdfunding, a way of raising money
by collecting it from many people through online platforms [72].

Venture capital is another possibility, addressed to fast-growing companies that
promise scalable business projects [68], and is usually associated with technological barriers
that protect investment and mark differentiation.

An alternative is to participate in an external contest, a publication of challenges
where the participants present solutions to the challenges exposed. The prize is usually the
implementation of a Proof of Concept to validate the innovation [73–75].

Young companies called “startups”, self-employed people recognized as “entrepreneurs”,
or the segregation of companies called “spin-offs” also participate in support and mentoring
programs, such as the one offered by [76–81].

Once the innovation is done, the company should transfer it to its appropriate de-
partment, such as how the Research Center or University Research Group transfer their
assets to a company [82], (understanding ‘transfer’ from the point of view of the receptor
as the adoption of innovation, technology, or knowledge, that has been developed out of
the department [83]).

Normally, the innovation team does not have the appropriate dimension, skills, and
objectives that a maintenance group can have. Therefore, the innovation team cannot do
the correct user support, maintenance, and daily operation for a product; for this reason,
another department must take the solution (MVP, for example), and finish it (for example,
make a final and complete product, scale it for a larger number of users, add new features,
improve performance, design of user experience and user interface, etc.).

Proof of Concept (PoC), prototype, pilot, and MVP are terms widely used in the
innovation process, concepts that do not have a globally accepted definition. The different
actors can understand different meanings that could cause misunderstandings about what
they really are and their scope [84,85].

Proof of concept is a term generally associated with the initial stages attributable to the
evidence derived from an experiment, which demonstrates that the idea (product, service,
etc.) is feasible [85]. Therefore, the objective of the proof of concepts is precisely to obtain
evidence to validate the innovation [86].

Continuing with the process, we find the prototype that can be defined as the result
of the physical or digital materialization of the critical elements of the design [84]. Next,
the definition of Minimum Viable Product (MVP) comes from the Lean Startup method-
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ology [87], in which the developed product is elaborated and improved with an iterative
process with continuous feedback from the first users. The MVP usually has very limited
functions, those essential to be used by users [88,89], a formula widely used in startups
(organizations that develop new products and services under conditions of very high
uncertainty). Companies are also adopting this practice to protect their investment (instead
of investing in a great product with a deliverable at the end of the project, companies tend
to prefer agile methodologies with partial deliverables). This practice allows them to test
early results while trying to take advantage of the first move [90]. Investment in innovation
does not guarantee the expected results. The main objective of this investment is to validate
if the idea is feasible instead of investing in a big project, protecting the time, money, and
morale of the employees.

Another strategic transformational process in companies, that address innovation as
one of the major expected outcomes, is digital transformation [91], two interconnected
concepts where one (digital transformation) uses the other (digital innovations) [92]. It
does not only refer to technological changes, but also implies an innovative change in
business operations, management, and organizational structures, and affects processes and
products. In addition, the transformation aims to align the culture of the company to adapt
it to the changing needs of the environment, and it becomes a strategic mainstay for the
business [93]. Prioritizing purpose instead of simply seeking growth can lead to sustainable
growth and keep employees motivated and committed to achieving a meaningful goal [46].

Each organization will decide whether to move into the red or blue oceans according
to its strategy: the most innovative tend to be in the blue oceans seeking to invent and
capture a completely new demand, while others will remain in the red improving their
offering. Depending on their business strategy, each one will choose their market where,
when, and how to compete [94], but carefully as the strategy is not to be taken lightly
because acting prematurely on innovation can be counterproductive for the organization,
especially for its brand image and reputation [95].

Although not all companies believe that they do not have a need to innovate, there are
several reasons why organizations should do so, including expanding the range of products
and services offered, increasing their existing market share, entering new markets, reducing
labor costs, improving the speed of delivery time of products and services, improving
working conditions, reducing the impact of environmental conditions, reducing the cost
of energy, and more [33]. Therefore, it should be plausible to say that when we talk about
“innovation”, it means “business”, and it does not refer to a simple technological and
independent project.

2.2. Methodology

This study aims to investigate the topic of business innovation and its strategy by
conducting an exhaustive literature review and a set of interviews with experts and man-
agers on innovation and directors of innovation departments of main companies. The
methodology used in this study includes the following steps:

Literature Review: An extensive literature review, with 139 references, was conducted
to identify the most relevant and recent studies on innovation. Databases such as Scopus,
Web of Science, and Google Scholar were used to search for relevant articles published
mainly between 2010 and 2023. Keywords used in the search included “innovation”,
“business innovation”, “innovation strategy”, and “innovation management”.

Selection of Studies: The studies were selected based on their relevance to the research
focus of the study, which is to explore the factors that contribute to successful innovation.
The studies were also selected based on their research design, methodology, and quality.

Analysis of Studies: The selected studies were analyzed to identify the common
themes, trends, and patterns in the literature. The analysis focused on the factors that con-
tribute to successful innovation, such as leadership, culture, resources, and collaboration.

Interviews: A set of semi-structured interviews with eight innovation experts and
managers, heads of innovation departments of major companies, was conducted to collect
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additional information on the factors that contribute to successful innovation. To gather
insights from industry experts and managers on innovation strategy, we conducted a
purposive sample of innovation directors and managers from large companies with a
proven track record in innovation. The selection criteria for interviewees included having
extensive experience of at least 15 years in leading innovation efforts within their respective
organizations and being involved in developing and implementing innovative products
and services. We ensured diversity in selection by targeting companies from different
industries and regions, with different sizes and levels of innovative maturity.

