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About BTM Corporation  

BTM Corporation (Business Technology Management Corporation) is a management solutions 

provider that leads the industry in the convergence of business and technology management with 

unique on-demand products and intellectual property (IP) to innovate new business models, 

enhance financial performance, and improves operational efficiency. The Company focuses on 

executing solutions from a Concept to Value Lifecycle with management processes, software 

applications, and cross-disciplinary domain expertise that allow its customers to build better 

businesses through the strategic use of technology. Founded in 1999, BTM Corporation is 

headquartered in Stamford, CT. For more information, please visit www.btmcorporation.com. 

 

 

 

About the BTM Institute 

Launched by BTM Corporation in 2003, the international, nonprofit BTM Institute is the first 

organization of its kind to bring together select academics, corporate executives, government 

officials and industry thought-leaders in a multi-disciplinary research think tank to address the 

long-standing need to manage business and technology. The BTM Institute’s collaborative 

approach and extensive research agenda is the underpinning that results in actionable 

publications based on real-world experiences and empirical data. Through various research and 

educational initiatives, the BTM Institute is committed to the betterment of industry to through 

the convergence of Business Technology Management (BTM). For more information, please visit 

www.btminstitute.com. 
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Executive Summary  

Sustained Innovation is a critical ingredient in today’s economy. It drives growth, brand 

development, and value – and is essential for enterprises to navigate through the disruption and 

rapid, sometimes violent, evolution of our business ecosystem. Organizations that successfully 

pursue a strategy of Sustained Innovation possess the business recipes – or what we at BTM call 

“intangible assets" – that give them the visibility, control, technology and management practices 

necessary to drive greater operational effectiveness and efficiency. In other words, Sustained 

Innovation requires business-technology convergence -- the art and science of managing 

business and technology as one.  

 

Convergence is achieved through certain organizational “constructs,” such as management 

behaviors, which have been identified in research and confirmed in practice. These constructs 

establish a foundation on which corporations can build operationally superior business models 

and service delivery functions. As a result, they ultimately yield superior financial performance for 

the enterprise as a whole. 

 

The first phase of this study, which was conducted 

during the second quarter of 2010, examined publicly 

traded US companies across multiple industry groups, 

using a range of financial measures (see Table 4) – 

including value, performance, growth, margin, capital 

efficiency and stock price volatility – to measure the 

financial impact of Sustained Innovation.  Our analysis 

shows a strong positive relationship in every category 

in both the 1-year and 5-year views, confirming that a 

Sustained Innovation posture is a winning strategy, 

even during periods of severe economic contraction. 

 

The study is based on Business Technology 

Management maturity rankings and publicly available 

financial information for the year ending in December 31, 2009. Individual company data for 

those with a high level of Sustained Innovation was compared to the unweighted average figures 

for the industry groups for a direct head-to-head comparison. Seven measures of economic 
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performance were then calculated to quantify the financial impact of Sustained Innovation 

maturity. These results form the basis for the BTM Sustained Innovation Index. 

 

The overall results show that companies with highly mature Sustained Innovation characteristics 

– the Innovation Leaders – exhibited superior financial performance as compared to their 

industry peers: 

 

6% to 15% performance advantage in capital efficiency and value 

10% to 14% performance advantage in margin 

Up to 7% performance advantage in revenue and earnings growth 

Up to 40% less stock price volatility 

 

Moreover, the study showed that the Sustained Innovation Performance advantage was effective 

in both the short-term as well as the long-term, since the above numbers reflect both the one-

year view as well as a 5-year view. 

 

The analyses and conclusions presented in this report represent early results and are intended to 

provide an initial formulation of the BTM Sustained Innovation Index and a general indication of 

its impact on financial performance – as well as a baseline for further research. 

 

To gain perspective on the management maturity level of innovation within your 

organization, take a Sustained Innovation Assessment at 

http://convergencescorecards.btmcorporation.com. 
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 1. Introduction 

“Innovation is now recognized as the single most important ingredient in any modern economy”, 

according to The Economist. It is the lifeblood of organizations. Innovation is the essential 

ingredient underpinning long-term growth and brand development. In fact, many companies that 

have already optimized their operations and processes and streamlined their financials now 

realize that you can’t shrink your way to greatness1. There are two sides to innovation: invention 

and execution. It is not enough to claim victory on one side – see the BTM Report “The 

Transformational Triangle”. Successful innovators must be able to create new ideas that result in 

profitable new products and services. 

 

In today’s knowledge economy, innovation requires convergence in the management of business 

and the management of technology. Not only because more than 50% of capital spending is 

allocated to business technology, but because convergence has become the major strategic 

differentiator between successful companies and their less successful industry peers. BTM 

research shows that companies that converge the management of their business and technology 

tend to adopt one of the strategic postures of the Transformational Triangle: 

Sustained Innovation: advance an enterprise beyond its competition through repeatable 

processes, development of new products, services and methodologies.  

Operational Excellence: consistent delivery to internal and external customers of cost-

effective services at defined performance levels.  

 

Business Agility: ability to sense changes in the business ecosystem and proactively 

respond and reach an advantageous position. 

