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WHY WE DEMYSTIFY INNOVATION

Innova�on is a hot topic. Most managers in organiza�ons agree it is an
important topic. But a process, structure, or culture for innova�on s�ll
seems to be lacking in many organiza�ons. There s�ll is a lot to be
learned and unlearned about innova�on. In this whitepaper we a�empt
to address the importance of innova�on in corporate organiza�ons, and
we aim to demys�fy some of the major concepts of innova�on by
bus�ng a number of persistent myths.

Nowadays, innova�on seems to be an a�ribute that is associated with
startups, which is in fact a myth on its own. In contrast to popular belief
most startups are not innova�ve at all. In reality most startups start with
a specific solu�on and business model, s�ck to that, and fail. But as a
consequence corporate organiza�ons, or at least some people working
in them, feel they need to be more like startups, which is reinforced by
many consultants in the Lean Startup and/or Design Thinking
movements who state their job is to learn enterprises to become or
behave like startups. Wakeup call: an enterprise organiza�on is not a
startup and never will be. Nor should it try to. Their context and
challenges when it comes to innova�on are completely different from
those of startups. A startup is looking for a posi�on in the market to
move in to and in the process it will perhaps reinvent itself two or three
�mes max before it ceases to be a startup or dies. An enterprise in
contrast needs to con�nuously reinvent itself and nurture a por�olio of
innova�ons in order to stay relevant, or slowly die. A startup is nimble
because it is not designed to defend a sustainable compe��ve
advantage (yet), but has limited resources to innovate. An enterprise
usually has a lot more resources to innovate but is plagued by an
organiza�onal structure that is designed to defend the current business
model based on a supposed compe��ve advantage which severely
hinders breakthrough innova�on of replacement business models.

So why a list of myths on innova�on? As we feel there are some
structural flaws in the way corporate organiza�ons deal with innova�on
we thought it was a good angle to focus first on what does not work and
what is not true in contrast to popular belief. Some of these myths are
pre�y persistent and it’s dangerously easy to embark on an innova�on
journey that leads to nowhere land.

Startups

Myths
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Innova�on is an important topic
indeed. But it is not as top of mind for
corporate directors and execu�ves as
you might think. A recent study
published in Harvard Business Review
reveals that “fewer than one-third
(30%) of respondents to our survey see
innova�on as one of the top three
challenges their company faces in
achieving its strategic objec�ves”¹.
Both global and domes�c compe��ve
threats each ranked slightly higher, so
if you combine these a lot more
a�en�on goes to the compe��on as
opposed to finding future promising
business models, a direct proof for the
focus on defending compe��ve
advantages.

When asked to rate their ability to
successfully pursue innova�on
compared to other ac�vi�es only 42%
of the respondents stated their
innova�on process were above average or excellent. In contrast, 70%
said the same about ‘staying current on the company’ and 67% about
‘board composi�on’. So not only is innova�on not top of mind for most
board members, their processes to support innova�on fall behind most
other ac�vi�es of the board.

Board members
on innova�on

Only 42% of the board
members feel they have
the right process for
innova�on in place

If you google on something like ‘innova�on myths’ you will find several
lists. Yet all of them didn’t feel completely on the mark. So I decided to
have a go at this and a�empted to create our own list of innova�on
myths.
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MYTH 1: WE ONLY NEED TO INNOVATE ONCE IN A WHILE

So why is innova�on so important for corporate organiza�ons? An
important reason is the high pace of change and uncertainty that
plagues the corporate world. It is not easy to stay relevant nowadays.
But unfortunately organiza�ons are s�ll designed to defend a sustainable
compe��ve advantage. This focus goes at the expense of focusing on
innova�on as we have seen in the above study. One reason why this gets
in the way of innova�on is the fact that it is the current business model
that s�ll generates most of the earnings of the company. Coupled with
the way most organiza�ons are structured this gives the people
responsible for the current business model a lot of power. And they will
want to spend money on defending the current earnings and not bet on
future risky ideas.