Although we searched for parity between men and women, we found more men
in managerial positions than women, however, we were able to interview some women
who represent 12.5% of the total. According to the study from [96], women hold only
12% of executive positions in the field of innovation. Since the participants were directors
and managers of business, innovation, and strategy departments, their schedules were
complicated. Therefore, the interviews were scheduled to last 30 min, rigorously respecting
the time established.

Because the participation agreement was to maintain the anonymity of the names of
the interviewees and the companies where they work, the data is not publicly available.
According to the participants, they had to ask their companies for permission to make it
official, with the risk of not obtaining it. They also assured that the answers could be others
if they officially participated.

The sectors of the companies that participated belong to research and telecommunica-
tions (2), financial services (1), media (1), fashion (1), transport, and logistics (2). A brief
description of each company can be found below:

- A company that specializes in the telecommunications industry, specifically in the
management and operation of wireless telecommunications infrastructure such as
radio and television broadcasting towers, and telecommunications sites. As of 2021, it
has over 1500 employees and generated a revenue of €1.5 billion in 2020.

- A company specializing in telecommunications research and innovation. As of 2021,
it has around 150 employees and generated a revenue of €15 million in 2020.

- A company that provides financial services to its customers, including consumer
credit, personal loans, and credit cards. It has over 1200 employees and generated a
revenue of over €600 million in 2020.

- A company that is a broadcaster that produces and broadcasts television and radio
content, including news, sports, and entertainment programs. As of 2021, it has
around 6000 employees and generated a revenue of €1.0 billion in 2020.

- A company that is a global leader in the fashion industry, producing and distributing
fashion products. It has over 8000 employees and generated a revenue of almost
€2 billion in 2020.

- A company that is a law firm that offers legal services to individuals and companies
in a wide range of areas, including corporate law, mergers, and acquisitions, and
dispute resolution. It has over 1000 lawyers and professionals and operates in over
10 countries, generating revenue of over €300 million in 2020.

- A company that is a leading infrastructure operator, managing highways and toll
roads in multiple countries around the world. It has over 13,000 employees and
generated a revenue of almost €5 billion in 2020.

- A company that operates the largest maritime infrastructure in the Mediterranean,
offering transport services to businesses and individuals. As of 2021, it has over
1000 employees and generated a revenue of over €170 million in 2020.

The interviews were recorded and transcribed for analysis. More details on the
interviews are presented in Appendix A.

Analysis of Interviews: The interviews were analyzed to identify the common themes,
trends, and patterns in the responses. The analysis focused on the factors that contribute to
successful innovation, such as leadership, culture, resources, and collaboration.
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Integration of Results: The results of the literature review and the interviews were
integrated to provide a comprehensive understanding of the factors that contribute to
successful innovation. The results were organized into a set of statements and presented in
the findings section of the paper.

In conclusion, the methodology used in this study provides a rigorous and compre-
hensive approach to exploring the topic of innovation. The combination of an exhaustive
literature review and the interviews with experts and managers on innovation, and di-
rectors of innovation departments of main companies, provides a rich source of data for
analysis and interpretation. The findings of this study can inform innovation management
strategies and practices in organizations.

2.3. Innovation Strategies

The literature shows that strategy and innovation have historically been studied as
separate fields, [97–99]. The strategy had focused primarily on the corporate and business
unit levels and the innovation literature focused primarily on the product level, and around
the year 2000, the combination of innovation literature and corporate strategy began [100].

Due to its relevance to business, innovation needs a strategy because it involves
planning, prioritizing, and developing the right types of innovation (technological or not),
ensuring that the appropriate resources, knowledge, capabilities, organizational structure,
and processes are used in the most effective way [17,18,101]. The innovation strategy is a
set of actions that drive all procedures and guidelines in an organization to generate and
manage innovations to achieve business objectives [12], driving at least the value chain,
customer value, or potential users [102]. The innovation strategy should be based on the
corporate strategy and needs to be understood as an integral component of long-term
strategic business management [13]. In fact, it is positive to incorporate the innovation
strategy into the business strategy to compete in a better position in terms of differentiation,
productivity, and economic growth [103], and achieve better financial results [19].

The strategy is a process, not a result, and especially in these moments of dynamism
that require globalization, it should be ready to change as conditions evolve. As a business
strategy, the innovation strategy should also be defined as a set of options combined
to harmonize the purpose (aligned with the business), define the playing field (where to
compete), how to succeed (how to develop distinctive value), what competencies (capacities
it has and does not have), and management systems (how to evaluate the strategy) [104].
As we can read in Figure 1, to develop value, companies use strategies to minimize risk in
search of the convergence of people’s desires, commercial viability, and technical feasibility.
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For many people in business, the word ‘strategy’ has become an automatic verb when
they are talking about planning [105], but it is not the same. In the strategic plan, you are
the customer, you control costs (“I am going to expand the business”, “I am going to launch a
new product”), whereas, in strategy, you do not control customers and revenue, so since the
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strategy is a hypothesis that you think will happen, it is impossible to test it in advance or
guarantee it. Once an option is chosen, that is when the planning begins [106]. Strategic
plans have an expiration date, while strategies do not [107].

Building a strategy is a process that involves asking a set of tough questions: What
situation are you in now? Where are you going? How are you going to do it? [108]. With
the strategy, it will be necessary to demonstrate which part of your theory is true and which
is not, so it is about choosing correctly based on the preferences and needs of the user,
on the competition, and on our capabilities. So how can companies test the hypotheses?
Through market analysis? Hiring new talent or training current employees? Following
what the competitors are doing? The strategy is how to overcome the barriers, and it will
validate the assumptions and confirm (or not) if your choice is the best one. In fact, as
shown in Figure 2, strategy is what we use to move from mission to vision, a theory that
involves creativity in designing a solution. A strategy is a problem-solving tool about how
we can solve a problem [106].
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So, following the business strategy methodology by [104,109], strategy is divided
into three sections as reflected in Figure 3: strategic analysis, strategies formulation, and
strategies implementation.

