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ABSTRACT: Venture Clienting enables firms to identify and realize innovation opportunities more rapidly
through collaboration with start-ups. However, its implementation remains fragmented and prone to failure because
organizations lack a coherent strategic architecture. This paper introduces the Venture Clienting Strategy Canvas, a
single-view framework developed through Action Design Research. Fourteen essential elements were identified
and organized into a layered structure. Applied in two firms, the canvas improved strategy design, articulation, and
internal communication.
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1. Introduction

The term Venture Clienting (VCL) — also loosely referred to as startup partnering or startup supplier
program — is a corporate venturing approach in which companies act as early customers of startup
solutions rather than equity investors (Gimmy et al., 2017; Haarmann et al., 2023). Originally introduced
by BMW in 2015, this model fosters corporate innovation in a “strategic”, “external”, “outside-in”, and
“equity-free” manner (Gimmy et al., 2017; Mais et al., 2023). Through corporate venturing, companies
can tap into cutting-edge innovations, while startups gain real-world validation and access to strategic
assets (Chesbrough, 2006). Unlike traditional corporate venturing models, VCL reconfigures risks by
eliminating equity investments, accelerates technology adoption through fast integration, and enables
scalable deployment of emerging technologies (Gimmy et al., 2017). Recent research highlights that, in
contrast to exploratory approaches like corporate venture capital, VCL tends to enable corporations to
exploit external innovations for immediate operational improvements, reinforcing its role as a more
exploitative, integration-driven venturing mode (Heiduk et al., 2025).

Although VCL is gaining traction in corporate innovation, its strategic implications remain largely
unexplored in academic research (Gimmy et al., 2017; Gutmann & Lang, 2022; Kurpjuweit & Wagner,
2020; Mais et al., 2023; Weiblen & Chesbrough, 2015). Many companies struggle to leverage VCL for
strategic goals, often due to a lack of clear frameworks and best practices (Weiss & Kanbach, 2023).
Furthermore, the key components of a Venture Clienting Strategy (VCLS) remain undefined
(Haarmann et al., 2023). Scholars emphasize the need for further empirical research on strategic VCL,
its role in strategic renewal, and the core elements of an effective VCLS (Haarmann et al., 2023;
Mais et al., 2023).

Literature lacks a precise definition for VCLS, but different studies discuss fundamental aspects relevant
to it. Vision and objective are emphasized in the literature as critical factors in corporate venturing
strategy (Faria et al., 2018; Gutmann & Lang, 2022). Also, strategic considerations for implementing a
VCLS include multiple dimensions such as “type of innovation”, “search fields”, “business impact”,
“branding”, “engagement approach (pull or push)”, and “operational structure” (Gutmann & Lang, 2022;
Haarmann et al., 2023; Kurpjuweit & Wagner, 2020; Moschner et al., 2019).

Therefore, this study tries to identify and synthesize the key elements of VCLS into a structured
framework supporting operational and strategic alignment. For this purpose, the paper employed the
Action Design Research (ADR) methodology. ADR is ideal for this study as it allows us to address
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real-world challenges while advancing academic knowledge in organizational research. Insights into the
key elements of the VCLS derived from the case studies are structured into a VCLS Canvas, a visual tool
that maps out the elements of VCLS. The canvas helps companies analyze, design, and implement an
effective VCLS by translating complex information into a clear, actionable framework.

The subsequent sections of this paper are organized as follows. Section 2 describes the research
methodology employed in this study. Section 3 presents the results, including the development of the
VCLS Canvas and its constituent components. Section 4 illustrates two practical applications
demonstrating the implementation of the canvas. Section 5 offers a discussion of the findings, addresses
the study’s limitations, and suggests directions for future research. Finally, Section 6 concludes the paper
with a summary of the main contributions and their practical implications.

2. Methodology

To ensure that the developed solutions are both practical and effective in real-world settings, we adopted
the ADR methodology according to Sein and colleagues (2011). ADR is an approach that integrates the
design of innovative solutions with iterative learning from real-world interventions. Researchers
commonly use it to develop new tools, frameworks, software, or organizational processes while
simultaneously refining both the solution and the underlying theoretical knowledge. The ADR process is
structured into four key stages, each contributing to a deeper understanding of the problem and its
resolution (Sein et al., 2011):

1. Problem Formulation: This stage involves identifying and articulating the real-world problem
or opportunity that motivates the research. Preliminary investigation and scoping narrow the
focus to a manageable and researchable challenge.

