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FCAT

FIDELITY CENTER for ) , _
APPLIED TECHNOLOGY. Innovations v Insights v Products & Programs v Work with Us v

= SOLANA
S [l Discover Staking on Solana (SOL)

= e with FCAT®

Every epoch matters. Explore how FCAT is helping to

= strengthen the network with a validator strategically engineered

= to drive efficiency, stability, and integrity on-chain.
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~Fidelity Center for
AppliedhTechnolegy

Building the future of financial services

The Fidelity Center for Applied Technology (FCAT®) serves as an innovation catalyst for
Fidelity Investments, delivering transformative solutions through cutting-edge research,
experimentation, and product development.
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A brief is shared across
the firm as a call for
submissions addressing
a specific challenge

|deas are submitted to
a shared platform and
teams form around
ideas. A shared
framework and
curriculum guides each
team to shape ideas.

Fidelityt-ounderie
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Seed funding
Teams are selected to
pitch to a panel of
business unit leaders
and seed funding is
awarded to a small
handful of projects

Exploration
Technical resources are
deployed to deepen
concepts with research,
prototyping, and
modeling

Pitch

All incubated concepts
are brought to the
strategic investment
council for
consideration of further
funding



Fidelityt-ounderie

Who's paying for how
much time & effort?

How might we reward effort
and give permission for risk?

What can we do to make
it easier to innovate?

How might we focus
those efforts on the most
valuable problems?

Manager permissions for first round (still considered "side

work'('} : : :
"Seed Funding" includes partial secondment

"Startup Funding" creates new full-time roles
Participation is rewarded with an NFT badge
Managers are recognized for their teams participating
Curriculum sets an even level for all concepts

Fidelity Labs and FCAT teams prescribe how to engage

further
Initial brief biases submissions towards strategic market & technology

targets
Buginess unit decision-making over seed funding brings organizational

lens
Access to Strategic Investment Council agenda further shapes ideas

from organizational perspective






What are your experiences
with soliciting and
supporting internal
entrepreneurship?
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Digital
Incubator

SUPPORTING A SYSTEM FOR INNOVATORS



PORTFOLIO BY PROCESS

METHODICALLY EXPLORING CONCURRENT PATHS

Venture Strategy

Exploration

INNOVATION & INCUBATION

In order to charter new digital ventures we must first explore possible futures with a balance of open-mindedness and focus. We designed our exploration phase
i ing lessons from fal thinking, corporate R&D, creative processes, and design thinking. We consequently pass through different modalities
in our approach, at times analyzing data, at times inspiring creativity, and at times provoking discussion and pitching for support. Our end product is a venture
charter that carries early validation and direction from the right sources, a library of key strategic assets, and support from our advisory & steering boards.

Low-fidelity i F
Idea prototype validation

Question Observation Territory Ci analysis hypothesis

Mobilize

Pitch validation team

Venture Strategy

Validation

INNOVATION & INCUBATION

Where exploration explores a breadth of possibility, validation goes into depth around a particular territory. We designed the validation phase to teach us the
most important lessons of an early stage venture, looking for reliable signals from the market and from users to point us in the right direction. The steps are se-
quenced to expose fundamental flaws as early as possible and explore dynamics that shape the final venture later in the process. By the end of the validation
phase we will have primarily designed a business, along with tackling the very challenging product step of going from version 0 to a plan for version 1.

MVO
production

Pitch
production

Validation
sprint #1

Validation
sprint #2

Validation

Enable sprint #3 Planning Pro forma

Mobilize
founding team

Find
alpha users

SIEMENS .-
Healthineers -

Pitch for
funding

Position for
launch Go!
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Build the right thing. Build the thing right.

Going
Concern

Strategy Design Product



Question

Our explorations begin with some
standard prompts that give the desk
research phase somewhere to start.
What are leaders in the field saying?
What technologies are driving change?
What costs are rising? What interesting
startups are out there? What are

& s doing? Simpl

like this allow us to build a collection of
observations.

Observation

Pursuing the questions, our teams
collect observations of different types
from ethnographic research, news, deal
flow, product launches, technical
disclosures, notable stories or state-
ments, and just about anything relevant
we can take into consideration. We
collect as many data-points as we can
and start to make connections as we
organize them.

Territory

As we put some order to our body of
observations, territories emerge. We
attempt to shape groupings to similar
scales and specificity so that we can
evaluate which ones have the most
energy to turn into candidates. We are
looking for areas with enough activity to
show there is a possible market, but not
so much that we might be late to the
innovation cycle of the market.

Candidate

Candidate territories are chosen from
our broad set of raw territories and
refined to bring to our outside advisory
groups. We take forward the data-points
that made us prioritize this territory to
be a candidate for investment, as well as
the good questions we might answer in
primary research. Our goal with candi-
dates is to inspire partnership and
further exploration directly in situ.
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Qur advisory and steering boards are
brought together to dive into our
candidate territories and validate
whether the market (represented by our
advisory board) and the company
(represented by our steering board)
both have energy for this space.
Advisors, in particular, will give us
feedback, critique, and context to shape
our approaches to further exploration.

ADVISORY STEERING
BOARD BOARD
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Provocation

Pulling together all the information of
previous steps, we converge on a
"provocation.” The provocation frames a
problem with enough rich information
to carry lessons and insights from the
process to this point, but also enough
simplicity and clarity to allow for a broad
range of ideas. The provocation is a
focal point that allows creative energy to
be pointed to the territory we selected.

)

&

Lt

5 o

¥

........’..\..........

