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Figure 1: Coaching – Just as important in football as in innovation 

Introduction 
Today, innovation is more crucial than ever for the economic success of companies. Creative 
ideas are often abundant, yet many innovation projects fail due to lack of implementation, 
structure, or strategy. This is where innovation coaching comes in: it supports companies, 
teams, and individuals in systematically developing, evaluating, and bringing ideas to market. 

Effective innovation coaching means more than just fostering creativity. It requires a systematic 
methodology that links idea generation, analysis, concept development, and implementation in 
a structured way. In this context, the principles of engineering design according to Pahl/Beitz 
provide a sound basis for designing innovation processes both scientifically and practically. By 
combining creative methods with systematic tools, ideas can be purposefully transformed into 
marketable products, services, or processes. 
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Innovation Coaching – Definition and Objectives 
Innovation Coaching refers to the supportive guidance of organizations or individuals in 
developing innovative solutions. Unlike traditional consulting, the coach does not deliver ready-
made solutions; instead, they activate and accompany the resources and competencies 
already present in the company. The goal is to unlock both methodological expertise and 
creative potential. 

The central objectives of Innovation Coaching are: 
• Fostering an Innovation Culture 

Innovation coaching aims to create an environment that encourages creativity, 
openness, and the courage to change. Teams learn to develop, experiment with, and 
advance new ideas without fear, establishing sustainable innovation capability within 
the company over time. 

• Systematic Idea Generation 
Creative methods such as brainstorming, design thinking, or lean startup are used to 
generate ideas purposefully. At the same time, structured approaches ensure that the 
best ideas are identified and pursued, enabling targeted, efficient innovation work. 

• Efficient Implementation 
Innovation coaching accompanies idea development through all phases—from the first 
sketch to market readiness. By clearly structuring steps, prioritizing, and planning 
resources, innovation projects are implemented more efficiently and with fewer errors. 

• Risk Minimization 
Early identification of potential weaknesses or obstacles reduces failed investments. By 
evaluating feasibility, profitability, and market potential, risks in the innovation process 
can be systematically reduced. 

• Skill Development 
Teams and leaders acquire the skills to independently develop innovations. This 
includes both creative techniques and structured tools so that the organization remains 
independently capable of innovation in the long term. 

• Strategic Safeguarding of Competitiveness 
Companies that use innovation coaching are able to continuously renew their products, 
services, and business models. This secures their market position and allows them to 
respond more quickly to changes. 

The Role of Systematic Methods in Innovation Coaching 
Creativity alone is rarely enough to successfully implement complex innovation projects. 
Systematic methods help structure, analyze, and further develop ideas methodically. 
Engineering design theory according to Pahl/Beitz, originally developed for technical design, 
offers numerous tools that can be transferred to innovations in all sectors. 
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Figure 2: The key phases in innovation coaching 

• Clarification of the Task 
Every innovation starts with a clear definition of the problem. By precisely formulating 
goals, requirements, and constraints, the innovation process is focused. This phase 
prevents misunderstandings, facilitates team communication, and ensures that the 
solutions developed meet actual needs. 

• Functional Analysis 
Ideas are broken down into their individual functions to reveal problems and 
opportunities. By analyzing sub-functions, new approaches can be combined or existing 
functions optimized. This opens up creative possibilities that often remain undiscovered 
without systematic analysis. 
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• Principle Solution Finding 
Here, alternative solution principles are examined (e.g., physical, chemical, or 
organizational mechanisms). This systematic search enables the development of new 
approaches that lie outside conventional thinking. This step is crucial for generating truly 
novel ideas, especially for radical innovations. 

• Morphological Analysis 
By varying sub-functions in a morphological box, numerous solution alternatives are 
created. This technique ensures a wide selection of ideas and prevents teams from 
getting stuck in mental dead ends. It is particularly effective for considering multiple 
concepts simultaneously and identifying innovative combinations. 

• Evaluation and Prioritization 
Objective criteria such as profitability, feasibility, or market potential are used to select 
the best ideas. This phase ensures transparency and acceptance within the team, 
reduces subjective decisions, and enables a fact-based selection of the most promising 
concepts. 

• Iterative Development 
Ideas are gradually refined, from a rough concept to a detailed solution design. This 
iterative approach increases implementation security, as each concept is continuously 
reviewed, adapted, and optimized. 

• Documentation and Traceability 
Every step is systematically documented. This creates transparency, facilitates 
communication between teams, and ensures traceability for later decisions or 
optimizations. Good documentation also serves as a knowledge base for future 
innovation projects. 

Integration of Creativity Methods and Systematic 
Structure 
Innovation coaching reaches its full potential when free creativity and structured methods are 
combined. In practice, this means: 

• Idea workshops use methods such as brainstorming or design thinking to generate as 
many approaches as possible. 