2. Building, Intervention, and Evaluation (BIE): In this iterative stage, the research team designs
and develops the artifact while intervening in organizational contexts to deploy the artifact and
evaluate its effectiveness. Practitioner and expert collaboration is crucial, facilitating refinement
based on practical feedback.

3. Reflection and Learning: Systematic reflection on outcomes, feedback, and observations
occurs here to glean insights and to iteratively improve both the artifact and the emerging
theoretical knowledge.

4. Formalization of Learning: The final stage generalizes the findings by formulating design
principles and a structured framework that others can adapt and apply in similar contexts.

Table 1 shows the methods we used and the outcomes resulting from each phase. Below each phase is
described in detail. The ADR team consisted of researchers from two institutions, members of a VCL
initiative, and VCL specialists from two companies. During the different stages data was collected via
workshop notes, interview transcripts, and written feedback from the practitioners. The material was
analyzed using thematic clustering guided by a seminal framework. Recurring decision themes were
consolidated into candidate elements. Those were retained if they were relevant for both practical
cases and/or were supported by literature. The guiding questions were derived inductively from
practitioner problem statements and deductively from literature. Table 2 gives an overview of the

companies.

Table 1. Instantiation of the ADR approach in this paper
Stage Outcome Methods
Problem Necessity of a structured framework to integrate and align =~ Workshops
Formulation VCL into corporate strategy and design the VCLS
Building, Identification of the VCLS elements and their orchestration =~ Workshops with experts
Intervention, and in a canvas and users
Evaluation
Reflection and Validation and refinement of the VCLS Canvas Observation and
Learning discussion in workshops
Formalization of Generalization of the canvas to other companies Synthesis of findings by
Learning validation workshops
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Table 2. Participating companies

Company Industry Sector Employees
Company A Electrical Engineering & Automation ~9,000
Company B Home Appliances & Consumer Goods ~23,500

2.1. Problem formulation

In the Problem Formulation stage, the ADR team identified the need for a structured framework to
integrate and align VCL into corporate strategy and design the VCLS. This gap was recognized through
ongoing collaboration with the corporate partners and experiences from the startup initiative, which
revealed the absence of coherent strategic guidance for VCL practices. To elicit the key research
questions guiding the subsequent development, the ADR team conducted a series of workshops — two
online and two in person. They revealed the following questions:

* How can the VCLS be effectively designed?
* What are the essential elements comprising the VCLS?
¢ How can these elements be orchestrated within a structured framework?

2.2. Building, intervention, and evaluation

During the BIE stage, the ADR team addressed the research questions through two researcher workshops
aimed at identifying the essential elements of the VCLS and co-designing the framework. The activities
were guided by the seminal strategic management model of Wheelen and colleagues (2014) alongside
corporate venturing practices. This combined approach laid the foundation for identifying key VCLS
elements and their orchestration within the canvas. Recognizing that VCL unit employees are primarily
responsible for shaping and implementing the VCLS (Gutmann & Lang, 2022), the initial canvas was
introduced to VCL experts from two companies during an online workshop. The goal was to validate the
canvas’s structure and incorporate additional elements based on their operational perspective. Following
feedback, the ADR team refined the canvas by integrating new elements and methods to answer
respective questions. To evaluate canvas’s applicability, two additional online workshops were
conducted with the participating companies, guiding them in using the canvas to design and align their
VCLS. The insights gathered during these interventions culminated in the consolidation of findings and
the completion of the VCLS canvas as the research artifact.

2.3. Reflection and learning

During the Reflection and Learning stage, the ADR team systematically analyzed the feedback gathered from
the implementation phase regarding canvas. This critical examination revealed necessary modifications to
improve the framework’s clarity, adaptability, and strategic relevance. Guided by these insights, the team
refined the canvas to better meet corporate VCL needs. Notably, VCL experts preferred flexibility in defining
the strategy implementation blocks rather than strict prescriptions. They aligned these blocks with the
strategy formulation elements and with respect to the unique internal processes and organizational structures
of each company, enabling customization across varied corporate contexts. Initially, the ADR team
considered incorporating a VCLS Balanced Scorecard to design the programs layer. However, this approach
proved overly detailed and resource-intensive, requiring companies to duplicate efforts. As a result, the
experts opted for a more adaptable definition of the strategy implementation blocks, enabling companies to
tailor the framework to their unique operational and strategic environments.