¥

Idea

Ideas will have emerged throughout the
process, and before, but this is where
we tether a range of ideas to the
problems we are trying to solve. We aim
to collect & generate a broad range of
ideas, refine them to roughly equal
footing, and prioritize which concepts
we want to bring forward into testing.
At this stage we want to maintain some

Low-fidelity
prototype

Before we invest too much into any one
idea we need to turn it into a believable
representation of what we hope to
build. Making the future seem a bit
more real is less about predicting the
future product than it is about repre-
senting the idea in a way that makes it
accessible, especially focused on our
strategic questions around, "do people

restraint and keep things low fidelity. want this and will they use it?"

Directional
validation

Functional
analysis

Investible
hypothesis

Pitch

I
vali

Taking that low-fidelity prototype outto  Once we've evaluated whether or not We round out what we've learnt by Coming back to the advisory and Closing out
the real world, we explore how potential  people will use and buy our most basic adding a commercial aspect to the steering boards, the exploration teams process of
users and buyers respond to our under- hypothesis, then we look to technical concept. This includes a plan of action, share their lessons and recommenda- 0 move on
standing of the problem, our proposed enablement. Our goal is to assess associated cash flows, and observable tions. In some cases this will be means forn
solution, and our articulation of the complexity and feasibility so we can milestones. Combining that actionable feedback on why an area doesn't seem the concep
value proposition. Qur goal in this user better represent how possible our ideas perspective, the strategic market data, ready (or needs more exploration.) But activities, a
research is to put the pressures of reality  are, as informed by user testing. If users and the technical perspective into a some number of ideas will have become  transfer for
onto our concept and test for desirabili- only like a concept that includes consolidated perspective creates a investible hypotheses which will be teamrmates
ty. As much as possible, we will also test  elements of a more distant future, it vehicle to continue on through valida- pitched for capital, access, and support foundation
for propensity to buy or use our concept.  could be paused for the sake of timing. tion, if the pitch can secure investment. as they enter the validation phase. early partni
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Listening & learning

Broadening focus and getting oriented to the range of possible futures in the world. Our purpose in this stage is to introduce range to our thinking and consider many potential

paths. The primary chall @

in the early steps of exploration are:

(1) Staying too close to familiar territory and potentially missing something that is obvious to fresh eyes on the market

(2) Overweighting information that is easy to access and either under-valuing or never seeing the hard to reach

or hard to und d

Focused creativity

A good idea is still crucial to success. Though learning and creativity are in constant use throughout the process, this transition from primarily learning to primarily creating
happens through the touchppint of our advisory and steering boards. Going into the sessions with candidate territories and coming away with some validation that we've
touched on a future people are willing to invest in, the exploration team then goes to work soliciting and generating as many ideas as can be fit into the time allotted. The good

ideas are given life in the form of varied prototypes so they might be further refined.

Analysis & articulation

As ideas are given life beyond a Post-It note, the mode of the team shifts again with the goal to converge down to a handful of investible hypotheses that can
the advisory and steering boards. Analytical pressures are kept to a minimum in early exploration steps in order to maximize the range of options explored, bu
deemed “desirable,” it then presents a series of choices and trade-offs about how it might be implemented technologically and commercially. While this analys
and tactical enablement to the concepts, the human stories that ground the process are evolved and refined to carry the insights into further stages of develoy



4 Eg?g..:a..a&..“ﬁu..::: 1

-. [ECTETE AR |

ANANMY X0 T .ﬁ ﬁ - N N

WHTAY HHNORRHIOUONE vomow:

H fADRADE ¢

M AERIL W AT AL

e
")

P minis
........ ey Ty

1 - j— !iiz!:ga;i!‘ (A

R - S - n

- ,:—.m.‘ FPAMRRRN Ny -
IMIAY f ,
&% L—
- ™

WAARA QU0 O ALY AT MROND0

(MHOIHYHND IDDALLIEVINAY #
e e i .l’x..r-ﬂi!.Lv |

' ___._.____________________

- e
ViIhA QUG

. 1 1 | 7Y ! | §
: { T N
( 1 !
Lind O 1 - -.*.

|
VHASMHOILE Y

I OV FRNTODENGH AT

LU
L 4 Bs

e

We start by reading a bunch

T
..s.;t;‘iisaa-ii (i W Ve \
Lo
anment
?:oﬁ_/.ww::zss Eis‘!.‘,-sti-







1 m\ W?

3 ffcok;cepts of the

EF, ar: §§§§§§§_§§§
PN B

Cta
X



Digital
Twin

s

Al
Companions

Human
Centered
Hospital

Healthcare
Workforce



Question

Our explorations begin with some
standard prompts that give the desk
research phase somewhere to start.
What are leaders in the field saying?
What technologies are driving change?
What costs are rising? What interesting
startups are out there? What are

& s doing? Simpl

like this allow us to build a collection of
observations.

Observation

Pursuing the questions, our teams
collect observations of different types
from ethnographic research, news, deal
flow, product launches, technical
disclosures, notable stories or state-
ments, and just about anything relevant
we can take into consideration. We
collect as many data-points as we can
and start to make connections as we
organize them.

Territory

As we put some order to our body of
observations, territories emerge. We
attempt to shape groupings to similar
scales and specificity so that we can
evaluate which ones have the most
energy to turn into candidates. We are
looking for areas with enough activity to
show there is a possible market, but not
so much that we might be late to the
innovation cycle of the market.

