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Foreword
Within days of joining CA Technologies in 2015, a bunch of product innovation
projects landed on my desk for me to manage and review. As I looked through
them, with their varying value propositions and market assumptions, there
was no question that many of them stemmed from fantastic ideas. But what
was also clear was that, along the way, or perhaps from their genesis, some
important steps had been missed in terms of obtaining customer feedback,
validating what was required for an initial minimum viable product, and sizing
of the investments.
Interestingly, the one common element was that all of the business models
had hockey stick-like market adoption projections turning a profit in wildly
optimistic timeframes. The plans were precise, and, also, precisely wrong. It
was clear that these innovation projects had all been shaped by their environment of large, mature businesses. As I looked at the haphazard collection of
spreadsheets, PowerPoint decks, Word documents, and home-made demos, I
thought to myself:There has to be a better way to harvest great ideas and turn
them into businesses that add value to the company and its customers. It was
in seeking this better way that the CA Accelerator was born.
There’s plenty of myth about innovation today, perpetuated by Silicon Valley
“unicorns” with humble roots in someone’s garage which then grow exponentially in days and weeks to become billion-dollar endeavors. Yes, that does
happen, but that world is far removed from the challenges that leaders and
people with ideas face in innovating inside a large enterprise.
The need for large enterprises to innovate is nothing new. My time at Microsoft
founding the Xbox and at HBO developing HBO GO taught me that, if anything, innovation is more crucial to driving the growth of large, established
businesses than perhaps even for smaller startups. I also found that the scope
of the ideas that could take root in large, complex organizations built to service and promote existing businesses were shaped—and limited—by the context of their environments. Xbox and HBO GO were successful innovations,
but they by no means followed a startup trajectory.
In the case of Xbox, the game console market was already a multi-billiondollar market when my co-founders and I started exploring the opportunity. There was no question that a large-scale and growing market existed,
customer appetite for high-quality interactive content was well-proven, and
repeatable business models had been established by existing competitors.
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The name of the game was taking market share rather than establishing a
new market. Furthermore, the game console market could not realistically be
disrupted by some small, nascent startup. Establishing a meaningful foothold
would require massive investment. For this reason, the first green-light funding check for Xbox was a billion dollars—not to deliver the first generation
of a new console entrant, but simply to get started with the effort in earnest.
HBO GO and Time Warner’s investment in building video streaming capabilities was also not an exploratory “what if” incubation. The company’s efforts
were in response to the traction that Netflix and other players were making
in distributing content via the Internet and consumer devices, including Xbox.
The fact that the Internet would disrupt media and video distribution and
consumption of content was no longer in dispute. The question was what
the company’s response would be not only to survive digital disruption, but
also to use it as an engine of growth. Again, building a video streaming service
for millions of customers required a commitment of significant resources;
customer demand had moved well beyond what a small-scale startup effort
could deliver.
While they were innovative, both Xbox and HBO GO were large enterprise
“big bet” responses to large, proven markets and clearly evident technology
trends. Although innovation is never easy, large enterprises are well-suited to
making deep investments. They have the resources, and operating at scale is
in their DNA. In fact, not operating at scale is what seems foreign to a large,
established business. How does an enterprise explore new business opportunities when the market doesn’t yet exist or is too nascent to be meaningful
in the short term?
Large enterprises can easily miss opportunities in new markets. I vividly
remember a meeting with Steve Ballmer presenting a next-generation tablet
concept—a 10.4-inch display, touch, and pen enabled, less than half an inch
thin—that today you would recognize as a modern tablet. The meeting was
over a year before the iPad launched, and although the meeting generally
went well, Steve’s summary was, “If there were a tablet market, it would exist
already.” It is of course easy to be too early or too late, but recovering from
“too late” in today’s fast-moving market is virtually impossible.
So how then can an enterprise create and support an efficient, repeatable
framework for small, startup-style incubations exploring high-risk green field
opportunities? As I examined the projects underway on my desk that first
week, it occurred to me that if we could bring that startup mentality into the
large enterprise, but temper it with the rigor and process that is a typically a
large enterprise’s strong suit, we might have a magic formula for transforming
great ideas into real businesses.