 

Executives can use these strategic postures individually or in concert, depending on the actions 

most appropriate for a company’s market position, core competencies and strategic imperatives. 

Making that choice is one of the most important decisions a management team can make. The 

most advanced businesses focus on hybrid patterns – innovative and agile at once, for example – 

and allow them to influence and drive business model evolution to reach strategic goals and 

imperatives. 

 

Strategic postures are developed from convergence patterns, meaning that each posture relies on 

a select set of management behaviors and constructs. Sustained Innovation, Business Agility, 

and Operational Excellence each represent a particular convergence pattern.  
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Sustained Innovation is the state attained by organization that have built a ’culture of 

innovation’, capable of innovating at every point of the compass – a full 360 degrees of 

innovation – in all aspects of the business – management, operations, customers, suppliers, and 

among every team. Sustained Innovation requires a seamless, structured management approach 

that begins with board and CEO-level issues and connects all the way through technology 

investment and implementation. This Index reports the maturity of an organization’s Sustained 

Innovation capability, as measured by the following scale: 

 

Table 1: Sustained Innovation Index Maturity Levels 

Maturity Level Characteristics Sustained Innovation Effect 

1 Chaotic, ad-hoc or individual heroics; islands of 
structure may exist, but are not connected and do 
not communicate with each other. 

Little or no innovation awareness 
or attention. 

2 
Repeatable and operationally capable, supported by 
high-level documentation. 

Emergent innovation focus. 
Inconsistent, sporadically 
effective. 

3 Fully defined, supported by detailed documentation, 
consistently repeatable, with little overlap or conflict. 

Threshold of Sustained 
Innovation.  

4 Disciplined and consistent management 
characterized by quantitative performance 
measurement and analysis. 

Measurable improvement with 
increasingly higher levels of 
performance 

5 Continuous optimization, characterized by proactive 
and periodic management or operational 
improvements. 

Full Sustained Innovation. A 
market influencer and leader. 
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The BTM Sustained Innovation Index2 shows a sample 

plotting of organizational maturity levels in the Index. 

BTM assessed companies of varying sizes by revenue 

across dozens of market segments; Figure 1 shows 

sustained innovation maturity versus top-line revenue. 

Most companies are clustered between level 3 and 4, 

indicating that most companies have started to exhibit 

innovative behavior. The Index also shows that there 

is no direct correlation between sustained innovation 

and company size. 

 

The BTM Sustained Innovation Index confirms the 

economic value and financial performance advantages 

of companies with an effective innovation focus. In 

Table 2 is a summary of the average financial 

performance advantages in four categories for the Sustained Innovation Leaders.  

Table 2: Financial Outperformance Summary 

Performance Category 1 Year 5 Year 

Capital Efficiency and Value 11% 12% 

Margin 14% 10% 

Revenue and Earnings Growth 4% 3% 

Volatility 26% 40% 

 

 

Innovation is much more than “invention”. Deriving any value from a new product or service 

requires well-defined processes and a documented business model, and these involve every 

division and discipline in the organization. The organization and its business processes have to be 

designed in such a way as to encourage everyone to talk and work together. Further, 

organizations have to look beyond their boundaries – around the world, if necessary. Internal and 

external collaboration, enabled by technology, are one of the fundamentals of sustained 

innovation. 

 

 

Figure 1:  BTM Sustained Innovation Index 
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2. The Financial Impact of Sustained Innovation 

The BTM Sustained Innovation Index reveals advantages in all four performance categories, in 

fact, the advantages of a Sustained Innovation strategic posture are consistently superior to the 

other postures of the Transformational Triangle: Business Agility and Operational Excellence.  

Only hybrid strategies, such as innovation-business agility, or innovation-operational excellence, 

hare financial results superior to a sustained innovation strategic posture. 

 

A comprehensive understanding of the financial impact of Sustained Innovation is based on the 

following set of financial performance measures (see Table 3 for details).  

Capital efficiency and value measures were chosen to highlight management capabilities on 

the efficient use of resources 

Margin to highlight cost control and pricing power, especially in a changing (and 

challenging) market 

Revenue and earnings growth to demonstrate consistent performance over time, and 

Stock price beta to examine the effect of Sustained Innovation on stock price volatility. 

 

Table 3: Financial Performance Measures 

Performance Category Average 

Capital Efficiency and Value EVA/Capital 
ROC 
ROE 

Margin EBITDA/Sales 

Revenue and Earnings Growth Revenue Growth 
EPS Growth 

Volatility Beta 

 

The BTM Sustained Innovation Index uses publicly available financial information for the 

companies in the Index as of December 2009, except for the long-term financial performance 

measures, which used data from 2005 – 2009, inclusively. Data sources included Bloomberg, 

Value Line and Capital IQ. 

 

For each company in the Index, financial measures were calculated and compared with the 

performance achieved by their industry group; then, outperformance was calculated as the 
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unweighted difference (industry performance less individual company performance)3. The 

industry comparison serves to normalize the results and to reduce the number of factors that 

could otherwise account for performance differences. (The organizations included in these 

financial measures are only those publicly traded in the United States, and therefore have audited 

financial results available. While there are private companies and public sector entities in the 

database, their results were not reflected in this paper.) 

