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to Patricia, Spiro and Dimi 

my anti-grumpidotes. 

 

 

 

 

 

 

 

 

 

 

The future isn't in front of you, but  
behind you. Merciless in pursuit, on  

your heels, preying on every last decision  
you made, awaiting your next move. 
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Second Thoughts 

IŶ ϮϬϭϮ, I puďlished the fiƌst GƌuŵpǇ IŶŶoǀatoƌ ďook 
aďout the uglǇ ƌealitǇ of iŶŶoǀatioŶ iŶ Đoƌpoƌate 
eŶǀiƌoŶŵeŶts aŶd the ƌespoŶses haǀe ďeeŶ heaƌt-
ǁaƌŵiŶg; 

 ͞ThaŶk god I aŵ Ŷot aloŶe, I thought I ǁas the ĐƌazǇ 
oŶe heƌe at the offiĐe.͟ 

 ͞I ƌead a feǁ liŶes eǀeƌǇ tiŵe I͛ŵ iŶ the toilet. I͛ǀe 
fouŶd it a gƌeat iŶspiƌatioŶ aŶd laǆatiǀe.͟ 

 ͞It ŵade ŵe laugh aŶd theŶ ĐƌǇ ǁheŶ I ƌealised I ǁas 
the topiĐ of the joke ŵǇself.͟  

 ͞It ŵade ŵe ĐƌǇ iŶ the toilet at the offiĐe, thaŶk god I 
ǁas aloŶe at the tiŵe.͟ 

Thƌee Ǉeaƌs lateƌ, theƌe is good Ŷeǁs aŶd ďad Ŷeǁs.  

The good Ŷeǁs is that the ďook has put ŵe iŶ touĐh 
ǁith ĐouŶtless Ŷeǁ fƌieŶds, ǁho shaƌe ŵǇ aŵazeŵeŶt 
of hoǁ oƌgaŶisatioŶs deal ǁith iŶŶoǀatioŶ aŶd get iŶ 
tƌouďle ǁheŶ theǇ Ŷeed to do doiŶg thiŶgs diffeƌeŶtlǇ iŶ 
oƌdeƌ to gƌoǁ, oƌ eǀeŶ suƌǀiǀe. Theƌe is aŶ aƌŵǇ of us 
out theƌe, ǁho ǁill patieŶtlǇ sit thƌough loŶg ŵeetiŶgs 
aŶd tedious pƌoĐesses, ǁaitiŶg foƌ the ƌight ŵoŵeŶt to 
do ǁhat ǁe kŶoǁ is ƌeƋuiƌed to aĐtuallǇ get thiŶgs 
doŶe. 

The ďad Ŷeǁs is ǁe͛ƌe still a ŵiŶoƌitǇ aŶd I͛ŵ still 
gƌuŵpǇ. WhiĐh is ǁhǇ Ǉou͛ƌe Ŷoǁ holdiŶg this seĐoŶd 
ďook: I͛ǀe had Ŷo pƌoďleŵ fiŶdiŶg ŵoƌe stuff to ǁƌite 
aďout.  



 

ϲ 

“Đatteƌed aĐƌoss these pages Ǉou ǁill fiŶd fuƌtheƌ 
thoughts oŶ ƌeasoŶs ǁhǇ iŶŶoǀatioŶ is still a paiŶful 
aĐtiǀitǇ foƌ so ŵaŶǇ ďusiŶesses; 

Preŵise: ǁhy I’ŵ still gruŵpy  ϳ 

WhiĐh ŵouths do I put ŵy ŵoŶey iŶ? ϭϯ 

Murky MeĐhaŶiĐs Of IŶŶoǀatioŶ ϰϭ 

Build The Brand & Own The Copy ϲϳ 

Tail Wag Dog 9ϭ 

LuĐk, PatieŶĐe & BeiŶg Right   ϭϮϮ 
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Premise: ǁhy I’ŵ still gruŵpy  

In the first Grumpy Innovator book I explored the 

paradox of innovation1. The conflict between a messy, 

ever-changing outside world which drives the need to 

innovate, versus wanting a predictable, calm 

environment in which it is easier to run a profitable 

business. In corporate ecosystems, this leads to over-

relying on models and abstract views of the world, 

resulting in poor success rates. It was also fun to throw 

rocks at various functions who we all know get in the 

way of things more than anything. 