There is nothing new about efforts to drive innovation inside the enterprise.
“Skunkworks” have been around for decades, where people can experiment
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away from the intense pressure to immediately add to the bottom line that
most businesses demand. As one of the four original Xbox founders, I can
attest to Xbox having gotten its start as an unapproved skunkworks effort. In
retrospect, we were amazingly lucky to have been able to get traction for the
idea within the company. The reality is that skunkworks typically carry the
seeds of their own destruction in a lack of discipline around customer focus
and an inability to answer the fundamental question: Is there a need for what
my idea will do?
Today, the marketplace itself is driving the need for companies to constantly
be inventing new products and services. As I wrote in my recently published
Digitally Remastered: Building Software Into Your Business DNA book, a new world
is taking shape. It’s a world dominated by digital engagement. The convergence
of the Internet, mobile devices, and pervasive connectivity has fundamentally
changed the relationship between business and digital technology.
Most importantly, digital engagement changes the relationship with customers and is a powerful mechanism for sensing and responding to unmet needs.
This “feedback loop” is a powerful force underpinning a new kind of customer
intimacy that is 24/7, deeper than ever before, and requires a constant stream
of continuously improving products and services to be satisfied.
This new operating environment has critical implications for how innovation
and product development is done today. In the old days, this work could be
done in a vacuum and then rolled out to customers, along with expensive
marketing and sales models. But today, we live in a world of a fully digital customer journey—from discovery, to trial, to fulfillment—and the ways customers both buy and behave has changed forever. Not only that, but for products
to truly meet market needs, they need to be developed in partnership with
customers, and through ongoing iteration, constantly improved. This is the
new landscape that enterprises face in driving innovation. It is not easy, but as
you will read in the pages that follow, it can be done in a repeatable and very
efficient way.
The CA Accelerator takes the best of the nimble, flexible startup and Lean
principles and marries those with the processes and operating framework of
the enterprise. Importantly, it is deployed within the context of a venturecapital style gating process and utilizes the modern approach to developing
products that matter: engaging with customers early, and often, at every stage
of an idea’s realization and transformation into a business.
Howard Abrams and George Watt have laid out the methodology whereby
any enterprise can incorporate productive innovation that can drive the bottom line, but also serve as a way of connecting with customers and other
stakeholders around the problems they are trying to understand and solve in
the digital world.
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Foreword
With this book as a guide, it’s possible to see innovation come to life in a
way never thought possible in medium- or large-scale organizations. The end
result is a tool for not just customer engagement but employee engagement
and talent retention. Starting with just a single-page “Lean Canvas,” the founders in the CA Accelerator program bring their ideas to market in distinctly
unique ways, but what they all share is a passion for innovation and making
things that matter.
—Otto Berkes
Chief Technology Officer, CA Technologies
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Introduction
If innovation was easy, everybody would
be doing it
“Genius is 1% inspiration and 99% perspiration.”
—Thomas Edison
“Forget it!” “It’s just not worth it!”
Phrases like this have long replaced “Eureka!” in established organizations. We
have all heard the legends of two garage-dwelling masterminds who had an
amazing idea that started with “Eureka!” and became an “overnight success”.
If a small team, with almost no resources, experience, capital—not much of
anything—can deliver such compelling value, why do we hear so often that
innovation in established organizations is impossible? Mature organizations
should have an enormous advantage. They have access to capital, experience,
skills, channels, network, lawyers, marketers… it makes no sense that they
cannot outperform those tiny teams.
The truth is that both positions are inaccurate. Innovation in established organizations is not impossible, and innovation in small teams is not always easy.
Thomas Edison said, “Opportunity is missed by most people because it is
dressed in overalls and looks like work.” Who would know better than he?
Edison had been working on his battery technology for 16 or more hours
every day, seven days a week, for five straight months when his friend, W.S.
Mallory, visited his laboratory. When Mallory learned Edison had made over
9,000 attempts at the battery without a single result that showed promise, he
asked, “Isn’t it a shame that with the tremendous amount of work you have
done, you haven’t been able to get any results?” With a smile, Edison shot out
a reply that delivers great insight into the mind of a successful inventor and
innovator, “Results! Why, man, I have gotten a lot of results! I know several
thousand things that won’t work.”1 With more than 1,000 patents to his name,

