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For Avril, innovation is a strategic priority to create 
new sustainable value and profitable growth. An 

important stake relies on speeding up innovation in 
several application areas to perfectly match the needs 
of our customers and develop a strong competitive 
edge.

This ambition implies a rigorous management of 
innovation projects. Weenov refers to the unique 
Avril process to manage innovation projects; it is 
the result of a fruitful collaborative work at the 
scale of the Group. 

This guide is a management tool designed to 
contribute to the success of our innovation 
projects. It describes the common stage and gate 
framework for innovation projects as well as the 

innovation organization and governing bodies. As 
highlighted in this leaflet, increasing innovation 

performance with such an approach requires above 
all strong synergies between cross-functional team 

members and partners working hand-in-hand. 
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A COMMON 
FRAMEWORK FOR 
INNOVATION PROJECTS
A five-phase project with four key 
go / no go milestones,  
preceded by an ideation phase 
(phase 0)
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Targeted  
innovation

● Description of the targeted product / service / process 
/ application
● Definition of the specification required  

R&D /  
Technology

● Technical state of the art (internal and external)
● Identification of possible technical options
● Preliminary lab works 
● Identification of most important obstacles to 
success 

Finance
● Very first financial projections
● Estimation of overall project costs

Regulatory  
affairs

● Identification of potential regulatory 
constraints and impacts on the project scope, 
time or cost

Sustainability 
Security 

Environment  
Quality / Safety

● Assessment of the fit between the idea 
and Avril sustainable development policy

Market /  
Customers

● Description of the market needs and 
opportunities
● Qualification of customers and customers’ 
expectations 
● Identification of competitors and 
alternative offers

Business /  
Strategy

● Assessment of Avril competitive position
● Assessment of the fit with Avril strategy
● Qualification of the impact on Avril business

Industry /  
Supply chain

● Identification of potential raw material supply 
constraints and impacts on the project scope, 
time or cost

IP / Partnerships 
(with the support  

of legal)

● Assessment of the options to address the 
innovation opportunity: in-house developments, 
alliance / strategic partnership, equity investment
● Patents landscape

Procurement
(with the support  

of legal)

● Targeting of key suppliers that could contribute to 
solutions identification
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Objectives

● Generate some ideas

● Structure and assess the ideas  
and the opportunities in terms of: 

- Strategic and sustainable development policy fit
- Market and business attractiveness
- Technical feasibility 

● Decide: 
- Go / no Go entry in phase 1
- The level of priority
- Manpower and project team to involve

Documentation output
● Idea form
● Idea validation report
● Project summary form
● Change of phase report emission and approval

0 Ideation
De�nition

Pre-project

Phase
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Targeted  
innovation

● Refinement of the description of the targeted product 
/ service / process / application
● Confirmation of the specification required  

R&D /  
Technology

● Survey of internal and published information
● Comparative assessment of the potential technical 
options (cost, novelty, risk, time to market,…)
● Choice of the technology / formulation / process 
among possible options

Finance
● Financial projections of the different options
● Assessment of expected level of profitability 
for Avril 

Regulatory  
affairs

● Refinement of potential regulatory 
constraints and approval needed
● Refinement of their impacts on the project 
scope, time or cost

Sustainability 
Security 

Environment  
Quality / Safety

● Analysis of Security / Environment 
/ Quality / food and feed Safety and 
identification of the action plan
● Assessment of the fit between the project 
and Avril sustainable development policy

Market /  
Customers

● Detailed market study (market needs, 
segmentation, major customers, major 
competitors and competitive offers)
● Confirmation of the timing for customers 
contacts and sampling

Business /  
Strategy

● Definition of the value proposal 
● Qualification of sales potential:  
volume and price
● Definition of market entry barriers 

Industry /  
Supply chain

● Identification of major industrial and supply 
chain constraints for the potential technical 
options 
● Preliminary assessment of the investments 
needed 

IP / Partnerships 
(with the support  

of legal)

● Identification and assessment of possible 
partnerships (targets, conditions,…)
● Freedom to operate preliminary opinion
● Identification of patents filing opportunities

Procurement
(with the support  

of legal)

● Preliminary definition of sourcing options
● Preliminary costs estimation

Objectives
● Improve knowledge of the market  
and confirm the business opportunity 