What I͛d like to eǆploƌe ǁith Ǉou in this second book is a 

Ŷuŵďeƌ of peƌspeĐtiǀes oŶ ͚iŶŶoǀatioŶ͛ itself. What is it, 

how does it strain people & processes and what core 

competencies does a business need to do it well? But 

most of all to throw a couple more rocks and have some 

fun. 

On the next two pages is a diagram showing the Sunny 

Smile of Innovation alongside its dark mirror image, the 

Murky Mechanics of Innovation. We͛ll eǆploƌe hoǁ 
innovation is more than the business textbook definition 

of ͚doiŶg soŵethiŶg Ŷeǁ that ŵakes ŵoŶeǇ͛ oƌ ͚dƌiǀes 
gƌoǁth͛. It comes in different shades and cannot be seen 

without its implications on the organisation delivering it. 

                                                           

1 You ĐaŶ fiŶd the first ďook͛s preŵise oŶ page 146 



 

ϴ 

Sunny Smile Of Innovation 

Innovation is a commercial tool for businesses to 

continuously seek out new revenue opportunities, and 

that͛s the ďƌight happǇ side shoǁŶ heƌe.  

 Incremental: this is your ͚new news͛ process. Small 

tweaks to satisfy new questions from existing 

users/clients and piss off competition. 

 Stretch: find new occasions and formats to draw in 

an audience just beyond your current reach. Great if 

Ǉou͛ƌe staƌtiŶg to lose oŶ pƌiĐe in your current market 

and things are commoditizing. 

 Game Changers: The sexy end of the spectrum, 

where you create a lasting legacy, get your face on 

magazine covers and re-invent the industry. 

im
p

a
ct

 o
n

 m
a

rk
e

t

time passes & market evolves

Incremental innovation, strengthens existing [product]

and steals share from competition in existing market. 

A calendar driven, continuous activity.

Stretch innovation, new [product] that 

generates revenue on fringes of existing 

market against new set of competitors. 

Opportunity driven, selective battles. 

Game Changing 
innovation, new 

[product] for new 

market. Sporadic.
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Murky Mechanics Of Innovation 

When most business books and creative gurus talk about 

͚disƌuptioŶ͛, theǇ ƌefeƌ to ŵessiŶg up Ǉouƌ Đoŵpetitoƌs͛ 
heads and shaking up the market.  

That͛s not it. You are disrupting yourself much more. 

 Incremental: a cross-functional effort you can tightly 

plan and control, within set ecosystems. 

 Stretch: Requires understanding new category 

consumers and business rules, creation of minor new 

capability and your best bet for growing your market 

ǁheŶ Ǉou͛ƌe still ĐalliŶg the shots. 

 Game Changers: Only when your back is against the 

wall, your current [product] is completely 

commoditized or the market is going extinct.  

2nd grumpy innovator 
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time & resource requirements

Incremental, change 

settings in the factory 

& update sales team. 

6-18 Months.

Stretch, find gap with 

new target audience, 

get R&D to develop 

new [product], order 

new lines in factory, 

train sales team and 

build relationships 

with new buyers.

A year or two?

Game Changing, as 

Stretch plus develop 

new technical 

capabilities & IP, 

create new business 

model, build new 

factory, find new 

suppliers, replace 

personnel by new 

team with right skill 

set, create new 

distribution, ditch 

existing portfolio & its 

revenue stream.

OMFG Kill Me.