 

The companies in the Index were then grouped into quadrants according to their Sustained 

Innovation scores as follows: 

Table 4: Innovation Quadrants 

Quadrant Score Range 

Q1 4 – 5 

Q2 3 – 4 

Q3 2 – 3 

Q4 1 - 2 

 

Scores for each quadrant were calculated by averaging the financial performance measures for 

the companies within each quadrant. This approach identifies the level of outperformance within 

each quadrant as well as from quadrant to quadrant. Not only did Quadrant 1 firms enjoy 

significant performance over their industry peers, they also outperformed less innovative firms: 

Table 5: Average Outperformance over Quadrant 4 Firms 

Quadrant 1 Year 5 Year 

Q1 13.0% 9.6% 

Q2 5.7% 4.1% 

Q3 2.5% -1.3% 

Q4 NA NA 

 

Financial outperformance for the Index Leaders – Quadrant 1 firms – is shown in detail on the 

following pages for each financial measure in the four measurement categories: Capital Efficiency 

and Value, Margin, Revenue and Earnings Growth, and Volatility. 
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Figure 2: Leader Capital Efficiency and Value Outperformance 

 

 

Figure 3: Leader Margin Outperformance 
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Figure 4: Leader Outperformance – Revenue & EPS Growth 

 

Figure 5: Leader Volatility Outperformance 

 

NOTE: Beta is a measure of stock price volatility; Beta of 1 means the price moves with the market, Beta 

less than 1 means the price swings are less than the market (less volatile), and a Beta greater than 1 

means the price swings are greater than the market. 
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The Sustained Innovation posture proved to be a consistent source of financial outperformance in 

both the 1-year view as well as the 5-year view. Both views were impacted by the great 

recession of 2007-09, which can be seen in revenue growth performance, which scores the 

lowest of any financial measure. EPS Growth, however, remained robust, as did Margin and 

Capital Efficiency. Stock Price Volatility (Beta) was very stable, indicating that the market viewed 

the Sustained Innovation leaders as stable, high performing companies even during a recession. 

 

These figures are not limited to any one area within the enterprise, they reflect enterprise-wide 

returns, and therefore reflect the performance of the entire enterprise. Taken together, these 

figures tell the story that these leaders have discovered and implemented a business approach 

that allows them to drive continuous improvements in innovation – and create higher levels of 

economic value than their industry peers. 
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3. The Anatomy of Sustained Innovation 

The sample companies in the BTM Sustained Innovation 

Index that fall in Quadrant 1 – the Sustained Innovation 

Leaders – have a score between 4 and 5. The following 

chart shows the distribution of maturity scores versus 

revenues. 

 

As a group, Sustained Innovation Leaders cover a wide 

range of sizes, with 2009 revenues that range from 

approximately $3 billion to $60 billion. This diversity 

indicates that Sustained Innovation does not constrain 

itself to a particular firm size or industry sector. 

 

The following table provides an overview of the industry 

sectors covered in the BTM Sustained Innovation Index:  

Table 6: Industry Groups Included in the Index 

Industry Groups 

Aerospace/Defense Medical Services 

Auto & Truck Medical Supplies 

Auto Parts Metal Fabricating 

Computer Software/Services Metals & Mining (Division) 

Computers/Peripherals Natural Gas (Division) 

Diversified Co. Newspaper 

Electric Util. (Central) Office Equip/Supplies 

Electric Utility (East) Pharmaceuticals 

Electronics Precious Metals 

Financial Services (Division) Retail Building Supply 

Food Processing Semiconductor 

Industrial Services Telecommunications Equipment 

Internet Telecommunications Services 

Machinery  
 

 

 

 

 

Figure 6: Sustained Innovation Leaders 
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The Sustained Innovation leaders are guided by several principles, all of which serve to bring 

people together: 

 

Convergence of disciplines and silos lets them act as one. Especially convergence in the 

management of business and technology; business ideas cannot be separated from the 

engine of execution. 

 

Collaboration, enabled by business technology, is a common characteristic across all 

innovative companies – collaboration across internal and external boundaries. 

 

Organizational design is critical to realizing convergence and collaboration. 

 

Partners and networks provide ideas, information and capabilities the organization lacks. 

Most people work somewhere else. 

 

Customers have ideas, too, and they aren’t theoretical or wishful thinking. Customers are 

the ultimate reality check. 

 

To bring these principles to life, Sustained Innovation Leaders focus on three distinct, but 

intimately related, practices, each of which requires business and technology convergence in 

order to perform at a high level of maturity. Please see Section 5, The Strategic Role of 

Technology, for a more detailed discussion of how business technology management underlies 

these practices. 

 

Cascaded Lifecycle. Like most companies with an innovation focus, leaders employ an 

innovation lifecycle that begins with invention. Unlike their peers, however, innovation 

leaders extend the innovation lifecycle to include market success, scale and prominence. 