2.4. Formalization of learning

Finally, in the Formalization of Learning stage, the revised canvas was further validated through practical
implementation by the participating companies, which indicates its perceived suitability for designing
and aligning their VCL strategies. This consolidation led to establishing the final version of the canvas as
the research artifact — a structured, adaptable framework that may be adapted by other organizations
facing similar strategic challenges. The final feedback from the involved practitioners supports the
canvas’s utility (e.g., by prioritizing search fields), usability (e.g., by being applied without expert
facilitation), and clarity (e.g., by reducing ambiguity between stakeholders).
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3. VCLS Canvas

The VCLS Canvas serves as a visual tool that describes a company’s VCLS, outlining the necessary
guidelines and key elements for each layer. By mapping out these elements, the canvas simplifies VCLS
into a clear, actionable framework that enables organizations to analyze, design, and implement their
VCLS effectively. Furthermore, it facilitates communication and alignment among stakeholders within
the company, enhancing collaboration and shared understanding. Figure 1 illustrates the VCLS Canvas,
showing the two sections, their respective layers, and the corresponding blocks within each layer.

Strategy Formulation

Vision Mission I
Goals
Value Innovation Required Proximi
Siratagiclevers |—oPosion | Diection | competenes | FC'C,°
i business
Obiject Search Fields Department
o Internal Maturity level Regionality of
Policies Mindset Stakeholders  of the solution Startups

Strategy Implementation

Programs

Procedures

Figure 1. VCLS Canvas

3.1. Sections and layers of the VCLS Canvas

Building on the seminal framework from Wheelen and colleagues (2014), the VCLS Canvas consists of
two main sections: strategy formulation and strategy implementation. The strategy formulation section
provides guidance on exploration, analysis, and strategic decision-making, enabling the VCL unit to
define and contribute to competitive advantage. This section typically encompasses the definition of the
unit’s mission (the mission layer), the establishment of clear and realistic objectives (the objectives
layer), the articulation of its strategic levers (the strategic levers layer), and the development of guiding
policies (the policies layer) to support their attainment. The strategy implementation section serves as a
structural guide for translating strategic plans and policies into concrete actions by developing
appropriate programs (the programs layer), allocating budgets (the budgets layer), and establishing
procedures (the procedures layer). The layers of the VCLS Canvas are as follows in Table 3:

Table 3. Layers of the VCLS Canvas (adopted from Wheelen et al., 2014)

Layer Description

Mission ~ The mission layer shows the reason for VCL unit’s existence. It announces what the unit offers
and the area that operates.

Objectives The objectives layer represents the intended outcomes of planned actions. It indicates what is to
be achieved and by when — ideally including measurable targets. Reaching these objectives
should contribute directly to realizing the mission layer.

Strategic ~ The strategic levers layer outlines how the unit intends to fulfill its mission and meet its
levers objectives.

Policies ~ The policies layer provides a general framework to guide decision-making, serving as a bridge
between the stages. VCL unit uses policies to ensure that actions and choices made are aligned
with other layers.

Programs The programs layer outlines the specific actions or initiatives required to effectively execute the VCLS.

Budgets  The budgets layer translates the VCL unit’s programs into financial terms, outlining the expected
costs associated with each initiative.

Procedures The procedures layer consists of a series of step-by-step instructions or methods that clearly
outline how a program should be performed.

166 DESIGN ORGANISATION, COLLABORATION AND MANAGEMENT

https://doi.org/10.1017/pds.2026.10375 Published online by Cambridge University Press


https://doi.org/10.1017/pds.2026.10375

3.2. Blocks of the VCLS Canvas

The blocks of the strategy formulation section are summarized in Table 4. For each block, we
provide guiding questions designed to facilitate strategic reflection and decision-making, along with
recommended methods and tools that practitioners can use to develop or assess each element.
This structured approach helps organizations systematically design and implement an effective
VCLS by breaking down the complex strategy formulation section into manageable, actionable

components.

