
The Innovation

Protection Framework
A Strategic Guide to Navigating Corporate Antibodies

Why Innovation Dies Inside Organizations

In corporate environments, customer success is not enough. You can crack the code with users and deliver a

flawless product—and still see your project quietly killed by the organization three months later.

In fact, if your project isn’t meeting internal resistance, it’s a sign you probably aren't changing much.

Significant innovation should feel uncomfortable for the status quo.

The most dangerous moment for an innovation project isn't when it fails;

it is when it succeeds.

Success creates a New Condition that threatens the Old Condition and the people who have thrived within it.

When the old guard feels the tremors of change, the organization's immune system activates to eliminate the

foreign body—your innovation.

This framework is designed not to avoid resistance, but to predict, diagnose, and neutralize it before it

becomes fatal.
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1- Identify the Organizational Antibodies

Before identifying people, you must map the territory. Innovation doesn't just add value; it displaces existing

rituals, currencies, and safety nets. Use these six questions to identify who will feel threatened by the

transition.

1. The KPI Test — The Wallet

Question: Does the success of this project make

it harder for someone else to hit their bonus?

Example: Operations directors or business unit leads.

The Fear: Professional Survival. If success reduces

headcount but their bonus is tied to team size, they

must kill the project.

2. The Ego Test — The Identity

Question: Does this make the old way—or the

person who built it—look obsolete?

Example: Long-tenured technical leads.

The Fear: Loss of Status. Their identity is tied to being

the master of the legacy system.

3. The Transparency Test — The Authority

Question: Does this move data from a closed

room to an open dashboard?

Example: Reporting managers or data gatekeepers.

The Fear: Loss of Information Asymmetry. They fear

their role as the sole interpreter of truth becomes

redundant.

4. The Territory Test — The Safety

Question: Does this project cross a

departmental boundary or bypass a traditional

middleman?

Example: Silo guardians or cross-functional

coordinators.

The Fear: Tribal Displacement. They fear their fiefdom

is being invaded and authority diluted.

5. The Autonomy Test — The Control

Question: Does this dictate a new process to a

team without giving them a vote in the design?

Example: Middle managers or regional supervisors.

The Fear: Loss of Control. They feel the change is

being forced upon them.

6. The Unplanned Work Test — The Energy

Question: Does this require an already burdened

team to provide support or data for your win?

Example: IT support leads or infrastructure engineers.

The Fear: Overwhelmed Capacity. Unfair burden with

no personal gain.
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2- Map the Danger

Plot your stakeholders on a grid based on their formal power and the Intensity of Resistance.
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THE EXECUTIONER

High Power / High Resistance

THE BYSTANDER

Low Power / Low Resistance

THE NOISY MINORITY

Low Power / High Resistance

CTO

VP Product

CFO

Operations Dir.

BU Leader

HR Team

Comms

Legal

Legacy Tech Lead

Regional Mgr

Data Gatekeeper

Vertical Axis: Power & Influence. Measures the stakeholder's influence within the company and the

power within their means to shift priorities, kill the project, or reduce its capability (through budget,

resources, or political capital).

Horizontal Axis: Intensity of Resistance. Measures how far the person will go to protect the status quo

and how much their fear is present or how much they have to lose.
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3- Mitigation Strategies

Once you have mapped your stakeholders, decide the specific mitigation strategy based on their profile. The

ultimate goal is to transform Executioners into Partners by addressing their underlying fears and aligning their

interests with your innovation's success.

Strategic Neutralization

Do not try to pitch benefits to these individuals. Since they perceive your success as their failure, selling the upside

will only increase their fear. Seek higher-level executive mandates, often referred to as Air Support, to provide a

defensive shield. Move the project into a separate business unit or a protected lab environment where the
stakeholder's specific influence is minimized.

Profile: The Executioner — High Power and High Resistance.

Co-Creation and Ownership

Give the stakeholder a seat at the table immediately to turn their influence into a defensive shield. Invite them to co-

lead the steering committee or act as the public face of the rollout. By granting them ownership, you ensure they will
fight to protect the project because its success is now their personal win.

Profile: The Partner — High Power and Low Resistance.

Social Proof and Isolation

Focus on the majority of the organization to build overwhelming momentum. As more departments adopt the new

standard, the resistor becomes culturally and operationally isolated. Use success stories from their peers to show that
the transition is safe. Eventually, the weight of the new standard forces them to comply or risk looking obsolete.

Profile: The Noisy Minority — Low Power and High Resistance.

Strategic Experimentation

Directly address the fear that change is being forced from the top down without local context. Offer a Sandbox period

where the manager can test the innovation in a low-stakes environment. Give them a private instance of the tool and
tell them you will change the design based on their feedback. This restores their sense of control.

Profile: The Middle Manager — Medium Power and High Resistance.

Resource Protection

Address the feeling that your project is an unfair burden on an already exhausted team. Buy support by removing an

existing burden from their plate in exchange for the work they do for the innovation. Secure budget for a temporary
contractor to handle their routine tasks so they can focus on the new project. This addresses the Fairness trigger.

Profile: The Executor — Low Power and High Resistance due to workload.

Narrative Inclusion

Prevent rumors from filling the information vacuum by providing regular, low-friction updates. Use simple, consistent

communication to ensure they understand the timeline and the goals. By keeping the narrative transparent, you

prevent them from becoming fearful or being recruited by high-resistance groups.

Profile: The Bystander — Low Power and Low Resistance.

The Bridge

Apply a strategic reframing to transition stakeholders from the Old Condition to the New Condition. This involves

formally acknowledging the legacy system as the foundation of the new and framing the innovation as the natural

evolution of their previous expertise. It requires translating the innovation's data into their existing metrics—like risk
reduction or liability protection—to solve the Status, Certainty, and Autonomy triggers.

Profile: Universal — Effective for all, but critical for The Executioner.
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Framework Summary

Why Use This Framework?

Innovation projects often fail not because of poor product-market fit, but because of internal

organizational resistance. This framework helps you predict, diagnose, and neutralize resistance

before it becomes fatal to your project.

When to Apply This Framework?

Use this framework when launching innovation initiatives that cross departmental boundaries,

challenge existing workflows, threaten legacy systems, or redistribute power and resources within the

organization. Apply it early—ideally during the planning phase—to build strategic alliances and

neutralize threats before they mobilize.

Phase 1: Identify the Organizational Antibodies. Use the 6 diagnostic tests (KPI, Ego,

Transparency, Territory, Autonomy, and Unplanned Work) to map who will feel threatened by your

innovation and understand their underlying fears.

Phase 2: Map the Danger. Plot stakeholders on the Danger Grid based on their Power &

Influence (vertical axis) and Intensity of Resistance (horizontal axis) to identify their profile: The

Executioner, The Partner, The Noisy Minority, or The Bystander.

Phase 3: Mitigation Strategies. Apply 7 targeted strategies—Strategic Neutralization, Co-

Creation and Ownership, Social Proof and Isolation, Strategic Experimentation, Resource

Protection, Narrative Inclusion, and The Bridge—to transform Executioners into Partners and

neutralize resistance.

The Innovation Protection Framework

Designed for Strategic Leadership

by Franck Debane
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