 

Digital Business Models4. Leaders are not content to invent new products and bring them 

profitably to market, they seek out new business models, which are often disruptive, not 

only to their competitors, but to their existing businesses. Further, these business models 

are based on the fundamental principal that digital models are nonrivalrous5, that is, unlike 

land, labor and capital, use by one organization or individual does not preclude its use by 

another. 
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Cultural Diversity. Innovation is a holistic human endeavor, it requires both left-brained 

(analytical) and right-brained (creative) talents. Innovation leaders, unlike their more 

unidimensional peers, have built a culture that embraces both approaches to thinking, 

doing, and communicating. 

 

These leaders have discovered the difference between innovation and sustained innovation. It is 

not enough to invent things; the world of innovation abounds with tales of how the initial inventor 

failed to commercialize. To cite a familiar example, the concepts of icons, a pointing 

device/mouse, and windows were invented by Xerox in its Palo Alto Research Center (PARC). But 

it took Apple and other companies converging their business and technology management to a 

sufficiently mature level in order to drive these nascent products into a market standard.  

Sustained Innovation Leaders, however, don’t stop at creating successful products or services.  

They know that business technology convergence also has the power to disrupt their business 

model, and they therefore seek out new ways of delivering products, services, and customer 

experiences.   

 

To sustain these two distinct types of innovation – product and business model – leaders must 

build a flexible culture that can attract and empower a wide variety of talent. It is all too easy for 

organizations to fall into the ‘analysis trap’ and focus on left-brain skills like process, 

measurement, and execution. Sustained Innovation Leaders also embrace right-brained skills, 

like creativity, imagination, analogy, and empathy. Unlike most organizations that separate these 

individuals into silos (marketing vs. engineering, for example), leaders build innovation teams 

that morph as the innovation process unfolds – creating focus during ideation and analytical 

emphasis as the market scales. 

 

All three of the above core practices for Sustained Innovation require that the management of 

business and technology be converged. Establishing – and then maintaining and institutionalizing 

– a coherent, sustained innovation capability requires that each stakeholder knows how the 

process works, understands their role, and collaborates with other stakeholders, whether they be 

colleagues, customers or partners. 
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Sustained Innovation Leaders build whole-brained organizations that converge business and 

technology management. Their approaches to innovation revolve around the three core sustained 

innovation practices: 

 

Cascaded Lifecycle. Sustained Innovation Leaders have a cascaded innovation lifecycle enabled 

by technology – see figure 7 below for an example. Such lifecycles enable and encourage an 

innovation cascade, wherein one lifecycle can spawn another, linking and building each lifecycle 

that is congruent to and coherent with the values and mission of the organization. There are 

many variations on innovation lifecycles; the most important element of any innovation lifecycle 

is that its span extends from ideation to beyond market prominence.   
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Figure 7: Cascaded Innovation Lifecycle 

 

 

 

Cascaded Innovation lifecycles not only depend on converging business and technology 

management, they must embrace process and people horizontally across silos. Innovators have 

an enlightened perspective on silos: it’s not the silo that is the enemy, but the space between 

them. They understand that silos are reservoirs of deep expertise, and that connecting silos 

requires a flexible culture that honors and respects each of the silos in which an organization 

chooses to invest, build, and sustain. Orchestrating these capabilities – especially in the rapid 

execution cycles required by the leaders – requires that business and technology be managed as 

one.  

 

Digital Business Models. Sustained Innovation Leaders leverage business technology 

convergence across the innovation lifecycle to create cross-disciplinary management practices 

that allow professionals to innovate sustainable business models. Innovation requires a seamless, 

structured management approach that begins with board and CEO-level issues and connects all 

the way through technology investment and implementation. Effective Business Technology 

Management has the potential to forever change how corporations, governments, education, 

NGOs (Non-Governmental Organization), and social enterprises think of technology's strategic 
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use for socio-economic development, which will in turn have a profound effect on the human 

condition.  

 

 

 

Cultural Diversity. Execution of the innovation lifecycle, whether innovating a new product or a 

new business model, requires creativity and analysis. More so than any of the strategic postures 

in the Transformational Triangle, Sustained Innovation requires the left-brain and the right-brain 

to work together. Sustained Innovation leaders approach this collaboration challenge by defining 

personas6 that individuals adopt as the lifecycle unfolds. Some personas are analytical, some are 

creative, and others are a combination. Not all innovation teams will require all personas, and 

individuals can function in several personas, or change them as the process unfolds. 

 

Learning personas keep your organization from being too internally focused and caught in 

their comfort zone. Learners need to be sufficiently humble to question their worldview and 

remain open to new insights every day. 
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Organizing personas serve to move the innovation lifecycle forward. Even the best ideas 

must continuously compete for attention, resources, and time. These champions are skilled 

at navigating processes, politics and red tape to bring an innovation to market. 

 

Building personas are the connections between the learning and building personas; they 

apply insights from the learning personas and channel the empowerment from the 

organizing personas to make innovation happen. Builders are often highly visible and close 

to the heart of the innovation action. 
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4. A Framework for the BTM Sustained Innovation Index  

The BTM Sustained Innovation Index is built on a framework that describes the processes, 

structures and behaviors that together comprise the operating pillars of the Transformational 

Triangle that underpin Sustained Innovation:  

 

Management Behaviors 

Business Technology Architecture 

Operational Practices 

 

Management Behaviors: The BTM Framework describes 17 management capabilities that 

describe the behaviors necessary for converged business and technology management. A 

capability is a specific management competency defined by four critical dimensions. Each is 

ordered by repeatable processes; executed through appropriate organizational structures; and 

enabled by correct information and technology. 

