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CHAPTER

 01 Practice Prismatic Thinking

What is the Innovation Genome?

The Innovation Genome is a way of thinking about and strategizing growth within yourself 
and your organization. It identifies four different methods of innovation—Create, Control, 
Collaborate, and Compete—each with their own pros and cons. Every person and every 
organization has a dominant logic that determines the way they see the world and approach 
innovation. The Innovation Genome helps you identify your dominant logic and understand 
your strengths and weaknesses. Each of the four quadrants represents a different dominant 
logic. The goal is to incorporate other modes of seeing into your own, to find people who fill in 
your blind spots and complement your own strengths and weaknesses. Individually, the four 
quadrants are wildly different approaches to innovation. It is important to make them work 
together and, as a whole, create an organic system of growth.

The key here is constructive conflict or positive tension. When dissimilar people come 
together, they may clash and disagree, but that conflict can become a good thing as people 
come up with new ideas they wouldn’t have thought of on their own. 

The Four Types of Innovation

COLLABORATE 
DO THINGS THAT LAST

CREATE  
DO NEW THINGS

CONTROL 
DO THINGS RIGHT

COMPETE 
DO THINGS NOW
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Create (Green)

The Create profile represents organizations and people who pursue 
radical breaks from the past and breakthrough ideas. Their motto 
is DO NEW THINGS. They are artists and visionaries who value 
experimentation and speculation. They strive to orient their products, 
services, and ideas to the future. Taken to an extreme, the Create 
organizations become chaotic.

Strengths Weaknesses Types of Leaders Types of Workplace

•  Creative, artistic, 
expressive, imaginative

• Flexible, adaptive
• Optimistic, enthusiastic
•  Accepts failure, takes 

risks
• Open to new ideas
• Future-oriented
• Conceptual

•  Ignores and breaks 
rules

•  Rebellious, impulsive, 
undisciplined

• Unfocused, distracted
•  Unable to make realistic 

plans
• Careless
• Takes too many risks
• Rushes to actions

• Visionary dreamers
• Clever
• Optimistic
• Enthusiastic
• Quick on their feet
• Expressive
• Big picture thinkers
•  Examples: Steven 

Spielberg, Walt Disney, 
Thomas Edison

• Stimulating projects
• Flexible hours
•  Free from everyday 

constraints
• New initiatives
•  Independent work 

streams
• Diverse workforce
•  Examples: 

Pixar, Startups, 
Pharmaceuticals

CHAPTER
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Innovation
• Futuring and scenario planning
• Diversified radical experiments

Growth
• New market speculation
• Greenhouse funds
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Control (Red)

The Control profile represents organizations and people who want 
incremental change that is systematic, careful, and practical.  
They look for efficiency and predictability and tend to implement 
innovation by elaborating or extending existing products with minor 
variations. Their motto is DO THINGS RIGHT. Taken to an extreme,  
the Control profile becomes a bureaucracy.

Strengths Weaknesses Types of Leaders Types of Workplace

•  Logical, rational, 
objective

•  Organized, orderly, 
methodical

•  Follows rules and 
procedures

• Safe, reliable
• Productive, efficient
•  Predictable, 

dependable
• Disciplined, persistent

•  Authoritarian
• Controlling
•  Inflexible, rigid, 

dogmatic, stubborn
•  Uncreative, no new 

ideas
• Resistant to change
•  Hierarchical, 

bureaucratic
•  Focused on details 

only, not the big picture

• Pragmatic 
• Methodical
• Scientific or technical
• By the book
• Problem solver
• Objective
• Persistent
•  Examples: Henry Ford, 

Ray Kroc, Alfred Sloan

•  Clear roles and 
responsibilities

• Logical objectives
• Processes
•  Standards and 

regulations
•  Ordered and structured 

work
•  Examples: McDonald’s 

Boeing, Toyota

CHAPTER
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Efficiency
• Lean manufacturing
• Supply chain innovation

Quality
• Total quality control
• End to end IT system



5

Collaborate (Yellow)

The Collaborative profile represents organizations and people 
who believe in something greater than the business itself. They 
are committed to their community, focusing on shared values 
and communication. They hope to nurture a group of empowered 
individuals. Their motto is DO THINGS THAT LAST. Taken to an 
extreme, the Collaborative profile becomes a party.

Strengths Weaknesses Types of Leaders Types of Workplace

•  Sensitive, caring, 
helpful

• Empowering, inclusive
•  Open-minded to 

differing opinions
•  Resolves conflicts, 

gains consensus
•  Builds commitment and 

trust
• Cooperative, receptive
•  Likes to learn and teach 

others

•  Slow to act
• Unassertive
•  Too much reliance on 

teamwork
•  Lets emotion overrule 

logic
•  Lacks emphasis on 

individual development
• Unclear in direction
•  Lacks focus to hit 

targets and goals

• Sees potential 
• Builds commitment
• Trustworthy
• Caring
• Patient listeners
• Participative
• Respects differences
• Empowering
•  Examples: Thomas 

Watson Jr., Estee 
Lauder, Walter Reuther

• Family atmosphere
•  Collaborative workplace
•  Shared values and 

vision
•  Integrates personal 

goals
• Informal
• Teaching and coaching
•  Examples: S.C. 

Johnson, Habitat for 
Humanity, Doctors 
Without Borders

CHAPTER
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Community
•  Collaborative communities  

of practice
•  Culture and competency 

development

Knowledge
• Knowledge management
• Search and reapply
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Compete (Blue)

The Compete profile represents organizations and people who 
appreciate the intensity of competition and achievement. They are 
motivated towards speedy, profitable outcomes and embrace the 
discipline necessary to achieve them. Their motto is DO THINGS NOW. 
Taken to an extreme, the Compete profile becomes a sweatshop.

Strengths Weaknesses Types of Leaders Types of Workplace

•  Strategic, opportunistic, 
incisive

•  Focused, ambitious, 
self-motivated 

• Assertive, decisive
•  Rational, pragmatic, 

loyal
•  Skillful, competent, 

hard-working, persistent
• Fast, action-oriented
•  Effective, rewards 

others for performance

•  Single-minded to 
achieve goals, can be 
ruthless

• Self-centered
•  Short-sighted, overlook 

long-term implications
•  Aggressive, 

domineering
•  Brusque, rude, 

uncaring, insensitive
•  Workaholic, 

overworked, burn-out
•  Uncollaborative, not 

inclusive

•  Goal and action 
oriented

• Impatient
• Assertive
• Driven
• Decisive
• Challenging
• Competitive
•  Examples: Bill Gates, 

Jack Welch, J.P. Morgan

• Competitive
•  High pressure and 

impact
•  Fast moving and high 

energy
•  Image enhancing deal 

making
• Quantifiable results
• Winners and losers
•  Examples: Goldman 

Sachs, General Electric, 
Microsoft
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Speed
• Mergers and Acquisitions
•  Rapid action problem solving 

teams

Profit
• Revenue insight processes
• Market adjacencies
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How Do the 4 Quadrants Interact?

The Control and Create quadrants are opposite forms of innovation. The Create form of 
innovation produces big, breakthrough innovation, while Control produces incremental 
improvements. While green thinkers want to promote deviance, red thinkers want to eliminate 
it. If the visionaries of the green quadrant value experimentation and independence, the 
pragmatic innovators in the red quadrant value order and structure. The difference here is in the 
magnitude of innovation or how much innovation each of these approaches produces.

The Collaborate and Compete quadrants are at odds with each other: the growth of a yellow 
organization is slow-moving with a sustainable, long-term payoff, while the growth of a blue 
organization is fast-paced yet not sustainable in the long-term horizon. The difference here is in 
the speed of innovation or how fast innovation happens.

These kinds of conflicts are positive because they produce new, hybrid forms of innovation that 
wouldn’t be possible without the interaction of these varying viewpoints. Thus, you need all 
four types of innovation in your organizations.

These differences between the 4 types are important because they represent your strategy.  
You need to think about how much and how fast of an innovation you want to make happen in 
your organization. If you want to produce radical new products and services (green), then you 
need to have practices in your organization that enable their creation, such as futuring sessions 
and running experiments. If you employ red practices, such as lean manufacturing, you will 
actually hinder the development of those radically new products and services. You will end 
up with incremental improvements – products and services that are slightly different than the 
existing ones. How you create is what you create. Start with the outcome that you want, and 
figure out what types of practices and people you need to employ to achieve that outcome.

SPEED MAGNITUDE

CHAPTER

 01
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1. Which type of innovation is your strength? Weakness?

2. Which type of innovation is your organization’s strength? Weakness?

3.  How will you build on your strengths? Your team’s? Which qualities do you need to look for 
in others?

CHAPTER

 01

•  Sees potential
• Builds commitment
• Trustworthy

• Visionary dreamers
• Clever
• Optimistic

•  Pragmatic
• Methodical
• Scientific or technical

• Goal & action oriented
• Impatient
• Assertive
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CHAPTER

Innovation is a new way of seeing something old. Before you start to innovate, you need to 
rethink how you think about growth and the structure and dynamics of innovation.

Innovation is time-based—it has a shelf life. It goes sour like milk. An innovation doesn’t stay 
an innovation for very long. Think about all the cool new technology you bought last year. 
This year, it’s junk. Last year it was an innovation, but this year, it’s simply not an innovation 
anymore. In this way, there is a competitive spirit that underlies all innovation: what we do this 
year has to be better than what we did last year. 

Innovation happens in the future—for which we have no data right now. What’s going to 
happen with the currencies? What’s going to happen with European policy? What’s going to 
happen with the political conflict in the Middle East? We never know for sure.

In order to find out what’s going to happen in the future, we have to run meaningful experiments. 
We can’t just keep planning. Excessive planning is a form of resistance. Planning is inaction. 
It’s like having a meeting about another meeting. Instead of planning, try many things— 
run multiple experiments at once—and see what works as you feel your way to the future.