 

ϭϬ 

So what does this dark and disheartening mirror image 

mean? It shows that not only do you need particular 

functions inside your business to innovate pragmatically 

in a messy world to keep the machines running2, you 

also need an additional set of meta-capabilities to adapt 

Ǉouƌ oƌgaŶisatioŶ as ŵuĐh as the ŵaƌket Ǉou͛ƌe seƌǀiŶg; 

 The ability to share responsibility for innovation 

across functions; in parallel, not sequentially, with 

the lead switching sensibly as the work progresses. 

Similarly, realising that the source of the opportunity 

can come from anywhere too – sales, technology, 

distribution, etcetera – not just consumer focus 

groups and market research. 

 Acute awareness of the required impact your 

innovation needs to make in order to achieve your 

business objective. Create an incremental innovation 

ǁheŶ that͛ll do the joď, ƌeseƌǀe gaŵe ĐhaŶgeƌs foƌ 
when you need (or can afford) one. 

 Savvy use of expensive assets over time, retaining 

function and relevance beyond the initially intended 

launch products and support future revenue as well. 

 Install processes across the business functions that 

drive for value-add to the end result, your product. 

Not solely to optimize operational efficiency. It is the 

simplest way to ensure you keep aiming for relevancy 

and pick up early signals of change right at the 

source: the customers of your products and services. 

 Acknowledgment that when you move up into 

Stretch and Game Changing innovation, you are also 

moving away from daily procedures and into new ball 

                                                           

2 See first Grumpy Innovator book 
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games with unknown rules. That means success will 

depend more than anything on the judgment of the 

people creating the innovation, not on prescribed 

ways of working. Trust them. 

I͛ll shaƌe ŵǇ gƌuŵpǇ thoughts oŶ pitfalls oŶ these fiǀe 
principles, along with ways that might make life just a 

little easier. Might. A little. 

You may Ŷoǁ ďe thiŶkiŶg… ǁait a ŵoŵeŶt, aƌeŶ͛t 
todaǇ͛s celebrated new heroes of innovation in the 

digital arena doing all that Game Changing in the blink of 

an eye and making a fortune on the go? 

Yes – and.  

Putting those new digital heroes in a more realistic and 

perhaps even cynical perspective; 

 The vast majority of the global economy runs on 

businesses who make things, not on digital platforms 

for selling or accessing them. This will remain the 

case in our lifetime, at least as long as humans 

consume physical foods & goods. 

 Most, if not all billion-dollar start-ups prove to be 

pyramid schemes, not making any profitable revenue 

stream, ever. Then they collapse. 

 The digital space is big and sexy, but it͛s also an 

immature Wild West in comparison to say, laundry 

detergents, chewing gum or dry soups. 

Sunny

Smile

Murky

Mechanics



 

ϭϮ 

This book is for people who are in the business of 

making and selling real things, to highly competitive 

mass markets around the globe. People building brands 

by carefully crafting relevant improvements to win their 

ĐoŶsuŵeƌs͛ heaƌts. For them, the Murky Mechanics Of 

Innovation are a reality that tires them by day and keeps 

them awake at night. 

I salute you. 

Costas Papaikonomou 

June 2015  
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Which mouths do I put my money in? 

 

 

 

 

 

 

 

 

 

 

 

 

 

THE FINANCE TEAM IS PRETTY SURE 
THIS IS WHAT OUR CONSUMERS WANT. 



 

ϭϰ 

 

 Which mouths do I put my money in? 

Somewhere, early autumn: a cross-functional discussion 

in a corporate meeting room. 

 

CEO: Knocks on table with toy hammer. 

͟MǇ deaƌest Innovation Committee, that was a 

good staƌt. Noǁ let͛s ŵoǀe oŶ to ageŶda iteŵ 2. By 

the ǁaǇ, ǁho͛s takiŶg Ŷotes todaǇ? Anyway – ahem 

– agenda item 2 is to allocate our innovation 

budgets for the next 5 years. 