Candidate

Candidate territories are chosen from
our broad set of raw territories and
refined to bring to our outside advisory
groups. We take forward the data-points
that made us prioritize this territory to
be a candidate for investment, as well as
the good questions we might answer in
primary research. Our goal with candi-
dates is to inspire partnership and
further exploration directly in situ.
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Qur advisory and steering boards are
brought together to dive into our
candidate territories and validate
whether the market (represented by our
advisory board) and the company
(represented by our steering board)
both have energy for this space.
Advisors, in particular, will give us
feedback, critique, and context to shape
our approaches to further exploration.

ADVISORY STEERING
BOARD BOARD
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Provocation

Pulling together all the information of
previous steps, we converge on a
"provocation.” The provocation frames a
problem with enough rich information
to carry lessons and insights from the
process to this point, but also enough
simplicity and clarity to allow for a broad
range of ideas. The provocation is a
focal point that allows creative energy to
be pointed to the territory we selected.
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Idea

Ideas will have emerged throughout the
process, and before, but this is where
we tether a range of ideas to the
problems we are trying to solve. We aim
to collect & generate a broad range of
ideas, refine them to roughly equal
footing, and prioritize which concepts
we want to bring forward into testing.
At this stage we want to maintain some

Low-fidelity
prototype

Before we invest too much into any one
idea we need to turn it into a believable
representation of what we hope to
build. Making the future seem a bit
more real is less about predicting the
future product than it is about repre-
senting the idea in a way that makes it
accessible, especially focused on our
strategic questions around, "do people

restraint and keep things low fidelity. want this and will they use it?"

Directional
validation
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analysis

Investible
hypothesis

Pitch
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Taking that low-fidelity prototype outto  Once we've evaluated whether or not We round out what we've learnt by Coming back to the advisory and Closing out
the real world, we explore how potential  people will use and buy our most basic adding a commercial aspect to the steering boards, the exploration teams process of
users and buyers respond to our under- hypothesis, then we look to technical concept. This includes a plan of action, share their lessons and recommenda- 0 move on
standing of the problem, our proposed enablement. Our goal is to assess associated cash flows, and observable tions. In some cases this will be means forn
solution, and our articulation of the complexity and feasibility so we can milestones. Combining that actionable feedback on why an area doesn't seem the concep
value proposition. Qur goal in this user better represent how possible our ideas perspective, the strategic market data, ready (or needs more exploration.) But activities, a
research is to put the pressures of reality  are, as informed by user testing. If users and the technical perspective into a some number of ideas will have become  transfer for
onto our concept and test for desirabili- only like a concept that includes consolidated perspective creates a investible hypotheses which will be teamrmates
ty. As much as possible, we will also test  elements of a more distant future, it vehicle to continue on through valida- pitched for capital, access, and support foundation
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Listening & learning

Broadening focus and getting oriented to the range of possible futures in the world. Our purpose in this stage is to introduce range to our thinking and consider many potential

paths. The primary chall @

in the early steps of exploration are:

(1) Staying too close to familiar territory and potentially missing something that is obvious to fresh eyes on the market

(2) Overweighting information that is easy to access and either under-valuing or never seeing the hard to reach

or hard to und d

Focused creativity

A good idea is still crucial to success. Though learning and creativity are in constant use throughout the process, this transition from primarily learning to primarily creating
happens through the touchppint of our advisory and steering boards. Going into the sessions with candidate territories and coming away with some validation that we've
touched on a future people are willing to invest in, the exploration team then goes to work soliciting and generating as many ideas as can be fit into the time allotted. The good

ideas are given life in the form of varied prototypes so they might be further refined.

Analysis & articulation

As ideas are given life beyond a Post-It note, the mode of the team shifts again with the goal to converge down to a handful of investible hypotheses that can
the advisory and steering boards. Analytical pressures are kept to a minimum in early exploration steps in order to maximize the range of options explored, bu
deemed “desirable,” it then presents a series of choices and trade-offs about how it might be implemented technologically and commercially. While this analys
and tactical enablement to the concepts, the human stories that ground the process are evolved and refined to carry the insights into further stages of develoy



Discussion

Our advisory and steering boards are
brought together to dive into our
candidate territories and validate
whether the market (represented by our
advisory board) and the company
(represented by our steering board)
both have energy for this space.
Advisors, in particular, will give us
feedback, critique, and context to shape
‘our approaches to further exploration.

ADVISORY STEERING
BOARD BOARD
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Provocation

Pulling together all the information of
previous steps, we converge on a
“provocation.” The provocation frames a
problem with enough rich information
to carry lessons and insights from the
process to this point, but also enough
simplicity and clarity to allow for a broad
range of ideas. The provocation is a
focal point that allows creative energy to
be pointed to the territory we selected.
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Focused creativity

al A good idea is still crucial to success. Though learning and creativity are in constant use throughout the process, this transition from primarily learning to primarily creating
happens through the touchppint of our advisory and steering boards. Going into the sessions with candidate territories and coming away with some validation that we've
touched on a future people are willing to invest in, the exploration team then goes to work soliciting and generating as many ideas as can be fit into the time allotted. The good

Ideas will have emerged throughout the
process, and before, but this is where
we tether a range of ideas to the
problems we are trying to solve. We aim
to collect & generate a broad range of
ideas, refine them to roughly equal
footing, and prioritize which concepts
we want to bring forward into testing.
At this stage we want to maintain some
restraint and keep things low fidelity.
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Low-fidelity
prototype

Before we invest too much into any one
idea we need to turn it into a believable
representation of what we hope to
build. Making the future seem a bit
more real is less about predicting the
future product than it is about repre-
senting the idea in a way that makes it
accessible, especially focused on our
strategic questions around, “do people
want this and will they use it?"