• Strategic analysis.

a. Is when companies set their mission (definition of business they are doing now),
vision (definition of what they want to be in the future), values (definition of
company principles), and strategic objectives (what they want to achieve).

b. Another basic tool in this section is the S.W.O.T. analysis, where companies
define their strengths, weaknesses, opportunities, and threats.

• Strategies formulation.

a. After the mandatory analysis, companies design their strategies by exploiting
(or seeking) their competitive advantage. To do this, they define their playing
field through the dimensions on which to compete (for example, quality, price,
brand prestige, etc.).

• Strategies implementation.

a. Strategies selection. In the selection process, companies will define how to
develop value. To do this, they will set the objectives and the action plan to
achieve them. So, they must clearly specify what and how they are going to do
it, and sometimes it is better to develop a small set of priorities that everyone
supports in order to produce results [110].

b. Go-live. It is the execution of actions following the plan. It usually implies
organizational changes because the development of some tasks may require
new skills and resources.

c. Strategic control. Here, the companies manage the implementation. They control
development and results through KPIs (Key Performance Indicators) and OKRs
(Objective Key Results). This section is key because companies will know if
their strategy is working or not, so with good management, they will have the
opportunity to modify tasks, adapt them to external or internal forces, or even
change the line of action.
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Unlike the fact that there is information on the strategic business process, no similar
methodology has been found to define the innovation strategy process, but it seems that it
can be adapted to use it (analysis, formulation, and implementation).

So, in this analysis, as happens in business strategy, the innovation strategy can
also be framed in a multidimensional way, addressing what a company innovates and
how it innovates [111]. Here, the authors use binomials of dimensions for the strategies:
exploration vs. exploitation, internal vs. external sources, technology push vs. market pull,
and product vs. process innovation. The axes should be composed of the key elements of
the companies that offer, or want to offer, a value proposition, and generate dimensions
that allow the goals to be achieved within the framework of the defined competitive space.

The literature shows a diversity of options, and other studies use matrices with
different axes: while one indicates two critical dimensions, the capacity to leverage new
business models with the technical competencies [4], others propose an innovation strategy
classification in five dimensions [11], naming strategies oriented to technological, time,
market, competition, and cooperation. In another research, the dimensions were deduced
from the study of 100 innovative companies framing them, in this case, in customer
excitement, competitive leadership, and portfolio enrichment [112]. Moreover, we find 12
dimensions of business innovation for offerings, platforms, solutions, customers, customer
experience, value capture, processes, organization, supply chain, presence, networking,
and brand [113]. A summary of the dimensions can be found in Table 1.

Table 1. Dimensions for the innovation strategy found in the literature.

Author, [Reference Number] Dimensions

Pisano, [4] Capacity to leverage new business models with the
technical competencies

Wolf et al., [11] Technological, time, market, competition, and cooperation

Bowonder et al., [112] Customer excitement, competitive leadership, and
portfolio enrichment

Mohanbir, [113]
Offerings, platform, solutions, customers, customers
experience, value capture, processes, organization, supply
chain, presence, networking, and brand

Once the company has well-defined the framework of competitive space in innovation,
it is the moment to decide which strategies will be adopted according to those dimensions.
Here, we can find two big groups of strategies: exploitative, which focused on efficiency
and incremental improvements; and exploratory, which addressed discovering new ideas
and new business models [114–118].

Other strategies are oriented to the level of risk that the company wants to assume
and the level of leadership that represents being a first-mover or a fast-follower, like
proactive, active, reactive, and passive [20], while others are closed to process innovation,
taking in mind cost leadership, making efficiencies to attain superior performance, cost
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advantage, and service innovation based on differentiation, and creating unique and
different features [119].

Ref. [13] explain there are interdependencies between four components of innovation
strategy: technology strategy due to the relevance of tech in innovations; product strategy
to produce what the customers want; process strategy because of the chosen technology
and product strategy; and timing strategy due to the time-to-market can be very relevant
to leading or following market opportunities.

Ref. [112] analyzed 100 innovative companies and they found 12 predominant strate-
gies according to their dimensions. Here, the authors expose that, in the customer excite-
ment dimension, which involves providing new offerings or experiences, there are the
strategies of platform offering (covering a variety of needs), co-creation (working with the
client to generate insights), cycle time reduction (delivering the product early), and brand
value enhancement (delivering customer aspirations).

For the competitive leadership dimension to stay ahead of the competition in the
marketplace, there are strategies of technology leveraging (using tech to be better than com-
petitors), futureproofing (reducing uncertainty with multiple options), lean development
(optimizing the production), and partnering (collaborating with others).

For the portfolio enrichment dimension to entering new market segments or creating
new businesses, there are strategies of innovation mutation (creating new products through
technology evolutions), creative destruction (ending an offering for a new replacement),
market segmentation (creating new opportunities thanks to segments), and acquisition
(procuring technology, brand, or market).

Large companies also publish their own studies, such as the one by PwC based on their
survey called Innovation Strategy Profiler, where they shape the strategies into three: need
seekers (companies looking for new products through customers’ needs), market readers
(those focused in incremental innovations being fast-followers), and technology drivers
(those who use their technological capabilities and try to apply new technologies) [19].