Organizations grow in a developmental process. At their onset, organizations are entrepreneurial, 
using the Create form of innovation to do things better and new because they can’t compete  
on scale with larger organizations. In this early stage, organizations often have great ideas,  
but they can’t get the processes or finances together, so often they implode. Then, a new  
type of capability shows up that’s about focus and money—the Compete form of innovation. 
With Create and Compete working together—two externally-facing forms of innovation, looking 
for new markets and technologies—the organization begins to grow very fast. This is called the 
sigmoid “s.” Organizations don’t grow in nice, smooth lines—they grow ballistically.

When it starts to grow, the organization has to get the right people and community involved 
and develop the best customer relationships—hallmarks of the Collaborate form of innovation. 
Finally, when the organization gets really big, it needs structure, processes, and hierarchy—
features of the Control form of innovation.

 02 How to Think About Growth
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When an organization matures, it typically stalls. This is called flat-lining. The sigmoid “s” 
suddenly starts to decelerate. This is where most organizations die—at the point of creative 
destruction. At this moment of creative destruction, the organization needs to find a way 
to reinvent itself. All practices of the organization are intended to run a smooth and efficient 
operation and eliminate slack, but what they need is creativity and radical innovation, which 
require slack and variation. At this moment, what the organization needs are the exact items the 
current processes try to eliminate. Unless the organization can make this jump, it destroys itself.

This is also apparent when we look at the reorganization efforts. A common mistake is to cut 
the organization diagonally, maintaining the same ratio. So nothing really changes. Instead, 
they need to incorporate more green or blue or yellow or red, whichever form that will add more 
variance to their current situation.

CHAPTER

 02
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In diagnosing how to move forward and change your approach to growth, there are two things 
to think about: the magnitude, or how much innovation you seek, and the speed, or how fast 
you want innovation to happen.

Ask yourself these questions: What kind of innovation do you want and how much time do 
you have?

If you seek incremental change, you can make changes in the processes of your organization, 
or the red quadrant. This will take little time to execute.

If you seek more breakthrough changes, you need to diversify your gene pool by hiring 
more visionary people, or green thinkers. The more breakthrough the change you want, the 
longer it will take to accomplish it. You also need to change the culture of the organization 
to sustain these changes. The two ways to change an organizational culture are to eliminate 
the leadership and change your business practices. However, changing organizational culture 
takes a long time and a lot of effort.

CHAPTER

 02
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INCREMENTAL
•  Continuously improve 

core offerings
• Process

DISTINCTIVE
•  Gain competitive advantage 

to lead existing industry
• Competency

BREAKTHROUGH
•  Create new industry and 

new business model
• Culture
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Innovation happens in a sequence:

The forward position privileges Create or green thinking: intense brainstorming of 
breakthrough, visionary ideas. This is called hedging: when you run many experiments at the 
same time and see what works and what doesn’t work. 

The middle position privileges both Compete or blue thinking and Collaborate or yellow 
thinking. Now that you’ve brainstormed and ran experiments, it’s time to keep that momentum 
going by bringing a team together that has shared values and can make profits. This is about 
assembling the right people to make your experiments sustainable and successful, while 
maintaining the momentum. This is the most difficult and the longest part of innovation. 

The aft position privileges Control or red thinking. Once you’ve learned what works 
and doesn’t work, it’s time to choose the best strategy and take it to scale. This is about 
institutionalizing your innovation—creating the set of rules and processes that will allow you to 
standardize your form of growth and make it turnkey, easily reproducible on a larger scale.

Innovators need to hedge. This is what venture capitalists do: they diversify the array. Instead 
of picking just one project you think is going to work, design many small projects that you can 
test. While you run those experiments, you need to be open to change: make adjustments as 
you go based on what’s working and what’s not working. Failure along the way is inevitable. 
The key is to fail during the experimental stage, when the stakes are low. Then you can learn 
from those failures and succeed when it really counts.

CHAPTER

 02



CRISIS 
20/80

NORMAL 
80/20

OUTSTANDING 
20/80
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What is the 20/80 rule?

It is easier to change 20% of an organization 80% than it is to change 80% of your organization 
20%. Think of your organization like a bell curve, with the middle of the curve marking 
normalcy and the two ends marking crisis points and success points. Innovation happens 
at the ends of the bell curve, where things are going either really poorly or really well. It is at 
these points where the risk of innovation is low and the rewards are high. Act at these points of 
extremity. Think of Apple in the 1990s, when it almost went bankrupt before the ousted founder 
Steve Jobs took over. 

CHAPTER

 02



14

To understand where your organization is today, ask yourself what does and doesn’t work now. 
But don’t focus on the things that aren’t working. Focus on what is working and build on those 
things. Ride what moves. Capitalize on your strengths. 

Collaborate Create

Doesn’t: Doesn’t:

Works: Works:

Control Compete

Doesn’t: Doesn’t:

Works: Works:

CHAPTER

 02
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Be mindful of these common mistakes of innovators:

Mistake Correction

Believing you can see the future Make smaller and wider bets

Choosing big over fast Pick up your pace

Mistaking your managers for innovators Encourage and support your deviants

Having more ambition than capability Base your strategy on your capability

Starting at the center and moving out Work your innovations from the outside-in

Listening to the wrong customers Follow the customers that move first

Failing to connect the dots Create cross boundary solutions and sync up 
business models

CHAPTER

 02
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1. What is the magnitude of your innovation initiative? Speed?

2. Where is your organization on the development cycle now? Where will it be next?

3.  What culture and capability will you need to achieve your initiative?

• Moderate magnitude
• Slow speed
• High sustainability

• Breakthrough magnitude
• High risk
• Moderate speed

• Incremental magnitude
• Low risk
• Moderate speed

• Moderate magnitude
• High speed
• Low sustainability

www.jeffdegraff.com 
734-604-1012The Dean of Innovation
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CHAPTER

Innovation often happens when and where you least expect it. This is why you need to 
constantly look around yourself for new sources of innovation.

Be aware of the trends around you—the larger forces that are outside of your control:  
• scientific discoveries
• market dynamics
• emerging technology

• competitor activities
• environmental trends
• weather calamities

• social trends
• disease outbreaks
•   large-scale conflicts

•  political and economic 
developments

• changing business models

Seek out incongruities. Conflicting data and trends can become great inspiration for 
unexpected innovations, because most people simply ignore these incongruities. For 
example, even as digital publishing and e-books dominate the literary marketplace, there is 
still a powerful segment of the population that wants and values print books. Over time, an 
innovation often reverses into its opposite. Anticipating these incongruities will put you ahead 
of the game and help you stay innovative. 

Look for outliers and wildcards. These are things that others normally don’t look at. A 
wildcard is something that most people don’t incorporate into their long-term planning even 
though it actually happens on a regular basis: meteorological disasters, disease outbreaks, 
work stoppages. Being prepared for wildcards will give you the first-mover’s advantage.

An innovation itself is usually not the actual end goal. There are always reasons for innovating, 
or value propositions. These can provide you with unexpected opportunities: 

• customer productivity
• reduction of risk

• convenience
• simplicity 

• environmental friendliness
• novelty 

•  fun and  
image-enhancement

In addition to a variety of innovation sources, there are many different places you can innovate: 
in the way someone buys your product, in the way someone takes delivery of the product, uses 
it, supplements it, maintains it, and disposes of your product.

 03 Sources of Innovation
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Collaborative Innovation

Innovation is not an individual sport—it’s achieved when groups of people with diverse 
skills meet and collaborate. Most people think that innovation is done only by geniuses who 
work alone. This is simply not true. Innovation is done by ordinary people who learn to work 
together. To innovate is not to invent something new. It is to find out how to do better what we 
can already by joining forces with others whose strengths will fill in for our weaknesses.

Innovation is like stone soup. What is stone soup? It’s a delicious concoction brewed from 
the unlikeliest of ingredients: bits of food that you wouldn’t expect to mix together well. It’s a 
combination of ingredients that create a constructive conflict, or a positive tension, when you 
mix them. In this way, the ingredients are different, but they’re not that different—they work well 
together. The idea is this: when people add disparate things together in small amounts, you get 
something new—something special.

Some organizations create open source innovation, which usually means the following:
• Collective source code
• Derived works are encouraged
• Free redistribution
• No discrimination against persons or groups
• No discrimination against fields of endeavor
• Licensing must not restrict other development

CHAPTER

 03
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In order to facilitate collaborative innovation, you need to create an environment that brings 
people together and you need to harness the sources of innovation around you:

•  Collaborative innovation networks: software and websites that allow people to come 
together, staff projects, and find expertise for what they need

•  Creativity clusters: when a group of people decide by self-selection to live or work in the 
same area in places like Silicon Valley or research centers and think tanks

•  Innovation jams: brainstorming sessions that think through specific problems or issues 
that incorporate a diverse group of people with a variety of skills

•  Crowd-funding: initiatives like Kickstarter that welcome outsider support for their projects
•  Innovation tournaments: competition-style activities that invite people to provide 

solutions to a problem, offering the winners funding for their plans
•  Crowd-sourcing: initiatives like InnoCentive that invite people to solve your problem by 

offering them a reward
•  Open-source innovation: an initiative, like Linux or Wikipedia, with open access. This 

means not only that anyone can use it but also that anyone can make modifications to it. 

Keep the following strategies in mind:
•  Look around you for new groups to associate yourself with: communities, systems,  

and events. 
•  With the group you’ve started, establish a set of shared values: culture, competency, 

and value propositions.
•  Seek out individuals outside of your group who can act as symbiotic participants: 

leaders, inventors, adaptors, connectors, and financiers.

