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Introduction to the Innovation Hub Toolkit for Financial 
Service Providers
Many of us are familiar with the old adage “if it ain’t broke, don’t fix it.” When business is 
running well, there is limited appetite for change. After all, why disrupt something that’s 
working?

Our experience has shown us that to remain competitive in an ever-evolving marketplace 
of providers, FSPs must constantly be on the look out for ways to offer new and unique 
value propositions to customers. As COVID-19 has accelerated a shift to digital solutions 
given the limitations of physical distancing, customer expectations are also changing. 

Yet, for many financial service providers that Accion works with, completely dismantling 
and rebuilding their business model is untenable. These organizations need a safe, 
dedicated space for innovation that enables the gradual diffusion of innovation across the 
organization. 

The Innovation Hub Toolkit for Financial Service Providers (FSPs) collates the learnings 
from Accion Global Advisory Solution’s experience helping FSPs around the globe design 
and implement dedicated spaces for experimentation and innovation to support digital 
transformation efforts. This toolkit is organized into three chapters, each containing 
practical guidance an FSP should consider when establishing an innovation hub. 
Complementary resources and tools are included in each chapter to help facilitate the 
design process. 

We hope this guide is a helpful resource as you plan out your own innovation efforts. This 
guide is intended to complement Accion’s Digital Transformation Guide. A detailed case 
study is contained in the appendix of this toolkit. 

ORGANIZING FOR INNOVATION

Organizing for innovation covers some of the key strategic and 
operational decisions that FSPs should consider prior to setting up an 
innovation hub. It also covers Accion’s recommended capabilities 
and outlines different governance models that organizations might 
consider. 

THE INNOVATION PROCESS

The innovation process outlines Accion’s product development 
methodology and the importance of balancing desirability, 
feasibility, and viability throughout the design process. This section 
also outlines different research methods commonly used in product 
development.

SUSTAINING A CULTURE OF INNOVATION

Sustaining a culture of innovation draws from Accion’s deep 
expertise in change management, highlighting the role of 
experimentation, data, and partnerships in nurturing and sustaining 
innovation within an organization. An overview of different ways of 
working and how they fit into the product development process is 
also included to help organizations think about how they might 
structure innovation teams. 

01

02

03

https://www.accion.org/the-digital-transformation-guide-six-strategies-to-scale-financial-inclusion
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O R G A N I Z I N G  F O R  
I N N O V A T I O N

T H E  I N N O V A T I O N  
P R O C E S S

S U S T A I N I N G  A  C U L T U R E  
O F  I N N O V A T I O N

Establish your “why”

Define your innovation strategy

Build your innovation scorecard

THE INNOVATOR’S ACTION PLAN

Define ways of workingStructure your innovation team for 
success

Establish a model for governing 
innovation

Identify the capabilities needed to 
enable the organizational design

Define the problem

Ideate

Understand and observe

Validate and build

Launch and rollout

Measure and optimize

Nurture innovation

Experiment and fail (the right way)

Develop a data obsession

Consider an agile approach

Set up an innovation partnership

Evaluate your innovation culture

Linked tool included
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A clear vision and strategy 
for achieving it
A clear strategy and set of 
objectives differentiate 
successful innovation hubs from 
“innovation theater” – it should 
be clear what resources are 
being leveraged to enable the 
goals and clear metrics to track 
success along key milestones 
should be established. 

A balance between 
alignment and autonomy
Leaders should think carefully 
about how the innovation hub 
will be positioned vis-à-vis the 
core business. Too closely 
integrated and the innovation 
team may be stifled by 
business as usual (BAU) 
challenges. Too independent 
the innovation hub may be 
deemed “irrelevant” or not get 
buy-in for new initiatives that 
leverage BAU capacities. 
Developing a clearly defined 
strategy for how the hub will 
work with the core business 
can solve these challenges 
upfront.

A diverse team with 
“creative tension”
Getting innovation teams 
“right” is as much art as it is 
science: there is no single one-
size-fits-all configuration. 
Innovation hubs should 
incorporate new capabilities 
that can expand the 
organization’s thinking while 
also bringing in long-standing 
employees whose knowledge 
and rapport can help build 
much-needed buy-in for new 
initiatives within the BAU. 

An experimental approach 
and long(er) term horizon for 
success

Innovation requires leadership 
to allocate time, money, and 
human capital into initiatives 
that are risky by nature and 
may not contribute to 
commercial success in the 
short-term. Therefore, 
innovation requires a higher 
tolerance for risk. However, 
any product should have 
potential for 
commercialization if the hub is 
to be sustainable.  

PRINCIPLES OF SUCCESSFUL INNOVATION HUBS
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O R G A N I Z I N G  F O R  I N N O V A T I O N01
Why establish an 
innovation hub?
Innovation can be pursued in different ways. Establishing a hub sends a clear message that 
innovation is a priority, but also requires substantial resource investment. Therefore, 
financial service providers (FSPs) considering this approach should take time to consider 
why such an approach is needed. The following simple checklist can help determine if an 
innovation hub is the right approach for your organization at this time. 

Bottom line

Create 
value

Culture 
change

THE INNOVATION “WHYS”

q Business as usual is running 
well and you want to try out 
new models

SHOULD I 
LAUNCH AN 
INNOVATION 
HUB? 

q You are looking for a 
breakthrough innovation that 
can achieve real scale in the 
market

q You are seeking a safe 
space to solve client needs in 
different ways and 
implement a test-and-learn 
approach

q You are willing to bring on 
new capabilities and talent

RECOMMENDED CONSIDER OTHER 
APPROACHES

To be sustainable for 
the business, all 
innovation should aim 
to support the bottom 
line of the company. 
Some companies may 
choose to use 
innovation labs as their 
R&D departments. It’s 
important to recognize 
that R&D and 
innovation are distinct
and clearly articulate 
how innovation units 
will scale successful 
ideas.

Useful metrics to
measure the ROI of 
innovation include:

1. Conversion of R&D 
spending to new 
product sales

2. Ratio of gross 
margin to new 
product sales

All innovation hubs should help 
FSPs create value for 
customers, therefore creating 
greater value for the business as 
a whole. While buy-in from 
leadership is critical due to the 
longer timelines for commercial 
sustainability, there should 
always be clarity on why the 
innovation hub exists.

FSPs leveraging an innovation hub to 
drive culture change within an institution 
should think carefully about how the hub 
will be integrated with the core business in 
order to avoid the hub becoming too 
siloed. Successes should be shared often 
to drive continued buy-in.

Source: “Why Does Your Innovation Hub Exist?” (2018), Forbes

q You believe innovation will 
come from tweaks to existing 
offerings

q You are comfortable with 
the level of experimentation 
within existing business units

q You want to focus on upskilling 
existing staff

q You have limited resources to 
dedicate full time to innovation
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O R G A N I Z I N G  F O R  I N N O V A T I O N01

What does innovation mean for your
company?

Innovation means different things to different 
people – in general, there is no one definition 
of innovation as it is highly context-specific. 
Innovation may refer to a new customer 
segment, a new process or system, a new 
product, or even changes to your internal 
culture. For that reason, it is important to 
define what innovation means for your
business. Given that innovation is all about 
creating value, it is important to reflect on how 
your company can add value beyond what 
already exists in the market. Leveraging a 
framework, such as the Three Horizons of 
Innovation, can help to align stakeholders 
behind a common definition. 

