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Key Research Questions
● How does storytelling contribute to 

innovation objectives?

● How effective are organizations at 
innovation storytelling?

● What is the value, impact, and ROI of 
innovation storytelling?

● What resources, systems, technologies 
and rituals do innovation teams utilize 
to solicit, collect, analyze, and circulate 
innovation stories? 



METHODOLOGY
How are we studying innovation storytelling?



Methods, Insights, & Outputs

Mixed Methods 
Survey

Thought Leader 
Interviews

Insights on 
Processes & Systems

Maturity Model

Insights on 
Value & Impact

Expanding Toolkit

Tech-Enabled 
Processes

Literature Reviews



METHODOLOGY

Untold conducted 100 
interviews (40-60 mins in 

length) with global innovation 
leaders, then circulated a 
mixed methods survey to 

~400 members of the 
innovation community.

RECRUITMENT

Diverse members of the 
innovation community were 
recruited for the survey and 

interviews through social media 
and direct 

outreach/distribution.

PARTICIPANTS

145 individuals participated in 
our mixed methods survey. 

Population demographics are 
provided later in the 

presentation.

METHODS
Literature Review + 100 Interviews + Mixed Methods Survey



Literature Reviews



● Innovation storytelling is a key cultural mechanism for promoting 
innovation—and it’s just as critical to innovation success as 
organizational designs and processes.1

● Stories can spark organizational change and therefore, “Being thoughtful 
about the creation [and] communication of stories in an organization can 
have significant benefits.”2

● Innovation narratives “promote productive social processes by providing 
a way for people to manage the tensions between coherence and 
flexibility that characterize innovation. Innovation narratives make this 
possible by facilitating the translation of ideas across space.”1

● Entrepreneurs work to contextualize their innovation journeys by 
forming stories about the past, present and future—revising their 
narratives when things don’t go as anticipated.3 

● Companies that articulate a coherent and compelling innovation 
narrative grow sales faster than industry rivals.4 

Literature Review Findings
1Bartel, Caroline A., and Raghu 
Garud. "The Role of Narratives 
in Sustaining Organizational 
Innovation." Organization 
Science 20, no. 1 (2009): 107-17. 
Accessed February 15, 2021. 
http://www.jstor.org/stable/256
14643.

2Barry, M., & Beckman, S. (2009). 
Design and Innovation through 
Storytelling. International Journal 
of Innovation Science, Vol. 1, 4. 

3Raghu Garud, Joel Gehman, 
Antonio Paco Giuliani, 
Contextualizing entrepreneurial 
innovation: A narrative 
perspective, Research Policy, 
Volume 43, Issue 7, 2014, Pages 
1177-1188, ISSN 0048-7333, 
https://doi.org/10.1016/j.respol.
2014.04.015.

4Innovation as Narrative, 2010. 
Harvard. 
https://ash.harvard.edu/files/inn
ovationasnarrative.pdf. 
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DEFINITION
What is innovation storytelling?



Innovation Storytelling
(n.) Innovation storytelling is the art and science 
of communicating strategic narratives about new 
product developments, systems improvements, 
and ground-breaking new thinking to drive 
innovation objectives. 



INTERNAL

● Inspire and unify innovation cultures

● Establish shared innovation histories

● Increase rate of internal buy-in 

● Create and solicit innovative ideas

● Motivate innovators to innovate

● Share successes and failures openly to increase 
rate and quality of internal learning

● Align on nuanced understandings of customers, 
users, stakeholders, and decision-makers to 
drive relevant, valuable, authentic innovation 
ideas

● Increase brand perception as innovative

● Improve your personal branding as an innovator 
or thought leader

● Increase awareness, respect, and trust in a 
company’s capabilities or products

● Generate pull, collaboration, and excitement for 
ideas and initiatives

● Create alignment and trust in future state 
visions to drive industries and societies forward

FUNCTIONS OF INNOVATION STORYTELLING

EXTERNAL



The Five Drivers of Innovation Storytelling

ALIGNMENT

Flex storytelling 
techniques to 
achieve green-lights 
across the 
enterprise

EVIDENCE

Storytell with data 
and build effective 
arguments to gain 
buy-in

IMPACT

Blow minds or 
temper expectations 
by adjusting 
storytelling 
techniques

ENGAGEMENT

Craft creative, 
surprising 
innovation stories 
with memorable 
details and 
imagery