 

Figure 7: Business Technology Management (BTM) Framework  

The BTM FrameworkTM defines 17 management capabilities across four functional areas, each of which is defined by four 

dimensions: Process, Organization, Information and technology. 
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These capabilities are further divided into two broad categories – Foundation and Advanced. 

Foundation capabilities are “first-order” capabilities (in red above) whose maturity underlies 

overall Business Technology Management Maturity, e.g., Strategic & Tactical Governance, 

Organizational Design & Change Management and Portfolio & Program Management. Advanced 

capabilities (in black above), e.g., Communications Strategy & Management, Compliance & Risk 

Management, and Resource & Demand Management are higher-level capabilities; they are often 

developed later in the maturation process and require, in large part, that the foundation 

capabilities be in place. 

 

While all 17 capabilities are necessary for true convergence, individual businesses focus on 

subsets of these capabilities that are most appropriate to their market position and strategic 

imperatives. The capabilities that comprise Sustained Innovation are as follows: 

 

Table 7: BTM Capabilities for Sustained Innovation 

Foundation Advanced 
Strategic and Tactical Governance Communication Strategy and Management 

Approval and Prioritization Strategic Sourcing and Management 

Business Technology Strategy  

Strategic Planning and Budgeting  

Business Architecture  

Technology Architecture  
 

Business Technology Architecture: Architecture serves the Sustained Innovation lifecycle in 

two different ways, depending on its phase. In the initial phase of invention, business technology 

architecture provides the seeds for imaginative collaboration, particularly for business model 

innovation. Internal architecture helps define the problem or target as well as providing the raw 

material for the synthesis stage of the lifecycle. External architectures, from partners, suppliers 

and customers, are either constraints within which the innovation must fit in order to deliver 

value, or represent obstacles that must be breeched. 

 

In the transition to the execution phase, architecture becomes an enabler, providing the 

innovation team with flexible components with which infrastructure, networks and operational 

capacity can be created. Innovations that reuse components, processes, and technology can get 

to market faster, at a lower cost, and be able to scale quickly – with the nimble touch required to 

adjust as the market expands. 
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Table 8: Business Technology Architecture  

Construct Characteristics 

Business Technology Architecture Inward focused – Product/Service Structure 
External focused – Business Models 
Internal and External Networks and Eco-

systems 

Business Process Collaboration and Communication 
Organizational Change Management 
Flexible Teams and Resourcing 
Knowledge Reuse and Recombination 

 

Operational Practices: The third structure of the BTM Sustained Innovation Index addresses 

the operation of the innovation lifecycle. Organizational units or functions must be free to 

participate without direction or supervision from above, while concomitantly remaining open to – 

and actively searching for – the appropriate lifecycle stage and persona (see section 3 for the 

discussion on innovation personas). Operational practice must also address the development and 

maintenance of the innovation portfolio, the resources and investments necessary to bring 

innovations to life, and the commercialization and marketing focus required for scale. Finally, 

operational practice must seek out and dismantle organizational friction, resistance to change, 

and reluctance to move beyond the comfort zone of established practice. 

 

Table 9: Operational Practices 

Practice Characteristics 

Delivery Management Teaming dynamics and persona/role adoption 
Rapid prototyping and scale 
Network and Infrastructure development and 

operations 

Standards Evolving startup processes into standardized 
processes 
Reuse, repurpose and recombine 
Business model execution 
Flexibility and adaptability 
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5. The Strategic Role of Technology 

Business Technology management convergence is the key capability that differentiates Sustained 

Innovation leaders from their industry peers. Convergence enables the following three practices, 

each of which are key drivers of the innovation lifecycle, business model innovation, and cultural 

flexibility that underpin Sustained Innovation: 

 

Mechanisms to unite the strategically oriented top of the organization with the tactically 

oriented bottom 

 

Mechanisms to foster horizontal collaboration within the organization and across its 

boundaries with outside partners to identify and assess new opportunities 

 

Processes that tie business technology investment to business strategy and capture the 

strategic opportunities created by business technologies 

 

These are natural outcomes of implementing BTM. However, research7 reveals that fewer than 

one in five corporations have adopted a business technology governance structure that can 

deliver these capabilities. Rather, companies have typically focused on governance rights for key 

business technology decisions. Their attention has been on which of three organization designs 

would be most appropriate: centralized, decentralized, or federal. In a centralized design, most 

key business technology decisions are made by the technology function. In a decentralized 

design, the business units make most decisions, with the technology function in an advisory role. 

The federal design combines elements of both by dispersing authority for specific decisions to the 

business units and the technology function.  

 

Sustained Innovation Leaders have discovered that converging the management of business and 

technology allows them to create a sophisticated organizing logic to encourage business 

innovation, strategic experiments, and risk-taking with business technology. A modular 

organizing logic provides the structures that can make these things happen. In particular, 

recalling the importance of collaboration, these structures nurture three types of networks: 

 

 Visioning networks involve senior business and technology executives and the board. 