CHAPTER

 03
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Collaborative innovation has upsides and downsides:

Upside Downside

Global reach Local politics

Rapid experimentation Chaotic implementation

Search and reapply best solutions Not invented here

Creative power of clients Disruptive power of clients

Reservoirs of outside talent Shallow internal gene pool

Wider array of solutions Difficulty servicing solutions

Decentralized organization Misalignment

Seeing winning ideas first Constantly changing course

When performing collaborative innovation, remember to:
• Keep the process on track
• Focus the group on the desired results
• Create a positive environment
• Establish a group identity
• Encourage participation, mutual respect, and listening
• Stimulate group energy
• Give feedback on group dynamics
• Structure and clarify issues
• Resolve conflicts
• Challenge boundaries and habit-bound thinking
• Confront hidden problems
• Problem solve when appropriate

CHAPTER
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What does it mean to creativize? To creativize is to take ordinary things and activities and to 
add creativity to them. This doesn’t mean you need to add complexity to something. In fact, 
the opposite is true: a great innovation is one that is simple and easy to follow. Innovation is 
merely a useful novelty: it is making something better and new.  
 

There are four steps in the Creativize Process:
1. Set High-Quality Target
2. Enlist Deep and Diverse Domain Expertise
3. Take Multiple Shots on Goal
4. Learn from Experience and Experiments

The next few chapters are dedicated to this Creativize Process. Remember that innovation 
does not work in a straight line, but in a cycle. It requires a lot of adjustments and experiments.

CHAPTER

 03
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3
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1. What sources of innovation will you need to include?

2. How will you keep these sources synced up? On track?

3.  What is the preferred work environment for your innovation initiative?

• Family atmosphere
• Collaborative workplace
• Shared values & vision

• Stimulating projects
• Flexible hours
• Free from everyday constraints

• Clear roles & responsibilities
• Standards
• Regulations

• Competitive
• High pressure & impact
• Fast moving & high energy

www.jeffdegraff.com 
734-604-1012The Dean of Innovation
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CHAPTER

The first step in the Creativize Process is to Set High-Quality Targets.

In order to set the best targets for your organization, you need to 
develop an innovative mindset. This involves watching the weather: 
paying attention to the external factors in the world that will inevitably 
hinder or enhance the probability of the success of your ideas. When 
you first set your growth targets, you need to account for the things 
that are happening around those targets—the opportunities that are 
driving your target, the factors that directly and indirectly affect your 
target. You need to be hyper-aware of what’s going on around you.

Here are some things that you want to pay attention to when you’re watching the weather: 
• strategic plans
• mission
• business objectives
• major projects and initiatives
• business culture and values
• key leaders and stakeholders
• core organizational processes
• current technology and methodologies
• financials of competitors
• publications and web information on competitors 
• annual reports
• consumer demand and customer segment reports 
• industry analysis

 04 Set High-Quality Targets
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Practice prismatic thinking while you watch the weather. This means considering each of 
the four points of view to make sure you cover all your strategic blind spots. Take the green 
quadrant approach to identify trends and emerging technologies. Take the red quadrant 
approach to see standards and regulations. Take the blue quadrant approach to think about 
your competitors and find opportunities to make money. Take the yellow quadrant approach to 
discover what customers want and what your own people want.

Collaborate Create

Customers & Community: Trends & Breakthroughs:

Control Compete

Regulations & Standards: Competitors & Investors:

CHAPTER

 04
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The best targets are simple but powerful. They are specific and have an end date. They are 
feasible. And most importantly, they have that “wow” factor. Ask yourself these questions 
about your initial target: 
1.  Is your target specific? Does it have rational and objective measurement? Does it have an 

end date? Is it brief? Can you describe it succinctly? 
2. Is your target feasible? Is it something that can be done? Can you do it?
3.  Is your target a “wow”? Does it make you excited? Is it something worthwhile? Is it 

important to you? Is it more special than your ordinary goal or task?

Think about the particular factors that may hinder or enhance your target. Now, ask yourself: 
What is the probability that each of these things will actually happen? And, if they do happen, 
what kind of impact will they have on the success of your target? The key here is not to 
eliminate barriers but to build on opportunities that exist.

CHAPTER
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Do not get stuck with gathering more and more data. You need momentum to innovate.  
It’s much better to have an imperfect target than to delay your experiments. As you go along, 
you will be able to adjust your target based on real experience. A good example of this is how 
angel investors work. They fund a wide variety of projects with a limited amount of money in 
the beginning. As the projects continue, some will not be viable, and the investors would invest 
more on the projects that are promising. They adjust their target as they move along.

Once you have your high-quality target, ride what moves, like a surfer. Look for the forces that 
can carry your initiative forward. Make adjustments as you go along and gain new information. 
Change your mind. Be flexible. Plan on making these changes.

When developing high-quality targets, ask your team these three questions: Is this real?  
Can we win? Is it worth doing? Think around the four perspectives.

CHAPTER

 04
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1. What is our high-quality target? Why?

2. What are our opportunities to achieve it? Constraints?

3.  How will we capitalize on these opportunities? How will we overcome these restraints?

• Customers & Community • Trends & Breakthroughs

• Regulations & Standards • Competitors & Investors

www.jeffdegraff.com 
734-604-1012The Dean of Innovation

CHAPTER

 04



28

CHAPTER

The second step in the Creativize Process is to Enlist Deep and 
Diverse Domain Expertise. This is about finding the people who can 
fill in your blind spots and help you with things you don’t know now.

Innovation is a team sport. You need to assemble the group of 
people—the experts in relevant areas where you alone can’t deliver—
who will work with you to make growth happen. This means embracing 
people you may have nothing in common with: people who see the 
world differently than you do. It’s important to have a diverse group of 
experts because it is the constructive conflicts between them that will 
yield an innovative solution to your challenge or target.

• Teachers
• Communicators
• Counselors
• Listeners
• Conflict mediators
• Community builders

• Dreamers and visionaries
• Fashion trend setters
• Creative actors
• Big picture thinkers
• Experimenters
• Energizers

• Planners
• Organizers
• Analysts
• Technicians and scientists
• Methodical problem solvers
• Professionals

• Competitors
• Decision makers
• Goal oriented achievers
• Sprinters
• Political game masters
• Deal makers

 05 Enlist Deep & Diverse Domain Expertise
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Each quadrant also represents particular shortcomings and weaknesses. Green thinkers are 
mercurial. They pick up every pebble on the beach. Red thinkers can be extremely judgmental. 
They think there’s a right and wrong answer for everything. Blue thinkers believe that the only 
way to get to anything meaningful is to fight over it. They are relentless and cut-throat in their 
competitive spirit. Yellow thinkers just want to get along—often at the expense of rational 
reflection. They have trouble seeing and understanding external pressures. Do not try to 
overcome these weaknesses. Understand them and work around them.

• Group think
• Irrational enthusiasm
• Isolation from external pressures

• Unrealistic vision
• Poor methodology
• Lack of discipline

• Over-reliance on credentials
• Total acceptance of facts
• Right way and wrong way thinking

•  Over-emphasis on competition
• Short term focus
• Autocratic decision making

What are your weaknesses? What are your blind spots? These are the kinds of people you need on 
your team: the people who fill in those blindspots, the people who will complement your strengths. 
Ask yourself this: Who do you need on your team? And who should be your advisor? Surround 
yourself with people who do not think like you, who, at a fundamental level, are completely 
unlike you and yet who can teach you and give you things that you cannot give yourself.
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There are two types of teams: a lightweight team and a heavyweight team. 

The members of a lightweight team have ordinary jobs. These people might be working on two 
or more projects at once. The benefit of these people is that they understand the organization 
very well. They’re not going to do anything crazy, because they have a vested interest in the 
long-term well-being of the organization. The downside is that, for this same reason, they’re 
unlikely to do anything radical.

The members of a heavyweight team have no other job outside of this innovation project. Their 
only responsibility is to make this innovation happen. The good news is that they are very fast 
and very focused. The bad news is that they might disrupt some of the culture and norms of 
the organization.

Lightweight Heavyweight

• Team members have a regular job
• Team members need to influence the organization
• Team members request resources
• Team membership can be indefinite

• Team members’ only job is the project
• Team members have power over the organization
•  Team members have a budget and return-on-

investment goals
• Team membership has an end date

In an ideal situation, you recruit a heavyweight team and surround it with members of a 
lightweight team to balance out the strengths and weaknesses of both kinds of people.

Teams are works in progress. They are dynamic groups that you need to add to and take away 
from as you move along in your project and see what you need more of and less of. The same 
people who are great at starting a project are probably not the same people who are great at 
getting the project to scale.

If you have multiple teams, you want to evaluate them over time and identify team members 
who have been the most competent at facilitating successful teams. Continue to develop their 
skills and give them more opportunities to lead more teams. They will in turn develop some 
more successful team members so you will have a succession of leaders in your organization 
to sustain your innovation efforts.
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As an innovation leader, it is important to take an inside-out perspective in developing your 
team. First, look at your own skills as an innovation leader and decide objectively where you 
think you might be incompetent. Give those kinds of tasks and responsibilities to another 
member of your team. Next, look at the areas where you are merely competent and assign 
these actions to other members of your team to supplement your own competency. Then, find 
the areas where you are masterful and choose a member of your team whom you can train 
as your understudy in those tasks. Finally, determine the areas in which you are unique—your 
one-of-a-kind gifts or skills. Here is the part of the innovation leadership proposition that you 
need to focus on. This is the way to maximize your own value to the team.
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Develop other people  

and delegate
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1. What skills do we need to achieve our target? Why?

2. Who has these skills?

3.  Where do we find these people? How can we enlist them?

Team Members: Team Members:

Advisors: Advisors:

Team Members: Team Members:

Advisors: Advisors:

www.jeffdegraff.com 
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The third step in the Creativize Process is to Take Multiple Shots  
on Goal.