EMPATHY

Breakthrough 
emotional 
barriers to fight 
assumptions and 
make impacts



Ineffective storytelling can:

Slow innovation

Demoralize innovators

Reduce credibility

Lose the brand customers

Increase missed opportunities

Effective storytelling can:

Accelerate innovation

Build motivation

Support learning from failures

Increase internal buy-in

Catalyze ideation & representation



Participants
Demographics



Key Finding
Demographic 
questions were asked 
at the end of the 
survey. A total of 145 
people participated in 
the survey with about 
half completing the 
demographic section of 
the survey (n=76).   The 
typical survey 
participant was male, 
between the ages of 
35-55, and worked for 
an organization with 
250 of more 
employees. Industry 
representation was 
very diverse.   

Industry

Overall 
Importance
Population 
Demographics

Organization Size

Gender

Age



IMPORTANCE
How does storytelling contribute to innovation objectives?



Overall 
Importance

Key Finding
Participants agreed 
that innovation 
storytelling is 
important to their 
personal professional 
success, the success of 
their teams, and 
organization. 

How We Did It
Likert scale question 
on importance of 
innovation storytelling 
to personal, team, and 
company success 
(n=75).

Definitely Not
Overall 
Importance

HOW IMPORTANT IS INNOVATION STORYTELLING TO THE 
SUCCESS OF YOUR ORGANIZATION? YOUR TEAM? YOU?



Key Finding
Startups and small 
businesses ranked 
importance to org 
success highest, while 
large enterprise 
participants deemed its 
importance to personal 
professional success 
highest.

How We Did It
Likert scale question 
on importance of 
innovation storytelling 
to personal, team, and 
company success 
(n=75).

of Startups and small 
businesses said Inno 

Storytelling was very or 
extremely important to 
organization success.

95%95%

large enterprise 
participants said Inno 
Storytelling was very or 
extremely important to 
personal professional 
success.

of all participants that said Inno 
Storytelling was very or extremely 
important to ORGANIZATIONAL 

SUCCESS

of all participants that said Inno 
Storytelling was very or extremely 

important to PERSONAL SUCCESS

88% 76% 

Importance to 
ORGANIZATIONAL SUCCESS

Importance to 
PERSONAL SUCCESS

Importance to 
ORGANIZATIONAL SUCCESS

For Startups and Small Businesses 

Importance to 
PERSONAL SUCCESS
For Large Enterprises

of all participants that said Inno 
Storytelling was very or extremely 

important to TEAM SUCCESS

83% 

Importance to 
TEAM SUCCESS

95% 64% 69%

91% 64% 83%

86% 64% 95%

Organizational 
Success

Team Success

Personal Success

Small/Micro-Orgs Medium Orgs Large Orgs
<49 employees 50-250 employees >250 employees

Importance 
by Org Size

HOW IMPORTANT IS INNOVATION STORYTELLING TO THE 
SUCCESS OF YOUR ORGANIZATION? YOUR TEAM? YOU?



Key Finding
Participants most 
agreed that 1) 
ineffective 
communication can 
slow down the 
innovation process, 2) 
innovators must be 
effective 
communicators, and 3) 
storytelling is 
important innovation 
project success. 

How We Did It
Likert scale question 
asking participants to 
rate their level of 
agreement or 
disagreement with 
statements about the 
importance of 
storytelling to 
innovation success 
(n=104).

Impact on 
Innovation 
Success

PARTICIPANT AGREEMENT WITH EACH STATEMENT



ROI

Key Finding
Strategic alignment, 
improved 
collaboration, and 
increased customer 
leads are the top three 
ROI impacts of 
innovation storytelling.

How We Did It
Based on qualitative 
analysis of podcast 
interviews (n=100), we 
identified the top 9 
cited ROI impacts of 
innovation storytelling. 
In the survey, we asked 
participants to rank 
those impacts based on 
their value (n=82).

Improved strategic alignment across the organization

Improved internal collaboration across departments or business units

Increased customers/sales leads

Increase in value-added innovation projects

1

2

3

4
Increased external business partnerships or collaborations

Improved morale/culture

Improved brand image

Improved operations

5

6

7

8
Improved recruitment of high-talent innovators9



PRACTICE
Where does storytelling show up in the innovation process?