They foster collaboration on a strategic vision about the role of business technology. One 

way to establish a visioning network is to have the CIO as a formal member of the top 

management team. Other ways include the establishment of a Business Technology 
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Management Council and a Business Technology Investment Board. Boards of directors 

should also consider establishing their own business technology committees.  

 

 Innovation networks, involving business and technology executives, foster collaboration 

for conceptualizing and implementing business technology applications. These applications 

are often aimed at enhancing the firm’s agility and innovation in customer relationships, 

manufacturing, product development, supply chain management, or enterprise control and 

governance systems. One mechanism that promotes innovation networks is corporate and 

divisional project approval committees. Whereas visioning networks shape overall 

enterprise perspectives, innovation networks focus on specific innovations and strategic 

applications.  

 

 External networks are relationships with external partners and customers. Their purpose 

is to foster collaboration between internal and external parties when designing and 

managing multi-sourcing arrangements, joint ventures, or strategic alliances. Sourcing 

networks help companies improve their capabilities and business thinking about innovative 

uses of technology. Attention to sourcing networks must be emphasized in key 

organizational units that deal with the technical architecture and infrastructure (for 

example, Office of Architecture and Standards), and the management of technology 

investments (Enterprise Program Management Office [EPMO]). 

 

Which of these structures to use, who will populate them – and they should include both business 

and technology executives -- and what their specific responsibilities are will vary from firm to 

firm. They may want to designate individuals or create subcommittees in these groups to focus 

strictly on innovation. The point is that they are the means through which collaboration becomes 

systematic. They also become the bodies that collect innovative ideas, evaluate them, and pursue 

the most promising. These bodies operate through a cascaded innovation lifecycle, fuelled by 

adaptable teams comprised of adaptable personas. These leaders exhibit three essential practices 

as shown in the following figure: Cascaded Lifecycle, Digital Business Models, and Cultural 

Diversity (see Section 3 for a detailed description): 
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Figure 8: Sustained Innovation Dynamics 

 

                   Source: BTM Corporation, 2010 

 

Each of these capabilities standing alone adds value, and technology is a key factor in their 

success. However, the key to achieving Sustained Innovation is the linkage among them – a 

linkage that is an ideal use of business technology. These linkages form an innovation network 

that spans the breadth of the organization – and beyond, from suppliers to customers. 

 

The Cascaded Innovation Lifecycle requires a governance and decision management structure 

that supports each activity stage of the lifecycle using a framework that fosters business 

technology collaboration. The key BTM Capabilities are Strategic and Tactical Governance, 

Approval and Prioritization, and Strategic Planning and Budgeting (see table 7 above); 

collectively they serve to establish a decision-making capability that can protect and support 

fledgling innovations and guide them through to commercialization and market success.  

 

Business Technology convergence is also required across cascaded lifecycles, providing a meta-

view of an organization’s innovation initiatives through an innovation portfolio. Innovation 
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portfolios provide decision makers with the information, visibility, and context they need to select 

innovations for commercialization – the second phase of the lifecycle. The innovation portfolio 

perspective must be informed by the BTM Capabilities Business Technology Strategy and 

Business Architecture, both of which are subject to the dynamics of innovation. This can look a 

bit like trying to change the tire on a car while it’s moving; such is the nature of the creative 

destruction process inherent in sustained innovation. 

 

The second core business technology convergence capability for Sustained Innovation is Digital 

Business Models. A Digital Business Model is one that is economically nonrivalrous. To understand 

the concept of nonrivalrous factors, first consider its more common opposite – rivalrous factors. 

Classic examples are the economic factors of production – labor, land and natural resources. Use 

of a parcel of land for one purpose (farming) precludes its use for another (strip mall).  Similarly, 

increasing output requires doing more with more. More output requires that one add more labor, 

capital, or computers. 

 

Nonrivalrous factors, on the other hand, have no such constraints. Think of them as recipes: use 

of a particular inventory control system by firm A does not preclude its use by firm B. 

Furthermore, increasing output with better recipes means doing more with less. Better recipes 

allow a firm to increase the value while reducing the cost of its products or services. Digital 

Business Models exploit this principle, enabling a firm to deliver value to its customers using a 

“provide more with less” approach. For example, consider Apple’s iTunes store as compared with 

Tower Records, or GPS navigation systems vs. a printed map (or sequence of service stations 

being asked for directions).   

 

Digital, nonrivalrous business models critically depend on mature business technology 

management. In such models, the language of business and technology is intertwined, so much 

so that it becomes difficult to identify where business leaves off and technology begins.  

Sustained Innovation leaders embrace this style of management – they truly have converged 

business and technology management. 

 

The third and final capability practiced by Sustained Innovation leaders is Cultural Diversity. 