That makes it hard to create a culture and strategy based on innova�on.
Many organiza�ons will defend their business model un�l the last drop
of cash is squeezed out of it, and only then pivot to something new. For
some organiza�ons that will be too late, but in any case it has drama�c
consequences like selling off parts of the organiza�on, massive layoffs,
severe cu�ng of costs, and trauma�c reorganiza�ons. But the general
idea is: let’s
get the most
out of our
business
model and
only switch
when the
current model
is no longer
viable. It leads to a leapfrog kind of innova�on: we only do it once in a
while, and it entails big jumps.

Sustainable
competitive
advantage

Leapfrog
innovation

Lowered barriers
of entry

The problem with sustainable competitive advantages however
is… they don’t exist anymore.

Defending a supposed competitive advantage and focusing on keeping
competition out of the door gives a false sense of safety. Since barriers of
entry have lowered so dramatically anybody can access a market,
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everybody has equal access to information, and capital. Anyone can start
a company with fewer investments needed than ever and be a global
player. While you are focusing on your belief of what the market is and
your unique position in it, threats might come from unexpected places.
Innovation has disrupted markets, supply chains, and customer
relationships. Competition is not a like for like replacement of one
former dominant party by the other. If you were defending your position
in linear television for example, chances are you didn’t even see
streaming as a threat until it was right in your face, because that did not
fit in your (defendable) perception of the market. Uber disrupted the taxi
business not by being a better, smarter, or wealthier taxi company, but
by disrupting the entire model. Same for Airbnb. Your competition as a
hotel chain proved not to be other hotels (like for like competition)
which are relatively easy to keep an eye on, but it came from innovation
of the hospitality business model itself. By an outsider.

Relying on your belief of the market and your position in it is narrow-
minded by definition. You run the risk of trusting a very incomplete view
of the world, and being surpassed before you have a chance to launch an
effective response.

In this volatile world we need continuous innovation. Corporates need to
be able to continuously reinvent themselves. Focusing on efficiency of
your current business model to prolong it’s life is a dangerous bet. As
most new ideas will eventually fail and there is no way to know this
upfront, you will need to test many ideas in order to find the next big
idea in time. And when you do, you should not try to defend that model
forever again, but instead timely withdraw in favor of more promising
new models.

Leapfrog innovation needs to be replaced by continuous
innovation

Leapfrog
innovation needs
to be replaced by

continuous
innovation
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MYTH 2: INNOVATION IS ABOUT TECHNOLOGY

Our second myth is that innova�on is all about technology, or that
innova�on is in the same realm as digital transforma�on.

A widely spread misunderstanding is that innova�on is about
technological breakthroughs, like pharmaceu�cal inven�ons, so�ware
technologies like block chain and big data, ar�ficial intelligence, and
robo�cs. While technology is an important enabler for innova�on it is
not the same. Innova�on is much more about business models.

We could also express this as the difference between inven�on and
innova�on. While
inven�on is the process
of crea�ng something
new, innova�on is the
process of turning a
crea�ve idea into
reality.² Innova�on is a
change that adds value
and fulfills the needs of
customers. Innova�on is
like finding a market for
an inven�on. Which
happens to be the hardest part.

Business model innova�ons are far more profitable compared to
technological innova�ve products on their own. Business model
innova�on is about finding new ways to deliver value to customers and
capture mone�zable value in the process. Again, technology is an
enabler to find new ideas to bring value to the customers, as is changing
customer habits, and lower barriers of entry. Most new ideas however
are based on exis�ng ideas, but ‘rewired’ in another way. Business
model innova�on is based on a deep understanding of what customers
really want to achieve, as we will discuss in more depth later.

Invention ≠
innovation

Business Model
Innovation



Let’s say you are selling drilling machines. Instead of focusing on
developing better drilling machines you could focus on what customers
really want. So you could argue that customers do not want to buy a
drilling machine in the first place, they want a hole in their wall to screw
a hook in to hang up that new painting they bought, or a construction
company needs holes as part of the housing construction process. Hilti, a
manufacturer of power tools for the construction business, innovated
their business model by switching from simply selling tools to fleet
management of tools: availability of the right machine, at the right time,
at the right place.

