Foresight Spotlight

Future Readiness
of Innovation

How companies make better innovation
decisions — and purposefully make
promising concepts more future-ready

Many innovations fail not because they are technically immature, unwanted, or
uneconomic today. They fail because their assumptions about future markets,
customers, costs, technologies, or competitors were not made visible, tested,
and shaped in time. The Future Readiness Level (FRL) complements existing
innovation processes with exactly this perspective.

Future Readiness is
more than a filter.
It is a design approach.
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Why Many Innovations Fail

The problem often lies not in the idea -

but in untested assumptions about the future.

Today‘s evidence is not enough

An innovation‘s potential is usually assessed on
the basis of today‘s evidence. This means that
companies analyze today‘s customers, today‘s
costs, available technologies, and today‘s com-
petitors. And while this perspective is important,
itis not enough to realistically assess the actual
chances of success in a changing future.

The invisible gap

Many investments fail because key assumptions
about the future are not sufficiently tested. Future
demand, willingness to pay, possible new stan-
dards, expected regulation, the stability of supply
chains, or the risk of substitution by alternative
solutions are variables that remain unchecked.

A fourth, decisive perspective
Desirability, feasibility, and viability — future readi-
ness complements the three classic perspectives
of innovation assessment. The decisive question:
how robust is the innovation in the face of future
change? This means looking not only at today‘s
conditions for success, but also at the resilience
and adaptability of the innovation across different
future scenarios.

More than risk avoidance

Future Readiness is about more than avoiding
the wrong bets. It helps strengthen good but still
fragile innovations by identifying future risks early
and deriving concrete measures to increase resi-
lience, flexibility, and future compatibility.
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It is often not a lack of ideas,
but insufficiently tested future
assumptions, that causes
later innovation problems.

From uncertainty to better decisions

Those who systematically test future assumptions reduce
uncertainty, make more informed decisions, and increase the
likelihood that innovations will not only convince today,

but will also endure tomorrow.



Foresight Spotlight
Future Readiness
of Innovation

The Future Readiness Level

A management tool for better gate and investment decisions

The Future Readiness Level (FRL) assesses how
well the future-related assumptions of an innova-
tion have been made visible, tested, and whether
they are decision-ready. It shows where the grea-
test uncertainties lie and which additional analy-
ses, options, or experiments are needed before
the next decision step.

FRL complements existing stage-gate and inno-
vation processes. It does not focus on the general
attractiveness of an idea, but on the quality of the
future assumptions that are crucial for robust
decisions.

Future Readiness does not
create more certainty, but
better decision capability

under uncertainty.

The FRL Diamond

illustrative innovation assessment

FRL considers four central dimensions:

1. Market & Customers
needs, developments, adoption
2. Technology & Solution
maturity, feasibility, scalability
3. Production & Supply Chain
implementability, costs, resilience
4. Competition & Substitutes
market dynamics, alternatives, differentiation

Maturity increases from identifying relevant future
assumptions to assessing trends and uncertain-
ties, all the way to options, scenarios, monitoring,
and adaptive steering. Not every innovation requi-
res the same depth. The required level of Future
Readiness depends on the next decision step - the
larger the investment and the greater the strategic
importance, the higher the expected maturity.

Gate Fit

indicative target FRL ranges by decision step

Gate/Decision Step Target FRL Focus

(overall)

Search Field
Define opportunity space

Identify relevant future trends and
uncertainties.

Concept
Assess concept

Test key assumptions,
build first options and
scenarios.

Pilot
Test feasibility

Reduce critical
uncertainties, establish
monitoring.

Development
Approve development

Secure robust options,
plan adaptive steering.

Market Entry
Decide market entry

Actively manage residual uncer-
tainties, define clear triggers and
actions.

Establish continuous
monitoring and adaptation

Scaling
Roll out scaling
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How to Actively Increase Future Readiness

FRL is not just a diagnostic tool — it is also a design framework for more
robust innovation concepts.

When the Future Readiness Level (FRL) shows It is often more sensible to revise the conceptin

that the key future assumptions of an innovation a targeted way. FRL provides a structured design

concept are weak or uncertain, this does not auto- framework for this and makes visible which levers

matically mean the innovation should be stopped. can make an innovation more robust, adaptable,
and future-ready.

Sharpen the Vary the business model
value proposition 1. Identify Change pricing, revenue
Adjust use cases, value Wea“-e logic, service share, or
promise, and problem platform approach.
fit to future needs.

'

Re-select target

higher FRL
markets & segments (R
Address more attractive or

more resilient customer
groups and application fields.

2. Apply
desi i
esign Reconfigure eco-

system & value creation
Make partners, supply
chains, channels, and value
contributions more robust.

3. Develop \
improved

Adapt the product & Stage the
solution architecture investment path
Increase modularity, Keep options open,
interoperability, scalability, extend piloting, and define
and compatibility. milestones and triggers.

The mere redesigning of an innovation
does not make it future-ready. Innovation
becomes future-ready when new
assumptions have been robustly tested.
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What Companies Should Do Now

Five pragmatic steps toward more future-ready innovation decisions.

1. Make future assumptions explicit 4. Stress-test high-relevance innovation
before the next gate initiatives with scenarios and options
Make key assumptions about markets, tech- Assess the robustness of concepts under
nologies, regulation, and user behavior visible alternative future developments and derive
and testable. concrete courses of action.

2. Align the relevance and depth of the FRL 5. Link monitoring with clear triggers
assessment with the decision and the risk and decisions
Use the Future Readiness Level according to Continuously observe relevant developments
your need: from a compact assessment to an and define when assumptions should be revie-
in-depth analysis. wed and decisions adapted.

3. Discuss critical assumptions
across functions
Bring together perspectives from strategy,
business units, technology, market, and finan-
ce in a systematic way.

Assess Redesign Decide
Systematically test Make concepts  Make informed
future assumptions more robust decisions
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How Z_punkt can help

With proven formats, a clear methodological framework, and many years of experience at the
intersection of strategy, innovation, and the future, we help companies make innovation decisions
more systematic, more robust, and more future-ready.

FRL Quick Future-Ready Portfolio Review
Check Concept Sprint Comparative assess-
Compact diagnosis Targeted further ment of several initiati-
before a gate or development of fragile ves from a Future Rea-
investment decision innovation concepts diness perspective.

Which of your current innovations is based on future
assumptions that nobody has yet systematically tested?

AN

@ Start with a concise future readiness conversation.
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Getin touch

Let‘s discuss how Future Readiness can
strengthen your innovation decisions.

Z_punkt supports companies in making innovation decisions
more robust, future-ready, and strategically grounded. With
proven formats, a clear methodological framework, and many
years of experience at the intersection of strategy, innovation,
and the future, we help turn uncertainty into opportunity.

Z_punkt GmbH info@z-punkt.de
The Foresight Company

+49 (0)221 3555340
Hohenzollernring 5 ©
50672 Cologne

Germany www.z-punkt.de

We look forward to hearing about
your next innovation challenge.

AN
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