PRACTICE

Key Finding
Participants agreed 
that they personally 
practice innovation 
storytelling—perhaps 
more than their teams 
or organizations do. 

How We Did It
Likert scale ranking in 
response to “Does your 
organization practice 
innovation 
storytelling? Your 
teams? You?” (n=104)

Definitely Not

Probably Not

Might or Might Not

Probably Yes

Definitely Yes

Your Organization

Your Teams

You

DOES YOUR ORGANIZATION PRACTICE INNOVATION 
STORYTELLING? YOUR TEAM? YOU?

0 20 40 60 80



Key Finding
Independent of 
organization size, 
participants say that 
they practice 
innovation storytelling 
more than their teams 
and organizations. 

How We Did It
Likert scale question 
on practice of 
innovation storytelling 
to personal, team, and 
company success 
(n=74).

of Startups and small 
businesses said Inno 

Storytelling was very or 
extremely important to 
organization success.

95%95%

large enterprise 
participants said Inno 
Storytelling was very or 
extremely important to 
personal professional 
success.

of all participants that said Inno 
Storytelling was very or extremely 
important to ORGANIZATIONAL 

SUCCESS

of all participants that said Inno 
Storytelling was very or extremely 

important to PERSONAL SUCCESS

88% 76% 

Importance to 
ORGANIZATIONAL SUCCESS

Importance to 
PERSONAL SUCCESS

Importance to 
ORGANIZATIONAL SUCCESS

For Startups and Small Businesses 

Importance to 
PERSONAL SUCCESS
For Large Enterprises

of all participants that said Inno 
Storytelling was very or extremely 

important to TEAM SUCCESS

83% 

Importance to 
TEAM SUCCESS

76% 27% 50%

62% 55% 50%

90% 73% 90%

Organizational 
Practice

Team Practice

Personal Practice

Small/Micro-Orgs Medium Orgs Large Orgs
<49 employees 50-250 employees >250 employees

PRACTICE DOES YOUR ORGANIZATION PRACTICE INNOVATION 
STORYTELLING? YOUR TEAM? YOU?



TYPES OF 
INNOVATION 
STORIES

Key Finding
Slide decks are by far 
the most popular 
innovation story type.

How We Did It
Analyzed quantitative 
data from a checkbox 
question (n=557). The 
word cloud represents 
qualitative data from 
an open response 
question (n=52). 

Slide Decks

Data Visuals

One-Pagers

Articles/Blogs

Social Media

Product Visuals/Illustrations

Pitches

Problem Statements

Technical Briefs

Creative Briefs

Speeches/Scripts

Other

0 20 40 60 80 100

WHAT TYPES OF INNOVATION STORIES, MATERIALS, ARTIFACTS, 
OR FRAMEWORKS ARE CREATED AND CIRCULATED WITHIN YOUR 
ORGANIZATION?



Time Spent

Key Finding
Innovators spend over 
25% of their work 
week storytelling. This 
does not appear to be 
dependent on gender 
or job role, though 
organizational size may 
influence time spent, 
with medium-sized 
enterprises spending 
the least time.

How We Did It
Asked participants to 
share the average # of 
hours per week they 
spend creating, 
sharing, or hearing 
innovation stories 
(n=93).

14 hrs/wk
(+/- 9 STD) (n=8)

12 HOURS
ON AVERAGE 

per week spent on 
innovation storytelling

Medium Orgs Large Orgs
<49 employees 50-250 employees >250 employees

Small Orgs/Startups

7 hrs/wk
(+/- 3 STD) (n=11)

12 hrs/wk
(+/- 9 STD) (n=42)

HOW MUCH TIME DO YOU SPEND EACH WEEK CREATING, 
SHARING, OR HEARING INNOVATION STORIES, ARTIFACTS, 
PAPERS, OR PRESENTATIONS?

TIME
SPENT



SUPPORT
What resources, systems, processes, technologies and rituals do innovation 

teams utilize to solicit, collect, analyze, and circulate innovation stories? 



