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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 

I  , I pu lished the fi st G u p  I o ato  ook 
a out the ugl  ealit  of i o atio  i  o po ate 
e i o e ts a d the espo ses ha e ee  hea t-

a i g; 

 Tha k god I a  ot alo e, I thought I as the az  
o e he e at the offi e.  

 I ead a fe  li es e e  ti e I  i  the toilet. I e 
fou d it a g eat i spi atio  a d la ati e.  

 It ade e laugh a d the   he  I ealised I as 
the topi  of the joke self.  

 It ade e  i  the toilet at the offi e, tha k god I 
as alo e at the ti e.  

Th ee ea s late , the e is good e s a d ad e s.  

The good e s is that the ook has put e i  tou h 
ith ou tless e  f ie ds, ho sha e  a aze e t 

of ho  o ga isatio s deal ith i o atio  a d get i  
t ou le he  the  eed to do doi g thi gs diffe e tl  i  
o de  to g o , o  e e  su i e. The e is a  a  of us 
out the e, ho ill patie tl  sit th ough lo g eeti gs 
a d tedious p o esses, aiti g fo  the ight o e t to 
do hat e k o  is e ui ed to a tuall  get thi gs 
do e. 

The ad e s is e e still a i o it  a d I  still 
g u p . Whi h is h  ou e o  holdi g this se o d 

ook: I e had o p o le  fi di g o e stuff to ite 
a out.  



 

 

“ atte ed a oss these pages ou ill fi d fu the  
thoughts o  easo s h  i o atio  is still a pai ful 
a ti it  fo  so a  usi esses; 

Pre ise: hy I’  still gru py   

Whi h ouths do I put y o ey i ?  

Murky Me ha i s Of I o atio   

Build The Brand & Own The Copy  

Tail Wag Dog 9  

Lu k, Patie e & Bei g Right    
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Premise: hy I’  still gru py  

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 I d like to e plo e ith ou in this second book is a 

u e  of pe spe ti es o  i o atio  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. We ll e plo e ho  
innovation is more than the business textbook definition 

of doi g so ethi g e  that akes o e  o  d i es 
g o th . It comes in different shades and cannot be seen 

without its implications on the organisation delivering it. 

                                                           

1 You a  fi d the first ook s pre ise o  page 146 



 

 

Sunny Smile Of Innovation 

Innovation is a commercial tool for businesses to 

continuously seek out new revenue opportunities, and 

that s the ight happ  side sho  he e.  

 Incremental: this is your new news  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 

ou e sta ti g to lose o  p i e 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 

dis uptio , the  efe  to essi g up ou  o petito s  
heads and shaking up the market.  

That s 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 

he  ou e still alli g 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.



 

 

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 

ou  o ga isatio  as u h as the a ket ou e se i g; 

 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 

he  that ll do the jo , ese e ga e ha ge s fo  
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. 

I ll sha e  g u p  thoughts o  pitfalls o  these fi e 
principles, along with ways that might make life just a 

little easier. Might. A little. 

You may o  e thi ki g… ait a o e t, a e t 
toda s 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 it s also an 

immature Wild West in comparison to say, laundry 

detergents, chewing gum or dry soups. 

Sunny

Smile

Murky

Mechanics



 

 

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 

o su e s  hea ts. 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  



2nd grumpy innovator 

   13 

Which mouths do I put my money in? 

 

 

 

 

 

 

 

 

 

 

 

 

 

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



 

 

 

 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. 

M  dea est Innovation Committee, that was a 

good sta t. No  let s o e o  to age da ite  2. By 

the a , ho s taki g otes toda ? 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 

ou thi k?  

R&D: Well, that depe ds. It s ₡  o e tha  e had last 
year before you came on board. Which is great, as 

e o e spe t ₡  this ea  o  at hi g up ith 
[competitor]. But it was worth it as we are now 

ready to file patents of our own a d o t eed to 
o k ith [supplie ] a o e.  

Finance: Did ou udget fo  fili g pate ts? That s 
e pe si e.  

R&D: Ruffles papers. 

Well, that depe ds. We did fo  U“ & Eu ope, ut 
“ales a ts to ship [p odu t] to Asia.  

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

Marketing: “o  I  late. What a e e dis ussi g toda ?  

CEO: I o atio  udgets fo  the e t  ea s. A d late 
arrivals get note-taking duty. We just started and 

R&D is asking for ₡  to plug last ea s gap.  
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Marketing: We eed to ha ge that otes ule, it s u fai  to 
busy people. But good to hea  e e talki g 
innovation. I need a game changer next year. After 

that I do t k o  et. Ho  u h does a ga e 
ha ge  ost?  

R&D: Well, that depe ds. Do ou ha e a spe ?  

Marketing: No, I  aiti g fo  the U&A to o e i .  

Market 

Research: 
P eli i a  U&A fi di gs a e due i   o ths.  

Marketing: He , I had t see  ou e e he e. Hi. But ait, ou 
said  o ths at last o th s eeti g too.  

Market 

Research: 
Yes, a d the  ou all-of-a-sudden urgently wanted 

to include Asia, while fieldwork in Europe and North 

America had already started. And do t look at e 

like that.  

Rolls eyes. 

Marketing: Ya Ya. Tou hé. A a , ithout a spec, how much 

does a game changer cost? Ball-pa k ill do.  

R&D: Well, that depe ds. Last ea s [ga e ha ge ] 
as o l  ₡  ut it did take  ea s to de elop. Do 

you want to know what we can do in 1 year or do 

ou a t a ga e ha ge ?  

Marketing: I  ot su e I u de sta d ut eithe  a , I a t 
spec without the U&A and I do need something 

e t ea .  

Manufacturing: Raises finger. 

“o , a  I sa  so ethi g?  

Marketing: Ma e ou a  o k f o  the seg e tatio ? The 
infographics are really inspi i g a d it s p ett  
a u ate e ept fo  F a e.  
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