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The claim worth being skeptical of

Every innovation-software vendor now advertises an AI feature that will "generate

breakthrough ideas." It is worth being precise about why that specific claim does not

hold up well in practice: large language models are excellent at recombining and

rephrasing patterns already present in their training data, which makes them good at

producing plausible-sounding variations on existing ideas, and not particularly good

at the kind of genuine novelty that a stage-gate program is meant to surface.

Teams that lean on AI for the actual idea generation step tend to notice this after a

few months: the submission volume goes up, but the ideas start to look similar to

each other, and reviewers report a rise in submissions that are technically well-

written but conceptually thin. The tool did what it was asked -- it generated plausible

text -- but plausible text was never the bottleneck.
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Where it actually earns its place: deduplication

The least glamorous AI use case in an innovation pipeline is also the most reliably

useful one: identifying that idea number 214 and idea number 187 are describing the

same underlying concept in different words, submitted by two people in different

departments who have never met. A human reviewer scanning a spreadsheet of four

hundred short descriptions will miss most of these; a semantic similarity model, run

once a week over new submissions, catches the overwhelming majority of them.

The value here is not just tidiness. Duplicate ideas that go unnoticed split reviewer

attention, produce two independent and sometimes contradictory decisions on the

same underlying concept, and frustrate the two submitters when they eventually

discover each other. Merging duplicates early, flagged by a model and confirmed by a

human, is a small operational fix with an outsized effect on how fair the process feels.
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Surfacing weak signals a keyword search would miss

The second genuinely useful application is pattern detection across a large

submission history that no single reviewer has fully read. A model can flag that

submissions mentioning a specific emerging material, or a specific customer

complaint pattern, have quietly tripled over the last two quarters even though no

single submission used the same terminology twice -- because the model is matching

on meaning, not on exact keywords.

This is the closest AI comes to "finding" an idea, and it is worth being honest about

what it is actually doing: it is not generating anything new, it is making visible a

signal that was already present, scattered, in submissions that already existed. The

generative step -- deciding this signal is worth acting on, and shaping it into a

concrete initiative -- still belongs entirely to a person.
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Drafting, never deciding

The third solid use case is administrative: drafting a first-pass summary of a long

evaluation thread, or a first-pass version of a rejection rationale, which a human

reviewer then edits and signs. This saves real time on the unglamorous writing work

that eats into a reviewer's week, without moving the actual judgment call anywhere it

should not be.

The rule worth holding firm across all three use cases is the same one: AI output in

this pipeline is always a draft, a flag, or a cluster suggestion -- never a decision, and

never published to a submitter without a named human having read and approved it

first. That is not a compliance formality. It is the difference between a tool that makes

reviewers faster and a black box that quietly becomes the reviewer, which is a much

harder thing to explain to the person whose idea it just rejected.
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