● Confirm the global technical feasibility  
of the project and explore the different technical routes 

● Define the resources / budget / timing of the project 

● Decide:   
- Technological / process options
- Go / no Go entry in phase 2
- Manpower and project team to involve

Documentation output
● Updated project summary form
● Risk evaluation diagram of the project 
● Economic projection summary form / expected level  
of profitability assessment for Avril 
● GANTT chart timeline
● Manufacturing and capital cost evaluation 
● Technology / formulation / process options selection report
● Change of phase report emission and approval

1 Feasability

Phase

7 8

Ch
ec

k-
lis

t 
of

 e
xp

ec
te

d 
in

fo
rm

at
io

n 
to

 p
ro

vi
de



Targeted  
innovation

● Development of the targeted product / service / process 
according to the specifications at a laboratory scale
● If needed, development of variations  

R&D /  
Technology

● Completion of laboratory investigations  
(synthesis / formulation, process, analysis, 
application studies,…)

Finance ● Formalization of a realistic business plan 
based on various scenarios 

Regulatory  
affairs

● Confirmation that the proposed solution  
conforms to all regulations / norms
● Preparation of the relevant files for scale-up, 
industrialization and product registration
● Determination of the schedule and costs for 
outstanding regulatory submissions

Sustainability 
Security 

Environment  
Quality / Safety

● Analysis of all Security / Environment / Quality 
/ food and feed Safety issues associated to the 
process and product for phases 3-5
● Assessment of the impacts of the innovation 
in terms of sustainable development

Market /  
Customers

● Sampling of customers with the solution and 
challenging their acceptance
● Market Validation 
● Assessment of the price range for the solution 
● Definition of the communication strategy 

Business /  
Strategy

● Assessment of the competitive advantages 
as a result of the proposed solution for Avril 
(technical and market point of view)

Industry /  
Supply chain

● Assessment of the investment for the 
proposed solution (+/- 25%) 
● Identification of the targeted site, timing  
and costs of industrial operations

IP / Partnerships 
(with the support  

of legal)

● Implementation and setting up of key 
partnerships
● Freedom to operate opinion 
● Assessment / negotiation of in-licensing 
opportunities
● Implementation of patents and trademarks  
filing strategy

Procurement
(with the support  

of legal)

● Support to functional specifications definition
● Identification of potential suppliers
● Costs estimation fine tuning
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Objectives
● Acquire main technical and process  
data at a laboratory scale  

● Optimize the solution to achieve technical objectives 

● Validate product / formulation / process technology data

● Achieve market data  
and get the feedback from customers 

● Decide:   
- The preferred technical solution for scale-up
- Go / no Go entry in phase 3
- Manpower and project team to involve

Documentation output
● Updated project summary form
● Updated risk evaluation diagram of the project 
● Updated economic projection summary form / expected net 
present value
● Updated GANTT chart timeline
● Technology / formulation / process data validation report
● Change of phase report emission and approval
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Targeted  
innovation

● Development of the targeted product / service / process 
according to the specifications at a pilot scale  

R&D /  
Technology

● Confirmation that the product / service / process  
can be scaled up 
● Checking of the product quality (stability, shelf life)
● Obtaining all design data for industrialization 
(process value analysis, process book)

Finance ● Business plan refinement

Regulatory  
affairs

● Completion of all product / process registration
Completion of the files relating to authorization for 
industrialization
● Obtaining all necessary approvals for 
industrialization phase

Sustainability 
Security 

Environment  
Quality / Safety

● Updating quality and logistics documentation /
systems
● Updating of all Security / Environment / Quality / 
food and feed Safety risk issues for phases 4-5 and 
methods development  to put them under control 
● Updating innovation impacts in terms of 
sustainable development

Market /  
Customers

● Confirmation of customer acceptance based on 
samples delivery
● Confirmation of market details (segmentation, 
size, growth rate, customers, geography,…)
● Definition of the marketing strategy (customers 
contracts, pricing policy, distribution strategy,…)
Confirmation of the communication actions

Business /  
Strategy

● Confirmation of the technical and economical 
position compared to competitors in terms of 
timing, costs of product, investment 

Industry /  
Supply chain

● Decision on proposed location for production 
● Implementation of conceptual engineering
● Finalization of the process book

IP / Partnerships 
(with the support  

of legal)