Taking this one step further one can argue consumers don’t want holes
in their walls either. They want to hang up that painting, preferably
without a hole in the wall. 3M sells mounting tape that takes away the
need to drill a hole altogether. Do you get the picture? Hilti’s innovation
was not a technological one, but a business model innovation. Sure, 3M’s
mounting tape was a technological improvement, but it is the business
model behind it that creates the real value.
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Focus on what
customers really

want

Digital transformation is all the rage nowadays. The common mistake
people make is they confuse causes with solutions. Digital is the main
enabler for the lowering of barriers of entry and as such digital is a main
cause for much of today’s complexity, fast pace of change, and
uncertainty. But that does not mean it is the solution for it as well!

Digital is a main cause for today’s complexity, fast paced change,
and uncertainty. It is not the solution!

While technology and digital remain important enablers and aids,
dealing with complexity is not just a ma�er of digi�zing your company. It
is s�ll mainly a ma�er of people: the way we organize collabora�on of
people; the way we structure the work and placement of people, the
way we distribute authority among people, the way we bank on real
employee engagement, the way we align people around a common
purpose, and for the sake of innova�on most importantly the way we
create an environment for crea�vity. The diverging part of innova�on is a
crea�ve process in which human beings are and will forever be be�er
than machines. In fact, as we will discuss later, crea�vity as a human
process is in a rather poor state in most organiza�ons, and s�ll we

Digital
Transformation
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surpass machines in it. So a big enabler of innova�on is the ability to
unleash or retrain the inherent crea�vity human beings have when they
are a child. Or as Dave Snowden puts is:

Carbon over Silicon
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MYTH 3: INNOVATION NEEDS TO BE ABOUT SOMETHING
ENTIRELY NEW

Like we said above, most innova�on comes from exis�ng ideas. It is a
popular myth that innova�on always needs to be completely new.
Completely new ideas can be powerful innova�ons, but they are also
risky. There are many product innova�ons that proved to be ahead of
their �me, there just wasn’t a market for it at the �me.

Corporate organiza�ons need to innovate con�nuously. This means they
need to hold a por�olio of innova�ons which is a balancing act of
managing risk. Too many high risk ideas might not be a good idea. But
too many small incremental improvements might prove not to be
enough to stay ahead of the game. For this we developed the Strategic
Posi�oning Canvas which is based on Rita McGrath’s Opportunity
Por�olio³.

Innovation
Portfolio

The canvas has two axes: familiarity with markets, and familiarity with
technology, where technology needs to be regarded in a broad way.
Innova�on in areas where the company has strong experience in the
technology involved, as well as high market knowledge are called Core
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Core
improvements

Exaptation

Stepping Stones

Improvements. These are the least risky bets. This is the field of
incremental improvement which is very important for the con�nua�on
and incremental innova�on of current business models. But is isn’t likely
to yield any disrup�ve innova�on.

Innova�on based on something we already know is called exapta�on.
This can be market or technology based exapta�on. These are the most
common waters to explore significant breakthrough innova�on.
Some�mes we find new disrup�ve ways to serve a customer segment
we already know well. Some�mes we find out that customers use
solu�ons for en�rely different purposes then intended, or the
organiza�on itself comes up with new purposes for exis�ng solu�ons.
F.e. Gutenberg used the concept of the wine press for his world famous
prin�ng press.

The last type in the canvas involves ideas that are totally new for the
organiza�on, both in market as well as in technology. These are the type
of innova�on people o�en think of when they talk about innova�on.
They are the most risky ones, and although you certainly would like to
have some of those ideas in your por�olio, you need a balanced
por�olio to manage risk.

The strategic posi�oning canvas is a handy tool to assess your current
business models and strategic ideas, to define lacking areas, and to
judge which ideas are worth pursuing. A�er all, if you need to capture
many ideas to find that next big business model, you need ways to select
and priori�ze. Resources are limited.



Innovation as a strategy is not the job of senior management. It
should involve everyone. It is management’s responsibility to
create an environment where everybody can contribute.
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MYTH 4: INNOVATION IS ORGANIZED TOP-DOWN. OR WAS IT
BOTTOM-UP??

Another myth on innova�on is where innova�on comes from. Some say
it is a deliberate top-down process. Others, especially in the agile
community, feel everything has to go bo�om-up. You just need
empowered dedicated teams that will drive innova�on.