On the other hand, ref. [60] explains that strategic innovation can be defined by three
dimensions such as content, process, and context, but before, the company must define
who its customers are, and what service or product is offered with profitability and value
to attract customers. From a content perspective, companies should focus beyond retaining
and satisfying existing customers to continually explore new potential markets that offer
new opportunities. From a process point of view, companies need to be aware of internal
and external forces (S.W.O.T. analysis) to have the ability to choose the best innovative ideas
for their business environment that best fit their organizational culture. From a context
angle, organizations should have a tolerance of mistakes, support for teamwork, rewards
for risk-taking, possession of non-bureaucratic processes and a flat organizational structure,
to name a few.

At the same time, we observe three generic movements in the literature called strate-
gies: open innovation, imitation, and innovation leadership.

First, open innovation (the situation where an organization is not dependent on its
own internal knowledge and resources, as it uses outside help to create innovation), is
one of the innovation strategies discussed in the literature associated with the innovation
performance in companies [120]. However, the open strategy could not be considered as a
standalone option, and internal R&D and open innovation should be seen as complements,
working as one to be successful [58]. Along the same line, other researchers have published
the cooperation action as an innovation strategy, or rather, an open innovation option
focused on collaboration with startups and spin-offs [12].

Second, a very widespread option that companies take is imitation. Not all investment
in research and development is profitable, so being innovative does not guarantee fast
results. For this, some companies prefer imitation, discussed here as a possible strategy,
because depending on the conditions and copying what others are successfully producing
is more effective than research with the risks that this entails [121]. However, an imitation
strategy has more presence in hierarchical cultures [122], and appears to boost short-term
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performance, being more effective in sustained growth in low-tech industries and in non-
OECD countries [123], although the effect of sustained competitive advantage is stronger
on innovation than on imitation [115].

And third, innovation leadership, which could be precisely the opposite of imitation
(one more reactive, the other more proactive), allows companies to adapt and change the
external environment, which would improve their performance [124,125].

A summary of the innovation strategies can be found in Table 2.

Table 2. Innovation strategies found in the literature.

Author, [Reference Number] Strategies

Müller et al., [114]; Ali, [115];
Jia, [116]; Chen et al., [117]; Gao

et al., [118]

Exploitative (focus on efficiency and incremental
improvements) and exploratory (discovering new ideas, and
new business models)

Dodgson et al., [20]

Proactive, active, reactive, and passive; depending on the
level of risk that the company wants to assume and the level
of leadership that represents being a first-mover or a
fast-follower

Kaliappen and Hilman, [119]

Process innovation (for cost leadership, making efficiencies to
attain superior performance and cost advantage), and service
innovation (for differentiation, creating unique and
different features)

Gaubinger et al., [13]

Technology strategy due to the relevance of tech in
innovations; product strategy to produce what the customers
want; process strategy as a result of the chosen technology
and product strategy; and timing strategy due the
time-to-market can be very relevant

Bowonder et al., [112]

Strategies of platform offering, co-creation, cycle time
reduction, and brand value enhancement. Strategies of
technology leveraging, futureproofing, lean development, and
partnering. Strategies of innovation mutation, creative
destruction, market segmentation, and acquisition

Jaruzelski et al., [120]

Need seekers (those companies are looking for new products
through customers’ needs), market readers (those who
focused in incremental innovations being fast-followers), and
technology drivers (those who use their technological
capabilities and try to apply new technologies)

Valmaseda-Andia and
Albizu-Gallastegi, [120]; Bogers

et al. [58]; Wolf et al., [12]

Open innovation, the situation where an organization is not
dependent on its own internal knowledge and resources, as it
uses outside help to create innovation

Wanasika and Conner, [121]
Imitation, because not all investment in research and
development is profitable, and sometimes copying what
others are successfully producing is more effective

Adjei, [124]; Carmeli et al., [125]
Leadership in innovation, proactivity that allows companies
to adapt and change the external environment, which would
improve their performance

Before deciding which strategy companies would implement, they should know what
key factors determine or influence an innovation strategy to choose the one that suits
them best.

2.4. Factors for Strategies

The size and direction of business activity are not solely determined by market demand,
as the impact of the market can fluctuate significantly due to cyclic changes in the industry,
such as periods of growth and decline, as well as sudden disruptions [126]. So, when
designing a strategy, companies must consider many factors before deciding.
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For example, some studies analyze the impact of talent on innovation, which represents
positive business results [127]; the cost reduction because of many innovations [128]; the
relevant role of user necessities for a product [129]; or the importance of learning about
best practices within and beyond a firm’s industry sector [130]. All these publications have
not been treated as determinants of strategy because they have been studied individually
with other intentions, but due to their impact, they could be considered as candidates to
form part of the strategy elements.

On the other hand, there are factors to be considered, such as the mission and culture
of companies [19,122], and key factors of influence on business development, such as
globalization and technology [131]. There is innovation beyond technology, we can innovate
without the mandatory use of new technologies [30], but there is no doubt that in recent
decades it has taken an important role in business offerings (products and services). Now
data processing and communications are light years away from a few decades, so the
possibilities they bring us are incredible and could be a determining factor in the strategy.

At the same time, there are other considerations that affect how companies establish
and operate innovation, such as financial status, company size, management skills, or com-
petitive advantage, to name a few [132]. Other influencing factors detected are, for example,
the industry, the economic conditions, or the internal capabilities of the company [17]. In
the same direction, we have a proposal of five factors that influence the innovation strategy:
accumulated technological competencies, external orientation, organizational specialisms,
internal strategic cohesion, and management skills [20].