In addition to establishing your company’s 
unique vision for innovation, three key 
questions can help define your overall 
innovation strategy: 

1. How will innovation create value for your 
potential customers?
In order for an innovation to be successful, it 
needs to create value for a customer. Value may 
be accrued in different ways, but common value 
drivers are customers paying more for a good 
or service, customers saving time and/or money, 
or the inducement of a larger societal benefit.

2. How will you capture a share of the value 
these innovations generate?
Good innovation attracts competitors, which can 
eliminate advantages and dilute market share. 
Companies should think about what 
complementary products and services can instill 
customer loyalty in the face of copycats.

3. What types of innovations will allow you to 
create and capture value and what resources 
should each type receive?
An innovation strategy should articulate how 
different types of innovation fit into the business 
strategy. The Three Horizons framework can 
help create a common taxonomy for innovation. PRODUCT 

M
AR

KE
T 

Horizon 1 (H1)
Improvements, extensions, variants, 

cost reductions 

Horizon 2 (H2)
Next generation products / services for 

core markets

Horizon 3 (H3)
New categories that are visionary, 

transformative, and new to the world

Emerging 
customer 

(not yet 
served by 

your 
institution)

Existing 
customer 
segment 

(currently served 
by institution)

Existing product
(currently offered by 
your institution)

Radical 
innovation

Adjacent 
growth

Sustain

Three key questions for defining 
your innovation strategy
Without a clear and coherent innovation strategy, innovation hubs will often 
struggle to achieve their objectives. A strategy is a commitment to a set of 
mutually reinforcing policies and behaviors that are aimed at achieving a 
particular goal. 

THREE HORIZONS OF INNOVATION

Adapted from ”The Three Horizons of Innovation” (2019), Mckinsey

Emerging 
customer 

(not served 
by any 

institution)

Emerging product 
(existing product; new to 
segment)

New product
(Doesn’t exist)



11

O R G A N I Z I N G  F O R  I N N O V A T I O N01
Build your innovation 
scorecard

Objectives are high-level organizational goals. 

When you create an objective, you should focus on what your 
organization is trying to accomplish strategically. 

Measures help you understand if you’re accomplishing your 
objectives strategically. 

Your measures might change, but your objectives will remain 
the same. 

Initiatives are key action programs developed to achieve 
your objectives.

You’ll see initiatives referred to as “projects,” “actions,” or 
“activities” outside of the Balanced Scorecard. 

. 

STRATEGIC 
OBJECTIVES

MEASURES / 
KPIs

TARGETS 

FINANCIAL

CUSTOMER

INNOVATION AND 
LEARNING (STAFF)

INTERNAL 
PROCESSES

INITIATIVES

After you have defined what innovation means for the 
business and addressed the three key questions, start to 
articulate how you will measure the success of the 
innovation hub through the balanced scorecard.

Balanced Scorecard for Innovation

https://accion-my.sharepoint.com/:x:/g/personal/emorse_accion_org/ETBvlf-spExEvQr9478m8n4Bw5sIUTu_JHp7ZB0rVnQmNw?e=Tjoo1E
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O R G A N I Z I N G  F O R  I N N O V A T I O N01
Structure your innovation unit for success

INNOVATION UNIT OPERATING 
MODELS

With a robust operating model 
and execution capabilities in 
place, financial service providers 
are well positioned to move 
forward with greater speed and 
agility while ensuring efforts are 
coordinated across diverse units. 
You should consider the degree 
of centralization the innovation 
unit should have and what role 
innovation plays in future 
business operations. There are 
three core operational models 
to consider:

FULLY 
INTEGRATED

OVERVIEW

PROS

BEST FOR

CONS

Each business unit is held accountable for 
ensuring innovation of their unit. 

Existing capabilities can be easily 
leveraged and staff may benefit from the 
exposure that this configuration provides. 

Internal models are often limited by existing 
processes, which may not be conducive to 
the methodologies needed for true 
innovation.

Routine innovation (H1)

One of the more common operating 
models, an innovation center of excellence 
leverages the capabilities of the core 
business while maintaining flexibility to look 
outside of the core business for inspiration.

Ability to leverage shared services and 
engage staff of the organization in the 
innovation process. Alignment with business 
needs. 

The structure for how the innovation unit 
will engage with the core business needs to 
be clearly defined for this model to work. 
The right governance structures are critical.

Incremental innovation (H2)

Innovation units are set up as a separate 
entity with its own P&L, completely 
disconnected from the core business. 

The ability to build, test, and learn from 
products without being encumbered by 
core business operations.

External configurations often require the 
largest resource allocations given that all 
capabilities need to be built in house and 
may struggle with innovations being 
adopted by the BAU.

Disruptive innovation (H3)

INNOVATION 
CENTER OF 

EXCELLENCE
(CoE)

STANDALONE 
INNOVATION 

UNIT

EXISTING OPERATING MODEL

INNOVATION OPERATING MODEL
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O R G A N I Z I N G  F O R  I N N O V A T I O N01
Structure your innovation unit for success

FOUR KEY QUESTIONS FOR 
DEFINING YOUR OPERATING 
MODEL

Ultimately, there is no ‘one size 
fits all’ approach when it comes 
to establishing an operating 
model and the three models are 
intended to serve as a general 
blueprint for how an innovation 
hub could be structured, 
depending on the desired level 
of autonomy and type of 
innovation the hub is pursuing. 
Work with your leadership team 
to discuss answers to these four 
questions to help guide an 
organizational design decision.

Accion’s Digital Transformation 
Guide contains additional 
guidance on organizational 
design for digital transformation. 

Is the innovation unit being used to drive 
culture change within the organization as 
a whole?

Is the innovation unit running its own 
product P&L?

Is the innovation unit dependent on 
functions and assets in the core business?

MORE 
INDEPENDENT

Y

Y

Y

Will the innovation unit primarily focus on 
solving existing business challenges? Y

AVOIDING PITFALLS: MANAGE RISKS AROUND ORGANIZATIONAL REDESIGN
Every organizational design – regardless of the scale or scope – carries inherent risks, from business interruptions, 
employee disengagement, and implementation challenges. FSPs can mitigate challenges by proactively identifying 
risks and developing a system to monitor the progress of implementation, such as regular “pulse checks”. 

01

02

03

04

MORE 
INTEGRATED

https://www.accion.org/the-digital-transformation-guide-six-strategies-to-scale-financial-inclusion
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O R G A N I Z I N G  F O R  I N N O V A T I O N01
Establish a model for governing innovation

INNOVATION GOVERNANCE, I.

Innovation governance is a system of 
mechanisms to align goals, allocate 
resources, and guide decision making. 
Broadly, the role of an innovation 
governance system can be summarized 
by three core objectives: build a vision 
and strategy, develop capabilities, and 
steer execution. It deals with both the 
content and the process side of 
innovation taking place within a 
company. 