Table 4. VCLS formulation blocks

Block (Element)

Relevant questions

Development methods and
options

Vision (Gutmann &

‘What is the vision of our VCL unit? What outcome

Vision Canvas, SWOT

Lang, 2022) are we aiming for by VCL? How does the VCL unit  Analysis, etc.
drive the company’s success?
Mission How will we achieve the vision? Vision Canvas, Mission

Canvas, Mission Statement
Generator, etc.

Goals (Faria et al.,
2018)

What is our strategic goal by VCL?

SMART Goals, Stakeholder
mapping, etc.

Proximity to the core
business (Gutmann &
Lang, 2022)

How familiar are the search fields to our core
business?

Core, Adjacent and
Transformational

Innovation Direction
(Moschner et al., 2019)

Should we scout startups that can address existing
internal demand (pull approach), or should we
introduce startups to uncover hidden needs (push
approach)?

Pull and Push

Required Competences

Which competences do we need to achieve our goals?

Competences: Skills +
Resources

Value Proposition

How can we solve our stakeholders’ problems? How
can we do it significantly better than others? What is
unique about our VP? What value do we deliver to
the stakeholders? Which one of our stakeholders’
problems are we helping to solve?

Value Proposition Canvas

Innovation Object
(Gutmann & Lang, 2022)

It refers to the content of the innovation and defines
what we provide for our stakeholders.

Product, Process, Business
Model

Search Fields (Gutmann
& Lang, 2022)

For which areas of interest do we want to scout
start-ups for?

Tech radars

Client Departments

Where do we want to implement our innovation?

It depends on the company’s
organizational structure.

Mindset (Kurpjuweit &
Wagner, 2020)

A mindset is an established set of attitudes of a
person or group concerning culture, values,
philosophy, frame of mind, outlook, and disposition.
What is our mindset?

Companies’ culture, Mindset
Canvas, etc.

Internal Stakeholders

Which departments receive services from our
group? For whom are we creating value?

Stakeholder Analysis

Maturity level of the
solution

Which maturity level of the solution is necessary?
Which maturity level of the solution do we want to
address with VCL?

Technology Readiness Level
(TRL) Model

Regionality of startups

Where are the startups geographically located? Where
do we want to focus geographically?

Regional, National,
Continental, Global
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4. Application

In the next two sections the use of the VCLS is demonstrated for company A and B (Table 2). The
case and the resulting canvas are described. Some aspects are alienated or omitted for confidentiality
reasons.

4.1. Company A

Company A is a leading industrial automation and electrical connection provider headquartered in
Germany. The company has previously explored various corporate—startup collaboration models and
identified VCL as an effective framework for rapidly and seamlessly testing startup solutions and
accelerate innovation within the organization. The completed VCLS Canvas by Company A provides a
structured representation of its strategic approach to VCL (Figure 2).