Empirical work was oriented to identify factors that determine the decision to inno-
vate in firms [133]. Here, the authors identified five areas grouped in obstacles (economic
risk, costs too high, organization structure not flexible, etc.), sources (suppliers, com-
petitors, customers, etc.), cooperation (governmental labs, competitors, R&D firms, etc.),
finance and decision-making process in innovation (profit increase, compliance regulations,
turnover, etc.).

The company’s sector could also be a possible determinant to consider. For example,
public companies mainly use current knowledge instead of generating new ones [118].

Companies that prefer to go a step further could choose leadership by incorporat-
ing R&D, seeking exclusive added value for their purposes in an internal, external, or
mixed-managed way, for example, with basic research, applied research, and experimental
development. Hence, R&D is presented as a possible factor that could influence the type of
strategy chosen [11,13,134,135].

One of the previous steps that every company should take when facing which strategy
is the S.W.O.T. analysis (Strengths, Weaknesses, Opportunities, and Threats), another
candidate to be a determining factor because the S.W.O.T. is intended to shed strategic
insights [136], being part of the innovation process [137]. It is the tool par excellence for
business strategy, but is also applicable to the innovation strategy [138] and used to identify
the good and bad of the innovation systems models [139].

A summary of the factors can be found in Table 3.

Table 3. Determinant factors of innovation strategies found in the literature.

Author, [Reference Number] Determinant Factors

Briganti and Samson, [127] Employees with talent represents positive business results

Lluch, [129] User needs play a relevant role in making a product

Leavengood and Anderson, [130] Importance of learning about best practices within and
beyond a firm’s industry sector

Naranjo-Valencia et al. [122];
Jaruzelski et al., [19]

The mission statement determines the organization’s
rationale, purpose, and overall intent. The company culture
frames its philosophy and its attitudes, behaviors and values
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Table 3. Cont.

Author, [Reference Number] Determinant Factors

Haro Carrillo et al., [131]

Globalization has allowed companies to access customers
from all over the world, increasing their markets but at the
same time competing fiercely and being affected by external
fluctuations. New technologies make it possible to increase
competitiveness by adding new functionalities for the
efficiency of systems, products and services

Bayarçelik et al., [132] Financial status, company size, management skills, or
competitive advantage

Katz et al., [17] The industry, the economic conditions, or the internal
capabilities of the company

Dodgson et al., [20]
Accumulated technological competencies, external
orientation, organizational specialisms, internal strategic
cohesion, and management skills

Braga and Braga, [133]

Obstacles (economic risk, costs too high, organization
structure not flexible, etc.), sources (suppliers, competitors,
customers, etc.), cooperation (governmental labs,
competitors, R&D firms, etc.), finance and decision-making
process in innovation (profit increase, compliance
regulations, turnover, etc.).

Gao et al., [118] Business sector (for example public companies mainly use
current knowledge instead of generating new ones)

Wolf et al., [11]; Malhotra, [134];
Van de Poel et al., [135];

Gaubinger et al., [13]

R&D to take a further step in leadership, seeking exclusive
added value for its purposes internally, externally or mixed
managed, for example, with basic research, applied research
and experimental development

Valentin [136]; Geschka [137];
Štěrbová et al., [138];

Al-Mubaraki et al., [139]

SWOT analysis (Strengths, Weaknesses, Opportunities, and
Threats), because the SWOT is intended to shed strategic
insights being part of the innovation process to identify the
good and bad of innovation systems models

3. Results, Discussion and Future Work

In this section, we present the main results obtained from the revision of the literature
in the previous state of the art, incorporating the conclusions of the interviews carried out
with directors and innovation managers, mostly in the category of large companies.

Finally, we contextualize the limitations of the study as well as the next steps in terms
of future work.

3.1. Results

After careful analysis of the literature and interviews with innovation leaders, we can
infer the following results as statements:

Statement 1. There is no global consensus on innovation, and there will not be in the short and
medium term.

The lack of consensus on the definition of innovation could lead to different interpre-
tations affecting the understanding and relevance of innovation in business.

The experience, culture, or environment of companies affect the conception of inno-
vation so that while in some scenarios a new functionality is enough to be considered an
innovation, for others it does not correspond to the expectations.

Regarding relevance, the definition of innovation assumed by every organization
influences the role of innovation in the company, and the hierarchical structure influences
idea generation and selection [43–45].
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For example, companies that only adopt a technological definition of innovation could
limit its importance to the business, handling it as a compliment and not as part of the
business. A definition of innovation-oriented toward intrapreneurship without fear of trial
and failure could help companies advance in their evolution. Or, on the contrary, when the
definition is oriented not to try because the reduction in investment is present, and only
pursues the efficiency of daily processes, the company could slow down its evolution.

Interviews results:

The definition of innovation used in face-to-face meetings for innovation managers
was varied. Some were very operational, defining innovation as a platform to test products
before launching them into production (25%); some of them especially emphasized the
words “value for customers” (25%); while others underlined “putting the future on today’s
agenda” (12.5%). However, the majority coincided in mentioning that innovation is a
“cultural mentality” that transforms the company (37.5%).

Seventy-five percent of the managers consulted affirm that they practice incremental
innovation (it refers to a series of small improvements that are made in the existing products
or services of a company), and only 25% declare that they try to disrupt the business model.

Regarding how they are doing innovation, the answer was equality (37.5%) for both
cases: mainly with internal resources and some external resources; and all the opposite,
mainly with external resources with some internal resources (the other 12.5% affirmed to
work with balanced team internal/external).

Statement 2. The innovation department is not yet integrated as the main lever in the core business.