• These ideas are then structured, evaluated, and further developed using functional 
analyses, morphological boxes, or principal solutions according to Pahl/Beitz. 

• Prototypes and simulations help to practically test concepts before resources are 
committed. Additive manufacturing (3D printing) can also be used for this purpose. 

• Iterative loops ensure that ideas are continuously adapted and refined so that solutions 
remain practical and feasible. 

• This combination ensures that creativity is not lost, while systematic structures 
guarantee successful implementation. 
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The Importance of External Support for Innovation 
Coaching Success 
Innovation coaching with an external consultant offers decisive advantages: An external expert 
brings an objective view and fresh perspectives that are often missing internally. They are 
familiar with proven methods like design thinking and lean startup, avoid organizational blind 
spots, and challenge existing thought patterns. They also ensure a structured approach and 
accelerate the innovation process with clear tools and processes. An experienced coach offers 
not only methodological expertise but also practical experience to identify and minimize risks 
early on. At the same time, they strengthen the innovation culture in the company by 
empowering employees and establishing a mindset for creativity. This ensures that ideas do not 
get lost in everyday business but are transformed into marketable solutions. 

Benefits for Companies 
Systematic innovation coaching delivers numerous measurable benefits: 

• Efficient idea generation 
Companies can generate and evaluate more ideas in less time. The combination of 
creativity techniques and structured methods ensures that no valuable impulses are 
lost. 

• Better decision-making 
Objective evaluation criteria enable companies to make informed decisions and identify 
risky projects early. This reduces mistakes and failed investments. 

• Faster market readiness 
Structured processes shorten the time from initial idea to market launch. Resources are 
used efficiently, and innovation projects reach tangible results faster. 

• Risk minimization 
Analysis, evaluation, and iterative refinement reduce uncertainties. Teams can respond 
early to potential weaknesses and develop solution strategies. 

• Sustainable innovation culture 
Teams develop the ability to continuously generate and implement innovations 
independently. This competence remains in the company long-term and increases 
adaptability. 

• Competitive advantage 
Systematically developed innovations secure market position and enable companies to 
quickly react to changes in the environment and seize new opportunities. 

Practical Implementation in the Coaching Process 
Innovation coaching can be divided into several phases: 

• Initial analysis and goal definition 
The task is clarified, innovation goals defined, and framework conditions established. 
This ensures the process is focused on the right objectives from the start. 
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• Creativity phase 
Workshops for idea generation are conducted. Creative methods such as brainstorming, 
mind mapping, and design thinking produce a multitude of approaches. 

• Structuring phase 
Ideas are analyzed according to systematic principles of engineering design, broken 
down into functions, and further developed using morphological boxes. 

• Evaluation phase 
Concepts are objectively evaluated and prioritized based on criteria such as profitability, 
feasibility, and market potential. 

• Concept phase 
Detailed solutions are developed, prototypes created, and tested. 

• Implementation phase 
Support during implementation, trial runs, and market launch. 

• Review and feedback 
Evaluation of results, lessons learned, and optimization for future innovation projects. 

Success Factors for Effective Innovation Coaching 
For innovation coaching to have a lasting impact, the following factors should be considered: 

• Clear objectives 
Innovation projects require clear goals to stay focused and achieve measurable results. 

• Methodological diversity 
Combining creativity techniques with systematic methods such as Pahl/Beitz ensures 
maximum effectiveness. 

• Team and leadership competence 
Innovation requires commitment at all levels. Leaders must foster innovation and 
empower teams. 

• Iterative approach 
Flexibility and continuous adaptation allow new insights to be integrated directly. 

• Documentation and traceability 
Transparency increases acceptance and facilitates implementation. 

• Practical orientation 
All methods and concepts must be realistic, implementable, and adapted to everyday 
business. 

• Guidance by an experienced coach 
External perspective, expertise, and sparring at eye level significantly increase success 
chances. 

Conclusion 
Innovation coaching with a systematic approach enables companies to purposefully transform 
creative ideas into marketable solutions. By integrating proven methods, including those from 
engineering design theory according to Pahl/Beitz, ideas are analyzed, structured, evaluated, 
and iteratively refined. Combined with traditional creativity techniques, this creates a hybrid 
approach that unites creativity and implementation security. 
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An experienced coach supplements these methods with practical experience, strategic 
thinking, and support during implementation. Thus, innovations are not only developed but also 
successfully realized. Systematic innovation coaching is a strategic tool that optimally 
combines creativity, methodology, and practical expertise, providing companies with 
sustainable competitive advantages. 

 

 

Would you like to schedule an appointment to discuss the details of Innovation coaching for 
your company? Call me or send an email! 