Directional
validation

Taking that low-fidelity prototype out to
the real world, we explore how potential
users and buyers respond to our under-
standing of the problem, our proposed
solution, and our articulation of the
value proposition. Our goal in this user
research is to put the pressures of reality
onto our concept and test for desirabili-
ty. As much as possible, we will also test

for propensity to buy or use our concept.

J

Functional
analysis

Once we've evaluated whether or not
people will use and buy our most basic
hypothesis, then we look to technical
enablement. Our goal is to assess
complexity and feasibility so we can
better represent how possible our ideas
are, as informed by user testing. If users
only like a concept that includes
elements of a more distant future, it
could be paused for the sake of timing.

Investible
hypothesis

We round out what we've learnt by
adding a commercial aspect to the
concept. This includes a plan of action,
associated cash flows, and abservable
milestones. Combining that actionable
perspective, the strategic market data,
and the technical perspective into a
consolidated perspective creates a
wvehicle to continue on through valida-

tion, if the pitch can secure investment.
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Pitch

Coming back to the advisory and
steering boards, the exploration teams
share their lessons and recommenda-
tions. In some cases this will be
feedback on why an area doesn’t seem
ready (or needs more exploration.) But
some number of ideas will have become
investible hypotheses which will be
pitched for capital, access, and support
as they enter the validation phase.

ADVISORY STEERING
BOARD BOARD

Mobilize
validation team

Closing out the exploration phase is a
process of equipping successful pitches
to move on to the validation phase. This
means forming teams to take custody of
the concept, planning out validation
activities, and enabling knowledge
transfer for any exiting or joining
teammates. This also will include
foundational sort of work around IP and

Enable

With funding and team in place to
explore the territory in greater depth,
the validation team will further reduce
the plan to practice, imagining viable
alternative routes to market and ways to
solve the problem identified. The
competing plans will be converted into
learning agendas that will drive valida-
tion sprints to answer key strategic

early partnership s,

Validation
sprint #1

Focused on the end user, the first sprint
will go past earlier low-fidelity proto-
types and look not only at the basic
hypothesis, but begin to get into the
mechanics of a solution. This will likely
include clickable prototypes and deeper
analysis of end user testing to see
whether our users will engage with
what we are proposing and to discover
what is important to the design.

Validation
sprint #2

Focused on the buyer (if different from
the end user), this sprint will take
refined prototypes and embed them in a
more refined propasition for purchase.
Informants and respondents for this
sprint will be leveraged to elucidate the
required thresholds of functionality and
the value propositions that most
resonate.

Val,i
SPpr

The final validati
to drive towards
questions remair
the first two spri
progress towards
offering that mig
the market to the
of validation.
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Analysis & articulation

As ideas are given life beyond a Post-It note, the mode of the team shifts again with the goal to converge down to a handful of investible hypotheses that can be pitched back to
the advisory and steering boards. Analytical pressures are kept to a minimum in early exploration steps in order to maximize the range of options explored, but once a concept is
deemed “desirable,” it then presents a series of choices and trade-offs about how it might be implemented technologically and commercially. While this analysis adds technical

and tactical enablement to the concepts, the human stories that ground the process are evolved and refined to carry the insights into further stages of development.
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Iteration & learning

Where our first learning phase was about what was out in the world, this learning phase explores novel possible futures with primary research as o
By adopting a sprint methodology we will put resource bounds on our validation efforts in order to prioritize deep learning around pointed questios
experts on our future marketplace, but we do need to show that the future marketplace exists and that we've identified a path to reach it. Determir

the venture we are proposing, we can then identify the experts needed and investments it will take to build something awesome.
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Discussion

Our advisory and steering boards are
brought together to dive into our
candidate territories and validate
whether the market (represented by our
advisory board) and the company
(represented by our steering board)
both have energy for this space.
Advisors, in particular, will give us
feedback, critique, and context to shape
‘our approaches to further exploration.

ADVISORY STEERING
BOARD BOARD

—

Provocation

Pulling together all the information of
previous steps, we converge on a
“provocation.” The provocation frames a
problem with enough rich information
to carry lessons and insights from the
process to this point, but also enough
simplicity and clarity to allow for a broad
range of ideas. The provocation is a
focal point that allows creative energy to
be pointed to the territory we selected.

Nt

Focused creativity

al A good idea is still crucial to success. Though learning and creativity are in constant use throughout the process, this transition from primarily learning to primarily creating
happens through the touchppint of our advisory and steering boards. Going into the sessions with candidate territories and coming away with some validation that we've
touched on a future people are willing to invest in, the exploration team then goes to work soliciting and generating as many ideas as can be fit into the time allotted. The good

Ideas will have emerged throughout the
process, and before, but this is where
we tether a range of ideas to the
problems we are trying to solve. We aim
to collect & generate a broad range of
ideas, refine them to roughly equal
footing, and prioritize which concepts
we want to bring forward into testing.
At this stage we want to maintain some
restraint and keep things low fidelity.
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ideas are given life in the form of varied prototypes so they might be further refined.
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Low-fidelity
prototype

Before we invest too much into any one
idea we need to turn it into a believable
representation of what we hope to
build. Making the future seem a bit
more real is less about predicting the
future product than it is about repre-
senting the idea in a way that makes it
accessible, especially focused on our
strategic questions around, “do people
want this and will they use it?"