Interviews results:

The interviews revealed that innovation is still mostly associated with technology
projects, with different roles in companies and with different understandings of how to
apply and manage it. Innovation is something that is predominantly outside of business,
so the innovation department is embedded in another bigger area (62.5% of participants),
losing direct presence on the board of the company. Only 12.5% have a Chief Innovation
Officer on the Board Committee, and 37.5% have other Chiefs.

We observe in the data collected that 50% of the companies work vertically (it means
that they operate as a separate unit within the organization and are responsible for devel-
oping new products, services, or processes from start to finish. In this structure, they have
their own dedicated budget and resources. They may have little interaction with other
departments or teams, and their focus is on creating new ideas and solutions that can be
integrated into the company’s existing operations). The other half does so horizontally
(this means that they collaborate closely with other departments and teams within the
organization to identify areas for improvement and develop innovative solutions that can
benefit the company. In this structure, the innovation department may not have a dedicated
budget or resources, but it works in partnership with other departments, such as marketing
and operations, to identify new opportunities for growth and implement new ideas and
technologies).

The main function that defines the innovation department is testing new technologies
(37.5%) and promoting and stimulating the culture of innovation internally (25%). The rest
stated that they do both (technological and cultural) equally (37.5%).

Fifty percent of the organizations declare that the origin of the demand for innovation
projects comes both from the innovation department and from other areas. While 37.5%
say that it is the innovation department that drives the requests, the remaining 12.5%
proactively receives requests from other units. To carry out these projects, the innovation
department has its own annual budget (62.5%), while the rest (37.5%) comes from a mixed
modality (from the innovation department itself and from other areas).
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Statement 3. Business strategy needs innovation.

Innovation is a key element that represents performance improvement in its appli-
cation. Up to three-quarters of productivity development in the European industry can
be attributed to innovation [36], and companies that apply innovation in their strategies
produce better performance [37].

Innovation is a fundamental pillar in business strategy; it is not just a technological
project, it is a culture, a mindset, a tool that provides competitive value to the company
and added value to customers.

For the economy, innovation denotes greater productivity for all [38]: (1) It is positive
for customers because they can enjoy better products and services. For example, the
invention of smartphones and mobile apps has revolutionized the way people communicate
and access information. Similarly, the introduction of online shopping and e-commerce
platforms has made it easier for customers to buy products and services from the comfort
of their homes. (2) It is positive for businesses because innovation provides sustainable
growth and development. For instance, the use of automation and artificial intelligence
has enabled companies to streamline their operations and reduce costs. Additionally, the
adoption of renewable energy sources such as solar and wind power has helped businesses
become more sustainable and reduce their carbon footprint. And (3) It is positive for
the employees because innovation is a challenging job associated with higher intellectual
knowledge and salaries. For example, software engineers and data scientists are in high
demand due to their expertise in developing and implementing innovative technologies.
Similarly, professionals in the healthcare industry involved in developing new treatments
and drugs often command high salaries due to the specialized knowledge and expertise
required for the job.

Interviews results:

All those interviewed agreed on the need to include innovation in the business strategy,
considering it as a key element in business competitiveness. Despite their wishes, the reality
is that 75% affirmed that innovation is key to their business strategy, while 12.50% said that
the weight is secondary. Another 12.50% stated that innovation does not play a relevant
role in their business strategy.

Statement 4. Business innovation needs its own strategy.

The innovation strategy is a set of actions that drive all procedures and guidelines in
an organization to generate and manage innovations to achieve business objectives [12]. It
involves planning, prioritizing, and developing the right types of innovation (technological
or not) and ensuring the appropriate resources, knowledge, capabilities, and organizational
structure, among others [17,18,101]. It is important not to manage the innovation strategy
as an isolated strategy independent of the rest of the company’s functions. The innovation
strategy should be based on the corporate strategy and needs to be understood as an
integral component of long-term strategic business management [13]. With the innovation
strategy, the company can control and manage the generation of innovation, even though
few companies have a clear innovation strategy [17].

Not all companies have a clear innovation strategy, in part due to a lack of consensus
on the definition of innovation. This limitation in its definition could restrict the scope of
action of the innovation department, normally associated with technological projects and
far from the business core. This could imply that the person in charge of innovation does
not belong to the board of directors, and is not serious about having their own strategy,
treating innovation as a complement to the business, sometimes even more propagandistic
than effective. Likewise, the innovation managers interviewed confused the terms strategy
and planning, so when they talk about strategy, they are explaining their planned actions
for the year.
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Interviews results:

With this point, the interviewees repeated their opinion agreeing on the advantages of
having an innovation strategy, something crucial to define the development of innovation.
While 62.5% of them claimed to have an innovation strategy, 25% did not. Only 12.5% said
that they did not have a specific innovation strategy because it is embedded in the business
strategy itself.

Most of the directors and managers (62.5%) participated in the creation and updating
of the innovation strategy. Most updates occur between 2–4 years (50%), while 25% review
the strategy beyond four years, and the other 25% do it every year or even a few times
a year.

Statement 5. It is positive to incorporate the innovation strategy into the business strategy.

The incorporation of an innovation strategy is crucial to compete in a better position
in terms of differentiation, productivity, economic growth, and achieving better financial
results [19].

The innovation strategy should be based on the corporate strategy and needs to be
understood as an integral component of long-term strategic business management [13].

The innovation strategy is a set of actions that drive all procedures and guidelines in
an organization to generate and manage innovations to achieve business objectives [12],
driving at least the value chain, customer value, or potential users [102].

Statement 6. Innovation strategy is framed in a multidimensional way.

We have different approaches to declaring the sections of the business value propo-
sition, and the dimensions will define the framework of the competitive space using
innovation.