Defining decision power lines and 
commitments on innovation

Establishing the set of values 
underpinning all innovation efforts

Making decisions on innovation budgets

Orchestrating, balancing, and 
prioritizing innovation activities across 
divisions

Establishing key responsibilities of the 
main players

Defining roles and ways of working 
around the innovation process

Determining how to measure innovation 
and making decisions that define 
expectations

Establishing management routines 
regarding communications and 
decisions

BUILD A 
VISION AND 
STRATEGY

DEVELOP 
CAPABILITIES

STEER 
EXECUTION PROMOTE 

INNOVATION

Processes
Portfolios

Commercialization
Performance 
measurement

Value chain strategy
(the activities needed to create a 

product/service)

New business creation

Creativity
Skills

Mindset
Behavior

RESPONSIBILITIES OF GOVERNANCE TEAM
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O R G A N I Z I N G  F O R  I N N O V A T I O N01
Common models of innovation governance

INNOVATION GOVERNANCE, II.

When setting up an innovation 
governance model, management 
will need to consider how innovation 
management responsibilities will be 
allocated. One choice will be to 
determine if responsibilities will sit 
with one individual or be allocated 
across a pair or group. Second, 
management will need to decide at 
what level of the organization 
innovation governance will reside. 
When put together, these two 
dimensions determine nine models 
of governance. 

A
T

 W
H

A
T

 L
E

V
E

L TOP MANAGEMENT

MIDDLE MANAGEMENT

W H O  I S  I N  C H A R G E  

SENIOR MANAGEMENT

A pair or duo
A single 
individual

A small 
group

A large 
group

CEO

CTO / CRO

CxO, CIO

CTO / CRO + 
BU manager

CxO + BU 
managerInnovation 

manager

Subset of top 
management 
team

Cross 
functional 
steering 
group or 
board

A group of 
champions

1

2

8

7

3

4

9

5

6

Adapted from: Nine models in use for innovation governance, Innovation Management
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O R G A N I Z I N G  F O R  I N N O V A T I O N01
Identify the capabilities 
needed to enable the 
organizational design
The strategy and vision for the innovation hub should 
determine the capabilities that will be acquired to help 
the hub realize its vision. New innovation hubs should 
take a ‘minimum viable structure’ or core capability 
approach and expand over time as the hub matures. 
FSPs implementing an integrated or Center of 
Excellence (CoE) model will likely rely on shared services 
with the BAU. The figure on the right provides an 
example of when certain capabilities are most relevant 
within the product development lifecycle. 

The innovation strategy and governance approach 
should determine how shared services are leveraged 
between the core business and innovation hub. 

DATA CONSIDERATIONS

In time, data and analytics could be a shared service 
with more cutting edge / advanced capabilities 
nurtured in the innovation hub.

IDEATE DEVELOP
LAUNCH & 

COMMERCIALIZATION

PRODUCT DEVELOPMENT LIFECYCLE

C
O

RE
 C

AP
AB

IL
IT

IE
S 

(c
om

m
on

 a
cr

os
s 

al
l 

pr
oj

ec
ts

)
SH

AR
ED

 S
ER

VI
C

ES

SP
C

IA
LI

ZA
TI

O
N

S 
(d

et
er

m
in

ed
 b

y 
pr

oj
ec

t)

PROGRAM MANAGEMENT

UI & UX

DATA & ANALYTICS

STRATEGIC PARTNERSHIPS

API DESIGN

AGILE / SCRUM

ARTIFICIAL INTELLIGENCE (AI)

IT & ARCHITECTURE

CAPABILITIES ROADMAP
for Center of Excellence or integrated models

OPERATIONS

C
AP

AB
IL

IT
Y 

AL
IG

N
M

EN
T

AUDIT

RISK & COMPLIANCE

LEGAL

BRANCH 
OPERATIONS

FINANCE

HR

OPEN INNOVATION (distributed & participatory approach to innovation)

SALES & MARKETING

PRODUCT MANAGEMENT / BUSINESS DESIGN
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O R G A N I Z I N G  F O R  I N N O V A T I O N01
Operationalizing capabilities

TEAM COMPOSITION - A MINIMUM 
VIABLE STRUCTURE (MVS)
The innovation hub should be a new 
mindset, that challenge the status 
quo, and that is diverse (mix from 
different disciplines, business, design, 
sociologist, anthropology, analytics, 
statistics, others) working using agile 
and scrum methodologies. Below is a 
sample structure for an innovation 
team at the inception phase.

*

*Highest priority roles at MVS stage

Job Descriptions for Innovation 
Hub Hires

*See slide 36 for an agile team 
structure

Head of 
Innovation 

Unit

DIGITAL PRODUCT DESIGN

Design and innovation lead

Digital product owner*

Digital designer

INNOVATION ON DIGITAL 
TRANSFORMATION

Project / portfolio manager*

Agile and culture champion

Digital IT and operations analyst

DATA AND ANALYTICS

Chief data scientist*

Data analyst

Data engineer

OPEN INNOVATION

Open innovation and 
partnerships lead

Industry engagement lead

https://accion-my.sharepoint.com/:f:/g/personal/emorse_accion_org/EioVnYjHp7NHrS7A8cSyBS8BWTs-AN_BsoYaXJbV64yfLg?e=oCq0y4


18

01
Organizing for 

innovation

02
The innovation 

process

03

C O NTENTS

Creating a 
culture of 
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T H E  I N N O V A T I O N  P R O C E S S02
Desirability, feasibility, viability

Good products balance and bring 
together desirability, viability and 
feasibility. Design teams must 
consider how each of these 
elements are balanced throughout 
the design process.

F E A S I B I L I T Y

O p e r a t i o n a l

D E S I R A B I L I T Y

H u m a n

V I A B I L I T Y

B u s i n e s s

I N N O V A T I O N
Case Study: Building and deploying 
user centric products

Brief: To succeed, innovative 
financial products must be 
desirable, feasible, and viable

https://www.accion.org/building-and-deploying-user-centric-products
https://www.accion.org/to-succeed-innovative-financial-products-must-be-desirable-feasible-and-viable
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T H E  I N N O V A T I O N  P R O C E S S02
Building user-centric products: Accion’s methodology

D E F I N E  
P R O B L E M

B U I L D  &
C O N F I G U R E

P I L O T  &
T E S T

L A U N C H  &
R O L L O U T

M E A S U R E  &
O P T I M I Z E

U N D E R S T A N D
&  O B S E R V E

V A L I D A T E :  
P R O T O T Y P E

T E S T  &  I T E R A T I O N

I D E A T E
S O L U T I O N
C O N C E P T S

D E F I N E
S O L U T I O N

Designed for customer desirability

Products that people will want to use, 
that are intuitive, and that will generate 
value

Considers operational feasibility

Products that will leverage existing people, 
processes and systems, and with a clear plan to 
address gaps

Ensures business viability

Products that have a clear business model and will 
contribute to revenue and business growth
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T H E  I N N O V A T I O N  P R O C E S S02
SOURCING PROBLEM STATEMENTS

Innovative organizations typically have a 
number of approaches in their toolkit to 
diagnose and source potential problem 
statements. Some of the most common 
approaches are summarized in the 
diagram on the right. It’s important to 
keep in mind the comparative strengths 
and limitations of each approach to 
ensure they are being applied in the 
appropriate contexts. Capabilities 
required to execute on each approach 
also differ, from requiring a single person 
(interview) to an entire team for 
execution (hackathon).