Convergence, Cascaded Lifecycles, and Non-rivalrous Business Models are all technical definitions 

and practices, suitable for the analytical mind. However, the process of ideation, synthesis, 

experimentation and design – are all essential steps in the Cascaded Innovation Lifecycle. Beyond 
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this simple binary definition lie the three personas (see section 3) of innovation: the Learner, the 

Organizer, and the Builder. Probe deeper, and we find roles within the personas8: 

 

Table 10: Innovation Personas and Roles 

Learner Organizer Builder 

Anthropologist Hurdler Experience Architect 

Experimenter Collaborator Set Designer 

Cross-Pollinator Director Caregiver 

  Storyteller 

 

These personas and roles – as well as the other stakeholders in the innovation lifecycle – 

partners, suppliers and customers – need to collaborate and communicate. The means, designs 

and mechanisms for such collaboration are described by the dimensions of the BTM Framework. 

In particular, the information and organization dimensions lay out who needs access to what kind 

and type of information, along with their responsibility relationship to that information:  do they 

create it, consume it, or manage it. 

 

Designing and operating organizations capable of Sustained Innovation not only requires a 

cascaded lifecycle, digital business models and cultural diversity, it also demands a system 

constructed around the following core principles9: 

 

Listen – Listen broadly for ideas through visioning, innovation and external 

networks; listen to the customer; listen to the front lines in your organization. 

 

Understand – Understand who your actual and potential customers are, what they 

want and need, what they will need, and why those needs have not yet been met. 

 

Organize – Organize the innovation team to include those with a stake in the 

innovation; organize the innovation program, and organize the resources and 

investments needed to address the problem. 

 

Create – Create an environment and capability for innovation by giving the team 

the ability to fail; create many alternative solutions by leveraging the cascaded 

innovation lifecycle. 
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Experiment – Experiment with many things, learn from failure; conduct many 

experiments in parallel; use prototyping and other iterative, feedback-driven 

techniques. 

 

Listen Again – Listen again to the customer to help them imagine, use prototypes 

to elicit feedback; listen to customer acceptance/buying criteria; listen to what 

could go wrong, but don’t let the devil’s advocate take control. 

 

Design – Refine the concepts to address customer-centric values, such as cost, 

intuitive use, ease of change, and sense of enhancement. 

 

Implement – Make the final go/no-go decision; consolidate/eliminate competing 

alternatives to a manageable number; send concepts back for reinvention, re-

testing, or redesign; implement the second stage of the innovation lifecycle – 

manifestation. 
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6. The Sustained Innovation Journey 

Building a Sustained Innovation enterprise is a journey that includes a management playbook to 

coordinate the myriad activities, functions, models and operations that comprise the innovation 

lifecycle, digital business models and cultural diversity. The playbook for each enterprise is 

unique, reflecting its management capabilities, business architecture, operational practices and 

cultural norms. However, there are underlying foundational principles that, together, construct 

templates to accelerate the development, communication and execution of the playbook. The 

following diagram is an example of the steps in a typical Sustained Innovation journey as 

constructed in the BTM Fusion 360™ Framework environment: 

 

Figure 9: Sustained Innovation Journey 

Source: BTM Fusion 360™
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The key steps in this Sustained Innovation journey are outlined in the following table. Each step 

is supported by activities specific to each organization’s capabilities, current state and Sustained 

Innovation objectives.  

 

Table 10: Key Steps in an Sustained Innovation Journey 

Steps and Activities 

Establish Principles of Sustained Innovation 

Develop Cascaded Innovation Lifecycle 

Develop Digital Business Model 

Build Cultural Diversity 

Operate Innovation System 
 

The management playbook also contains other elements, including the organization model, 

description of operating business architectures and processes, key operational and performance 

information and measures, and automation tools and requirements. The management playbook 

must be communicated to the key executives and managers responsible for its execution. And, 

most importantly, progress must be tracked, investments made, risks managed and lessons 

learned. Sustained Innovation is not simple or straightforward, but as demonstrated by the BTM 

Sustained Innovation Index, a most worthwhile endeavor. 

 

7. Conclusion 

BTM Corporation’s research demonstrates that Sustained Innovation companies have a dominant 

short-term and long-term advantage performance advantage over their industry peers of 9%; 

they also have lower stock price volatility (26% short term and 40% long term). Looking beyond 

the averages, individual measures of performance reinforced the Sustained Innovation 

dominance: Quadrant 1 firms outperformed their peers in every category. From a short-term 

perspective, the outperformance range was from a low of 0.2% (Revenue Growth) to 13.6% 

(EVA/Capital). Long-term, the range was from a low of 1.1% (Revenue Growth) to 15.0% 

(EVA/Capital). Looking beyond Revenue Growth, the outperformance of the Sustained Innovation 

stance lifts the average short-term outperformance to 10.7% from 9%, and the long-term 

outperformance to 10.5% from 9%. 

 

Sustained Innovation is a winning strategic stance (or posture?), even during an economic 

downturn: the 1-year and 5-year performance advantages were strikingly similar. And when 

compared with the other strategic stances (or postures?) in the Transformational Triangle, 

Sustained Innovation posted the highest performance scores in every category. The only stance 

(posture?) that outperformed Sustained Innovation were the hybrid stances, combining Sustained 
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Innovation with Business Agility, or with Operational Excellence10. In other words, Sustained 

Innovation proved to be the centerpiece of business technology convergence financial 

outperformance. 