It’s a seemingly simple concept that many people don’t get: try a lot 
of things a little bit. There are too many people who make a big plan 
and put everything into following that plan only to find that it doesn’t 
work out that way. The obvious—and useful—metaphor here is an 
athletic one. In any sport, the more shots you take, the more likely 
you are to score and the less time and energy you have to spend 
defending yourself, because your opponent is defending against 
you. The goal here is the constant generation of new ideas and rapid 
experimentation. It’s a game of numbers. You need enough diverse 
attempts to yield the highest score.

Taking multiple shots on goal accelerates the failure cycle. Failure is inevitable. The point is 
to fail in the early stages of innovation, when the stakes are low, and to learn from those initial 
failures.

The objective is to come up with as many ideas as you can in a relatively short period of time. 
As you bounce around ideas with your team, create energy in the room and suspend your 
voice of judgment, so you’re not derailing the ideas of others. Don’t just choose one scribe to 
record the brainstorming sessions. Instead, encourage everyone to write.

There are four attributes associated with structured brainstorming—the Four F’s: fluency, 
flexibility, freedom, and flow:
1.  Fluency is the ability to come up with many ideas. Whoever said one good idea is better 

than one hundred bad ideas was wrong. One hundred bad ideas are much better than one 
good idea—because out of them will come three good ideas. Never fall in love with the first 
idea you have. 

2.  Flexibility is the ability to see something in one place and apply it to another. For example, 
the practices of a great hotel can be adjusted to improve patient experience in a hospital.

3.  Freedom means going beyond mere open-mindedness and allowing your mind to wander in 
directions you would’ve never looked before. 

4.  Flow is about the dynamism of high energy, getting talented and vigorous people together 
and seeing what happens. Pay attention when this is happening. Take notes on how it 
happens and the environmental condition in which it happens so you can replicate it.

 06 Take Multiple Shots on Goal
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Start with one of the four colors and brainstorm ideas that might fit that dominant logic. Use 
trigger words associated with each quadrant to stimulate new thinking.

• Search and reapply best practices
• Collaborate with customers
• Run focus groups
• Mentor and coach
• Build balanced teams
• Establish shared values
• Hire and train lifelong learners
• Develop a strong cultural identity

• Create breakthrough new products
• Start up a new organization
• Brainstorm novel solutions
• Forecast the future
• Enlist radicals
• Spin off an existing unit
• Diversify experiments
• Build a virtual organization

• Improve processes
• Benchmark best in class
• Remove unnecessary parts
• Run simulations
• Mine the information
• Connect the systems
• Reorganize
• Work with suppliers

•  Eliminate unprofitable products and services
• Merge with another organization
• Introduce pay-for-performance
• Build a strong brand
• Reward strong sales
• Invest in proven winners
• Outsource non-essential services
• Maximize the value of the product portfolio

Once you have many ideas from all four points of view, it’s time to decide which ones are the 
best. The best ideas have three qualities. First, they provide a real solution to the challenge 
at hand. Two, they are feasible. Feasible does not necessarily mean easy. Rather, it refers to 
something that, given your resources and constraints, you can actually achieve. Third—and 
most importantly—the best ideas have that “wow” factor. Wow means different things to 
different people. For yellows, wow is harmonious. For greens, wow is radical. For blue, wow is 
profitable. For red, wow is turn-key. You know an idea has that wow factor when it’s something 
you normally wouldn’t have thought of or something you couldn’t have thought of on our own. 
Courage is a key quality here. The biggest problem is that people will often have great ideas on 
the board, but they’ll be afraid of them. Wow can be scary. This is why you need to be fearless.

Now that you’ve identified the best ideas, it’s time to make those ideas even better.
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These questions will help you with an idea that just doesn’t feel special enough—an ordinary 
idea that’s missing something extraordinary:

Combine: What if we combined this with something else?
Reverse: What if we did the opposite?
Expand: What if we made it larger?
Adapt: What if we changed some part of this?
Trim: What if we made it smaller?
Exchange: What if we traded places with something else?

These questions will help you with an idea that feels too weird—a potentially great idea that 
needs to be brought back down to the real world:

Credibility: How would we get stakeholders to believe we can make this idea a reality?
Resources: What money and other resources are required to pursue this idea?
Interest: What do we personally want from pursuing this idea?
Time: What are the timelines for pursuing this idea?
Information: What facts and data should we apply to this idea?
Qualifications: What expertise do we have to pursue this idea?
Understanding: What do we know about this idea?
Effect: What result will this idea produce?

Take ideas from opposite quadrants—red and green or yellow and blue—and combine 
them. This is not to ask you to bolt one idea to another. Your task is much more challenging: 
to create a totally new idea from two old ones. How can I have the experience of reading 
delivered to my house? How can I communicate with my friends and everyone else in the world 
simultaneously? This is being creative a second time. This is the ultimate goal. Push yourself 
and push others. Synthesis is where true originality happens.

The next step is to convert these ideas into real executable action plans for a set of 
experiments. Create a prototype or proof of concept for each of them. Get momentum and see 
which shots go in and which do not.
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1. What are our best solutions? Why?

2. What experiments will we launch? How will we get momentum on these?

3.  How will we measure success? How will we institutionalize these solutions throughout the 
organization?

• Inclusive
• Value aligned
• Cooperative

• Radical
• Game changer
• Future centric

• Turnkey
• Fail safe
• Scalable

• Profitable
• Fast
• Competitive

www.jeffdegraff.com 
734-604-1012The Dean of Innovation
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The fourth step in the Creativize Process is to Learn from Experience 
and Experiments. In order to make adjustments and get smarter from 
your multiple shots on goal, you need to deconstruct what worked and 
what didn’t work and then reconstruct these initiatives so that they’re 
successful in the next cycle. It’s not about sticking to your guns. It’s 
about adapting to what’s going on around you.

Deconstruct to reconstruct: first, take apart your experiments and review these projects. 
Decide what worked and what didn’t work about them. The biggest mistake people make 
in learning from experience and experiments is that they focus on what’s not working. To do 
this is to try to make something not happen. This is very complicated and difficult, because 
things don’t work for an infinite number of reasons. It’s like chasing a rabbit down a rabbit hole. 
Instead, focus on what is working, because it has momentum. It’s something you can build 
on—it’s something that’s going to take you forward rather than put you in reverse.

Collaborate Create

Doesn’t Work: Doesn’t Work:

Works: Works:

Control Compete

Doesn’t Work: Doesn’t Work:

Works: Works:
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Next, reconstruct the initiatives by making an action plan for moving forward. Now that you 
know what was successful and unsuccessful, figure out what you need to start doing, what you 
need to stop doing, and what you need to continue doing so you can get better the next time 
you run the project. It’s crucial that you not only start doing new things but also stop doing old 
things that were hindering your target. Stopping things frees the capacity to do more and better 
in the future.

Take an objective view as you evaluate the successes and failures of your experiments. Look at 
your initiatives from all four perspectives so you can make mid-course corrections. Ask yourself 
these questions according to the point of view of each quadrant:

• Do we need to do more of something? 
• Do we need to do less of something? 
• What do we need to keep doing?

Collaborate Create

Start/Do More: Start/Do More:

Stop/Do Less: Stop/Do Less:

Stay/Do Nothing: Stay/Do Nothing:

Control Compete

Start/Do More: Start/Do More:

Stop/Do Less: Stop/Do Less:

Stay/Do Nothing: Stay/Do Nothing:

Answering these questions will provide real information about what’s going on with your 
projects, the market, and the outside forces around you.
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The purpose of deconstructing and reconstructing our experiments is to learn from past 
mistakes and get smarter in the next cycle of innovation. What rules have you learned from 
these experiences and how will you apply those rules to do better in the future? Here are 
different kinds of rules to take away from your experiments:

How-to Rules: These spell out the key features of how a process is executed—“What makes 
our process unique?” This sometimes includes how to get specific people involved and how to 
communicate with them—who gets first say, who gets to speak at particular points. This can 
also be about how to get funding and how to get visibility for a project.

Boundary Rules: These lay out the criteria necessary for determining the viability and potential 
of a project. It can be a test or list of questions that a project must pass to see if it’s worth 
pursuing. For example, you might apply all of these questions to an innovation initiative: Is it 
real? Can we win? Is it worth doing?

Priority Rules: These help managers rank opportunities. For example, let’s say a microchip 
manufacturer learned that the microchip they made that had the highest gross margin was not 
given priority in manufacturing. In the future, they need to look at the manufacturing capacities 
of all their products and award the most capacity to those microchips with the highest gross 
margins, improving the profitability of the company.

Timing Rules: These synchronize managers with the pace of emerging opportunities and 
other parts of the company. For example, perhaps your team developed a website that was 
implemented during peak-user hours and that created a lot of trouble for the organization.  
Next time, you want to implement website updates when there is a lull in user activity.

Exit Rules: These help managers decide when to pull out of yesterday’s opportunities.  
For example, consider a cell phone manufacturer that constantly innovated but learned that its 
most innovative leaders were being pulled off of projects before the projects were completed 
and these projects eventually failed. They went on to develop a rule that said if certain leaders 
were pulled off a project before it was done, the project was immediately closed down.  
This kept senior leaders from promoting people before these new innovations came to fruition.
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Remember that there is no data on the future, so you need to plan on making revisions as you 
go and change your practices so that you can facilitate innovation initiatives more effectively. 
The following are some common mistakes and corrections.