INTERVIEW OBSERVATION

PURPOSE

PARTICIPANTS

APPROACH

WORKS BEST FOR

Interviews are the best way to 
truly understand a customer’s 
point of view and are the crux 
of the inspiration phase.

• Expert
• Staff
• Customer

Come prepared with a set of 
questions. Start broad and get more 
specific that relate directly to the 
challenge.

Conduct interviews to understand 
root cause analysis or contributing 
factors

Define the problem

SECONDARY RESEARCH CROWDSOURCING

• Community
• Observer

Unpacking a stakeholder’s 
problem and uncovering key 
needs.

Unpack the steps in a process 
and identify underlying 
challenges.

• Staff
• Customer
• Community

Observe the participant in their 
own environment completing a 
job or task. Note any challenges 
the participant faces. 

Identify anomalies or unexpected 
trends in user data.

Diagnosing the challenges in 
an existing process.

To get context on the broader 
ecosystem surrounding a 
customer need or understand 
innovations that have been 
tested. 

N/A

Depending on the scope, 
conduct an internet search, 
talk with competitors or 
benchmark performance 
against industry standards.

Getting deeper context for a 
problem following an 
interview or observation.

To generate ideas from 
within the organization about 
potential problems to solve 
and give staff space to share 
perspectives.

Staff

Rapid, crowdsourcing of 
ideas

Set specific goals of what you 
hope to achieve and a time 
period for achieving them.  
Assemble a group of staff or 
external participants to engage 
with the problem statement and 
come up with solutions.

Problem Statement Canvas

Using a “Datathon” to generate insights

https://docs.google.com/spreadsheets/d/1z8bGlfFYkbY_xqV4VEWmf9AaADQVkoSaJQ3wdM30ANE/edit?usp=sharing
https://nextbillion.net/covid19-small-businesses-digital-financial-services-data/
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T H E  I N N O V A T I O N  P R O C E S S02
Ideate

01

02

03

04

Start by looking at the insight statements that you’ve created 
earlier in the ideation phase. Try rephrasing them as 
questions by adding “How Might We…” at the beginning.

The more HMWs the better! The goal is to reframe the insight 
to open up more opportunities for design.

Take a look at your HMWs and see if they allow for multiple 
solutions. If not, consider broadening them. 

Review your final set of HMWs and check that they’re not too 
broad or too narrow. If needed, refine them further prior to 
moving into the brainstorm phase. Consider picking a few 
strong HMWs to take forward, using voting or affinity 
mapping. Quantitative analysis can also help prioritize HMW 
questions. 

STEPS
TURN CHALLENGES INTO OPPORTUNITIES FOR DESIGN 
LEVERAGING ‘HOW MIGHT WE’ QUESTIONS

The ‘How Might We’ (HMW) question is ambiguous on 
purpose; it helps to reframe an existing problem statement to 
uncover new dimensions and set a team up for a deeper 
ideation around potential solutions. It is an approach most 
commonly used during the ideation phase of a project. 

“How” suggests that the answer is unknown to us and set 
aside limiting beliefs that can limit potential ideas

“Might” enables the exploration of multiple possible solutions, 
suggesting that the problem could be solved in a myriad of 
ways

“We” implies a collaborative effort. Complex challenges 
usually cannot be solved by one team alone. 

22

https://www.interaction-design.org/literature/article/affinity-diagrams-learn-how-to-cluster-and-bundle-ideas-and-facts
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T H E  I N N O V A T I O N  P R O C E S S02
Ideate

BRAINSTORMING

Brainstorms to tap into a broad body 
of knowledge and creativity. Over the 
course of your project you should do 
them not only with your design team, 
but also with partners and the people 
you're designing for. Refer to the 
Brainstorm Principles for the specifics 
of what make for a fruitful brainstorm, 
but remember that the best policy is 
to promote openness, lots of ideas, 
and creativity over immediate 
feasibility.

Defer Judgement

Encourage wild 
ideas

Build on the 
ideas of others

Stay focused on 
the topic

One 
conversation 
at a time

Be visual

Go for 
quantity

01

02

03

04

Pass out pens and Post-its to everyone and have a 
large piece of paper, wall, or whiteboard on which to 
stick them (or use an online tool).

Review the Brainstorm Rules before you start.

Pose the question or prompt you want the group to 
answer. Even better if you write it down and post it.

As each person has an idea, have her describe to the 
group as she puts her Post-it on the wall or board.

BRAINSTORM STEPS

05 Generate as many ideas as possible. 

06 Start bundling ideas into clusters based on common 
characteristics.

Source: IDEO

BRAINSTORM RULES
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T H E  I N N O V A T I O N  P R O C E S S02
Understand and observe

CUSTOMER JOURNEY MAPPING, I.

Customers’ needs are complex and, in most cases, extend 
beyond the direct relationship an individual has with their 
financial service provider. In addition to understanding 
customers’ unmet needs, it’s important for providers to take stock 
of when they have the greatest ability to influence a customers’ 
decision making. A customer journey map can help identify key 
opportunities to consider. 

01

02

03

04

Understand your context. 

Define the process stages within the journey from the perspective of your 
customer (e.g. awareness, decision, registration, transaction, loyalty). 

Identify touchpoints that you have with your customer – who do they 
connect with as they move throughout the process? What channels 
are customers interacting with and how do they source information?

Leverage qualitative data such as the emotional journey of the customer 
and their feelings during the process. 

STEPS

05 Identify opportunities based on highs and lows that the customer may be 
experiencing. 

Source: CGAP



25

T H E  I N N O V A T I O N  P R O C E S S02
CUSTOMER JOURNEY 
MAPPING, II.

A customer journey map is a 
visual portrayal of your 
customers’ interactions with your 
products. It can help uncover 
pain points and potential 
opportunities to solve for in the 
design process. There are many 
different templates, but a 
majority contain key 
steps/touchpoints, customer 
actions, and customer emotional 
mapping. The ‘so what’ of the 
customer journey is to identify 
data sources/ways to validate 
customer understanding, which 
can enable better segmentation 
and product design.