 

The BTM Operational Excellence Index revealed the critical role Sustained Innovation holds in 

economic performance. Achieving such excellence is not exclusive to companies of a certain size 

by revenue or industry sector, but is available to all companies. Furthermore, the Index specifies 

the behaviors and constructs that drive Sustained Innovation. Those behaviors and constructs are 

defined as a repeatable management practice that can be implemented in any company. 

 

Finally, companies do not have to be Sustained Innovation Leaders to reap the economic benefits 

outlined in this research report: Quadrant 2 organizations outperformed Quadrant 3 in every 

financial category. The numbers tell a compelling story: regardless of your current level of 

business technology management maturity, advancing to the next level is a financially rewarding 

strategy. 

Table 11: Quadrant 2 vs. Quadrant 3 Outperformance 

Measure 1 Year 

Capital Efficiency and Value 5.5% 

Margin 4.0% 

Revenue and Earnings Growth 9.4% 

Volatility 8.9% 

 

Building a Sustained Innovation organization is not easy. Cascaded Innovation Lifecycles, Digital 

Business Models and Cultural Diversity must become a part of an enterprise’s fabric. Crucial to 

success is a relentless focus on continuous improvement at all levels of the organization. 

Managing business and technology together opens up greater areas of the organization to the 

advantages of Sustained Innovation. Finding those advantages – and maintaining them over 

time, requires dedication and focus. 
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Glossary 

 

Adaptability is the capability of an organization to be both agile and resilient. 

 

Agility is the capability of an organization to instigate change to take advantage of opportunities. 

 

Alignment is the condition in which technology supports, enables and does not constrain the 

organization’s current and evolving business strategies. 

 

Beta is a measure of stock price volatility with respect to the broad market. A Beta of 1 means 

the stock price moves with the market, Beta greater than one means higher price swings than 

the market, a Beta less than one means the price swings are smaller than the market. 

 

Business Technology is any technology, including information technology that is used to deliver 

a business capability or automate a business operation.  

 

Business Process Management (BPM) is management approach focused on aligning all 

aspects of an organization with the wants and needs of clients. It promotes business 

effectiveness and efficiency while striving for innovation, flexibility, and integration with 

technology. 

 

Business Technology Management (BTM) is a multi-disciplinary management science. It 

combines or converges business management and technology management, theory and 

practices, into a new more powerful management discipline. By implementing BTM, organizations 

achieve dramatic performance improvements. 

 

Capabilities are the 17 fundamental management practices that comprise the BTM Framework, 

each defined in terms of four dimensions: process, organization, information and technology. 

 

Constructs are management processes and behaviors. 

 

Convergence occurs when business and technology activities are intertwined, and the leadership 

teams operate almost interchangeably. 
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Innovation is doing something new that creates value in the marketplace. 

 

Resilience is the capability of an organization to react effectively to unexpected situations. 

 

Services Oriented Architecture (SOA) describes how services interact via a loosely coupled, 

message-based communication model. Services can be comprised of coarse or fine-grained 

components, encapsulated business functions within existing application suites, or actions taken 

by human operators. At the highest level, service orchestration is the operational realization of 

process descriptions. 

 

Strategic Enterprise Architecture (SEA) includes business architecture as well as technology 

architecture, the capabilities necessary to design the enterprise from business, process, 

application, data and infrastructure perspectives. 

 

Sustained Innovation involves processes and organizational design that make innovation 

repeatable. 

 

Sustainable Innovation involves solutions to problems that reflect a commitment to 

economically, environmentally and socially sound business practices. 

 

Synchronization is the condition in which technology not only enables the execution of current 

business strategy but also anticipates and helps shape future business models and strategies. 

 

Transformational Triangle is the group of three strategies that underpin organizational 

transformations:  Business Agility, Operational Excellence, and Sustained Innovation 

 

Value Chain is a chain of activities for a firm which gives the end products or services of the firm 

more added value than the sum of added values of the individual activities. 

 

Value Stream is a form of a Value Chain describing an end-to-end business process with 

intermediate steps, the removal of which may improve operational efficiency. 
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Notes
                                                           
1 Popularized by management guru and best-selling author Tom Peters. 
2 These Sustained Innovation Maturity scores are preliminary and should be used as indicators only. They 

are calculated from existing BTM Maturity data; they do not include data on Architectural Constructs and 
Operational Practices. 

3 Companies with outlying financials were excluded from the index to reduce the impact of unusual or one-
time financial events on the overall index. Corrections were also applied to minimize the effect of under or 
over-representation of industry groups. 

4 A Digital Business Model is a business model in which at least one element of the model is digital in nature.  
For example, the business model might be based on digital content, operate in a digital marketplace (on 
the web), distribute its products or services over the internet, or connect to its customers using digital 
media. 

5 Kling, Arnold and Schultz, Nick, From Poverty to Prosperity, Encounter Books, New York, 2009. 
6 Kelly, Tom, The Ten Faces of Innovation, Doubleday, New York, 2005. 
7 Hoque, Faisal, et al, Sustained Innovation, BTM Press, 2007. 
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