Strategy Formulation

Vision: o Mission: . .
We identify future opportunities to create significant added value forour | 1-  Fostering innovation 4. Using resources efficiently
internal and external customers and to position our company well for the | 2. Building partnerships 5. Driving cultural change
future. 3. Strengthening market position 6. Increasing visibility for VCL
Goals:
o078 1. PoC's: PoCs in Product and/or Process 3. Trend Scouting: Trend research and studies 5. Departments Reached: Reach new ones
2. VCL Promotion: Monthly posts 4 Startup Ecosystems: Explore new ecosystems 6 Requests: Collect Requests
Proximity to the core business: Innovation Direction: Innovation Object: Client Department:
Core business and Adjacent Pull and Push Product and Process Sites in Germany
Strategic Competences: Value proposition: " .
Levers Skills (Technical, interpersonal, analytical, digital, Rapid adoption of startup innovations to solve Smart Home & g:illd'i?uh Flflﬂslsa.nflqu—inlerface
entrepreneurial) and Resources (Organizational, challenges and generate offerings faster and Green Tech, Al &Adgénced Computin 4IR‘
human, relational) cost-effectively. ’ putiing,
Internal Stakeholders: Maturity level of the solution:
Policies Management Team, Innovation department, Contact Person (Departments), IT, Legal, and Procurement
) N 7 Mindset: o . i Regionality of Startups:
Being open to new topics, and willing fo take risks, while seeking external solutions and driving open innovation. International
Strategy Implementation
; p Innovation culture project Communication concept
Internal innovation event Ecosystem journeys with a startup digital Workshops I
VCL and Business Unit Budget
Internal innovation event procedures: Ecosystem journey procedures: C ication proced
3. Invite Startups , S g
1 Re-evaluate Regions 5. Visit Fairs and evaluate
1 Lng;[sg.ﬂDale & 4 g[;IIIt:a 66 2. Evaluate Fairs & Startups potential cooperations 1. Plan 3. Post Articles
2 Plan Agenda 5 Perfor?n Event 3. Book Travel 6.  Share Insights with Communication 4. Track Post
g 6. Track Success 4. Organize appointments colleagues Strategy Performance
with startups and partners 2. Write Posts
Procedures
Innovation culture procedures: Workshop Procedures:
1 Define Interested Departments 4.  Analyze Results 1 Select three colleagues forthe 4. Prioritize the challenges ina
2. Onboard Departments 5. Decide on further steps, e.g. interviews matrix
3. Perform Pilot & Gather onboarding additional 2. Perform the interviews 5. Fill out the request form for the
Feedback departments 3. Analyze and cluster the top three challenges
challenges 6. Startup Scouting

1: PoC = Proof of Concept

Figure 2. Company A’s VCLS Canvas

In the Strategy Formulation section, the company defines a vision centered on creating significant added
value for both internal and external customers while positioning itself for the future. This vision is
supported by a mission comprising six key themes: fostering innovation, building partnerships,
strengthening market position, using resources efficiently, driving cultural change, and increasing
visibility for VCL. The Objectives Layer translates these priorities into measurable goals, including
conducting PoCs in product and process innovation, publishing VCL-related posts monthly, performing
trend research studies, exploring new startup ecosystems, and expanding collaboration to more
departments through collecting requests. These objectives demonstrate a structured effort to
institutionalize VCL and integrate it into diverse business areas. Within the Strategic Levers Layer,
the company focuses on startups operating in both core and adjacent business areas, pursuing innovation
through a combined pull and push approach. The object of innovation encompasses both product and
process domains, with internal clients primarily located at sites in Germany. The company’s value
proposition emphasizes the rapid adoption of startup innovations to solve challenges efficiently and cost-
effectively. Internal competencies are defined across technical, analytical, digital, interpersonal, and
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entrepreneurial dimensions, while key resources span organizational, human, and relational categories.
The identified search fields highlight a strong technological orientation, including Smart Home &
Building, Human-to-X Interface, Green Tech, Al & Advanced Computing, and Industry 4.0. The
Policies Layer specifies relevant internal stakeholders such as management, innovation, IT, legal, and
procurement departments, supported by a culture of openness to experimentation and risk-taking.
Company A targets startups with a Technology Readiness Level (TRL) of 4-6 and maintains an

international scope for its scouting activities.

In the Strategy Implementation section, the company operationalizes its approach through defined
programs, including internal innovation events, ecosystem journeys, innovation culture projects with
startups, communication initiatives, and workshops. Budgetary allocations are managed jointly through
the VCL and business-unit budgets, reflecting a coordinated financial structure. Procedures guide the
execution of these programs—for instance, planning internal innovation events, evaluating startups
during ecosystem journeys, running innovation culture pilots, and conducting workshops to prioritize
and analyze innovation challenges. Together, these procedures illustrate how Company A translates
strategic intent into tangible actions embedded in its day-to-day operations.

After completing the canvas, Company A reported that the structured framework primarily facilitated
strategic alignment of VCL activities with broader corporate objectives. The visual format of the
canvas played a central role in enabling engagement from multiple departments, encouraging cross-
functional collaboration in the strategy development process. This collaborative use led the company to
refine its startup engagement model, making it more systematic, goal-oriented, and scalable across

different units.

4.2. Company B

Company B is a global leader in premium home appliances, which applied the VCLS Canvas through its
dedicated VCL unit. The unit is responsible for scouting and integrating innovative startup solutions to
enhance the company’s technological capabilities and market competitiveness. Company B’s completed
VCLS Canvas reflects a strategic effort to integrate VCL into its innovation processes, with a clear
alignment to internal R&D and technology development goals (Figure 3).