Customer Journey Map 

Understand and observe

Client Digital Maturity 
Assessment

M A K E  A W A R E I N V E S T I G A T E S I G N  U P T R A N S A C T S E E K  S U P P O R T

Customer becomes aware 
of service or product

Customer learns about 
service or product 

Customer registers for 
service or product

Customer transacts and/or 
completes activities

Customer requests support S
T

A
G

E
S

C
U

S
T

O
M

E
R

A
C

T
IO

N
S

C
U

S
T

O
M

E
R

 
F

E
E

L
IN

G
S

• See advertisement
• Hear through word of 

mouth

• Review product details
• Speak with bank staff

• Complete sign up / 
registration process

• Complete onboarding 
process

• Execute transactions
• Receive information

• Request assistance via 
customer support 
channels

High impact 
marketing collateral

Staff are informed 
about product 
features

Registration process 
frictionless + digital

Clean UI / UX to 
make product easier 
to use

One-click support 
function

+
-

O
P

P
O

R
T

-
U

N
IT

IE
S

https://miro.com/aq/ps/templates/customer-journey-map/%3Futm_source%253Dgoogle%2526utm_medium%253Dcpc%2526utm_campaign%253DS%7CGOO%7CNB%7CUS%7CALL-EN%7CCore%2526utm_adgroup=customerjourneymap%2526utm_custom%253D11844984689%2526utm_content%253D486286904383%2526utm_term%253Dcustomer%2520journey%2520map%2520template%2526matchtype=e%2526device=c%2526location=9061285&gclid=Cj0KCQjw1a6EBhC0ARIsAOiTkrHK7o0e5ghQser2V5tSLXNEZMndtG9s8IOuG_5SOZJNudPh-YV4jaMaAgepEALw_wcB
https://www.accion.org/msme-digital-maturity-assessment
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T H E  I N N O V A T I O N  P R O C E S S02
DEVELOPING A BUSINESS CASE TO 
ENSURE LONG-TERM VIABILITY 

Sustainable innovations must be 
viable, meaning they can be 
commercially scaled up. In testing for 
viability, organizations should ask if 
the proposed business model fits with 
the way customers want to use and 
pay for the solution. Viability doesn’t 
just concern short-term profitability; 
rather, it looks at overall 
sustainability. For disruptive 
innovation, companies will often 
forgo short-term profits in favor of 
longer term impact. Models should 
be updated frequently as 
assumptions are 
validated/invalidated.  

Business Case Template

Validate

I D E N T I F Y  
R E V E N U E  
D R I V E R S

I D E N T I F Y  
C O S T  

D R I V E R S

I D E N T I F Y  K E Y  
A S S U M P T I O N S

Direct revenue drivers

Product revenue (number of transactions, price 
per transaction, number of users)

Indirect revenue drivers

Cost savings (difference between current costs and new costs); 
value drivers (active digital users, efficiency rates, number of 
agents, etc.)

1 2 3
C O L L E C T  &  

I N P U T  D A T A S E N S I T I V I T Y  
A N A L Y S I S

V A L I D A T E  
M O D E L  

F I N D I N G S

4 5

6

I T E R A T E

7

Direct cost drivers
Technology development, marketing, 
consultancy support, incentive costs, 
training and capacity building, data 
monitoring

Assumptions

Baseline users, transaction patters, growth rates, conversion 
rates, channel optimization, reduced risk, increased data, 
delinquency management, regulatory restrictions 

https://docs.google.com/document/d/1wGUDgbbIgxtq7lLDzqa69r471lkwGJmuwT-sSkbabpA/edit?usp=sharing
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T H E  I N N O V A T I O N  P R O C E S S02
DEVELOPING A MINIMUM VIABLE 
PRODUCT (MVP)

A Minimum Viable Product (MVP) is a 
prototype that focuses on the most 
important part of a product or 
service. It is typically offered to a 
group of potential customers. The 
most important aspect of the 
prototype is viability in order to test 
the core of the value proposition, to 
learn from it and to be able to 
replicate the idea. It is important to 
understand that an MVP is not a pilot 
project, which instead is designed to 
test the final product with a selected 
customer group.

Validate and build

Generate maximum
amount of learning

Minimum amount 
of time spent 

building

IDEAS

BUILD

PRODUCT

MEASURE

DATA

LEARN

Minimum 
Viable 

Product 
(MVP)

DATA CONSIDERATIONS

Mapping the data inflows and 
outflows that will be generated 
from a new product in the ideal 
customer journey helps define 
the product workflows, 
operational processes, and 
technical requirements of the 
systems needed to support 
product delivery – all key 
components of the build and 
configure stage.

TYPES 
OF MVPs

No product Minimal product

Smoke Tests
Landing page

Sell Before You Build
Crowdfunding campaign

Concierge
Carry out the service for 
the customer manually

Wizard of Oz
Fake the planned automatic 
features

Single-Feature Product
Build your product with only one 
feature 27
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T H E  I N N O V A T I O N  P R O C E S S02
Launch and rollout

MVP LAUNCH 
CHECKLIST

Prior to launching an 
MVP in the market, the 
product development 
team should ensure 
that the minimum 
checks are in place to 
ensure a successful 
rollout. This checklist 
contains the items that 
teams should consider 
across the different 
functional verticals.

C H E C K L I S T Business 
Ops

Chief Digital 
OfficerTechnology

Human 
Resources Regulatory MarketingOperations

• Product has been tested internally and with users, run through QA 
and is capable of holding up (testing should include full end-to-end 
operational process)

• CDO has met with HR and Business Ops the current status of the 
product and dates for roll-out; usage of product and current incentive 
plan and adjustments which need to be made has been discussed; 
communication plan and training dates have been determined.

• Every customer touchpoint for the product (e.g., onboarding, 
registration, etc.) has been developed and stress-tested 

• "Change agents" in the front line staff have been identified and 
introduced to the new product; change agents have been brought to 
up to speed on the product and its benefits to staff and its customer; 
feedback has been elicited; possible resistors have been identified.

• Current incentives of front line staff (i.e. branch officers, loan 
officers) have been reviewed and restructured accordingly to be in 
line with new product KPI's; restructured incentive plan support the 
use of the new product.

MVP Launch 
Checklist

ACCION’S MVP LAUNCH CHECKLIST [SAMPLE]

https://accion-my.sharepoint.com/:x:/g/personal/emorse_accion_org/EWs-irWKDrhGrOkNjzSouUwBQJm5AVjROCRrprCIAK5aVQ?e=tqhshu
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T H E  I N N O V A T I O N  P R O C E S S02
Measure and optimize

DEVELOP 
MEANINGFUL 
PRODUCT KPIs

The innovation team 
should align on a set of 
key objectives prior to 
launch which can be 
used to establish Key 
Performance Indicators 
(KPIs) and track them 
with precision 
throughout the pilot 
period. While there is 
no universal set of KPIs 
that works for each 
product, teams should 
try to balance business 
performance KPIs, 
product usage, and 
product quality. 

Number of new 
registrations 

Percentage of 
monthly active users

Customer lifetime 
value

Customer acquisition 
cost

PRODUCT 
AWARENESS / 

USAGE

BUSINESS 
PERFORMANCE

PRODUCT 
QUALITY

Churn rate

Number of 
transactions

Average 
session time

Net Promotor Score 
(NPS) 

Number of customer 
complaints / support 

tickets

Total revenue

DATA CONSIDERATIONS

• Strong data management 
systems enable effective KPI 
reporting and performance 
monitoring, ideally through 
integrated data warehousing 
and interactive BI dashboards.

• A/B testing can be conducted 
on any component of the 
product design (marketing 
campaigns, staff incentives, 
etc.) during pilot, to identify 
what works best.
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01
Organizing for 

innovation

02
The innovation 

process

03

C O NTENTS

Creating a 
culture of 
innovation
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C R E A T I N G  A  C U L T U R E  O F  
I N N O V A T I O N03
Nurture innovation

THE ROLE OF 
LEADERSHIP
When it comes to 
creating and 
fostering a culture of 
innovation, 
organizational 
leadership plays a 
critical role. Leaders 
pursuing innovation 
should be 
accountable for the 
following activities: Communicate how 

innovations will create 
value for customers 
and the company at 
large. Define which 
innovations meet 
strategic objectives 
and drive growth.