Directional
validation

Taking that low-fidelity prototype out to
the real world, we explore how potential
users and buyers respond to our under-
standing of the problem, our proposed
solution, and our articulation of the
value proposition. Our goal in this user
research is to put the pressures of reality
onto our concept and test for desirabili-
ty. As much as possible, we will also test

for propensity to buy or use our concept.

J

Functional
analysis

Once we've evaluated whether or not
people will use and buy our most basic
hypothesis, then we look to technical
enablement. Our goal is to assess
complexity and feasibility so we can
better represent how possible our ideas
are, as informed by user testing. If users
only like a concept that includes
elements of a more distant future, it
could be paused for the sake of timing.

Investible
hypothesis

We round out what we've learnt by
adding a commercial aspect to the
concept. This includes a plan of action,
associated cash flows, and abservable
milestones. Combining that actionable
perspective, the strategic market data,
and the technical perspective into a
consolidated perspective creates a
wvehicle to continue on through valida-

tion, if the pitch can secure investment.
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Pitch

Coming back to the advisory and
steering boards, the exploration teams
share their lessons and recommenda-
tions. In some cases this will be
feedback on why an area doesn’t seem
ready (or needs more exploration.) But
some number of ideas will have become
investible hypotheses which will be
pitched for capital, access, and support
as they enter the validation phase.

ADVISORY STEERING
BOARD BOARD

Mobilize
validation team

Closing out the exploration phase is a
process of equipping successful pitches
to move on to the validation phase. This
means forming teams to take custody of
the concept, planning out validation
activities, and enabling knowledge
transfer for any exiting or joining
teammates. This also will include
foundational sort of work around IP and

Enable

With funding and team in place to
explore the territory in greater depth,
the validation team will further reduce
the plan to practice, imagining viable
alternative routes to market and ways to
solve the problem identified. The
competing plans will be converted into
learning agendas that will drive valida-
tion sprints to answer key strategic

early partnership s,

Validation
sprint #1

Focused on the end user, the first sprint
will go past earlier low-fidelity proto-
types and look not only at the basic
hypothesis, but begin to get into the
mechanics of a solution. This will likely
include clickable prototypes and deeper
analysis of end user testing to see
whether our users will engage with
what we are proposing and to discover
what is important to the design.

Validation
sprint #2

Focused on the buyer (if different from
the end user), this sprint will take
refined prototypes and embed them in a
more refined propasition for purchase.
Informants and respondents for this
sprint will be leveraged to elucidate the
required thresholds of functionality and
the value propositions that most
resonate.

Val,i
SPpr

The final validati
to drive towards
questions remair
the first two spri
progress towards
offering that mig
the market to the
of validation.
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Analysis & articulation

As ideas are given life beyond a Post-It note, the mode of the team shifts again with the goal to converge down to a handful of investible hypotheses that can be pitched back to
the advisory and steering boards. Analytical pressures are kept to a minimum in early exploration steps in order to maximize the range of options explored, but once a concept is
deemed “desirable,” it then presents a series of choices and trade-offs about how it might be implemented technologically and commercially. While this analysis adds technical

and tactical enablement to the concepts, the human stories that ground the process are evolved and refined to carry the insights into further stages of development.
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Iteration & learning

Where our first learning phase was about what was out in the world, this learning phase explores novel possible futures with primary research as o
By adopting a sprint methodology we will put resource bounds on our validation efforts in order to prioritize deep learning around pointed questios
experts on our future marketplace, but we do need to show that the future marketplace exists and that we've identified a path to reach it. Determir

the venture we are proposing, we can then identify the experts needed and investments it will take to build something awesome.



Investible
hypothesis

We round out what we've learnt by
adding a commercial aspect to the
concept. This includes a plan of action,
associated cash flows, and observable
milestones. Combining that actionable
perspective, the strategic market data,
and the technical perspective into a
consolidated perspective creates a
vehicle to continue on through valida-

tion, if the pitch can secure investment.
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Pitch

Coming back to the advisory and
steering boards, the exploration teams
share their lessons and recommenda-
tions. In some cases this will be
feedback on why an area doesn't seem
ready (or needs more exploration.) But
some number of ideas will have become
investible hypotheses which will be
pitched for capital, access, and support
as they enter the validation phase.

ADVISORY STEERING
BOARD BOARD
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Mobilize
validation team

Closing out the exploration phase is a
process of equipping successful pitches
to move on to the validation phase. This
means forming teams to take custody of
the concept, planning out validation
activities, and enabling knowledge
transfer for any exiting or joining
teammates. This also will include
foundational sort of work around IP and

early partnership s,

of the team shifts again with the goal to converge down to a handful of investible hypotheses that can be pitched back to
ire kept to a minimum in early exploration steps in order to maximize the range of options explored, but once a concept is
and trade-offs about how it might be implemented technologically and commercially. While this analysis adds technical
ories that ground the process are evolved and refined to carry the insights into further stages of development.

Enable

With funding and team in place to
explore the territory in greater depth,
the validation team will further reduce
the plan to practice, imagining viable
alternative routes to market and ways to
solve the problem identified. The
competing plans will be converted into
learning agendas that will drive valida-
tion sprints to answer key strategic
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Validation
sprint #1

Focused on the end user, the first sprint
will go past earlier low-fidelity proto-
types and look not only at the basic
hypothesis, but begin to get into the
mechanics of a solution. This will likely
include clickable prototypes and deeper
analysis of end user testing to see
whether our users will engage with
what we are proposing and to discover
what is important to the design.