Mistake Correction

• Believing you can see the future
• Choosing big over fast
• Mistaking your managers for innovators
• Having more ambition than capability
• Starting at the center and moving out
• Listening to the wrong customers
• Failing to connect the dots

• Make smaller and wider bets
• Pick up your pace
• Encourage and support your deviants
• Base your strategy on your capability
• Work your innovations from the outside-in
• Follow the customers that move first
•  Create cross boundary solutions and sync up 

business models

Remember that innovation is about making it up as we go along. Leave room for what you 
don’t know now. Innovation doesn’t happen in straight lines—it happens in a cycle: review, 
revise, repeat.
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1. What is working? What is not working? Why?

www.jeffdegraff.com 
734-604-1012The Dean of Innovation

Working: Working:

Not Working: Not Working:

Start/Do More: Start/Do More:

Stop/Do Less: Stop/Do Less:

Stay/Do Nothing: Stay/Do Nothing:

Working: Working:

Not Working: Not Working:

Start/Do More: Start/Do More:

Stop/Do Less: Stop/Do Less:

Stay/Do Nothing: Stay/Do Nothing:

 07
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2.  What adjustments need to be made to these initiatives? What do you need to start doing 
and stop doing?

3.  What simple rules can we divine? How do we institutionalize these rules as an organization?

 07
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Many studies have found that creativity is one of the attributes of a successful leader. And 
creativity can be taught, up to a certain level. The studies have also found that the most 
intelligent people are not necessarily the most creative. Some theories suggest that it is 
perhaps because very intelligent people do not usually fail and thus hardly need to consider 
creative solutions. Failure is a very important part of our learning cycle. Leaders need to allow 
for failure in a limited context to develop innovators in the organization. Instead of avoiding 
failure, accelerate it.

There are five levels of creativity:
1.  Mimetic (Imitate): recognizing pattern, investigating ideas in unfamiliar places and bringing 

them to familiar places
2. Bisociative (Connect): brainstorming, combining several ideas
3. Analogical (Transfer): making analogies or metaphors, clustering ideas together 
4. Narratological (Integrate): telling stories, building complicated strategy
5. Intuitive (Transcend): inspiration, connected to a larger concept or world

 08 Creative Thinking



44

Creativity happens in a diamond formation. 

At the start of the creative-thinking process, the goal is to be highly divergent. This means 
putting as many ideas on the table as possible, with very little judgment. In this early stage, 
feel free to include what may seem like the wildest ideas. These will give you points of your 
departure in moving forward. Encourage the people brainstorming around you to talk a lot, 
draw pictures, act things out, build prototypes, etc. The hope is that you will create a great 
variety of ideas.

The second part of the creative-thinking process is convergence. This means taking a closer 
look at the variety of ideas you came up with in the first stage and choosing the best ones. 
Here, you will come up with the criteria to evaluate those initial ideas. Think about factors like 
feasibility, time, and cost. Never start the brainstorming process with convergence. Doing this 
would limit the potential range of creative ideas. It’s about starting with as much out-of-the-box 
thinking as possible and then narrowing the field based on the opportunities and constraints 
your team faces.

Diverging Converging

• Find the flow
• Defer judgment
• Look for lots of ideas
• Accept all ideas
• Make yourself “stretch”
• Take time to “simmer”
• Seek combination - be a “hitchhiker”
• Everyone writes

• Be deliberate
• Be explicit
• Avoid premature closure
•  Take the risk to look at difficult issues or  

“sneaky spots”
• Develop a sense of “affirmative judgment”
• Keep your eyes on your objectives
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Defamiliarization is a strategy that can help us think more creatively. This entails taking an 
idea we already know and applying it to another idea in a different context that we normally 
wouldn’t associate with it. There are two ways of doing this: a random association or a more 
formal kind of association.

•  Random Words: Pick up a dictionary—or any book for that matter—and open it up 
and point to a random word. Connect your challenge to that word. For example, let’s 
say you are trying to find funding for a new restaurant and you finger lands on the word 
“bicycle.” You might get the idea to put your restaurant on wheels or provide delivery 
service only. Both ideas would lower the amount of money needed to start the business. 
Several companies sell idea checklists and phone apps to make this process a little more 
structured.

•  Formal Word Lists: Come up with a list of keywords that are both directly and indirectly 
related to the concerns of your team. By bouncing keywords off your best ideas, you will 
generate a whole series of new ideas. 
 
 • Rabbit

• Concrete
• Gravestone
• Tooth
• Snowball
• Robin
• Yoga
• Fireplace
• Smoke
• Suitcase
• Nail polish
• Trombone
• Parakeet
• Calculator
• Cat food
• Crystals
• Syringe

• Ladder
• Scissors
• Broccoli
• Opera
• Basketball
• Swing
• Fencing
• Feathers
• Rain
• Seatbelt
• Drainpipes
• Goat
• Top hat
• Cave
• Nun
• Flare gun
• Seagull

• Cliffs
• Gold
• Oxygen
• Hammer
• Purse
• Cherry tree
• Astronaut
• Camera
• Chocolate
• Vikings
• Bacon
• Quiz show
• Rodeo
• Umbrella
• Violin
• Whispers
• Bow tie

• Pajamas
• Shampoo
• X-ray
• Maple leaf
• Iceberg
• Apple
• Barbed wire
• Kennel
• Aquarium
• Coffee
• Helicopter
• Taxicab
• Shell
• Clouds
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SCAMPER: 

Advertising executive extraordinaire Alex Osborne is largely credited with coining the term 
“brainstorming” in his 1942 book How to Think Up. Osborn posed six questions that were later 
turned into the acronym SCAMPER: What can we… Substitute? Combine? Adapt? Magnify? 
Put to other uses? Eliminate? Reverse? By asking these simple questions, you connect ideas 
and actions in new ways to easily produce useful variations. 

Substitute: Other materials, markets, processes
Combine: Blend, integrate, assemble
Adapt: Copy, simulate, emulate
Modify: Magnify, miniaturize, color, strength
Put to other uses: Locations, problems, disciplines
Eliminate: Remove, subtract, lighter, shorter
Reverse: Opposite, backwards, upside down

Syndetic Thinking: 

Metaphors and analogies are crucial tools in the creative-thinking process. They connect things 
that we are familiar with to things that we are unfamiliar with. The Greeks called this syndetic 
thinking.

Steps for syndetic thinking:
1. Identify a challenge or an opportunity, and find the root cause
2. Create several analogies that are related to the root cause
3. Connect those analogies with the root cause (force-fitting)
4. Select the best analogies and integrate them

Example

Let’s say we’re starting a new and unique restaurant. Since a restaurant is a place where people gather, we can 
think of analogies or metaphors that have something to do with a collection of things or a place in nature where 
animals come together, like a beehive. A beehive has its own particular structure and function, and we need to 
think of how each element can apply to the concept of a restaurant. So for instance, the customers (bees) can 
be the ones who cook, instead of the chef, with a variety of ingredients they can choose from. The beeswax 
can be manifested as something that is malleable, such as moveable tables or ever changing cuisine. The last 
step is to combine these ideas into an integrated concept, like a restaurant called “The Beehive” with different 
types of cuisine.
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Great innovators from Archimedes in his bathtub to Einstein with his elevator experiment have 
used analogies to creatively solve complex problems. We use analogies to transfer information 
that we believe we understand in one domain, the source, to help resolve a challenge in an 
unfamiliar area, the target. For example, the design of vacuum cleaners was largely unchanged 
for nearly a century when inventor James Dyson used a different analogy, cyclones, to devise a 
new way to separate particles through the spinning force of a centrifuge. In essence, analogies 
are bridges that allow our cognitive processes to quickly transport clusters of information from 
the unknown to the known, and back again. 

One of the challenges of analogical creativity is that the source of the analogy is often 
technically and culturally specific. Consider a group of computer hardware developers being 
asked, “How is creating a new microprocessor like a NASCAR race?” While presumably they 
all know how an integrated circuit operates, they may have never been to a stock car race 
or may have a negative impression of them. So it is imperative that you use analogies—like 
sunrise, birth, and harvest—that can be deeply understood across a wide range of expertise 
and cultures when working in a diverse group. 
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How do you decide what to pursue first now that you have all these creative ideas? You want 
to start with ideas that have a big pay-off and are easy to implement. These are big wins,  
or low-hanging fruit.

Next, you want to look at ideas that are easy to implement but have a smaller pay-off. These are 
called small wins. These develop momentum and capability in your team.

Some ideas are hard to implement but have a big pay-off. These are special cases. You should 
never have more than a couple of these because a lot of things can go wrong and they require 
a lot of time and energy.

Avoid pursuing ideas that are hard to implement and have a small pay-off. These are time 
wasters. At least a quarter or a third of your ideas will be time wasters. Getting rid of these will 
allow you to devote all your energy to the big wins and small wins.
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1. When are you most creative? Where?

2. How do you create? What are your methods?

3.  Which creative processes does your organization support? Reward?

• Contemplation
• Reflection
• Dialog

• Experimentation
• Visualization
• Synthesis

• Observation
• Analysis
• Planning

• Competition
• Focus
• Action

www.jeffdegraff.com 
734-604-1012The Dean of Innovation

CHAPTER

 08



50

CHAPTER

The more innovative your idea, the more likely it is that you will face resistance from other 
people. To make your innovation happen, though, it is crucial that you get the support of a 
large network of people. You need to enlist the power and influence of others around you, but 
in doing so, you should never give away your own power. The sponsor doesn’t enroll you—
rather, you enroll the sponsor.

How do you choose the right sponsor for your idea? Ask yourself these questions:
• Who has the power? 
• Who has the responsibility?

 09 Gaining Buy-In
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There are four kinds of stakeholders:

 

The people who have a high degree of responsibility to make the innovation happen but don’t 
have a lot of power are the agents. YOU are the agent of your innovation.

The people who have a high degree of power but don’t have a lot of responsibility for the 
innovation are advocates. These individuals can recommend an innovation but not necessarily 
sanction it. You can have a lot of advocates, but you shouldn’t depend on them.

The people with little power and little responsibility are associates. These are individuals to 
enroll over time. At the end of the day, you might even give them credit for your innovation 
because they feel like they’re protecting something sacred.