● Implementation and setting up of key partnerships
● Freedom to operate opinion 
● Assessment / negotiation of in-licensing 
opportunities
● Implementation of patents  
and trademarks filing strategy 

Procurement
(with the support  

of legal)

● Implementation of tendering process and 
contractualization with selected suppliers
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Objectives
● Test the acceptance of the pilot scale product  

● Confirm the ability to implement  
the solution at an industrial scale  

● Start conceptual engineering

● Re-assess the overall project economics  

● Prepare and submit the file for investment approval   

● Decide / Validate:    
- Process technology
- Investment 
- Go / no Go entry in phase 4
- Manpower and project team to involve for engineering

Documentation output
● Updated GANTT chart timeline
● Updated risk evaluation diagram
● Process technology validation report 
● Process book
● Conceptual engineering report
● Strategic file for investment approval 
● Change of phase report emission and approval

3 Pilot
operation
Scale-up

Phase
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R&D /  
Technology

● Establishment of technical resources needed  
to support start-up phase
● Implementation of tests-run and production  
of first batches
● Product quality verification

Finance ● Eventual adjustment of the business plan
● Keeping the cost schedules  

Regulatory  
affairs

● Obtaining all necessary permits to start full 
scale production 

Sustainability 
Security 

Environment  
Quality / Safety

● Refinement and audit of Security / 
Environment / Quality / food and feed Safety 
risk system
● Updating of the innovation impacts in terms 
of sustainable development

Market /  
Customers

● Product market positioning
● Communication to keep competition out 
● Establishment and training of sales forces 
● Preparation of technical documentation  
and services

Industry /  
Supply chain

● Implementation of the basic and detailed 
engineering
● Following of the construction phase and 
qualification of the installations
● Implementation of the start-up phase, capability 
/ performance assessment and commissioning 
● Training of the future production team

IP / Partnerships 
(with the support  

of legal)

● Freedom to operate opinion follow-up
● Implementation of patents and trademarks  
filing strategy 

Procurement
(with the support  

of legal)
● Support through suppliers relationships 
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Objectives
● Develop the market and prepare business opportunities    

● Start basic and detailed engineering  
basic and detailed engineering  

● Construct the full scale process  

● Start-up the new line / plant and implement tests-run  

● Produce first batches and manage first sales   

● Decide:    
- The full scale production of the product / service 
- Go / no Go entry in phase 5

Documentation output
● Updated GANTT chart timeline
● Basic engineering report
● Detailed engineering report
● Monthly report on industrialization for large projects
● Test-run report 
● Change of phase report emission and approval

4 Industria-
lization

Phase
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● First production of the targeted product / service / 
process according to the specifications at a full scale  

Targeted  
innovation

Business /  
Strategy



Procurement
(with the support  

of legal)

Sustainability 
Security 

Environment  
Quality / Safety

● Production and commercialization of the targeted 
product / service / process according to the specifications 
at a full scale  

R&D /  
Technology

● Provision of technical support and services
● Checking of the product quality 

Finance
● Meeting budget / costs schedules 
● Monitoring turnover and EBITDA associated  
to the project  

Regulatory  
affairs ● Monitoring regulatory developments 

Market /  
Customers

● Implementation of marketing and sales 
strategies
● Communication to stay ahead of competition
● Establishment and training of sales forces / 
technical services
● Dissemination of technical documentation

Industry /  
Supply chain

● Operation of the unit
● Implementation of the operational  
excellence approach

IP / Partnerships 
(with the support  

of legal)

● Implementation of patents and trademarks  
filing strategy 
● Patents enforcement / detection of potential 
sub-parties infringements  
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Objectives
● Produce the innovation at a full scale    

● Implement marketing and sales strategy  

● Launch commercial exploitation  

● Achieve financial objectives of the project  

● Learn from project experience    

Documentation output
● Post commercialisation audit report on the project 
implementation

● Between 12 and 14 months after the product / service 
launching, post-launch qualitative review of the innovation 
impacts

● Between 24 and 30 months after the product / service 
launching, post-launch quantitative review of the innovation 
impacts

Project documentation archiving 

Project closing

5 Commer-
cialization

Phase
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Targeted  
innovation

Business /  
Strategy ● Monitoring competitors’ actions and intentions 

● Monitoring quality feedback from customers 
● Monitoring product quality versus targeted 
specifications  
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INNOVATION 
PROJECTS 
ORGANIzATION