Iteration & Learning

Where our first learning phase was about what was out in the world, this learning phase explores novel possible futures with primary research as our primary mode of learning.
By adopting a sprint methodology we will put resource bounds on our validation efforts in order to prioritize deep learning around pointed questions. We don’t need to become
experts on our future marketplace, but we do need to show that the future marketplace exists and that we've identified a path to reach it. Determining the factors of success for
the venture we are proposing, we can then identify the experts needed and investments it will take to build something awesome.

Validation
sprint #2

Focused on the buyer (if different from
the end user), this sprint will take
refined prototypes and embed them in a
mare refined proposition for purchase.
Informants and respondents for this
sprint will be leveraged to elucidate the
required thresholds of functionality and
the value propositions that most
resonate.

Validation
sprint #3

The final validation sprint will be geared
to drive towards the highest priority
questions remaining (or generated) in
the first two sprints, while also making
progress towards a minimum viable
offering that might a starting peint in
the market to the entity that comes out
of validation.

Planning

Moving from sprint-style prototyping
into a period of documentation and
refinement, the validation team will
engage the broader studio to build a
more durable brand identity, technical
architecture plan, product roadmap, and
strategic phasing. This will also be the
period to produce artifacts like journey
maps, design principles, market maps,
vision, and mission.

Hustling

MVO
production

Kicking off concurrently with the pro
forma stage, planning feeds into the
production of a minimum viable offer-
ing. With that MVQ, the first users can
be secured either from the open market
or through the partnership of sponsor-
ing advisory board members as the most
mature step of market validation.

Pro forma

Putting the plans against time, cost, and
potential income, we will depict the
economics of the venture we are
proposing. As the plans are quantified,
any adjustments to the proposed
roll-out will be made to produce a
finalized, matched set of proposed plans
in the languages of marketing, product,
technology, and finance.

Pitch
production

Pursuing the first stage of the plan with
validation funding, we turn each
surviving entity into the best version of
itself. This means crafting pitch materi-
als such as pitch narrative, pitch deck,
website, and introductory video so that
when we look for alpha users

Find
alpha users

Depending on the business model
decided upon, the first sustainable users
are recruited either from the open
market or through the advisory board
community associated with the incuba-
tor. These first users should be early
adopters who will help shape the
product as it evolves, advocate for the
product’s future, and forgive growing
pains as much as possible.

Ma
found

Before pitching f
funding, the four
rounded out in o
being invested in
emerges from va

While creativity and exploration helped get us to this point, deal making will help get us to the next point. Some of the most important sales we will make before we go for
funding and launch to the marketplace are how we sell the vision to our founding team and founding users. Both of these groups of people will shape the story and contribute
quite a lot to shaping the entity we hope to create.

Successfully exiting the valid
multiple audiences. We wan

stake and perspective in whs
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Investible
hypothesis

We round out what we've learnt by
adding a commercial aspect to the
concept. This includes a plan of action,
associated cash flows, and observable
milestones. Combining that actionable
perspective, the strategic market data,
and the technical perspective into a
consolidated perspective creates a
vehicle to continue on through valida-

tion, if the pitch can secure investment.
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Pitch

Coming back to the advisory and
steering boards, the exploration teams
share their lessons and recommenda-
tions. In some cases this will be
feedback on why an area doesn't seem
ready (or needs more exploration.) But
some number of ideas will have become
investible hypotheses which will be
pitched for capital, access, and support
as they enter the validation phase.

ADVISORY STEERING
BOARD BOARD
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Mobilize
validation team

Closing out the exploration phase is a
process of equipping successful pitches
to move on to the validation phase. This
means forming teams to take custody of
the concept, planning out validation
activities, and enabling knowledge
transfer for any exiting or joining
teammates. This also will include
foundational sort of work around IP and

early partnership s,

of the team shifts again with the goal to converge down to a handful of investible hypotheses that can be pitched back to
ire kept to a minimum in early exploration steps in order to maximize the range of options explored, but once a concept is
and trade-offs about how it might be implemented technologically and commercially. While this analysis adds technical
ories that ground the process are evolved and refined to carry the insights into further stages of development.

Enable

With funding and team in place to
explore the territory in greater depth,
the validation team will further reduce
the plan to practice, imagining viable
alternative routes to market and ways to
solve the problem identified. The
competing plans will be converted into
learning agendas that will drive valida-
tion sprints to answer key strategic
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Validation
sprint #1

Focused on the end user, the first sprint
will go past earlier low-fidelity proto-
types and look not only at the basic
hypothesis, but begin to get into the
mechanics of a solution. This will likely
include clickable prototypes and deeper
analysis of end user testing to see
whether our users will engage with
what we are proposing and to discover
what is important to the design.

Iteration & Learning

Where our first learning phase was about what was out in the world, this learning phase explores novel possible futures with primary research as our primary mode of learning.
By adopting a sprint methodology we will put resource bounds on our validation efforts in order to prioritize deep learning around pointed questions. We don’t need to become
experts on our future marketplace, but we do need to show that the future marketplace exists and that we've identified a path to reach it. Determining the factors of success for
the venture we are proposing, we can then identify the experts needed and investments it will take to build something awesome.

Validation
sprint #2

Focused on the buyer (if different from
the end user), this sprint will take
refined prototypes and embed them in a
mare refined proposition for purchase.
Informants and respondents for this
sprint will be leveraged to elucidate the
required thresholds of functionality and
the value propositions that most
resonate.

Validation
sprint #3

The final validation sprint will be geared
to drive towards the highest priority
questions remaining (or generated) in
the first two sprints, while also making
progress towards a minimum viable
offering that might a starting peint in
the market to the entity that comes out
of validation.