The people with both high power and high responsibility are sponsors. When you launch your 
innovation, there will initially be a lot of variability and very little impact. But as time goes on, 
you will need real resources, such as funding and additional team members. As you focus your 
initiative, you will also make more impact in the organization, which also means increasing 
and escalating resistance. It’s your sponsors’ role to protect you, but they ultimately protect 
themselves. Therefore, you need to pick sponsors who stand to gain something from your 
initiative whether or not you are involved. 

CHAPTER

 09

RESPONSIBILITY

PO
W

ER

Moderate High

M
o

d
e

ra
te

H
ig

h

ADVOCATES

Those who recommend an 
innovation but cannot sanction it

ASSOCIATES

Those who must change their roles 
to accommodate innovation

SPONSORS

Those who have power to 
legitimate innovation

AGENTS

Those responsible for making 
innovation happen
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In seeking out stakeholders, you need to think about people who can either make innovation 
happen or stop it from happening. Take a realistic approach—not an optimistic approach.  
You need to be logical and pragmatic about choosing the right people to support your project. 
Are these people who will make it happen? Help it happen? Do nothing? Hinder it?

Key Stakeholders Hinder It Do Nothing Help It Happen Make It Happen

 
Look at the current position of each of the stakeholders and their potential effect on your 
initiative. Think about where you need to move people so that they can benefit you the most. 
Remember that their positions are not fixed—you can communicate with and teach them as 
you position them in the ideal spot to make your project successful. Identify the most important 
stakeholder or stakeholder group that can give you the maximum impact on the success of 
your project. For example, if an important stakeholder is hindering your project, move them to a 
position where they’ll simply have no effect on it in order to eliminate this potential setback.

Key 
Stakeholders

Hinder It Do Nothing Help It 
Happen

Make It 
Happen

Person A

Person B

Person C

Person D

Person E

Person F
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There is a sequence, or a series of guidelines, when it comes to enrolling stakeholders:

Start with communication. Let other people talk about your ideas in their own terms. This 
makes them feel comfortable and personally invested and helps you build a rapport with these 
potential stakeholders. 

If communication doesn’t work, try participation. Ask the people you’re trying to recruit what 
they would do. If they share with you ideas you already had, give them credit. If they offer 
criticisms, incorporate those into your project.

Facilitation is a strategy of enrollment that introduces a third party. This impartial third-party 
individual acts a mediator between you and your prospective sponsors.

The next step in stakeholder enrollment is negotiation. People often resist supporting 
innovations because they have something to lose if they join your project. If you want to win 
them over, you need to remedy this: give them something to gain.

Manipulation sounds like a negative term but it doesn’t have to be. This is about influencing 
people to do something that’s good for them while they themselves are unable to see that 
benefit. You need to let them know that you have their best interests in mind.

Coercion is the final and most extreme possibility for managing resistance to your innovation 
idea. You need to have power in order to successfully do this. This is either the power to fire 
someone or the power to quit yourself. There is an enormous amount of risk in coercion, but it 
doesn’t take a lot of time to do it. The opposite is true of communication: there is very little risk 
in communicating with someone, but it can take a long time to build a rapport with others.
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When negotiating with future stakeholders, it is useful to account for the things that they stand 
to lose and gain from your project. If what they have to gain is larger than what they might 
lose, you need to promote those things. If what they have to lose is larger than what they might 
gain, you need to sweeten the pot and make it worth their risk. Always communicate your idea 
in terms of what’s in it for them, in three simple points. Tell them what success looks like and 
what the next steps are to seal the deal.

Hot Spots Plus Minus

Financial

Security

In/Convenience

Satisfaction

Manner of change

Cultural beliefs

Other

 
When you’re talking to potential stakeholders, take into consideration their dominant logic and 
tailor the way you communicate to their own way of seeing. Speak their language. If you’re 
talking to a green thinker, be enthusiastic and energetic and ask open-ended questions. If you’re 
talking to a red thinker, provide details and explain things in a sequential order. If you’re talking 
to a yellow thinker, talk about personal experiences and put the person at ease. If you’re talking 
to a blue thinker, get to the point and use quantifiable facts to illustrate your points.
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• Talk about personal experiences
• Tell stories
• Smile
• Express emotions
• Put the person at ease
• Think out loud
• Use nonverbal gestures
• Acknowledge the role of intuition
• Recognize important spiritual symbols

• Be enthusiastic and energetic
• Look at the big picture
• Expect to be interrupted in mid-sentence
• Draw concepts
• Use metaphors
• Look at the future
• Make it conceptually sound and clear
• Ask open-ended questions
• Explore how the pieces fit together

• Provide details
• Be neat and on-time
• Follow the rules
• Explain in sequential order
• Conform to accepted esprit de corps
• Ask close-ended questions
• Provide detailed data
• Demonstrate how it works

• Get to the point and summarize
• Be logical and analytical
• Critically confront the downside
• Use quantifiable facts to illustrate points
• Be very matter-of-fact
• Don’t get emotional
• Show personal ownership
• Demonstrate a biased towards action

Managing Organizational Change. Connor and Lake



55

Keep in mind these key points:
• Select an area in crisis or with exceptional performance
• Remember to pilot the innovation first
• Identify assistors & resistors and focus only on key stakeholders
• Follow the acceptance-gaining sequence: there’s always a tradeoff between time and risk
• Every project needs a compelling story
• Communicate in the values of the stakeholders
• Diversify your initiatives and show small wins
•  Work to understand what resistant stakeholders lose from the innovation and identify 

potential remedies

CHAPTER
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CHAPTER

1. Who do you need to support your innovation initiatives? Why?

2. What do these stakeholders want? Why?

3.  How are you going to give them what they want?

• Harmony
• Service
• Legacy

• Newness
• Freedom
• Creativity

• Promotion
• Perfection
• Order

• Money
• Power
• Prestige

www.jeffdegraff.com 
734-604-1012The Dean of Innovation
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 10 Assess to Progress

When it comes to assessing your organization, there are different aspects to consider. The first 
part includes outcomes that you want to get out of innovation. The second part addresses 
the culture and competency required to reach those outcomes. And the third part considers 
the individuals themselves and their ability to create the culture and competency needed to 
achieve the outcomes.

Imagine your organization as a set of matryoshka dolls, or Russian nesting dolls. You are the 
smallest doll. You—the individual or the personal doll—are contained within the medium sized 
doll: the organizational or the communal doll. This is your co-workers and the other parts of 
your organization—the circle of people who create culture and competency. This represents the 
current practices of your organization and how or what your organization is doing now. The 
communal doll is contained within the largest of the dolls, the universal doll, or the strategic doll. 
This is the doll that contains everyone. The universal doll represents the purposes, or outcomes 
of your organization—what it wants to be in the future. It is crucial to remain aware of the 
personal, communal, and universal realms simultaneously: look up, look down, look around.

Take the Innovation Assessment at http://innv.at/O-Assess. It will only take you 15 minutes, 
and you’ll receive the results via e-mail immediately after completing it.



58

In order to understand how to assess an organization’s innovation capability and competency, 
here is a case study. As an example, we’ll use a company we all know—Apple. We’ll compare 
the profile of the company to the narrative or timeline of the company in three stages.

In its first stage, Apple started in a garage by a group of revolutionary thinkers who wanted 
to make computers easy enough for everyone to use. It became the darling of the stock 
exchange. Artists and educators supported the company and its universal, chic accessibility. 
Apple was green and yellow, with emphasis on innovation and growth, followed by building 
community and knowledge.

As the computer business grew and established industry-wide standards, Apple became an 
outsider in the very segment that it helped spawn. In its second stage, Apple responded to this 
change by transforming itself into a turnkey operation that produced software and computers 
that were relatively similar to the rest of the industry. Apple became red and blue, emphasizing 
efficiency followed by profit.
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1.  Breakthrough Innovation 
Organic Growth

2.  Competency 
Knowledge
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Speed
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1.  Quality 
Efficiency 

2.  Profits 
Speed

3.  Competency 
Knowledge

4.  Breakthrough Innovation 
Organic Growth
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In its third stage, on the verge of bankruptcy in the late 1990s, Apple revitalized itself by 
reintroducing the radical, visionary thinking it depended on in its infancy and developing an 
entire ecosystem of products and software that went beyond the computer—including a music 
downloading site and handheld devices.

In this last stage, Apple looks a lot like it did when it was a start-up. The reason is this: at both 
of these moments, the risk of trying something radical and the reward of staying where it’s at 
were reversed. The only significant difference between the two situations is that now, in this 
later stage, in addition to being the green company it was at its start, there is also a secondary 
blue component to its identity that encourages it to produce replicable and reliable earnings.

It is crucial to remember that assessments are not the truth—rather, they are measurements 
of perceptions of the truth.

There are three ways to measure an organization’s readiness to innovate:
1.  Psychometric Tests: These questionnaires ask individuals to self-report how they see the 

organization. These tell us a lot about ourselves and our bias, but they’re ultimately not very 
reliable because they’re not objective.

2.  Sociometric Tests: These tests ask for a group’s perception. Consumer confidence 
is one kind of sociometric test: what people believe about the economy typically 
anticipates whether we will have a bull or bear market. These tend to be more reliable than 
psychometric tests, especially if you have very large groups.

3.  Financial Bechmarking: This is a quantifiable measurement. These tests tend to be 
accurate since they rely on facts and figures, but they are usually not very predictive 
because they consider organizational performance in the rearview mirror.
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Let’s learn how to perform an assessment by looking at a sample case study of a hypothetical 
company called Mega Corp. A multi-national organization that’s been around for a hundred 
years, Mega Corp. has products and services in all different kinds of sectors. The current 
profile of Mega Corp. is red. It values quality and efficiency, emphasizes smooth operations, 
and focuses on reducing errors. Over the years its growth has slowed, and it realizes that it 
needs to revitalize itself in the new changing market environment. Mega Corp. wants to be able 
to become more innovative, enter emerging markets, and create radical new products based 
on green and eco technology. It wants to be green. Its current leaders are blue, focusing on 
increasing shareholder value.