Key Finding
Only half of 
respondents feel that 
innovation storytelling 
is integrated into their 
innovation culture. 
While most individuals 
regularly share 
innovation stories, they 
hear fewer stories at 
leadership and team 
levels, and fewest 
about failure.

How We Did It
Likert scale rating 
agreement or 
disagreement with a 
series of statements 
about how integrated 
innovation storytelling 
is within their 
organization’s culture. 
n=77 as follows:  
enterprise (n=42), 
medium (n=11), small 
(n=14), startup (n=8).

INTEGRATION

48% 
enterprise

44% 
medium

50% 
small

75% 
startup

51%
Storytelling is part of our 

innovation culture.

51%
Our organization has a 

clear innovation 
narrative.

48%
Our executive leadership 

team regularly shares 
innovation stories.

56%
Our innovation teams 

regularly share success 
stories.

31%
Our innovation teams 
regularly share failure 

stories.

83%
I regularly share 

innovation stories.

58%
I am encouraged to 
communicate my 
innovation work.

48% 
enterprise

27% 
medium

57% 
small

88% 
startup

45% 
enterprise

18% 
medium

64% 
small

75% 
startup

64% 
enterprise

36% 
medium

54% 
small

50% 
startup

26% 
enterprise

18% 
medium

36% 
small

62% 
startup

86% 
enterprise

54% 
medium

93% 
small

88% 
startup

64% 
enterprise

54% 
medium

71% 
small

25% 
startup

PERCENT OF RESPONDENTS THAT SOMEWHAT OR STRONGLY 
AGREED WITH EACH STATEMENT



Lack of Systems to Support It

Lack of Internal Capabilities

Other

Limited Value/Benefit

Lack of External Resources

Lack of Innovation

Too Difficult to Manage

Too Expensive

Challenges

Key Finding
Organizations that 
don’t prioritize 
innovation storytelling 
lack systems and 
internal capabilities to 
support it.

How We Did It
Analyzed quantitative 
data from a checkbox 
question on “If 
innovation storytelling 
isn’t a priority at your 
organization, why isn’t 
it?” (n=123). The word 
cloud represents text 
from participants who 
selected “Other” 
(n=15). 

0 20 40 60 80 100

CHALLENGES REASONS WHY ORGANIZATIONS ARE NOT PRACTICING 
INNOVATION STORYTELLING 



Budget 
Allocated

Key Finding
Smaller enterprises 
spend a greater 
percent of their 
innovation/R&D 
budget on innovation 
storytelling.

How We Did It
Sliding scale 
quantitative question 
on % R&D/Inno budget 
allocated to inno 
storytelling  (n=74). 

22%

15%

10%

5%

Startups 
(<10 employees)

Small Enterprises
(10-49 employees)

Medium Enterprises 
(50-249 employees)

Large Enterprises 
(>250 employees)



RESOURCES
DEDICATED

Key Finding
The most popular 
resource to support 
innovation storytelling 
is internal personnel 
outside of innovation, 
followed by innovators 
themselves. 
Satisfaction is 
scattered. 

How We Did It
Likert scale on 
satisfaction with 
resources (n=84). 
Quantitative data from 
checkbox question on 
“What resources are 
dedicated to 
innovation 
storytelling?” (n=158). 
Quotes pulled from 
qualitative version of 
the question (n=39). 

PERCENT OF PARTICIPANTS SATISFIED WITH THE AMOUNT OF 
RESOURCES DEDICATED TO INNOVATION STORYTELLING

12%
Extremely 

Dissatisfied

25%
Somewhat 

Dissatisfied

27%
Neutral

27%
Somewhat

Satisfied

10%
Extremely
Satisfied



PARTICIPANT COMMENTS ABOUT DESIRED 
RESOURCES

Resources 
Desired

Key Finding
Training, dedicated 
time, and storytelling 
frameworks were the 
three top resources 
that innovators wish 
they had to support 
inno storytelling.

How We Did It
Analyzed qualitative 
responses from survey 
quotes (n=45). 