Planning

Moving from sprint-style prototyping
into a period of documentation and
refinement, the validation team will
engage the broader studio to build a
more durable brand identity, technical
architecture plan, product roadmap, and
strategic phasing. This will also be the
period to produce artifacts like journey
maps, design principles, market maps,
vision, and mission.

Hustling

MVO
production

Kicking off concurrently with the pro
forma stage, planning feeds into the
production of a minimum viable offer-
ing. With that MVQ, the first users can
be secured either from the open market
or through the partnership of sponsor-
ing advisory board members as the most
mature step of market validation.

Pro forma

Putting the plans against time, cost, and
potential income, we will depict the
economics of the venture we are
proposing. As the plans are quantified,
any adjustments to the proposed
roll-out will be made to produce a
finalized, matched set of proposed plans
in the languages of marketing, product,
technology, and finance.

Pitch
production

Pursuing the first stage of the plan with
validation funding, we turn each
surviving entity into the best version of
itself. This means crafting pitch materi-
als such as pitch narrative, pitch deck,
website, and introductory video so that
when we look for alpha users

Find
alpha users

Depending on the business model
decided upon, the first sustainable users
are recruited either from the open
market or through the advisory board
community associated with the incuba-
tor. These first users should be early
adopters who will help shape the
product as it evolves, advocate for the
product’s future, and forgive growing
pains as much as possible.

Ma
found

Before pitching f
funding, the four
rounded out in o
being invested in
emerges from va

While creativity and exploration helped get us to this point, deal making will help get us to the next point. Some of the most important sales we will make before we go for
funding and launch to the marketplace are how we sell the vision to our founding team and founding users. Both of these groups of people will shape the story and contribute
quite a lot to shaping the entity we hope to create.

Successfully exiting the valid
multiple audiences. We wan

stake and perspective in whs



Validation
sprint #1

o Focused on the end user, the first sprint
pth, will go past earlier low-fidelity proto-
educe types and look not only at the basic
able hypothesis, but begin to get into the
ways to  mechanics of a solution. This will likely
include clickable prototypes and deeper
d into analysis of end user testing to see
salida- whether our users will engage with
jic what we are proposing and to discover
what is important to the design.
.
earning

e was about what was out in the world, this learning phase explores novel possible futures with primary research as our primary mode of learning.
logy we will put resource bounds on our validation efforts in order to pricritize deep learning around pointed questions. We don't need to become
place, but we do need to show that the future marketplace exists and that we've identified a path to reach it. Determining the factors of success for

Validation
sprint #2

Focused on the buyer (if different from
the end user), this sprint will take
refined prototypes and embed them in a
mare refined proposition for purchase.
Informants and respondents for this
sprint will be leveraged to elucidate the
required thresholds of functionality and
the value propositions that most
resonate.

Validation
sprint #3

The final validation sprint will be geared
to drive towards the highest priority
questions remaining (or generated) in
the first two sprints, while also making
progress towards a minimum viable
offering that might a starting peint in
the market to the entity that comes out
of validation.

Planning

Moving from sprint-style prototyping
into a period of documentation and
refinement, the validation team will
engage the broader studio to build a
more durable brand identity, technical
architecture plan, product roadmap, and
strategic phasing. This will also be the
period to produce artifacts like journey
maps, design principles, market maps,
vision, and mission.

Hustling

. we can then identify the experts needed and investments it will take to build something awesome.

MVO
production

Kicking off concurrently with the pro
forma stage, planning feeds into the
production of a minimum viable offer-
ing. With that MVQ, the first users can
be secured either from the open market
or through the partnership of sponsor-
ing advisory board members as the most
mature step of market validation.

Pro forma

Putting the plans against time, cost, and
potential income, we will depict the
economics of the venture we are
proposing. As the plans are quantified,
any adjustments to the proposed
roll-out will be made to produce a
finalized, matched set of proposed plans
in the languages of marketing, product,
technology, and finance.

Pitch
production

Pursuing the first stage of the plan with
validation funding, we turn each
surviving entity into the best version of
itself. This means crafting pitch materi-
als such as pitch narrative, pitch deck,
website, and introductory video so that
when we look for alpha users

While creativity and exploration helped get us to this point, deal making will help get us to the next point. Some of the most important sales we will make before we go for
funding and launch to the marketplace are how we sell the vision to our founding team and founding users. Both of these groups of people will shape the story and contribute
quite a lot to shaping the entity we hope to create.

Find
alpha users

Depending on the business model
decided upon, the first sustainable users
are recruited either from the open
market or through the advisory board
community associated with the incuba-
tor. These first users should be early
adopters who will help shape the
product as it evolves, advocate for the
product’s future, and forgive growing
pains as much as possible.

Mobilize
founding team

Before pitching for the next round of
funding, the founding team must be
rounded out in order to clarify who is
being invested in when the entity
emerges from validation.

Pitch for
funding

With a confirmed founding team,
identified (and possibly live) alpha users,
and the complete pitch in hand the
team will enter the final validation test
to see if there is backing for the venture.

Inspiration

Position for
Llaunch

Successfully funded ventures will go into
a stage of transferring team, IP, and
technology out of the incubator ecosys-
tem and into an independent entity.

stake and perspective in what we are proposing building, so we will need to make an excellent case from multiple angles.

Go!

Exploration and validation end with a
proper launch party to send these new
entities out into the world.