Create a plan for 
allocating resources to 
innovation initiatives.

Recognize that innovation 
strategies must evolve. 

Manage tradeoffs to 
maximize benefits for 
the company.

Source: You Need an Innovation Strategy, HBR
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C R E A T I N G  A  C U L T U R E  O F  
I N N O V A T I O N03
Experiment and fail (the right way)

LEARNING TO EMBRACE “GOOD” 
FAILURES
Good innovation doesn’t come 
without risk taking, and failures 
are inevitable in the innovation 
process. However, not all failures 
are equally praiseworthy or 
blameworthy. Learning how to 
detect and analyze failure 
requires abandoning 
preconceived notions of success 
and the ability to go beyond 
obvious lessons. Leaders have a 
role in building a learning culture 
by embracing the following 
principles.

THE FAILURE 
SPECTRUM

Blameworthy Praiseworthy

Deviance
Violation of a 
prescribed 
process

Inattention
Inadvertent 
deviation 
from 
prescribed 
norm

Lack of 
ability
Lack of skills or 
training to do 
the job

Process 
inadequacy
Faulty or 
incomplete 
process

Task challenge
Task is too difficult to 
be executed reliably 
every time

Process 
complexity
Process is 
composed of 
many elements

Uncertainty
Lack of clarity 
about future 
events

Hypothesis testing
Experiment 
conducted to prove 
that an idea or a 
design will succeed 
fails

Exploratory testing
Experiment conducted to 
expand knowledge and 
investigate a possibility 
leads to an undesired 
result

Frame the work 
accurately

• Create a shared 
understanding of the types 
of failures that are expected 
to occur in a given work 
context.

1

Embrace 
messengers

• Reward those who come 
forward with bad news, 
questions, concerns or 
mistakes. Implement a 
“blameless reporting” 
policy to encourage 
employees to reveal errors.

2

Acknowledge 
limits

• Be open about 
information gaps and 
mistakes made and 
encourage others to do 
the same.

3

Invite 
participation

• Ask for observations and 
ideas and give opportunities 
for employees to detect and 
analyze failures to promote 
collective learning.

• Be clear about what 
constitutes a blameworthy 
act (see: Failure Spectrum). 
Communicate and celebrate 
success. 

Set boundaries 
and create 

accountability

54
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C R E A T I N G  A  C U L T U R E  O F  
I N N O V A T I O N03
Develop a data obsession

Establish information 
infrastructure

Embed analytics and 
insights across the 
organization

Create a data 
strategy and action 
plan

Diagnose how current data is being used and identify what 
data should be captured

Understand how performance can be tracked over time and 
have a 360-degree customer view

DATA FOR INNOVATION: AN ACTION PLAN

Data plays a critical role in assessing and reaffirming a culture of organization. One key area where data plays an important role is in creating a learning organization and 
culture of experimentation. While developing their innovation strategy, innovation leaders should consider the following questions:

Understand tools needed to enable real-time decision making

Understand how data architecture should be enabled to report 
against KPIs and measure what is important

Understand how data can be used to achieve vision and 
business objectives

Identify highest value opportunities to drive agenda

Identify new skills and training teams need to work with data

Equip business units / teams to develop and prioritize data use 
cases based on strategic objectives

Identify how processes can be redesigned to integrate and 
automate execution

Understand drivers of a particular behavior or impact of an 
action/initiative.

Identify data tools needed at each level of the organization 
(e.g dashboards for loan officers, etc.)

Communicate 
vision

Democratize 
data

Market 
successes

Create a clear vision and measurable objectives for how data 
will support goals of the innovation lab and communicate to all 
staff.

Hold quarterly brown bags, sharing ‘quick wins’: analytical use 
cases conducted to support innovation lab activities

Celebrate staff for data-driven decisions, e.g. Data Champion 
of the Month

Provide employees training on basic data literacy and access 
to self-service dashboards / analytics, as well as incentives to 
‘test and learn’

Encourage front line staff suggestions on what data / analysis 
would support them in their daily tasks and responsibilities
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C R E A T I N G  A  C U L T U R E  O F  
I N N O V A T I O N03
Define ways of working, I. 

OVERVIEW OF INNOVATION 
METHODOLOGIES

Different innovation methodologies 
have comparative strengths. For 
example, organizations wishing to 
explore the end user perspective may 
opt to adopt a design thinking 
methodology, whereas organizations 
seeking to improve an existing 
process may explore agile. 
Depending on the phase of the 
design stage, as well as time and 
resource constraints, organizations 
may opt to select different 
methodologies. 

*See slides 35-36 for further 
guidance on building an agile culture

DESIGN THINKING AGILE* LEAN

PURPOSE

EMPHASIS ON

APPROACH

STARTING POINT

WORKS BEST FOR

Provide an answer to a complex 
problem where creativity and 
‘out of the box’ thinking is 
encouraged

Product high quality products in 
the most economic way possible 
with the goal of minimizing waste

Create and respond to change 
for succeeding in an uncertain 
and unstable environment

User and collaboration Testing and learning Reducing waste in production

Analytical and creative Experimental Progressive

User needs
No assumptions

Hypotheses
Initial assumptions

Solution
Initial assumptions

Exploring the problem and 
potential solutions

Building the right solution Building the solution right

Adapted from Jimena Garcia Mateo
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C R E A T I N G  A  C U L T U R E  O F  
I N N O V A T I O N03
Define ways of working, II. 

Understanding the distinction 
between different types of 
methodologies is important for 
putting them into practice. Successful 
innovation units leverage all three 
approaches through the product 
lifecycle to unlock opportunities for 
collaboration and innovation. For 
example, design thinking is effective 
in the beginning of the journey when 
you are looking to better understand 
your customer’s problem, whereas a 
lean and agile approach is effective 
when it comes time to build the 
solution. 

INTEGRATION OF METHODOLOGIES 
DURING THE PRODUCT DESIGN 
PROCESS

Ab
st

ra
ct

C
on

cr
et

e

Customer problem Customer solution

Set up

Empathize

Define

Ideate

Prototype

Test

Learn

Iterate

Build

Measure

Product 
backlog

Sprint 
planning

Sprint 
execution

Shippable 
increment

Sprint 
review

DESIGN THINKING LEAN AGILE
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C R E A T I N G  A  C U L T U R E  O F  
I N N O V A T I O N03
Build an agile culture, I.

LEVERAGE AGILE PRACTICES TO SUPPORT CULTURE CHANGE

It is no coincidence that some of the most innovative companies today are those that have embraced an agile methodology. At 
its heart, agile is about transformation: agility within an enterprise requires shifting strategy, people, processes, and systems 
towards a new operating model, driven by independent, high-performing teams. For organizations just starting out with agile, 
a few practices can help. 