I have 10 million cash-thingies reserved. What do 

Ǉou thiŶk?͟ 

R&D: ͞Well, that depeŶds. It͛s ₡ϯŵ ŵoƌe thaŶ ǁe had last 
year before you came on board. Which is great, as 

ǁe oǀeƌspeŶt ₡Ϯŵ this Ǉeaƌ oŶ ĐatĐhiŶg up ǁith 
[competitor]. But it was worth it as we are now 

ready to file patents of our own aŶd ǁoŶ͛t Ŷeed to 
ǁoƌk ǁith [supplieƌ] aŶǇŵoƌe.͟ 

Finance: ͞Did Ǉou ďudget foƌ filiŶg pateŶts? That͛s 
eǆpeŶsiǀe.͟ 

R&D: Ruffles papers. 

͞Well, that depeŶds. We did foƌ U“ & Euƌope, ďut 
“ales ǁaŶts to ship [pƌoduĐt] to Asia.͟ 

Finance: ͞“o that͛s a No.͟  
Scribbles in notepad, with stern face. 

Marketing: ͞“oƌƌǇ I͛ŵ late. What aƌe ǁe disĐussiŶg todaǇ?͟ 

CEO: ͞IŶŶoǀatioŶ ďudgets foƌ the Ŷeǆt ϱ Ǉeaƌs. AŶd late 
arrivals get note-taking duty. We just started and 

R&D is asking for ₡Ϯŵ to plug last Ǉeaƌ͛s gap.͟ 

ϭϰ 
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Marketing: ͞We Ŷeed to ĐhaŶge that Ŷotes ƌule, it͛s uŶfaiƌ to 
busy people. But good to heaƌ ǁe͛ƌe talkiŶg 
innovation. I need a game changer next year. After 

that I doŶ͛t kŶoǁ Ǉet. Hoǁ ŵuĐh does a gaŵe 
ĐhaŶgeƌ Đost?͟ 

R&D: ͞Well, that depeŶds. Do Ǉou haǀe a speĐ?͟ 

Marketing: ͞No, I͛ŵ ǁaitiŶg foƌ the U&A to Đoŵe iŶ.͟ 

Market 

Research: 
͞PƌeliŵiŶaƌǇ U&A fiŶdiŶgs aƌe due iŶ ϯ ŵoŶths.͟ 

Marketing: ͞HeǇ, I hadŶ͛t seeŶ Ǉou ǁeƌe heƌe. Hi. But ǁait, Ǉou 
said ϯ ŵoŶths at last ŵoŶth͛s ŵeetiŶg too.͟ 

Market 

Research: 
͞Yes, aŶd theŶ Ǉou all-of-a-sudden urgently wanted 

to include Asia, while fieldwork in Europe and North 

America had already started. And doŶ͛t look at ŵe 

like that.͟ 

Rolls eyes. 

Marketing: ͞Ya Ya. TouĐhé. AŶǇǁaǇ, ǁithout a spec, how much 

does a game changer cost? Ball-paƌk ǁill do.͟ 

R&D: ͞Well, that depeŶds. Last Ǉeaƌ͛s [gaŵe ĐhaŶgeƌ] 
ǁas oŶlǇ ₡ϱŵ ďut it did take ϰ Ǉeaƌs to deǀelop. Do 
you want to know what we can do in 1 year or do 

Ǉou ǁaŶt a gaŵe ĐhaŶgeƌ?͟ 

Marketing: ͞I͛ŵ Ŷot suƌe I uŶdeƌstaŶd ďut eitheƌ ǁaǇ, I ĐaŶ͛t 
spec without the U&A and I do need something 

Ŷeǆt Ǉeaƌ.͟ 

Manufacturing: Raises finger. 

͞“oƌƌǇ, ĐaŶ I saǇ soŵethiŶg?͟ 

Marketing: ͞MaǇďe Ǉou ĐaŶ ǁoƌk fƌoŵ the segŵeŶtatioŶ? The 
infographics are really inspiƌiŶg aŶd it͛s pƌettǇ 
aĐĐuƌate eǆĐept foƌ FƌaŶĐe.͟ 

 ϭ
ϱ

ϭϱ 
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