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FROM INSIGHT TO IMPACT

A compact guide to navigating ambiguity,
turning insight into opportunity and
opportunity into strategic growth.

Innovation Framework by Patrick Frank

Finding clarity in ambiguity and uncertainty - with enough evidence and
confidence o act.
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THE FRAMEWORK AT A GLANCE

Innovation is sequental, but not linear.

121 provides a disciplined path from strategic ambiguity to market impact. Learning at any stage can

trigger iteration back to an earlier step.

From Insight to Impact - Innovation Framework by Patrick Frank
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IZI The engine behind 121

The Match is where insight becomes a company-specific opportunity.

121 begins before ideation. The objective is not to generate more ideas; it is to identify where an
external shift, a real market tension and an organization's unique capabilities meaningfully
intersect.

Cross-domain exposure Pattern recognition

Technologies, industries, business models and Connections, analogies, emerging trends and weak
societal shifts create a broad field of possible signals reveal patterns that may not be visible within
connections. one industry.

Systems thinking Market interaction / VoC

Interdependencies, second-order effects and long- Customer reality, unmet needs, pains, gains and
term consequences prevent isolated or superficial behavioral insight anchor exploration in evidence.
solutions.

PURPOSE The Match connects what is changing outside the organization with what is distinctive
inside it. The result is not an idea list, but an Opportunity Thesis that can be shaped and
tested.

1  Opportunity Thesis
Where and why to play.

9 Product / Business (Model) Concept / Value Proposition
What could create the intended value.

< Critical assumptions / hypotheses
What has to be true.

| Validation
Test, learn and iterate.

5  Evidence-backed opportunity
Decide what has earned the right to move forward.

Learning is not a final step. Evidence from any point in the process can reshape the thesis, the concept, the
assumptions - or the understanding of the market itself.
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A Strategic Alignment

lign before exploring.

PURPOSE Establish the strategic starting point before innovation work begins. Understand
leadership's perspective, the organization's direction, current business reality and the
challenge innovation is expected to address.

1 Leadership perspective
Start with leadership - not with ideas. Understand how senior leaders see the business, where
they want it to go, what concerns them and what they expect innovation to contribute.

9  Strategic direction

Clarify the vision, strategy, priorities and boundaries. Innovation needs room to explore, but it
should ultimately contribute to where the organization intends to go.

9 Business context & challenges

Understand current performance, competitive pressure, market dynamics, structural
challenges and areas where new growth may be required.

OUTPUT A shared strategic frame: direction, ambition, boundaries and the business questions
worth exploring.

Key question What is innovation expected to change for the business?
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B

Discovery

Understand before defining.

PURPOSE Build a broad evidence base before deciding where the opportunity lies. Look outside
and inside the organization, connect seemingly unrelated signals and turn information into
insight.

Set-up

Define the exploration frame: what are we trying to understand, how broadly should we look,
who needs to be involved and where might relevant information come from? Broad enough to
discover the unexpected; focused enough to remain useful.

External sensing

Go outside. Customers, non-customers, lead users, competitors, adjacent industries,
technologies, trends, weak signals, conferences, research and people living the problem all
provide pieces of the picture.

Internal sensing

Go inside. Sales, R&D, marketing, service, regulatory, clinical, operations and other functions
often hold fragmented knowledge that has never been connected.

Synthesis

Information is not insight. Connect observations, patterns, tensions and signals to identify
what matters - and where something interesting may be emerging.

oUTPUT An evidence base and emerging insight map: signals, tensions, patterns, customer
reality and areas that merit deeper attention.

Leadership check-in Share what has been learned, challenge the emerging picture and maintain alignment
without narrowing exploration too early.
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C

Opportunity Architecture

Define where the organization has a right to play.

PURPOSE Turn insight into a clearly defined opportunity that makes sense for both the market
and the organization. This is where an interesting possibility becomes concrete enough to test.

Opportunity framing

Translate insight into a clear opportunity: for whom, around what unmet need or tension, in
what context, and why does it matter?

The Match

Bring the external opportunity together with internal capabilities, assets, credibility, strategic fit
and right-to-win. An attractive market opportunity is not automatically your opportunity.

Opportunity Thesis

State the opportunity as a concise, evidence-informed thesis: what is changing, what tension
is emerging, why it matters and why this organization may be able to act.