“Training on innovative 
storytelling and pitches, time 
to create stories, framework 
on how to successfully create 

innovative stories (best 
practices)”

Innovation Team Member/Manager  
at Large Organization

“Develop a common set of best 
practices and presentation 

styles so more time spent on 
stories and less on formatting 

the story”

 Innovation Manager 
at Medium Organization

“Hands on storytelling training 
where the facilitator can mesh 

what's important to the current 
culture and help move the 

needle to hearing the bigger 
picture of innovation 

storytelling”

Innovation Manager/Dept.  Manager 
at Large Organization

DESIRED
RESOURCES



Although 83% of participants regularly share 
innovation stories, only 31% regularly share 
stories of failure.

Participants from large (26%) and medium (18%) 
sized organizations were the least likely to 
regularly share failure stories. 

Key 
Takeaways

Innovation storytelling is practiced more by 
individuals than organizations. 

85% of individual respondents agreed that they 
practice innovation storytelling, but teams (58%) 
and organizations (55%) practice less. 

Innovators spend 12 hours/week crafting or 
sharing  innovation stories, artifacts, or 
presentations. 

Innovators in large organizations (12 hrs/wk) and 
small business/startups (14 hrs/wk) spend more 
time crafting and sharing innovation stories than 
those in medium-sized companies (7 hrs/wk).

Innovation storytelling is important for the 
professional success of innovators.

Specifically in large organizations, 95% of 
participants claim that innovation storytelling is 
important for their professional success.

Lack of systems and internal capabilities 
were the most common reasons for why 
organizations are not practicing innovation 
storytelling. 

The third most common reason was “other” with 
the most common inputs being lack of leadership 
and that innovation storytelling would require a 
drastic  culture shift. 

Innovators want more time for creating 
stories around their work, and frameworks 
and techniques may help save time. 

Out of the 45 open responses, training and time 
were the most common desired resources. 
However, there were several requests for 
frameworks and techniques to make it easier for 
innovators to craft stories.

KEY TAKEAWAYS FROM THE SURVEY

Key Finding
From the 145 survey 
respondents 
representing a wide 
variety of industries, 
organization sizes, and 
position, these were 
the 6 key takeaways.



FUTURE DIRECTIONS
Where will our research go from here?



● 30+ tools and growing

● Demonstrates how to storytell effectively 

● A one-stop resource for the most effective 

and popular strategies for successful 

innovation storytelling

● Based on analysis and vetting of research 

and business articles in addition to our own 

internal storytelling tools

● Delivered with Untold Content’s virtual 

Innovation Storytelling Training

The Innovation 
Storytelling Toolkit

Purpose: To lay out what is, what could be and the goal for what the future looks like 
(the achievement of what “could be”). Nancy Duarte explains that “When you give a 
presentation, you’re making your audience the hero of your presentation and asking 
them to go through a transformation. Whoa, that sounds hard, right? So, before you 
present, you need to ask yourself in regard to your audience, ‘who are they when they 
walk in the room and who do I want them to be when they leave the room?’ Once 
you’ve identified this transformation, you’ve created your audience’s story arc; 
everything you input into your presentation needs to support that arc and that 
transformation. In really great speeches, the speaker builds tension and releases it, 
and builds tension and releases it again.” 

● Transform very complex ideas into simple ones,
● Build a story bank of success stories,
● Sell a project effectively, and
● Become a better empathic communicator.

FRAMEWORKS PATTERNS TECHNIQUES

DRIVERS

INNOVATION 
CONTEXTS

INCREMENTAL INNOVATION

DISRUPTIVE INNOVATION

FAILURE

STRATEGIC ALIGNMENT

OPEN INNOVATION

ECOSYSTEM NARRATIVES

FUTURING

STORYTELLING

The Untold Impact-Evidence Quotient

https://untoldcontent.com/innovation-storytelling-training/
https://untoldcontent.com/innovation-storytelling-training/
https://untoldcontent.com/innovation-storytelling-training/
https://untoldcontent.com/innovation-storytelling-training/


VIRTUAL INNOVATION STORYTELLING TRAINING

IMMERSIVE EXPERIENCE

https://untoldcontent.com/innovation-storytelling-training/
https://untoldcontent.com/innovation-storytelling-training/


THANK YOU!
Schedule a demo of our toolkit and training at 

https://untoldcontent.com/innovation-storytelling-training/ 
or email info@untoldcontent.com 

https://untoldcontent.com/innovation-storytelling-training/


untoldcontent.com