Strategy Formulation

Vision:
We enrich our company with external technology know-how from partner
cooperations and serve and empower internal solution seekers to
accelerate innovation

Mission

Transformation

Goals:

1. External Knowledge for Innovation
2. Identify Opportunities & Promote

Mission:
3. Increase Innovation Capacity
4. Promote VCL Visibility

Objectives 1. PoCs in Product & Process Innovation 3. Startup Search for R&D Team 5. Scouting for Strategy Areas
2. Startup Search for R&D Team 4. Present VCM Internally
Proximity to the core business: Innovation Direction: Innovation Object: Client Department:
Core business Pull and Push Product & Process Business Units
Strategic c t :
Levers Ompatances: Value proposition: Search Fields:

Skills (Technical, interpersonal, analytical, digital,
entrepreneurial) and Resources (Qrganizational,
human, relational)

Innovate faster and develop better products,
understand and support relevant R&D challenges

Internal Stakeholders:
R&D, Management, IT, Legal, Production and Procurement

Mindset:
Adopting an innovative mindset, promoting more openness for collaboration.

Policies

Strategy Implementation

Well-being, sustainability, Household
Optimization, Hyper personalization, Simplicity

Maturity level of the solution:

Regionality of Startups:
International

Communication programs I Scouting programs I Piloting programs
VCL Unit Budget I Business Units Budget I

Scouting procedures: Piloting procedures:

1. Scouting Provider Selection 3. Onboarding & Search Fields 1. Workshops
2. Negotiate Offers 4. Scouting Startups 2. Scenario Projects
5. Prioritize Startups 3. MS Forms

Procedures
Communication

procedures 1: Communication procedures 2:

3. Joint Roadmap

4. Deep Dive &
" 1. Event Content Prep
1. Ambassador Meetings Workshops .
2. Internal Fairs 5. Newsletter 2. Quasterty Meetings & Networking

Figure 3. Company B’s VCLS Canvas
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In the Strategy Formulation section, the company articulates its vision as leveraging external
technologies and startup cooperation to enrich internal innovation. This is supported by a mission
focused on knowledge acquisition, opportunity recognition, and enhancing VCL’s visibility. To
implement this mission, the company defines a set of strategic goals tied to various innovation activities,
such as developing product and process PoCs, scouting startups for emerging R&D teams, and
distributing internal VCL-related materials. Additionally, the company sets goals such as collecting
problem statements, conducting scouting for awareness-building, and contributing to regional innovation
programs. These goals show an effort to establish VCL as both a strategic tool and an operational process
within multiple teams to implement the mission. In the Strategic Levers Layer, the company positions
its startup focus close to the core business, indicating that VCL is not used for exploratory innovation
but rather for addressing well-defined internal needs. It combines both push and pull innovation, with
a clear emphasis on product-oriented outcomes. The target clients for VCL projects are primarily
business units, including R&D, cooking, and laundry teams, which form a narrow but functionally
integrated client base. The value proposition focuses on faster development and better support for R&D-
specific challenges. The company identifies search fields related to key industry and technology trends,
such as sustainability, connectivity, automation, and well-being, suggesting alignment with broader
corporate technology roadmaps. The Policies Layer supports these strategies through a mindset oriented
toward openness and the adoption of new technologies in place of traditional internal processes.
Stakeholders include R&D, management, legal, and procurement units, indicating cross-functional
involvement. The company focuses on startups with a TRL of 4 to 6 and maintains an international scope
for scouting.

In the Strategy Implementation section, the company does not follow a standardized model but instead
organizes its programs under three categories: communication, scouting, and piloting. The budget is split
between a centralized VCL unit and business units’ specific resources, indicating a hybrid funding
approach. The procedures vary by program. Scouting includes steps, such as field analysis, startup
searches, and prioritization. Communication focuses on internal awareness and knowledge sharing
through deep dives, newsletters, and event content. Piloting procedures outline phases from opportunity
definition to adoption. This modular approach reflects Company B’s reliance on internal routines and
suggests that flexibility in implementation is preferred over a standardized process.