In reality it is both. Innova�on is strategic. In fact con�nuous innova�on
is a method of defining and execu�ng strategy. As such it is top down.
But the con�nuous innova�on type of strategy should involve everyone.
It is not the responsibility of senior management only. It is the
responsibility of senior management to create an environment where
everybody can contribute to new ideas, knows constraints imposed by
purpose, values, strategic posi�oning, etc. An environment with extreme
transparency, and of con�nuous learning to be able to adapt to new
demands imposed by a fast changing world.
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MYTH 5: CORPORATE INNOVATION CAN BEST BE DONE
SEPARATELY FROM THE CORE ORGANIZATION

Many
organiza�ons
nowadays have
an innova�on
lab, or an
internal
accelerator
program. Or
they have new
ini�a�ves being
launched by
small agile startup-like teams located outside of the main organiza�on.
Or the organiza�on acquires promising start-ups. These ini�a�ves are
not wrong per se. It is organized innova�on and that is a good thing.
What they have in common however is the idea that it is be�er to
organize innova�on separate from the rest of the organiza�on. O�en
even in separate loca�ons.

The idea is to speed things up: Teams get a lot of freedom to organize
things the way they see fit, not burdened by the usual red tape of the
main organiza�on. They o�en don’t have to s�ck to rules concerning
central purchasing, required systems to use, or office space.

Another perceived advantage is it separates the finance of innova�on
from the core business making innova�on ini�a�ves less vulnerable.

For this to work you also need the right kind of people who embrace
uncertainty and change. Who are crea�ve. And you need the right kind
of leadership.

But however well intended this might be, it does create one big
problem: the main organiza�on does not change. It does not get more
innova�ve. Even worse, jealousy and an ‘us against them mentality’
might arise. “Those startup teams, that’s the place to be. They do the fun
work. They don’t have to follow the rules like we do”.

If a new ini�a�ve reaches a phase of scaling, you will at some point need
to absorb it back into the main organiza�on. What happens when you

Startup teams

No fundamental
change
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try that? There is a culture, language, leadership style, and execu�on
style gap between the nimble startup teams and the corporate structure.
Worse, the main organiza�on, which hasn’t learned anything on
innova�on, will start to defend the perceived compe��ve advantage
again, and focus on efficiency. Eventually this will lead to the next crisis
when we find out this business model is no longer maintainable, and we
can only hope that in the mean�me another of these external startup
ini�a�ves has blossomed. And we start all over.

Acquiring startups seems a�rac�ve but there are so many examples
where the founders and other talented employees walk away a�er a
while because they just cannot get used to the corporate way of
working.

Some say you don’t have to absorb the new business into the main
organiza�on. The new business slowly becomes the new main
organiza�on, un�l the old one dies off. But this leads to a hive-off of a
reverted kind. I personally would not like to be a member of the dying
old organiza�on and you can imagine how others start to feel when they
become aware of this. Next to the fact that there is EU legisla�on to be
aware of, I have an ethical issue with this construct as well. Besides legal,
ethical, and prac�cal problems, it s�ll means innova�on will never be a
built-in capability of the organiza�on. You will have to keep the flame
alive forever.
Because the new
main organiza�on
will reach a �pping
point at which it
starts to look
suspiciously alike
the old main
organiza�on.
Efficiency and
scaling will slowly
take over again, a hierarchical structure is needed when the business
grows, managers start claiming and securing their posi�ons once again.
In the end, nothing has changed.

While externalizing innova�on might sound like a good idea, in the long
run it probably isn’t. It is a good way to start learning about innova�on,
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but the painful truth is there is no easy shortcut to staying relevant as a
corporate organiza�on. Innova�on, con�nuous innova�on that is, needs
to become strategy. This means strategy will become an emergent
process rather than a linear and deliberate one. Separa�on between
defining and execu�on of strategy will fade as we are con�nuously
learning by valida�ng and execu�ng new ideas. Con�nuous innova�on
thus becomes the strategy concerning the en�re organiza�on. New
opportuni�es are not discovered in a lab but as the result of a strategic
process that involves everyone.

The organiza�on by itself needs to change as well. The hierarchal silo
organiza�on defending a sustainable compe��ve advantage will have to
be slayed at some point to make room for a more fluid organiza�onal
structure of transient advantage. Small nimble units adopt promising
new business models coming out of the strategic process, scaling them
un�l a point where a healthy withdrawal in favor of newer more
promising opportuni�es makes sense. There is no old and new place, no
good place to be and old smelly place to not be. Consciously and
painlessly ending business units becomes just as normal as giving birth
to them.