Edison: His Life and Inventions, Frank Lewis Dyer and Thomas Commerford Martin,
Harper & Brothers, 1910
1
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Edison taught the world a lot about innovation. He eventually produced his
battery after more than 10,000 attempts. Some say it was tens of thousands
of attempts in total before he perfected it.

The Dirty Little Secret of the Overnight
Success
Whether in a small team or the largest enterprise, bringing a great idea to life
requires time and sweat. Just ask any self-made entrepreneur what life “in the
early days” of their idea was like.While there are some exceptions, most often
you will hear stories of hard work and hardship.
Consider well-known vacuum inventor, Sir John Dyson. It took him 5,127
prototypes and 15 years to get his cyclone technology working properly. In a
column for Wired,2 he describes his journey, and how penny-pinching eventually evolved into his wife giving art lessons to keep his dream alive. The “Sir”
he can now place in front of his name is evidence his hard work and determination were worthwhile. By the time of that article’s publication, Dyson was
on the 35th commercially available version of the vacuum. He never stopped
working—or learning.
So the dirty little secret of those instant successes is that they are not normally
so instant, and they are usually stories of toil and sacrifice. Though that still
begs the original question. “Why does innovation in established organizations
seem impossible?” Or at least harder than going it alone. Certainly harder than
it should be. Is success or failure in innovation simply a matter of luck? No!
Nor should it be. My (George’s) father used to say, “I’d rather be lucky than
good—at anything”.While we would never suggest you should turn down good
fortune—a lucky break is great when it happens—luck is not a sound strategy.
Great ideas sometimes fail for fairly obvious reasons. For example, the Six
Degrees social network, the Dodgeball.com location-based social service, and
tablet pioneer GO corporation simply launched products that were too far
ahead of their time. That can happen in established organizations or in standalone startups. This is not what we are referring to. The root causes of innovation failure in established companies are much broader and more insidious
than this. Sometimes innovation fails in successful companies because the very
process that drives their success creates massive innovation antibodies.
In his seminal book, The Innovator’s Dilemma, Clayton Christensen explored this
in depth. In the book, Christensen explained how the very processes that made
companies successful were themselves antibodies to disruptive innovation.
“No Innovator’s Dilemma Here: In Praise of Failure,” Wired Online,April 8, 2011 https://
www.wired.com/2011/04/in-praise-of-failure/

2
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We agree. Throughout our careers we have experienced this. Many times.
We have had our own successes and failures. We have slain the dragons of
bureaucracy and process and been slain by them. In addition, we have studied
this phenomenon many times and even conducted our own research. We can
tell you that, while Christensen’s point is valid, there is even more to consider.
Whether you are alone in your garage or innovating in a large enterprise,
there are several other, critical items that must be addressed deliberately in
order to successfully bring new ideas to life in impactful ways, and to ensure
they bring value to those who use them. We will guide you through other key
risks that, left unaddressed, significantly reduce the chance of an idea’s success.
They can even damage the mature business. More importantly, we will explain
what can be done to address these risks and challenges so your idea has the
best possible chance to succeed.
In the next two chapters we will leverage our experience and research
to expand on why attempts at innovation fail in established organizations.
Understanding these traps and impediments can help you to avoid them
and help ensure your ideas are successful. Though that understanding is not
enough on its own.
Throughout our careers—in order to survive, and thrive, under these circumstances ourselves—we have had to develop specific strategies and tools for
addressing these issues head on. Of course there were also failures, though we
learned even more from those. Recently we put all of these things together
to create a unique program, CA Accelerator, which we built specifically to
give innovative ideas the best possible chance to succeed in an established
organization.
In the remainder of the book we will share these strategies, tools, and
approaches so you can use them to bring your own ideas to life; ensure you
are building something worthwhile; and ensure neither you nor your organization impedes your progress or becomes the reason your idea fails. We will
also share our program structure, ceremonies, and detailed artifacts so you
can use them to create a program of your own.