PROJECT 
MANAGER(S)

PROJECT 
DIRECTOR

RDI 
DIRECTOR

PROJECT  
SPONSOR

PROJECT 
TEAM
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Usually, the General Manager 
 of the BU funding the project

A business manager for example

RDI* leader + Industrial leader  
+ Business / Sales leader

RDI Director of the Business line

INNOVATION 
PROJECTS 
ORGANIzATION

● The Project Sponsor represents the organization that performs the project 
● The Project Sponsor provides resources and is accountable for enabling 
success 
● The Project Sponsor supports the project ; he serves as spokesperson to 
higher levels of management to gather support throughout the organization and 
promoting the benefits the project brings

● The Project Director is primarily concerned with ensuring that the project 
delivers the agreed business benefits
● The Project Director plays a vital leadership role through: 

- Selling and marketing the project throughout the organization
- Providing business expertise and guidance to the Project Managers 
- Acting as the link between the project, the business community and 
management decision making groups 
- Acting as an arbitrator and making decisions that may be beyond the authority 
of the Project Managers 
- Acting as chairperson of the Steering Committee

● The Project Managers are responsible for the day to day project work, keeping 
the project on schedule and budget 
● They provide a strong expertise and guidance in key areas:  
research / development / innovation, industrial affairs, business / sales 
● They report to the Project Director 

● The RDI Director is in charge of the coordination and the supervision of the 
project implementation  
● The RDI Director guarantees the consistency between the practices and the 
Avril innovation process

● The Project Team is responsible for performing the different work streams and 
producing the deliverables  
● In the framework of a project, the Project Team members report to the Project 
Managers, regardless of their hierarchical relationships 

19 20* RDI: Research - Development - Innovation
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INNOVATION 
PROJECTS 
ORGANIzATION

AIm
● Provide guidance on overall 
strategic direction 
● Ensure successful delivery of 
the project including maximizing 
the benefits from the project and 
ensuring that the approved project 
management methodology is 
followed 

ReSPOnSAbIlItIeS
● Provide input and guidance on 
strategic direction and decision
● Work to achieve “end user / 
business area” support for the 
overall project and detailed 
recommendations and deliverables 
as needed
● Help to address issues that span 
the organization as a whole, or 
issues escalated by the Project 
Managers or other key stakeholders
● Follow the project implementation 

DeCISIOn AuthORIty
● The Sponsor along with the 
Steering Committee have decision 
authority for all decisions not 
explicitly included in scope, time 
and budget  

INNOVATION  
GOVERNANCE BODIES

AIM

RESPON- 
SABILITIES

FREQUENCy

COMPOSITION

STAGE  
AND GATE  
COMMITTEE

INNOVATION 
COMMITTEE

● Approve all project phase 
changes, independently 
from the Project 
organization 

● Provide guidance and 
decide on overall strategic 
issues

● Make sure that the 
check-list of expected 
data to provide per phase 
is correctly addressed 
and that deliverables are 
available 
● Give an external and 
objective point of view on 
the project implementation 
● Guarantee the 
compliance of the practices 
with the innovation process

● Monitor the innovation KPIs 
● Manage the portfolio of 
projects at a macro scale and 
make sure that the pipeline 
of projects contributes to 
the value creation (turnover 
/ EBITDA) targeted at the 
scale of the Business Unit 
and Business Line
● Decide to explore new 
technologies / launch 
breakthroughs projects and 
allocate resources 

● Once a month (1h30) ● One a quarter (3h) with 
the following agenda: 

- Innovation KPIs
- Portfolio of projects: 
projects in / projects out 
/ decisions on new topics 
to address
- Deep dive on 1 or 2 
projects 

● RDI Director
● Quality Director
● Industrial Director 
● Business Director 
● Financial Director 
● + Projects Managers 
applying to a phase change 

● General Manager
● RDI Director
● Industrial Director 
● Business Director 
● Financial Director 
● + Projects Managers 
concerned by the deep dive
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For any question or remark, please feel free  
to contact:
Paul-Joël Derian, Group VP Innovation  
and Sustainable Development
Amandine Perez, Head of Innovation 
Performance


