
Continuing the Journey: 
How to bridge the gap 
between innovation and 
operation?

Presentation at NextGrid Summit 2025
Oslo November 4 2025

Stig Ødegaard Ottesen
Senior advisor R&D



Background – R&D in grid companies

• We participate in many R&D and pilot projects

• Why: 

- The green transition

- Digitalization and automation

- Efficiency and reliability

• We must adapt and need to

- Develop new knowledge 

- Develop, test and pilot new concepts, technologies and solutions before 
putting into operation to
- Learn and get experience

- Improve solutions 

- Reduce risk – failure may have severe consequences for society

• We are financially incentivized through “R&D frame”



The innovation process - simplified

• Many projects succeed in the first two stages – fewer in the last

• Many innovations die before operation

• “Innovation has no value until it’s implemented”
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“Crossing the Chasm”

• Book by Geoffrey Moore

• Adaptation of Innovation adoption theory “Diffusion of innovations” (Everett Rogers)



How to cross the chasm and 
increase the probability for a 

successful transition to 
operation?
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Project initiation – crucial to get a good start

• The operational aspects must be on the agenda already before the project starts

- Involve personnel from operation early – experts should be involved already in the project description 
phase

- Have a clear idea of the problem to solve and the benefits to achieve

- Agree on a plan for transitioning from pilot to full operation

• From reactive to proactive project initiation

- Reactive: We are invited to project proposals by R&D institutions or 
service providers

- Proactive: We define which problems we need to solve and 
actively initiate project proposals 
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During the R&D project

• Involvement and anchoring

- Involve personnel from operation and focus on operational issues continuously – may involve several divisions and 
departments

- If software is part of the solution, ensure that the architecture fits the grid company’s IT-strategy

- Take the procurement aspect into consideration early – tender process may be needed before operation – can not be tied to a 
vendor in the pilot project

- R&D project must have a joint understanding about what Exploitation means – not only take the results and initiate new R&D 
projects, but to commercialize and operationalize

• Planning before pilot

- Make basic risk assessments early on and define decision gate with predefined criteria for whether to continue to operation or 
stop – helps focusing on the right issues during the project

- Develop an implementation plan before the pilot starts

- Create an 'operations manual' during the project, not after
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From pilot to operation?

• In case decision is “no”: 
Exit plan needed to prepare for worst case scenario where decision is not 
to start operations

- Will ensure a smooth stop 

- Must include how to delete data, dismantle sensors etc.

• In case decision is “yes”:
Transition plan needed to prepare for operation

- Establish a project organization for the transition project and allocate 
resources with clear responsibilities

- Revise the implementation plan and define the scope for what to move on 
with and what not

• Both plans should be worked out during the project
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The benefits must be clear to everyone involved

For the management: 

- Business case needed to get a “yes” (investment 
decision)

- Many benefits are difficult to quantify

- Grid companies are monopoly regulated (with 
revenue cap)  cost reduction focus

- Benefits may realize outside grid company, e.g. 
connecting a new industrial facility gives marginal 
increased revenue for the grid company, but large 
benefits for the industrial company and for society

For operational personnel:

- Transition project often comes on top of normal 
work

- Easier to motivate to extra job effort if they see a 
clear benefit

- “The more complex the greater the benefit must 
be”



The organization must be ready for operation

• Ownership in operations must be clearly defined

• Competing priorities must be dealt with

• Cultural aspects must be handled:

- 'Not our responsibility'

- Resistance to change

• Competence: Training, documentation, routines 
etc. must be in place



The technology must be ready for operation

• Project participants often technology optimists – exciting to 
work with cool technology

- Too optimistic – the devil is in the details

- The product must be sufficiently mature 

- Often lack of robustness

- «Childhood diseases»

- Often pilots on a limited area. Does the solution scale? 



Summary

R&D and pilots are just the beginning – value is created in 
operations

Involve every aspect of operations early

Ensure that the organization and technology are ready for 
operation

Define decision critierias and transition plans



Thank you for your attention

Stig Ødegaard Ottesen     stig.ottesen@elvia.no
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