Innovation as a
strategy

Organizational
structure
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MYTH 6: INNOVATION IS ALL ABOUT FINDING PROMISING
NEW SOLUTIONS

It is a very human bias to think in terms of solu�ons. Almost everyone
has it. But if you start with solu�ons how do you really know which
problem you are solving? And for who? Do you understand your
customer’s problem correctly or do you stubbornly move forward with
that idea of which you are convinced it is a brilliant one?

It is easy to fall in love with solu�ons. Instead we should fall in love with
problems worth solving⁴. You might think you know the problem behind
your solu�on but when asked people o�en find themselves making up a
problem to ra�onalize their great idea.

Before you validate if there is a market for your solu�on, you should take
a step back and validate if your solu�on solves a problem worth solving.
And to do that you don’t start with your solu�on at all, you start with
customer problems. Our con�nuous innova�on approach provides
powerful tools for this, based on the works of Ash Maurya, creator of the
Lean Canvas. Discussing them in great detail is beyond the scope of this
whitepaper but it all comes down to understanding what it is your
customer is trying to achieve, what it is that is holding him back from
selec�ng be�er ways to achieve goals, and what is pushing him towards
wan�ng to change things. Only then can you start assessing if your
solu�on idea fits the customer’s problem landscape or if you need to
tweak or even radically change your ideas on solu�ons.
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Don’t limit the
start of the idea

funnel

The term MVP is very popular in Agile so�ware development and Lean
Startup. It stands for Minimum Viable Product. The idea is that we start
with crea�ng a first minimalis�c version of our product, that has just
enough features to validate some of our most risky assump�ons. Based
on customer feedback we then incrementally improve the product.

This is a huge step forward compared to just building your en�re solu�on
once it is approved. The feedback cycle is drama�cally reduced. But s�ll
there is an issue with star�ng with an MVP because an MVP is also a
solu�on. So your are s�ll only tes�ng the assump�ons behind your
solu�on and s�ll run the risk that your solu�on does not fit a real
customer problem.

So, don’t rush into building an MVP either. Start with the problem. You
don’t have to build anything in order to validate Problem-Solu�on fit.

There is another prac�cal problem with the use of MVPs as I o�en
encounter them. They o�en turn out to look more like Maximum Viable
Products. Maximizing the amount of work not done is hard.

Do not start
with a MVP

A�er reading this you might be tempted to start your innova�on process
with problems and force people that want to contribute to come up with
problem statements first in stead of solu�on ideas. The problem is that
people are naturally wired to come up with solu�ons. If someone
approaches you with an idea ten to one it is formulated as a solu�on.
The risk of forcing people in an unnatural format is they just stop coming
up with ideas. We’d rather not limit the flow of ideas at the start of the
funnel because we need many ideas, crea�ve ideas, crazy ideas. But we
will deliberately build in a step to turn back to the underlying customer
problems before we even start thinking of building a solu�on.
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MYTH 7: WE BEST ASK OUR CUSTOMERS TO FIND GOOD IDEAS
FOR INNOVATION

The opposite of pursuing your own ideas about what a good solu�on is,
is to ask customers for solu�ons and features. So now we have
established that it is important to start with problems instead of
solu�ons, the ques�on arises if it is a good idea to ask customers for
solu�ons to (their) problems. This seems to make sense, especially in the
light of focusing on what customers want.

S�ll I would argue it is your job to come up with solu�ons, not your
customers. Asking customer can be problema�c in a few ways. First,
customers o�en are not very aware of what they want or need un�l it is
presented to them. Trying to understand the problems they face or jobs
they perform is one thing, asking them to envision a viable solu�on is
another. As Ash Maurya puts it: Most customers are great at ar�cula�ng
problems but not at visualizing solu�ons⁵. It’s o�en easier to collaborate
with a customer to test if something works as intended, than to ask him
what he would like to see in the first place.

Besides, customers can fall into the same trap of falling in love with
solu�ons. Customers are just as human as your are. They have the same
biases.