The literature reviewed shows dimensions that can be grouped into four frameworks:

- Dimensions oriented to “innovation sources”: those that define and treat the fonts of
innovation, from internal to external resources, in a competition or cooperation [11].

- Dimensions oriented to the “innovation category”: those areas that define where the
firm works innovation: in the form of improvement (exploitation) or disruptive vision
(exploration) [111].

- Dimensions oriented to “innovation types”: the association to which the innovation is
applied, in the product or process [113].

- Dimensions oriented to “innovation needs”: related to who pulls the business: the
technology that the company creates or dominates, or the market needs, including the
time-to-market and competitive leadership. Customers’ needs include dimensions
such as portfolio enrichment and client excitement [4,112].

Interviews results:

Although the directors and managers interviewed so far have spoken positively about
the use of innovation strategy, none used dimension terminology to define the space where
they develop capabilities to align innovation with business objectives. It seems that not all
frame a strategy, but mix concepts of tactics and planning. In fact, the conversations were
automatically directed by the interviewee toward the explanation of their lines of action,
listing the planned tasks.

Not everyone seems to act with analytical thinking that helps establish a strategy. It
would be relevant to train those responsible for innovation with a more medium-long-term
vision and reasoning so that they can see beyond the forecast year and short-term actions.
The choice of the dimensions of competitiveness is a critical and essential step to defining a
correct strategy, and it does not seem that it is a step that everyone is aware of taking.

Statement 7. The innovation strategies are oriented to the offering, efficiency, and business plan.

Companies have different strategies to adopt, the defined dimensions being decisive.
The literature reviewed shows strategies that can be grouped into three types of orientation:
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- Strategies oriented to the “offering”: those related to the “making methods”, strate-
gies such as co-creation, collaboration, and open innovation. Additionally, those
pertaining to “provision”, strategies such as those oriented to service, process, and
product [12,58,112,119,120]

- Strategies oriented to “efficiency”: here we find the strategies associated with delivery,
time-to-market, or exploitation [13,114–118].

- Strategies oriented to the “business plan”: those related to brand value, diversification,
market segmentation, reducing uncertainty, acquisitions, the level of risk assumed,
and the level of leadership adopted or the imitation [20,120,121,124,125].

All three groups apply technology, commented as a cross strategy due to its capacities
and influence impact.

Interviews results:

At this point, the face-to-face meetings revealed a crossover of concepts because most
interlocutors referred to strategy when talking about tactics, methods, or even action
points. Some of the highlighted words in their innovation strategy explanation ordered
from highest to lowest citation were: market observation and environment analysis (50%);
relation with the innovation ecosystem (50%); organizational adaptation structure (37.5%);
open collaboration (25%); realization of fast MVPs (25%); cultural development (25%);
make assets and business case (25%); alliances (12.5%); have your own dedicated team
(12.5%); and training (12.5%).

Therefore, companies mainly focus on strategies oriented to the offering (40.91%),
strategies oriented to efficiency (31.82%), and strategies oriented to the business plan (27.27%).

Statement 8. There are factors both internal, such as mission or talent, and external, such as
politics or world economy, that affect or influence the decision of companies when choosing an
innovation strategy.

We have seen that there are many aspects to consider that influence when a company
decides on its strategy. We can organize it into three groups:

- Factors oriented to the “approach”: firm factors such as mission, vision, culture, or-
ganizational structure, value chain, firm values, team talent, company size, inter-
nal strategic cohesion, economic risk, management skills, resources, investment,
business knowledge, and S.W.O.T.; environmental factors such as market, sector,
industry, alliances, pandemics, wars, ecological, legal, politics, and world econ-
omy [17,19,20,118,122,136,137].

- Factors oriented to “thought”: such as innovation maturity and types, R&D (internal,
external, and mixed mode), technology capabilities, and intuition [11,13,133–135].

- Factors oriented to “observation”: such as competitors, good practices, state of knowl-
edge and technology, government and EC innovation strategy, customer’s needs,
learned lessons, and previous innovation outcomes [17,131,133].

Interviews results:

Not all the participants were aware of the factors that influence innovation in their
companies; most of the respondents were superficial. The most cited were three: the
external environment in general terms, but mainly in the economy; the results obtained in
previous innovation trials; and having a focus on certain issues, due to the great diversity
of options that technically exist in the market.

In the following Figure 4, you can see a summary scheme of the three components
necessary for the innovation strategy and how they interact.
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Statement 9. It is reasonable to consider that we can use the business strategy methodology to
determine the innovation strategy.

The literature provides information on the widely used strategic business methodology,
which generally comprises three phases, namely analysis, formulation, and implementation.
However, there is a paucity of information on the methodology for innovation strategy,
mainly because the literature on innovation strategy tends not to focus on the methodology
itself, but rather on describing the innovation process and types of innovation [13,19,20,
112,114–119].

Just as key questions and answers are used in business strategy (What situation are
you in now? Where are you going? How are you going to do it? [108]), innovation strategy
should also be defined as a set of options to align purpose (aligned with the business),
define the playing field (where to compete), how to succeed (how to develop distinctive
value), and identify competencies (capabilities you have and do not have) and management
systems (how to evaluate the strategy) [104].

Then, following the business strategy methodology of [104,109], it could be considered
that the innovation strategy is also divided into three sections: strategic analysis, strategy
formulation, and strategy implementation.

Interviews results:

The interviews showed the lack of methodology in innovation strategy. Only 12.5%
of responders declared they analyze the internal and external environment to trace a path
from the current status to the desired one. Another 12.5% stated that they observe the
market and competitors, learn from them, and act in consequence.