Successfully exiting the validation stage will require that we not only find a great path to a desirable future, but that we convey the potential of that future in a way that inspires
multiple audiences. We want to attract the best team, the best partners, the best customers, and the best backers to join our cause. Each of these audiences will have a different
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Venture Strategy

Team Working Principles
INNOVATION & INCUBATION

Innovation isn't a production line. Not everything we do is in-line the outcomes we are working for, sometimes we have to take a step back, a step outside, ora
step into an alternative perspective altogether in order to find a way forward.

This document is an attempt to think through what some of those indirect actions and priorities might be in service of building a high-performing creative team.
The bottom of this mind map are four foundational working principles, with questions on top of them, and ideas stemming from those questions.

invest in deliverables, Don't just com-
municate the findings or conclusions
but give them legs

Attend conferences and
professional gatherings

Experimentation with & adoption of
new tools in every project (some mix

Methodological ri
odological rigor of old and new at all times)

L Mentorship from a
Defined and measurable outcomes P e e [t
Keep creative and exploratory teams PLP and advocacy for

insulated from revenue pressures
1

title improvements

Encouragement to find progress even

Be transparent, but also provide n
when itisn‘t on our team

buffers where people want them

Model good behaviors in leadership.
Go home one time. Don't send emails
at all hours. Don't celebrate overwork.

\

Be aware of our blind spots.

Recruit respondents to get new stories
and new perspectives.

Treat interns like emissaries from a
different planet and learn everything
we can about their perrspective.

Collat often. Pull in
from other teams to join our projects.
Go out and help other teams.

Intentionally dedicate time to
taking inspiration from outside
our work and our worlds.

Be intentional in our timing, including
making enough time for the work in —
our estimates

Clearly define workstreams
and outcomes

SIEMENS .-,
Healthineers -

Create some barriers between
creative, exploratory work and
production, execution oriented work.

Ensure there is variety in what the
team works on and how we work.

Assign people to different tasks
and projects and roles to —
shake up their perspective.

Set aside time to expand our minds.
and exercise our brains. #MEM

Consistency. Be creative in the conclu-
sions and don't werry as much about
creating a new approach every time.

Produce great work

Our charter as a team is to get the work done, but we are notin a
realm where ‘good enough’ will satisfy any of our stakeholders,

from the team to our colleagues, customers, and collaborators.
Contribute to the advancement of the overall mission, and the function
we represent, by working at the top of our fields and aiming to provide
value far in excess of our cost. This means making space for people to
do their best work and walk away with some amazing career stories.

Fuel growth

When we ask someone to spend some portion of their professional
lives with us, we take on some responsibility for being a part of

their careers. If we aren’t supporting and fueling the growth

of our teams, then we won't have a high-performing team for long.
Create opportunities to grow both in terms of learning new skills and
perspectives as well as in terms of showing continued forward prog-
ress in your career so time with us is a great part of

your bigger story.

Support healthy habits

We are asking people to spend more time with us than with their
families in most cases, and that demands some careful custody of
that workplace experience as a significant portion of someone’s
life. It isn’t our job to make people healthy, but we should also not
get in the way of healthy approaches to work life balance. Promote
balance between time for work, time for self, and time for family.
Create a system robust enough so that different types of people with
different values, circumstances, and goals can

succeed and contribute their best to the shared goal.

Drive inspired creativity

Our position in the innovation ecosystem requires doses of analyti-
cal thinking, strategic anchoring, and creativity to imagine some-
thing that doesn't yet exist. Of all these things, creativity is

the thing least likely to emerge in “the wild” of a business environ-
ment. We must not only make space for it in our own work, but
seek to inspire it in the teams with whom we collaborate. Establish
an environment that allows, encourages, and pushes creativity. Pro-
vide enough space for creativity. Bring in the right representations of
reality and borrow inspiration from other places.
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CONFIDENCE
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Siemens Healthineers corporate
legal team cordially invites you to

IP TRAINING SESSIONS
to be held at the incubator

28 AUGUST 2019

IP 101
11:00 a.m. to Noon

Useful for all employees to get oriented to topics
such as the patent process, disclosure generation,
business decisions involving IP, confidential

icati ore. BB
t V-

Lunch!
Noon to 1:00 p.m.

Our legal business partners are putting on lunch and
joining us for casual discussion and Q&A.

!

\

B

LK

AN

\

Claims Training
1:00 p.m. to 2:00 p.m.

Deeper training on how to spot a potential invention
and develop claims around the invention. Useful for
those most likely to invent as part of their day to day

B il work. \
R BN N1



Who's paying for how Strategic clients pay for "seats" in the studio

much time & effort? R&D fellows fully seconded to incubator

"Founders" join last

How might we reward effort

and give permission for risk? The entire environment focuses on this work

Those who join startup teams receive a stake in the

business
What can we do to make The tools and governance structure are oriented around
it easier to innovate? launch

Clear funding, steps, and studio credits runway model
Advisory council ensures Siemens organizational energy
Steering board ensures market interest with genuine investments

How might we focus Innovation agenda shared at most senior levels prioritizes technology
those efforts on the most targets
valuable problems?



What are your experiences
creating successful
launchpads for internal
entrepreneurs?



R ELCENENS

Who's paying for how Sustained innovation requires
much time & effort? 1 resources with clarified ROI:
culture, process, or returns / time.
How might we reward effort 2 Measure the program by outputs,
and give permission for risk? recognize the employees for inputs.

YVhat can we do to make : 3 Map o_ut the journey of an idea and
it easier to innovate? make it easy to understand.

Involve leadership in the selection

I 4 & funding from early stages.
How might we focus

those efforts on the most - 5 Prime the whole system with
valuable problems? inspiration from your growth agenda.
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