2

3

4

1 Articulate cultural from-tos

• From-tos are behavioral shifts that need to happen 
in order for agile transformation to occur

• Understand the mindsets that are driving behaviors

• Example: prioritizing own deliverables < making 
others shine.

Make it personal

Culturally engineer the architecture

Monitor and learn

• Organizational transformations that start with 
personal transformation are more successful

• Stakeholders across the organization should be 
invited to think about what agile means to them.

• Example: host a workshop and invite leaders to 
reflect on how their personal mindsets influence 
their leadership. 

• Business processes should be hardwired to 
support agile culture

• Examples: changing physical environments to 
support innovation, implement quarterly 
business review across entire organization, 
implement agile software (e.g. Jira)

• Continuous learning is a core tenant of the agile 
approach. Organizations should establish 
systems for monitoring the impact of agile 
transformation. 

• Examples: Update performance frameworks to 
track whether employees are adopting desired 
behaviors and link those insights to key business 
objectives (e.g. improved productivity). 

Source: Practical Lessons on Building an Agile Culture, Mckinsey
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C R E A T I N G  A  C U L T U R E  O F  
I N N O V A T I O N03
Build an agile culture, II. 

AGILE TEAM COMPOSITION

An agile team is a cross-functional 
group that is self-contained, meaning 
all of the necessary skills to deliver the 
product are within the group. Every 
agile team has a scrum master whose 
role is to facilitate the group, find 
resources for the team and shield 
members from anything that may 
distract from the task at hand. In short, 
this role maintains the agile culture of 
the group. Typical agile teams also 
contain a product owner, who 
represents the interests of the 
client/stakeholder. Additional roles may 
vary depending on the type of project 
being undertaken. The following 
diagram contains an example agile 
team structure for an innovation hub 
and the roles and responsibilities of 
each member.

SCRUM MASTER

DESIRABILITY LEAD

Has a complete view of the project and ensures that the blockers of each of the streams are quickly managed 
to meet the goals of each sprint.

VIABILITY LEAD FEASIBILITY LEAD

INNOVATION LEAD PRODUCT OWNER BUSINESS AREAS

ACCION’S AGILE INNOVATION TEAM COMPOSITION

Leads the creation of the stories 
related with the functional 

requirements, ensuring the voice of 
the customer is immerse in every 

product feature.

Leads the linkage of the product 
with the business strategy, ensuring 
the economics, metrics and goals 
make sense both for the customer 

and the business.

Leads the linkage of the product 
with the operational and technical 
infrastructure to ensure the right 

deployment of the solution to 
customers.

With complete view of the innovation 
portfolio, helps to engage the 

business areas in the construction of 
the products and adds partners to 

accelerate the innovation.

Leads the creation of stories process 
and manages the product backlog 

for every sprint with a complete 
autonomy to make any changes or 

adjustments as required.

Supports every workstream 
unblocking any stoppers that can 

prevent the sprint’s goals, providing 
the tools and resources to complete 

the tasks.

Full time Half time Quarter time
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C R E A T I N G  A  C U L T U R E  O F  
I N N O V A T I O N03
Set up an innovation partnership, I. 

WINNING PARTNERSHIPS

When carefully orchestrated 
with clearly-defined 
organizations, innovation 
partnerships are a win-win. 
Smaller firms benefit from 
the scale and established 
processes that larger firms 
bring, while larger firms can 
take advantage of different 
perspectives, approaches, 
and risk outlooks of smaller 
companies. Organizations 
can use this framework to 
guide all or part of their 
partnership processes, 
adjusting any elements 
necessary to fit their context 
and needs. 

Partner selection Partner contracting
Defining roles, 
responsibilities and 
requirements

Delivery & execution, 
management

1 2 3 4 5
How should we 
determine who to work 
with?

Partner screening and 
selection should be 
determinant on whether 
they can deliver on the 
specific capabilities 
required. Cost is not the 
only factor.

What is the objective 
of the partnership?

Identifying and aligning on 
the core purpose and need 
for the partnership is a 
critical first step in the 
partnership journey. This 
alignment needs to happen 
internally across the 
management team and 
relevant stakeholders.

What’s required from the 
FSP and the partner?

We need to detail exactly 
what will be required 
from partners and be 
explicit in our instruction 
and communication to 
partners about our 
expectations.

What should an 
agreement look like?

Ensure commercial 
renumerations are tied 
to the appropriate 
success metrics that 
will deliver value to the 
business. 

Are we ready to execute 
the partnership? 

Clarity on all the activities 
required to 
operationalize the 
partnership, sufficient 
resources allocated 
where needed and a 
strong governance / org 
structure to monitor 
delivery schedules.

Identifying partnership 
opportunities
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C R E A T I N G  A  C U L T U R E  O F  
I N N O V A T I O N03
Set up an innovation partnership, II.

CONDUCT A GAP ANALYSIS

It is important to recognize that simply defining a partnership does not guarantee a successful innovation project. It is also unlikely that one partner is going to deliver all 
aspects needed for implementation. In addition to defining the type of partnership, it is important to identify why a partner is needed, what role the partner will be playing in 
the delivery of the innovation, and where additional capabilities are needed. The following questions can help identify key gaps to solve for in the design of the partnership.

WHAT PRODUCTS 
WILL DRIVE 

TRANSFORMATION?

WHAT IS THE CUSTOMER 
EXPERIENCE WE WANT TO 

ENABLE?

WHAT ARE THE PROCESSES 
REQUIRED TO ENABLE THAT 

EXPERIENCE?

WHAT ARE THE SYSTEMS 
SKILLS AND DATA 

REQUIRED?
WHAT STRTEGIC 

OBJECTIVES DO WE 
NEED TO MEET

ACCION’S PARTNERSHIP OPPORTUNITY ASSESSMENT
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C R E A T I N G  A  C U L T U R E  O F  
I N N O V A T I O N03
Set up an innovation 
partnership, III. 

Collaborative Innovation 
Project

Strategic Innovation 
Partnership & Joint 

Venture

Smart Procurement Smart Direct Investment

Resource Intensity

In
no

va
tio

n 
cy

cl
e

Fo
cu

se
d

Br
oa

d

Limited Significant

Collaboration for a specific 
innovation need

Collaboration to co-develop 
and advance innovations

Collaboration based on an 
existing innovation

Collaboration innovation to 
scale innovations

Innovation partnerships can broadly be organized into four categories, each 
with differing resource requirements and scope:

T Y P E S  O F  I N N O V A T I O N  P A R T N E R S H I P S

Supplier collaboration

Partnering with non-disclosure 
or exclusivity agreement

Joint development and scale up

Incubator

Accelerator

Supplier collaboration

Collaborative Innovation Project

Strategic Innovation 
Partnership and Joint Venture

Co-marketing and co-
distribution

Smart Procurement

Partnering with market-
ready idea firms

IP investment

Smart Direct Investment

L
E

A
D

IN
G

 P
R

A
C

T
IC

E
S In preparation for establishing a partnership, organizations should 

consider:

• Set up lean governance structures that offer flexibility
• Leverage standardized partnering agreements to speed up contracting stage
• Acknowledge uncertainty and establish a plan for identifying with and 

mitigating risks as they emerge
• Develop new, flexible IP schemes that meets the needs of partners 

• Set a positive precedent for IP-intensive collaborations to enable trust-based 
negotiations in the future

E
X

A
M

P
L

E
S

Source: Collaborative Innovation Transforming Business, Driving Growth, World Economic Forum
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C R E A T I N G  A  C U L T U R E  O F  
I N N O V A T I O N03
Evaluate your innovation culture

THE EIGHT ESSENTIALS

As you work to establish a culture of 
innovation, it is important to 
periodically check in and self-reflect on 
strengths and opportunities for 
improvement. McKinsey’s ‘Eight 
Essentials of Innovation’ contains 
questions to help leaders evaluate the 
success of their efforts. We recommend 
leaders reflect on these questions at 
least once every year, or more 
frequently as the innovation unit is 
being defined.