Twenty-five percent of the interviewees answered that their process involves review-
ing the needs of business departments, learning about the state of the art by attending
conferences and events, reading newsletters, and doing technical scouting.

Most of them (75%) agreed to use the European Commission’s Horizon program to
generate assets and experience, as their main pillar in innovation strategy.
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On the other hand, not all companies control and manage the innovation strategy with
indicators and/or OKRs. Twenty-five percent declared that they do not use any of them
because they do not believe in them. Of the 75% that use metrics to control, 50% only use
OKRs and the rest use both (KPIs and OKRs).

3.2. Limitations and Future Work

This article is based on the reviewed literature and the responses of the companies
that kindly participated in the interviews.

Business strategy and innovation strategy are two broad fields that are closely related
but are not applied harmoniously with the same intensity in all organizations. The lack of
global consensus on the definitions in the innovation ecosystem could hinder its adoption,
negatively impacting the business. So, it would be very useful for companies if future
research could delve into the environment of innovation strategies by establishing a basic
framework that defines the methodology and a unified approach where the main strategies
and their components of the innovation strategy are revealed.

Proposed next steps could be:

- Define a series of basic concepts to help the reader understand the environment with
which the following points will be worked, avoiding misinterpretations due to various
definitions.

- Delve into the innovation strategies most used by companies thanks to a continuous
review of the literature, and add more interviews to verify theory and practice.

- Understand the different factors that affect or influence a company when choosing
one strategy or another.

- In addition to these two lists of options for companies, obtaining a methodology
that companies could follow to establish their innovation strategies would be very
relevant.

4. Conclusions

The aims of this study were to investigate the methodology that companies follow to
establish their innovation strategies, list the possible innovation strategies that they can
choose, and the factors that determine or influence their decision.

There is no global consensus on innovation, and there will not be in the short and
medium term. Innovation is a non-standardized term, and the understanding adopted for
each company affects its implementation, roles, and functions. Most of the interviewed
managers and innovation directors agreed on mentioning that innovation is a “cultural
mentality” that transforms the company, and only 25% of them declared that they have
tried to innovate disruptively.

The results of this study have shown that successful innovation is a multifaceted
and complex process that requires the collaboration of different factors. The findings of
the literature review and the interviews revealed that leadership, culture, resources, and
collaboration are key factors that contribute to successful innovation. The analysis of
the literature review and interviews revealed that leadership is an essential component
of successful innovation. Leaders who foster a culture of innovation, encourage risk-
taking, and provide support and resources are more likely to achieve successful innovation
outcomes. Moreover, the study revealed that culture is an important factor that influences
innovation outcomes. Organizations that have a strong innovation culture are more likely
to generate new ideas and implement them successfully. The analysis of the interviews
also revealed that resources are critical to innovation success. Organizations that invest
in resources such as people, technology, and infrastructure are more likely to achieve
successful innovation outcomes.

Collaboration was also identified as a key factor that contributes to successful innova-
tion. The study showed that collaboration can take different forms, including collaboration
between internal teams, collaboration with external partners, and collaboration with cus-
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tomers. Effective collaboration is essential for generating new ideas, developing prototypes,
and implementing innovation initiatives.

Even though business strategy needs innovation, and business innovation needs its
own strategy, the innovation department is not yet integrated as the main lever in the core
business. Only 12.5% of those interviewed stated they have a Chief Innovation Officer in
the Board Committee. For companies, it is positive to incorporate the innovation strategy
into the business strategy because it is crucial to compete in a better position in terms of
differentiation, productivity, and economic growth to achieve better financial results.

It is reasonable to consider that we can use the business strategy methodology to
determine the innovation strategy. This strategy is framed in a multidimensional way,
however, none of the interviewees referred to this term. Among the most used strategies,
we find those oriented to offering, efficiency, and business plan. We also find factors that
determine or influence the choice of innovation strategy.

In summary, the findings of this study highlight the importance of leadership, culture,
resources, and collaboration for achieving successful innovation outcomes. Organizations
that focus on these factors are more likely to generate new ideas, develop innovative
products and services, and gain a competitive advantage. This study has important
implications for innovation management strategies and practices in organizations, and
future research can build on this study by exploring these factors in more depth and
investigating their impact on innovation outcomes in different contexts.
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Appendix A

As we have seen in the state-of-the-art section, there is a common misunderstanding
about what innovation is, and, at the same time, not all companies are applying innovation
with the same intensity. To avoid confusion related to definitions and to better understand
the meaning of innovation for the participants, we conducted face-to-face meetings instead
of surveying people, with the intention of gaining insight before entering the strategy
section. For this reason, the interview was divided into two sections: innovation and
strategy.

Section 1: Innovation

n What kind of innovation do you practice?
n Related to innovation resources, how are you doing innovation?
n Do you practice applied research?
n In the organization structure, where is the innovation department?
n How does the innovation department work in the organization?
n What are the main functions of the innovation department?
n How and who is proposing the innovation projects?
n Do you have a reserved budget for innovating as you want, or it is coming from other

departments?
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n Does innovation have a direct presence on the Board or Executive Committee?

Section 2: Strategy

n Is Innovation in your business strategy?
n Do you have an innovation strategy?
n Did you participate in the creation of your innovation strategy, or do you participate

in the updates?
n How often is the innovation strategy reviewed?
n Could you describe the basic pillars of your innovation strategy?
n What are the factors that you consider to be determinants or influences when choosing

an innovation strategy?
n Could you describe the methodology used to establish the innovation strategy?
n Are you measuring the innovation strategy with KPIs and/or OKRs?
n Could you describe, at a high level, your main OKR/KPI?
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