This does not mean we are against involving real customers. To the
contrary. Talking to customers to understand their problems is very
valuable. Talking to customers to validate your solu�on is also very
valuable. But you need to be the one coming up with the solu�on. And
like stated before, both Problem and Solu�on interviews with customers
do not require an MVP yet. In the case of Solu�on interviews you do
need a demo that visualizes your solu�on to be able to gather useful
feedback. But that does not have to an MVP of the real product yet.

Customers also
think in solutions

Customers are
noty good in
visualizing
solutions
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MYTH 8: ONLY GOOD IDEAS COUNT

As we are so focused on efficiency in corporate organiza�ons we tend to
think ‘if we must innovate then it be�er be efficient. So come up with
good ideas please!’. It doesn’t work this way however. You cannot come
up with good ideas in the first place. You can only come up with ideas.
Period. Whether they are any good or not can only be established by a
deliberate careful intensive process of valida�on.

Valida�on is not a crea�ve process per se, it is a disciplined process.
Idea�on however is a crea�ve process, so you best separate the two.
Idea�on should be a process of diverging: to come up with many
op�ons, even ones that sound crazy at first. We only start converging
when we start valida�ng ideas: there we start looking at reality, at
feasibility f.e.. As diverging and converging are two completely different
processes , therefore you need to separate them. If you don’t people will
start killing ideas too early. It is in our corporate nature to do this: “That
wouldn’t work here!”. “We tried something like that a couple of years
ago already. Next!”. “We don’t have the resources for that.” “That’s not
us! We’re in the …. Business!” Don’t kill crea�vity by early converging.

Fact is that most of your ideas will turn out to be duds when you start
valida�on. So to find that next big idea you will need to test many ideas,
which is another reason you should not just aim for good ideas.

However, resources are limited, so is it wise to let just any idea pass? Not
necessarily. You can provide some constraints. The most important one
would be your organiza�on’s purpose. It should func�on as a guide to
what we are aiming at. A well-defined purpose restricts new ideas but at
the same �me enables disrup�ve new ideas. Another helpful tool is the
strategic posi�oning canvas we discussed earlier.

Ideas go through a funnel. As ideas flow through the funnel, fewer ideas
survive with each step. Most will be binned before we really start to
invest serious money in them.

Avoid early
converging

You need many
ideas

Yet, you also
need constraints
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The above diagram depicts the idea funnel that is part of our Con�nuous
Innova�on approach which is based on Ash Maurya’s LeanStack. As you
can see there are many steps in the funnel where an idea might get
rejected.

At a certain point in the funnel, let’s say at Product/Market fit, an
organiza�onal unit of some form arises to nurture the new business
model. Things start to get serious. As any organiza�on can only afford to
support that many ini�a�ves it might be good to visualize the funnel as a
Kanban flow using WIP limits to match the flow of new ideas to the
capacity of the organiza�on to launch them.
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MYTH 9: META MYTH ABOUT CREATIVITY

While some think that innova�on is all about crea�vity, others feel that
innova�on is merely a process of perseverance and following a process.
Both are right and wrong. We could in fact define another list of myths
about crea�vity. But for the sake of this whitepaper we shall try to clarify
some of the most important aspects of crea�vity in the light of
innova�on.

George Land created a crea�vity test that helped NASA find crea�ve
people. Makes sense when you think about it. When NASA wanted to
put a man on the moon they had to discover a lot of solu�ons to
problems for the first �me. The problems were new, as were the
solu�ons. While they needed experts, you couldn’t just ask experts to
find answers in the collec�ve wisdom of their field, because many
challenges were new. Nobody had ever put a man on the moon before.
So you need crea�ve minds: people who thrive in new situa�ons, people
who can think outside the box and not in constraints.

The NASA crea�vity test was such a success that George Land decided to
expand its use. In 1968 he conducted a study that tested 1600 children
between the age of 4 and 5 years using his crea�vity test. He re-tested
the same group of children at the age of 10 years, and later even 15
years. The results were quite surprising! No less thaen 98% of the
children at the age of five fell in the so-called genius category! But at the
age of 10 years, that percentage had dropped to 30%. At the age of
fi�een, merely 12% of the children fell into the genius scale. Over
1.000.000 adults have been tested over the years and their score was…
2%... I’ll let that sink in for a moment.