Company B used the VCLS Canvas primarily to optimize and structure its existing VCL operations.
Rather than initiating new collaborations, the company leveraged the canvas to streamline internal
processes within its VCL unit. The framework provided clearer criteria for evaluating startup
opportunities, supported more informed strategic decision-making, and improved coordination across
departments involved in the VCL workflow. This operational focus helped ensure that startup
engagements were consistently aligned with broader innovation and business objectives.

5. Discussion

VCL has become an increasing trend in corporate innovation. However, VCL’s strategic approach often
lacks a cohesive structure in both research and practice, leading to challenges in successful
implementation. The paper at hand introduces the VCLS Canvas, a framework that visualizes the key
elements of a VCLS and their interconnections. The canvas serves as a practical tool for designing,
refining, and communicating VCL strategies. Its structured, layered design organizes strategic elements
into clusters, following a logical sequence based on the strategic management model, according to
Wheelen and colleagues (2014). These results align with recent research positioning VCL as tending
towards an exploitative mode of external venturing, underscoring the importance of tight integration with
core business activities and the need for practical frameworks that support rapid piloting and
implementation (Heiduk et al., 2025).

Past studies highlight the necessity of further empirical research on the strategic approach of VCL
(Haarmann et al., 2023; Mais et al., 2023). Various authors (Faria et al., 2018; Gutmann & Lang, 2022;
Haarmann et al., 2023; Kurpjuweit & Wagner, 2020) discuss individual elements relevant to a VCLS.
However, these contributions tend to address components in isolation, without collectively offering a
comprehensive and coherent strategic framework. In contrast, the VCLS Canvas introduced here offers a
visual map that covers the key elements, including ones from past studies, and simplifies them into a
clear, actionable framework. Compared to more generic instruments our approach focuses on the specific
questions and ambiguities the companies face using the VCL model. It does not classify strategic
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configurations of venture client units but rather operationalizes their design and provides internal
strategic governance.

The piloting of the VCLS Canvas revealed several strategic and operational benefits for organizations
applying VCL. The structured, visual format of the canvas facilitates clearer alignment between VCL
activities and broader corporate goals, enhancing strategic focus and decision-making. It fosters cross-
departmental collaboration and improves stakeholder engagement by making the strategy development
process more transparent and accessible. Additionally, the canvas helps streamline internal processes,
clarify roles and responsibilities, and establish consistent evaluation criteria for engaging startups.
Despite these contributions, this study has limitations. The piloting was conducted within a limited
number of companies and industries, which may affect the generalizability of the findings. The
exploratory nature of the workshops suggests a need for further validation through larger, diverse
samples and empirical testing across varied organizational contexts. Moreover, the users involved in this
study were primarily employees within the VCL units rather than top-level executives or senior
management of the respective companies. Although the users provided valuable operational insights and
practical feedback on the canvas, their perspectives may not fully capture the strategic considerations and
decision-making priorities of executive leadership. The evaluation is also limited to the opinion of the
involved practitioners and longitudinal evidence on outcomes is not yet available.

While this study contributes to the growing body of knowledge on VCL, further empirical research is
needed to explore how the canvas can be applied across different industries and geographies. Future
studies could also investigate the impact of VCL on long-term corporate performance and how it evolves
in response to rapidly changing market dynamics. Additionally, it would be valuable to assess the
applicability and usability of the canvas from the perspective of top-level executives, as they are key
decision-makers and potential end users alongside the VCL unit employees. Finally, scholars could work
toward establishing a clear theoretical definition of VCLS, which would support its integration into
strategic innovation management frameworks.

6. Conclusion

This paper presents a structured framework for developing a venture clienting strategy covering strategic
direction and implementation, hence allowing to better align VCL with corporate strategies. By
identifying and organizing the key elements of VCLS, the canvas provides a clear visual representation
that supports strategic alignment, facilitates decision-making, and enhances collaboration with startups.
Through the application of ADR, the study not only contributes to the development of this tool but also
provides insights into the process of designing and implementing VCLS in real-world settings. The use
cases demonstrate the canvas’s utility in streamlining internal processes, improving coordination among
stakeholders, and refining innovation practices. In conclusion, the VCLS Canvas enables companies to
systematically embed VCL into their core operations, supporting their ambitions towards long-term
competitiveness and growth.
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