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CHAPTER

 10 Assess to Progress

When it comes to assessing your organization, there are different aspects to consider. The first 
part includes outcomes that you want to get out of innovation. The second part addresses 
the culture and competency required to reach those outcomes. And the third part considers 
the individuals themselves and their ability to create the culture and competency needed to 
achieve the outcomes.

Imagine your organization as a set of matryoshka dolls, or Russian nesting dolls. You are the 
smallest doll. You—the individual or the personal doll—are contained within the medium sized 
doll: the organizational or the communal doll. This is your co-workers and the other parts of 
your organization—the circle of people who create culture and competency. This represents the 
current practices of your organization and how or what your organization is doing now. The 
communal doll is contained within the largest of the dolls, the universal doll, or the strategic doll. 
This is the doll that contains everyone. The universal doll represents the purposes, or outcomes 
of your organization—what it wants to be in the future. It is crucial to remain aware of the 
personal, communal, and universal realms simultaneously: look up, look down, look around.

Take the Innovation Assessment at http://innv.at/O-Assess. It will only take you 15 minutes, 
and you’ll receive the results via e-mail immediately after completing it.



58

In order to understand how to assess an organization’s innovation capability and competency, 
here is a case study. As an example, we’ll use a company we all know—Apple. We’ll compare 
the profile of the company to the narrative or timeline of the company in three stages.

In its first stage, Apple started in a garage by a group of revolutionary thinkers who wanted 
to make computers easy enough for everyone to use. It became the darling of the stock 
exchange. Artists and educators supported the company and its universal, chic accessibility. 
Apple was green and yellow, with emphasis on innovation and growth, followed by building 
community and knowledge.

As the computer business grew and established industry-wide standards, Apple became an 
outsider in the very segment that it helped spawn. In its second stage, Apple responded to this 
change by transforming itself into a turnkey operation that produced software and computers 
that were relatively similar to the rest of the industry. Apple became red and blue, emphasizing 
efficiency followed by profit.
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In its third stage, on the verge of bankruptcy in the late 1990s, Apple revitalized itself by 
reintroducing the radical, visionary thinking it depended on in its infancy and developing an 
entire ecosystem of products and software that went beyond the computer—including a music 
downloading site and handheld devices.

In this last stage, Apple looks a lot like it did when it was a start-up. The reason is this: at both 
of these moments, the risk of trying something radical and the reward of staying where it’s at 
were reversed. The only significant difference between the two situations is that now, in this 
later stage, in addition to being the green company it was at its start, there is also a secondary 
blue component to its identity that encourages it to produce replicable and reliable earnings.

It is crucial to remember that assessments are not the truth—rather, they are measurements 
of perceptions of the truth.

There are three ways to measure an organization’s readiness to innovate:
1.  Psychometric Tests: These questionnaires ask individuals to self-report how they see the 

organization. These tell us a lot about ourselves and our bias, but they’re ultimately not very 
reliable because they’re not objective.

2.  Sociometric Tests: These tests ask for a group’s perception. Consumer confidence 
is one kind of sociometric test: what people believe about the economy typically 
anticipates whether we will have a bull or bear market. These tend to be more reliable than 
psychometric tests, especially if you have very large groups.

3.  Financial Bechmarking: This is a quantifiable measurement. These tests tend to be 
accurate since they rely on facts and figures, but they are usually not very predictive 
because they consider organizational performance in the rearview mirror.
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Let’s learn how to perform an assessment by looking at a sample case study of a hypothetical 
company called Mega Corp. A multi-national organization that’s been around for a hundred 
years, Mega Corp. has products and services in all different kinds of sectors. The current 
profile of Mega Corp. is red. It values quality and efficiency, emphasizes smooth operations, 
and focuses on reducing errors. Over the years its growth has slowed, and it realizes that it 
needs to revitalize itself in the new changing market environment. Mega Corp. wants to be able 
to become more innovative, enter emerging markets, and create radical new products based 
on green and eco technology. It wants to be green. Its current leaders are blue, focusing on 
increasing shareholder value.

 

So the first change to be made is to change the practices of the organization. Mega Corp. 
needs to stop some of the non-essential practices that inhibit innovation. This means getting 
rid of technical procedures and standards and regulations. By stopping these old practices, 
Mega Corp. leaves room to introduce new green practices like convening regular sessions of 
forecasting the future and running diversified experiments. 

Stop / Do Less Start / Do More

Improve processes Create breakthrough new products

Benchmark best in class Start up a new organization

Remove unnecessary parts Brainstorm novel solutions

Run simulations Forecast the future

Mine information Enlist radicals

Connect systems Spin off an existing field

Reorganize Diversify experiments

Work with suppliers Build a virtual organization

PURPOSES
Desired future outcomes

PRACTICES
Team culture & competencies

PEOPLE
Personal approach
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The leaders of Mega Corp. also need to change at a personal level. Right now, Mega Corp. 
leaders are blue, which means they are focused on immediate returns. They need to behave 
differently and learn some green leadership skills, allowing for more flexibility, brainstorming, 
and experiments. 

Stop / Do Less Start / Do More

Set clear and specific goals Support people with innovative notions

Model decisive action Design bold organizational initiatives

Confront problems as soon as they occur Be willing to adjust in the moment

Emphasize goal attainment Imagine the future

Reward high performers Reward new ideas

Focus on intended results Initiate change

Establish a power base and make deal Be a big picture thinker

Demonstrate competitive behavior Envision ambitious change efforts

Thus, if Mega Corp. is to be successful in its endeavor, the leaders must start with themselves. 
They need to become effective green leaders and create new green practices in the organization 
that support innovation. This will facilitate the change in organizational culture and competency, 
allowing the organization to achieve the green results it seeks.

There are several possible uses of innovation assessments. They can help you in hiring 
new people. You can use them to staff your teams. You can look at your organization and 
determine its development needs. You can develop the culture and capability required to 
sync up your organization and carry out its growth strategy.
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1.  What type is your organization’s strength now? What type does it need to develop in the 
future?

2. What type is your organization’s weakness? What type is it likely to be in the future?

3.  What type of culture and competency does your organization need to develop now? In the 
future?

• Establishing & maintaining shared values
• Developing skills

• Making new products & services
• Prospecting for new market opportunities

• Using resources in the best way possible
• Eliminating errors

• Moving quickly to capture an opportunity
• Maximizing shareholder earnings
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