What’s in This Book?
Chapter 1, “Their Own Worst Enemy,” explores the key reasons innovation
fails in established businesses. We will share our personal experiences, hardlearned lessons, and stories of failure. We will also discuss key differences
between new and established businesses, why they matter, and share the results
of our research on innovation impediments in established organizations.
Chapter 2, “Unintended Consequences,” explores the impact of the problems that are discussed in Chapter 1. It also examines how those problems
lead to new and exacerbated issues and impediments that result in a not so

xix

xx

Introduction
virtuous cycle of failure, which impacts morale and leads to a self-reinforcing
culture of bad behavior. This behavior makes successful innovation much less
likely, perhaps impossible, not only for those perpetuating those bad practices,
but potentially for others inside and outside the incubating team. Ironically,
the employees typically engage in these innovation-killing practices because
they have, usually unwittingly, been incented to do so by the organization that
would benefit most from their success. We will also discuss what can be done
to address these unproductive behaviors by tackling their root causes.
Chapter 3, “Lean Acceleration,” introduces a framework for continuous innovation and new business incubation. While innovation in isolation—without
the support of the organization and its leadership—is possible in an established organization, it is much less probable. Innovators are likely to give up as
they push against the momentum of corporate process and culture. The skills
required to both accomplish this and be a successful innovator are rare, and
those rare individuals will waste much of their time in a clandestine activity
that does not advance their idea. This chapter introduces a framework for
repeatable success and describes how we developed, deployed, and evolved
our own program. This framework will enable intrapreneurs to move much
faster than their standalone entrepreneur counterparts, providing the intrapreneurs with the freedom of a standalone startup as well as the resources
and benefits of an established organization.
Chapter 4, “Inside the Accelerator,” discusses the inner workings of key
aspects of the program and describes the elements required in order to build
a successful business incubation program of your own. This chapter discusses
project ceremonies and structure, and key tools and foundational artifacts
for driving speed and consistency. In addition, this chapter discusses several
strategies for preparing the mainstream business executives who will govern
the program for the key differences between their mainstream businesses and
the nascent businesses they will govern.
Chapter 5, “Innovation Support Structure,” explores the creation of innovation support infrastructure in your large organization. It discusses how the
program elements created for new incubations can take advantage of your
established business to drive speed, agility, and better decision making. It also
introduces some of the innovative programs created by our Accelerator incubation program team, and by others who saw the value in our initiative. In
addition, it discusses how to ensure new businesses created in your program
are not eradicated by corporate culture and innovation antibodies after they
“graduate” from your program and join the mainstream organization.
Chapter 6, “Benefits Beyond Revenue,” describes how a program of this
nature can help drive the long-term viability of your business beyond the
obvious creation of new businesses. We have learned that our program can
help improve the operation of mainstream businesses, develop employee
skills, build new leaders, and drive a culture of innovation far beyond the
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program’s metaphoric walls.We share our experience and describe how you can
leverage your program to improve the reputation of your business and
improve your organization in other surprising ways.
Chapter 7, “Bootstrapping an Incubation Program,” provides guidance regarding how to get your incubation program up and running. It goes into details
about why it is important to get buy-in early and from a deep and broad set
of stakeholders, many of which may not be obvious, as well as the need to
make sure those stakeholders clearly understand what they have signed up for.
These stakeholders need to understand all of the risks, the potential rewards,
and the time it takes for businesses to incubate. The chapter also explores
ways to prime your program not only to start working on the future of your
company, but also to shake down your program itself. We share the benefits
of taking existing skunkworks and unmanaged projects and using them to not
only as a source of initial ideas, but also as a source of budget and a selling
point to financial stakeholders. In addition, we describe a financial model you
can use to estimate the cost of your program and measure its performance.
Chapter 8, “Inspiring Lean Innovation,” shares some examples of how our
strategies and approaches have been adopted outside our accelerator program, the benefits they bring to other parts of the company, and how you can
drive those same benefits into your organization. It also provides examples of
how other groups have extended the tools, techniques, and artifacts we use
to create new, innovative approaches to their own domains.
Chapter 9, “Conclusion,” summarizes our program and findings and provides
some final tips for driving these practices into your business.
Innovation and breakthrough business incubation in established organizations
does not have to be an exercise in futility. Though it often can be. Some would
say it usually is. So let’s begin our journey by examining why they might feel
that way.
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