Product / Business (Model) Concept / Value Proposition

Define the value you intend to create and the initial concept for delivering it. At this stage, the
proposition is a promise - not yet a fact.

Critical assumptions / hypotheses
Make the unknowns explicit. Identify what must be true for the opportunity and proposition to
work, then translate the riskiest assumptions into hypotheses that can be tested.

OUTPUT A company-specific Opportunity Thesis, an initial concept/value proposition, and a
prioritized set of critical hypotheses.

Leadership check-in Align on the opportunity, strategic fit and critical uncertainties before committing meaningful
resources to validation.
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D alidation

Replace assumptions with evidence.

PURPOSE Progressively reduce uncertainty before committing to full development. Test what
could make or break the opportunity - not what is easiest to prove.

1 Testassumptions & hypotheses

Start with the biggest uncertainties. Design the fastest credible tests that can materially
strengthen, weaken or reshape the opportunity.

9  Prototype & co-create

Make the proposition tangible enough for customers to react to and experience. Prototype,
observe, co-create and iterate while the cost of change is still low.

2 Decision & prioritization
Bring the evidence together. Decide what to pursue, change, retest, park or stop - and
prioritize resources accordingly.

ouTPUT An evidence-backed opportunity with explicit learning, reduced uncertainty and a clear

dgo / change / retest / stop decision.

Leadership check-in Decide whether the opportunity has earned the right to move into development.
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E Development

Build without losing the customer.

PURPOSE Turn a validated opportunity into a market-ready solution while continuing to learn
from customers.

1 Product/ solution development
Translate the validated value proposition and customer experience into the product, service,
business model and supporting ecosystem required to deliver it.

9  Co-creation

Keep customers involved while building. Development should not become an internal black
box once validation is complete.

3 Customer validation loop
Continuously put what is being built back in front of customers. Confirm that the evolving

solution still creates the intended value and experience - and adjust when reality challenges
earlier assumptions.

ouUTPUT A market-ready solution that still reflects the validated customer need, value

proposition and intended experience.

Leadership check-in Confirm readiness, strategic alignment and the case for committing to market deployment.
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~ Deployment
} ploy

Scale what works - and keep learning.

PURPOSE Bring the solution and its intended customer experience into the market, learn from
real-world adoption and scale what works.

1 Launch
Move from controlled validation to real-world delivery. The organization now has to
consistently deliver the value and customer experience designed, tested and built in the
previous phases.

9  Post-launch
Launch is not the finish line. Measure adoption, customer behavior, experience and business
performance; continue learning and adapt the proposition as reality unfolds.

ouTPUT A live offering with real-world customer and business evidence, plus clear priorities for
adaptation and scale.

Leadership check-in Review adoption, operational readiness and business results. Decide where to accelerate,
where to adapt and what support is required to scale.

Innovation only becomes impact when it creates sustained

value.

The objective is not the prototype, the launch or even the innovation itself. It is sustainable strategic
growth created through solutions that customers value, adopt and continue to choose.
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121 in practice

A compact reference for moving from ambiguity to action.

—

The operating principle

Ambiguity and uncertainty cannot be eliminated, but they can be
systematically navigated. 121 does not seek perfect certainty; it seeks
enough clarity, evidence and confidence to act.

PHASE INTENT CORE WORK DECISION / OUTPUT

A ALIGN Create strategic focus Leadership perspective - Strategy - Business Shared strategic frame
context

B Build evidence External sensing - Internal sensing - Insight map

UNDERSTAND Synthesis

C DEFINE Shape the opportunity Framing - The Match - Thesis - Concept - Opportunity thesis
Hypotheses

D VALIDATE Reduce uncertainty Tests - Prototypes - Co-creation - Evidence-backed
Prioritization opportunity

E BUILD Turn evidence into solution Development - Co-creation - Customer Market-ready solution
validation

F SCALE Create real-world impact Launch - Post-launch learning Adoption and scale

USE THE FRAMEWORK AS A LEARNING SYSTEM
Do not force the process forward when evidence points backward. A weak validation result may

require revisiting the value proposition. A new customer insight may reshape the Opportunity Thesis. A
strategic change may reopen the exploration frame. Iteration is not failure; it is how uncertainty is
reduced responsibly.

FROM INSIGHT TO IMPACT

Explore. Match. Validate. Build. Learn.
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