 

So the first change to be made is to change the practices of the organization. Mega Corp. 
needs to stop some of the non-essential practices that inhibit innovation. This means getting 
rid of technical procedures and standards and regulations. By stopping these old practices, 
Mega Corp. leaves room to introduce new green practices like convening regular sessions of 
forecasting the future and running diversified experiments. 

Stop / Do Less Start / Do More

Improve processes Create breakthrough new products

Benchmark best in class Start up a new organization

Remove unnecessary parts Brainstorm novel solutions

Run simulations Forecast the future

Mine information Enlist radicals

Connect systems Spin off an existing field

Reorganize Diversify experiments

Work with suppliers Build a virtual organization

PURPOSES
Desired future outcomes

PRACTICES
Team culture & competencies

PEOPLE
Personal approach
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The leaders of Mega Corp. also need to change at a personal level. Right now, Mega Corp. 
leaders are blue, which means they are focused on immediate returns. They need to behave 
differently and learn some green leadership skills, allowing for more flexibility, brainstorming, 
and experiments. 

Stop / Do Less Start / Do More

Set clear and specific goals Support people with innovative notions

Model decisive action Design bold organizational initiatives

Confront problems as soon as they occur Be willing to adjust in the moment

Emphasize goal attainment Imagine the future

Reward high performers Reward new ideas

Focus on intended results Initiate change

Establish a power base and make deal Be a big picture thinker

Demonstrate competitive behavior Envision ambitious change efforts

Thus, if Mega Corp. is to be successful in its endeavor, the leaders must start with themselves. 
They need to become effective green leaders and create new green practices in the organization 
that support innovation. This will facilitate the change in organizational culture and competency, 
allowing the organization to achieve the green results it seeks.

There are several possible uses of innovation assessments. They can help you in hiring 
new people. You can use them to staff your teams. You can look at your organization and 
determine its development needs. You can develop the culture and capability required to 
sync up your organization and carry out its growth strategy.
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1.  What type is your organization’s strength now? What type does it need to develop in the 
future?

2. What type is your organization’s weakness? What type is it likely to be in the future?

3.  What type of culture and competency does your organization need to develop now? In the 
future?

• Establishing & maintaining shared values
• Developing skills

• Making new products & services
• Prospecting for new market opportunities

• Using resources in the best way possible
• Eliminating errors

• Moving quickly to capture an opportunity
• Maximizing shareholder earnings

www.jeffdegraff.com 
734-604-1012The Dean of Innovation
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 11 Innovation Processes

There are two kinds of innovation processes.

The first kind is about focusing innovation, making it more convergent. The goal is to take the 
ambiguity out of innovation and standardize it, making the innovation process regular.

The second kind is about expanding innovation, making it more divergent. The goal is to widen 
the scope of innovation and achieve divergence, giving us more options and less alignment.

Convergent Innovation Processes

Program management is the most common form of convergent innovation. At its onset, 
program management seeks to find the market opportunity—emerging technology, rising 
customer demands, and the things that your competitors are doing. Then it considers the 
ideas that your organization has, its technical capabilities to make those ideas a reality, and its 
marketing prowess to sell those ideas. Program management put all those things together to 
come up with a program or technology roadmap. The idea is to look at the ability to design and 
develop an idea and eventually the ability to launch, market, and sell that idea. The object of 
program management is to sync up all elements an organization requires to get an innovation 
to scale.

PRODUCT/
MARKET STRATEGY 
AND PLANS 
TECHNOLOGY/
MANUFACTURING

PROGRAM 
MANAGEMENT

TECHNICAL 
PRODUCT 
SUPPORT AND 
TECHNICAL 
MARKET SUPPORT

MARKET, 
COMPETITOR 
AND 
TECHNOLOGY 
INTELLIGENCE

IDEA MANAGEMENT
(Generation; collection/enrichment; evaluation/screening)

RESOURCES PLANNING AND DEVELOPMENT
(Supply-base, technology, skills and competencies)

Product Juggernauts. Deschamps and Nayak 
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Another common form of convergent innovation is stagegating, or phasegating. The basic 
idea is to divide the entire innovation process into small segments or phases, investing very 
little in the beginning and increasing the investment substantially at the end once you’ve 
proven that the idea is going to work. In between each phase, you pause to evaluate the status 
of the idea, considering whether it should be modified, stopped, or continued. The object of 
stagegating is to synchronize innovation so that it arrives at the market at the proper time  
and to invest more in the project as it become more viable. 

 

The basic premise of convergent innovation processes is to align each component, from supply 
chain to product or service. This alignment also serves as a funnel, where a lot of ideas get 
eliminated in the process and only the promising few get investment at the end. 

Another form of convergent innovation is portfolio management. First, you consider the 
relative payout of your idea. Then, you determine the relative risk of the idea—your ability to 
design, sell, and support the idea. The object is to focus only on the ideas that are the most 
promising—that have both a high payout and low risk. This is often referred to as the hurdle 
rate. Only projects that pass the hurdle rate will continue and everything else is eliminated.

IDEA
PRELIMINARY 
INVESTIGATION

BUSINESS CASE
TESTING AND 
VALIDATION

MARKETING 
LAUNCH

LOW REWARD HIGH REWARD

HIGH RISK

LOW RISK
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Common to many kinds of convergent innovation processes are innovation architectures, or 
platform innovations. They work like concentric circles. At the center is the core, or common 
platform—the basic form of the shared idea. Immediately outside of that is the extended core—
slight variations or modifications on the fundamental idea. Around that is the basic product 
platform—a more specialized version of the idea that you intend to market. Then, finally, comes 
product variants—the specific tools and alterations you need for particular markets. 

For example, let’s say that at the very core, an organization produces an engine. The extended 
core includes small, medium, and large engines. Around that circle is a set of products based 
on those engines, such as a lawn mower. The last circle contains variations for particular 
markets, such as different voltages, colors, or sizes.

 

The goal is to align all of these elements to maximize the variation you can get from a single 
idea while minimizing the expense.

BASIC PRODUCT 
PLATFORM

PRODUCT VARIANTS

EXTENDED CORE

CORE

Product Juggernauts. Deschamps and Nayak 
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Divergent Innovation Processes

Where convergent kinds of innovation processes value reliability and regularity, divergent 
innovation processes strive for novelty, diversity, and experimentation. These will bring you 
unprecedented opportunities but also a high degree of risk.

A popular approach to divergent innovation is looking for uncontested markets—places 
where there aren’t many competitors, where new ideas will have the chance to grow before 
anyone else gets into the space. There are two dimensions to find uncontested markets. First, 
consider the value propositions for customers. This just means thinking about what exactly the 
customers want: Simplicity? Excitement? Accessibility?

Second, think about all the places where a customer might encounter the product. Obviously 
they encounter it when they buy it. But think of other encounters such as when they take 
delivery on the product, use it, buy additional supplements to it, maintain or service it, and even 
when they dispose of it. Now, look for value propositions and different types of encounters 
where there currently aren’t any innovations, where there is an opportunity for novelty.

Propositions Purchase Delivery Use Supplements Maintenance Disposal

Customer 
Productivity

Simplicity

Novelty

Convenience

Risk

Fun and Image

Environmental 
Friendliness

Knowing a winning business ideas when you see one by Chan Kim and Renee Mauborgne
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Another common form of divergent innovation is adjacencies. All organizations have a core 
product or service that it sells. An adjacency is a product or service directly or indirectly related 
to your core product. For example, if you produce and sell computers, an adjacency might be 
software applications to make those computers talk to each other. Another adjacency might be 
additional applications to make these computers talk to your smart phone or handheld device. 
Yet another adjacency might be an innovation that facilitates purchasing on or through those 
additional applications to extend and diversify your organization’s reach. The basic idea is to 
start out with something that you’re really good at and to incrementally expand your solutions 
to other markets. 

In any innovation process, it’s crucial to determine your organization’s collective ability to innovate 
or its core competency. In order to measure the core competency, consider these five factors: 
1. Value: how much the competency is worth
2. Resource: how much talent and materials you have to achieve the competency
3. Imitation: how difficult it is for others to replicate that competency
4. Organization: how synced up the competency is with other aspects of your organization
5. Criticality: how much your organization and the market depend on this competency
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Innovation strategies are highly divergent innovation processes because they encompass all 
aspects of the organization. Thus, they are very complicated and difficult to understand. Using 
strategy maps or pictograms can facilitate the participation of all leaders and employees in 
creating the vision of the future and the strategy to get there. 

Criteria for success for divergent processes:
1.  Influence: Do we have the ability to move the market with this idea? Can we get the 

organization to buy-in? Can we get resources from our leaders?
2.  Interest: Do we really care about this idea? Do customers care about this idea? Is this idea 

interesting enough to drop some current projects?
3.  Imagination: Is this really a game-changer? Does this stretch our current capabilities? Is this 

idea a wow?
4.  Critical: Is this a must-do idea? Why haven’t we done it before? What happens if we don’t 

do it? 
5.  Immediate: What is the window of opportunity for this idea? Can we move fast enough to 

make this idea profitable? 
6.  Direction: Does this idea advance our strategy? Does this idea take us to new markets? 

Does this idea create new capabilities?
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1.  What type of innovation processes does your organization run? Why?

2. Where are these innovation processes most effective? Least? Why?

3.  What type of innovation processes should your organization be running? Where? When?

• Networking
• Team building
• Shared best practices
• Social media

• Creativity methods
• Change management
• Futuring
• Trend analysis

• Standard procedures
• Staged processes
• Supply chain
• Data mining

• Mergers & acquisitions
• Branding
• Project teams
• Portfolio management

www.jeffdegraff.com 
734-604-1012The Dean of Innovation
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There are many differences between the way we evaluate and measure convergent innovation 
and divergent innovation.