“What we have
concluded, is that
non-crea�ve
behavior is
learned.”⁶. The
good news is that
if we massively
unlearned
crea�vity during

George Land -
NASA

Almost all
children under

five are creative
geniuses
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school and working life, we can, at least in theory, re-learn crea�vity.

Why is this relevant? Because crea�ve thinking is associated with
diverging, the ability to come up with novel ideas without constraints.
This part is actually half of the innova�on process. Diverging means we
try to get many ideas without cri�cism or judgement…yet. There is a
�me to judge ideas but when you do it at the same �me as the
genera�on of ideas you run the risk of discarding useful important ideas.
Converging is the stage at which we judge and cri�cize. This is the stage
where we select a few ideas out of the many. This is the stage where we
validate assump�ons. Both stages, diverging, and converging, need to be
separated. Both stages are an integral part of the innova�on process.
Ergo, innova�on is both a crea�ve process as well as a disciplined
process.

Diverging is
crucial for
innovation
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SUMMARY AND CONCLUSION

So, there you have it: Nine myths on innova�on…busted. To conclude,
let’s turn things around and reformulate the myths into what you
SHOULD do.

1Innova�on needs to be con�nuous. Leap frog kind of innova�on is
dangerous in a world where a sustainable compe��ve advantage
doesn’t seem to exist anymore. To survive, any organiza�on needs to
con�nuously reinvent itself. It is important to make disengagement,
�mely withdrawal from a business model, a build-in feature of your
innova�on process.

2Innova�on is about business models, not about technology.
Technology is an enabler for innova�on but it is not the same thing.
Innova�on is about finding new ways to bring value to your
customers.

3The most successful method of innova�on is exapta�on where we
base new ideas on exis�ng ones. Another important lesson is to hold
a por�olio of different kinds of innova�on ini�a�ves in order to
balance risk.

4Innova�on is both a top-down as well as a bo�om-up process.
Innova�on is not a separated en�ty or process, it actually is the
organiza�on’s strategy and as such it is top-down. But in contrast
with tradi�onal linear strategy where senior management defines
strategy and the rest of us then execute it, a con�nuous innova�on
strategy involves everyone and is executed while it is being formed
by valida�on.

5Make innova�on a part of the organiza�on’s DNA. Organizing it
separately from the main organiza�on may seem like an a�rac�ve
op�on to speed things up, but it will not fundamentally change
anything in the core organiza�on. Hence the innova�on power of the
organiza�on is not anchored in the long run.

6Discover problems worth solving. It is an easy trap to fall in love with
your solu�on and us humans have all kinds of weird behavioral
cogni�ve biases that trick us into believing we are on the right track,
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only to find out we are solving nobody’s problem when it is too late.

7Involve customers to understand the problems they are trying to
solve. Coming up with viable solu�ons is your job. Customers are
great in telling you what their problem is. They are not so great in
visualizing solu�ons. And of course customers play a vital role in
valida�on of your assump�ons.

8Encourage a con�nuous flow of new ideas. As most new ideas will
fail, we need many ideas to find the next big one. But as any
organiza�on’s resources are limited we need a disciplined process to
quickly validate the most risky assump�ons. Eventually we need to
focus on the most promising ideas only, plus we need to match the
organiza�on’s capacity to grow new business models to the flow of
new ideas.

9Create an environment for crea�vity. While a large part of
innova�on is a disciplined process of valida�on, crea�vity plays a vital
role in innova�on, especially in the so-called diverging stage. Crea�ve
behavior however is largely unlearned and discouraged throughout
one’s educa�on and work life. Both organiza�ons and society as a
whole need to understand that in this era of high paced change and
complexity crea�vity is a key asset. It is due �me to start re-learning
crea�vity.

“If you always do what you always did, you will always get what
you always got.” _Albert Einstein

We’re at an important phase in the evolu�on of business organiza�ons.
On one side change keeps accelera�ng, complexity rises, sustainable
compe��ve advantages disappear, and disrup�ve newcomers seem to
be lurking around every corner. On the other side poli�cs s�ll emphasize
the knowledge economy while we are already in the middle of the
crea�ve economy, and organiza�ons s�ll bank on structures and
methods that are in essence over 100 years old.

It is about �me we stop holding on to what we know and take a leap into
the new, no ma�er how frightening it may appear. Start innova�ng…
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