ASPIRE

CHOOSE

DISCOVER

EVOLVE

ACCELERATE

SCALE

EXTEND

MOBILIZE

Do you regard innovation-led growth as critical, and do you have cascaded targets that reflect this?

Do you invest in a coherent, time- and risk balanced portfolio of initiatives with sufficient resources to win?

Do you have differentiated business, market, and technology insights that translate into winning value propositions?

Do you create new business models that provide defensible and scalable profit sources?

Do you beat the competition by developing and launching innovations quickly and effectively?

Do you launch innovations at the right scale in relevant markets and segments?

Do you win by creating and capitalizing on external networks?

Are your people motivated, rewarded, and organized to innovate repeatedly?

Source: The Eight Essentials of Innovation, Mckinsey

Accion has developed a 
People and Culture 
Framework that can 
help identify areas to 
focus on.

https://www.accion.org/create-the-culture-of-innovation-needed-for-digital-transformation?utm_source


Case Study



C A S E  S T U D Y

43

Designing an innovation lab for BancoSol

C O U N T R Y

A B O U T  B A N C O S O L K E Y  P R O J E C T  C O M P O N E N T S

Bolivia

P R O J E C T  D A T E S

Founded in 1986, Banco Solidario S.A (BancoSol) is the 
first regulated commercial bank in the world 
dedicated to serving micro and small entrepreneurs. 
Headquartered in La Paz, the bank serves more than 
1.5 million clients nationwide, most of whom  operate 
in the informal economy and nearly half of whom are 
women. Accion has been supporting BancoSol, as a 
shareholder and advisor, since its original 
transformation into a commercially driven 
microfinance bank.

BancoSol shines for its innovation and efficiency. Even

August 2019 — December 2023

as competition grows, the bank serves more clients in
the microenterprise sector than any other institution in 
the country. Despite many obstacles, including strict 
regulations, the bank has managed to continuously 
improve its performance by expanding its outreach to 
underserved clients through automated processes 
and channels. By exploring better ways to serve its 
target market with new products, alternative delivery 
channels, and technological solutions, BancoSol
maintains client trust and continues to grow. 
BancoSol’s delinquency rate hovers at less than one 
percent, the lowest in Bolivia’s microfinance industry 
and one of the best in the world.

Digital Transformation

Digital Savings

Data Strategy

Growth Strategy and 
Planning

Digital Channels

Innovation Design

Accion Design
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Accion, as part of our partnership with Mastercard, has supported 
BancoSol to create an innovation hub , el Centro de Innovación
(“CIBSOL”) that offers a safe space for experimentation. Through 
CIBSOL, Bancosol is developing new products and improving on 
existing ones to further strengthen the bank’s value proposition with 
micro merchants in Bolivia. One of these products is “GanaSol”, a 
fully digital savings application that leverages principles from 
behavioral science to encouraged repeated savings habits to 
promote greater financial health. The product was launched in 
March 2021. 

We recognize that our business model needs to constantly evolve to maintain 
the trust of our customers and remain their chosen business partner. At the 
same time, we understand that more and more of our clients are adopting and 
wanting to interact with the bank digitally. Thus, through BancoSol’s new 
innovation hub, CIBSOL, we will develop and implement technologically-driven 
products that help our clients run and manage their businesses easier, faster, 
and more efficiently and with a great user experience. We are doing this thanks 
to a strategic alliance with Accion, with whom we have laid a solid foundation 
for a new and exciting chapter at BancoSol. 

“

Marcelo Escobar F.
General Manager, BancoSol

A C T I V I T I E S

Designing an innovation lab for BancoSol

DIGITAL CUSTOMER 
ENGAGEMENT

ENHANCED CUSTOMER 
EXPERIENCE

DATA-DRIVEN 
INNOVATION

TRANSFORMATION

C I B S O L  O P E R A T I N G  P R I N C I P L E S
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K E Y  L E A R N I N G S  

Innovation means different things to different people, therefore aligning 
on a common definition of innovation is critical from the beginning. 
Spend time unpacking definitions of innovation across the leadership 
team with concrete examples. Then discuss where there are divergent 
perspectives.

Designing an innovation lab for BancoSol

Set expectations from the beginning about what resources are needed 
to enable an innovation hub. Building an innovation unit will inevitably 
require bringing on additional capabilities, but don’t overlook existing 
talent who may have adjacent skill sets. Giving existing staff an 
opportunity to participate in the hub builds internal buy-in.

A lot of value and insights can be derived from data you already have. 
For example, BancoSol learned that app users make twice as many 
deposits as non-app users, therefore revealing that digital adoption is a 
strong predictor of engagement and helped define a business case for 
digital transformation. Digital usage was also tied to greater retention.

CEO support is critical for enabling the decisions and tradeoffs to make 
innovation work. Incentives can be a useful tactic for driving accountability. 
Innovation KPIs should be built into the organization’s balanced scorecard and 
tracked regularly. Management should also consider incentives for staff to 
support desired change management behaviors.

Where possible, look for synergies between KPIs that drive customer impact 
and business impact. A digital savings product had the potential to drive the 
bank’s KPIs forward (in terms of mobilizing deposits to strengthen the balance 
sheet) while driving a desirable behavior on the customer side (easy and 
convenient savings). 

I D E N T I F Y  D I V E R G E N T  P E R S P E C T I V E S

B E  C L E A R  A B O U T  R E S O U R C E S  N E E D E D

D E R I V E  I N S I G H T S  F R O M  D A T A  Y O U  H A V E

B U I L D  I N  I N C E N T I V E S  F O R  I N N O V A T I O N

A L I G N  S O C I A L  A N D  B U S I N E S S  I M P A C T
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K E Y  A C C O M P L I S H M E N T S  

Transferred a new methodology and approach to 
CIBSOL team to support new product design

Improved digital offerings and launched a new 
product into the market (GanaSol)

BancoSol

Created capacity among BancoSol team to incubate 
innovation and promote cultural change

Supported team in defining a portfolio of initiatives to 
be launched in the next two years to bring new 
customers into the digital fold (achieving 40% digital 
penetration)

hired to lead digital 
initiatives in BancoSol’s 
newly formed innovation 
unit, CIBSOL

6 staff

Users of GanaSol in the first 
month of launch10,000+

women MSMEs actively using 
digital products and services 
launched by BancoSol

32,830

46



Thank you.