You almost always measure convergent innovation based on things that have already 
happened. This kind of innovation is outcome-based. This kind of innovation is relatively easy 
to measure because you can look at concrete figures from a fixed period of time to determine 
the success of a new idea.

The opposite is true for divergent innovation, which encourages you to feel your way toward 
the future as you deal with the uncertainty and risk of radical change. The challenge is that we 
have no data on the future. Since we cannot measure the outcomes, we measure instead the 
roadmap or enablers that will take us to the future. For example, if you send a team of leaders 
out for training, and then later on benefit from the skills that they learned, you can evaluate 
the usefulness of that training and associate it with preparing for the future but you cannot 
definitively prove or quantify its usefulness.

The way you measure the success of an innovation depends upon the point of view you take 
when approaching and designing it. Consider the standards of evaluation from each of the four 
quadrants. From a blue point of view, you might look at the rates of return. From a red point of 
view, you might decide whether you’ve achieved a milestone. From a yellow point of view, you 
might reflect on the diversity of the organization. From a green point of view, you might look at 
the diversity of the pipeline. 

• Workforce diversity
• Employee satisfaction index
• Turnover of experienced personnel
• Training and education costs per employee
• Organizational competency index 

• Number of experiments launched
• Diversity of initiative array
• Projected new market growth
• Adoption of new technology
• Alternative uses of innovation identified

• Initiative cost vs. budget 
• Actual vs. planned milestones achieved
• Number of failures
• Number of prototypes tested
• Design for manufacturability index rating

• Projected gross profit
• Projected market growth
• Projected time to market
• Projected return on investment
• Projected operating income
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Red and blue forms of innovation are easier to measure because they are outcome-based, 
dependent on tangible things like quality, cost, and profits. Yellow and green forms of 
innovation are harder to measure because they are dependent on intangible things that haven’t 
happened yet.

Lower measures = immediate outcomes Upper measures = future outcomes

• Causal key indicators
• Exposed information
• Convergent options
• The present situation (manifest)
• Tangible value
• Create focus and alignment
• Invest with increasing rates of return until rates fall

• Associated key indicators
• Emergent knowledge
• Divergent options
• The future situation (latent)
• Intangible value
• Create slack and diversify
•  Invest with decreasing rates of return until you 

develop competency, change and innovation, and 
brand equity

Each innovation process has a bias—a particular point of view that it dominates over others.  
For example, portfolio management, which looks for low-risk and high-payout strategies, 
embraces a blue kind of thinking. In its attempt to minimize technical risk, portfolio management 
tries to get rid of green ideas or turn them into blue ideas. Portfolio management considers 
red projects under-performing, and in its attempt to increase their value, transforms them into 
blue projects. Yellow ideas are eliminated because they take too long to have a pay-off and 
considered both too risky and under-performing. With portfolio management, essentially all 
projects will migrate into the blue compete quadrant. This is called portfolio gravity.

LOW 
REWARD

HIGH 
REWARD

HIGH RISK

LOW RISK
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Once you become aware of the bias that your innovation process has, you can remedy it. With 
portfolio management, if you want to achieve true balance, you need to allocate your resources 
across all four quadrants, as illustrated here:

15% 
TECHNOLOGY STOCKS

50% 
HIGH QUALITY STOCKS

10% 
SOCIAL ENTERPRISES

25% 
BONDS



73

CHAPTER

 12
There are two major approaches when it comes to investing in innovations.

The first approach goes along with convergent kinds of innovation. This involves investing with 
concavity, to invest with increasing rates of return until it peaks, and then starving the capital, 
harvesting as much as you can.

The second approach goes along with divergent kinds of innovation. This involves investing 
with convexity, to invest with decreasing rates of return and then reinvesting until you get to 
scale. This applies to investments that will pay off in the long-term future.

R
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CONVEXITY
Invest with decreasing  
rates of return, reinvest  
until you get to scale.

CONCAVITY
Invest with increasing rates  
of return, starve for capital  
to maximize returns.

Think like a  
capital committee.

Think like a  
venture capitalist.
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Portfolio management process is not the only one with a bias. Stagegating system has a bias 
toward concave investment strategy, where we invest a little bit until the end. This works very 
well with red and blue innovation, but not yellow and green. To allow for yellow and green 
innovation to foster in the organization, the stagegating system needs to be modified, where the 
bulk of the investment is intentionally designed to take place at the beginning of the process.

Convergent and divergent innovation can work together if you integrate them seamlessly. 
One way of doing this is called tiering. This means building one form of value on top of 
another form of value and on top of that yet another form of value. For example, someone 
makes the chip that goes into the thermostat that makes sure the room you’re in stays at the 
right temperature. You can sell that chip for the maximum profit you could get, but if you did, 
chances are that would reduce the volume of chips that you sold. Instead, you can sell that 
chip almost at cost—maybe even at a loss—and increase the volume of chips that you sell. 
There will be a second tier—a second opportunity to sell that chip—when there is new software 
or a new version of the chip that is considerably better than the first one. When you sell the 
chip the second time to all the people who bought the thermostat with the first chip in it, the 
profitability will be significantly higher—maybe even double, since you now have a captive 
market. In this way, the volume that you took in the first tier is realized in the profitability of 
the second tier. This has the potential to extend to a third tier—an additional breakthrough 
innovation—that will make for an enormous profit margin. The idea is that these forms of 
value often complement each other and, if put in the right sequence, can greatly enhance the 
opportunity created by any innovation.

INCREMENTAL 
INNOVATION

MODERATE 
INNOVATION

BREAKTHROUGH 
INNOVATION

DIRECT VALUE SECONDARY VALUE TERTIARY VALUE
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1.  What type of innovation processes does your organization use? Why?

2. Where are these processes most effective? Least? Why?

3.  What type of innovation processes should your organization use? Where? When?

• Networking
• Team building
• Shared best practices
• Social media

• Creativity methods
• Change management
• Futuring
• Trend analysis

• Standard procedures
• Staged processes
• Supply chain
• Data mining

• Mergers & acquisitions
• Branding
• Project teams
• Portfolio management

www.jeffdegraff.com 
734-604-1012The Dean of Innovation
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Here are some of the tricks of the trade to help innovation happen in your organization.

 
Master the art of SODOTO: See One, Do One, Teach One. Learning to innovate is like 
learning to speak a new language or to play a musical instrument—you need to do it and first 
fail at it before you can become good at it. Medical students become doctors by shadowing 
older doctors who are experts in their field. Over time, they master their craft and become the 
attending physician themselves, teaching and apprenticing future students. The same is true of 
innovation. Train future leaders in your organization in the art of creativity and growth and then 
those individuals can train the next generation of innovators.

 
Hide inside Trojan horses. This means taking your innovation initiative and hiding it inside a 
larger project already sanctioned by your organization. The rules and regulations of almost all 
organizations work against innovation by eliminating variation. By disguising your innovation 
inside something that your organization already supports, you can get the support necessary 
to make your idea a reality and you will achieve momentum. The goal is to move effortlessly 
through the organization’s bureaucratic walls undetected.
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Fail early, fail often, fail off Broadway. Failure is inevitable. You can use failure to your 
advantage by learning from your mistakes. The key is to fail when it doesn’t count so you can 
revise and get better for when it does count. Launch your innovation projects off Broadway, far 
away from the watchful eye of the ever-present critics. Don’t fail in front of your most important 
clientele. Instead, find your own New Haven or Boston where you can work on getting your 
show right before you open in your most important venue. In the 1960s, there was a musical 
called Camelot. When it opened in Toronto, it was over 7 hours, and people walked out. It then 
moved to Boston and it was over 4 hours, and people walked out. Next, it opened in New 
Haven, and it was over 3 hours, and people still walked out. All along the way, the producers 
made adjustments. When it finally opened in New York, it was 2 hours, and the President of the 
United States loved it so much that he made it the soundtrack to his administration.

 

Show; don’t tell. Give people proof that your idea is possible. Don’t just put it into words—
draw pictures, tell stories, make prototypes, be interactive and hands-on as you feel your way 
to the future. In the stages of its early conception, the iPod was carved out of a bar of soap. 
All the designers were asked to carry it around and interact with it. This is how they discovered 
it wasn’t going to work like a micro-computer. They discovered the size it needed to be and 
came up with the thumb-pad. All of these unique design elements came from the power of the 
prototype. 
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The cavalry isn’t coming. In the old Hollywood western movies, there was usually a moment 
when someone stormed into camp and told the other cowboys that the cavalry wasn’t coming. 
This meant that there were only a few things they could do in the camp: they could run away, 
they could stay and fight, or they could change their strategy and change their behavior. 
Innovation is exactly like this: you can leave, you can decide to fight the system and surely 
lose, or you change the way you act about making innovation happen. You can’t wait for an 
innovation to happen or come to you. That’s not how growth works. You need to take action 
yourself—engage in self-authorizing behavior: show ownership for innovation. Don’t innovate 
for other people—innovate because you see it as crucial to your personal growth.

 

Leave room for the stuff you don’t know now. Since there is no data on the future where 
innovation happens, you need to be open and flexible as you adjust your ideas and initiatives. 
Innovation is about building the bridge as you walk over it.
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1. How will you develop your ability to lead innovation?

2. How will you move your innovation initiatives forward?

3.  How will you make innovation happen in your organization?

• See One, Do One, Teach One
• Apprentice yourself

• Show, don’t tell
• Build prototypes

• Fail off Broadway
• Safely test new ideas

• Cavalry isn’t coming
• Demonstrate ownership

www.jeffdegraff.com 
734-604-1012The Dean of Innovation


