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NEW KNOWLEDGE?

NEW
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“One of the biggest barriers to
innovation, identiﬁed not only
by the participants at Vitafoods
Europe, is the ‘handover’ from
R&D to Marketing – or in
commercial terms from Science
to a Successful launch.”
Peter Wennström,
Founder Healthy Marketing Team
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“YES, BUT?”
OR
“WHY NOT!”
Innovation success comes
from having the right
Innovation Culture

FOURFACTORS® INNOVATION:
NOW WE’RE ADDING THE FOURTH C TO MAKE YOUR
INNOVATION FORMULA MORE SUCCESSFUL
FourFactors® Innovation means adding the 4th C of Culture to the 3C formula
of Consumer, Competition and Competences. Our experience tells us that
your innovation culture not only reﬂects in your organisation's ability to
innovate but also in your brand.
An entrepreneurial Developer company will have a new brand that attracts
early adopters, while a late mass market Optimiser organisation will try to
squeeze as much as possible out of an old traditional brand.
Knowing your Innovation Space in the FourFactors® Lifecycle below means
that you not only know where you are today but also where you want to go
tomorrow. That will inform your innovation strategy and make sure that
Culture, Consumer, Competition are all matched with your Competences.

HOW EACH STAGE OF THE INNOVATION
LIFECYCLE REPRESENTS A DIFFERENT CULTURE
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FOURFACTORS® INNOVATION

“CULTURE EATS
STRATEGY FOR
BREAKFAST”
Introducing the Innovation
Archetypes and how you can
make culture support
innovation

”CULTURE EATS STRATEGY FOR BREAKFAST”
“Culture eats strategy for breakfast,” is a famous
quotation attributed to business management guru
Peter Drucker.
We at Healthy Marketing Team and Co-Innovation
Group very much agree on this notion and believe
that culture is the most critical factor for innovation
success.
Thus connecting innovation culture with strategy is
pivotal for corporations who would like to avoid a
“Kodak Moment”…

Peter Drucker

THE END OF THE KODAK MOMENT
Kodak was founded in 1888 and held a dominant position in photographic ﬁlm
during most of the 20th century. Their tagline “Kodak Moment” was commonly
used for describing events that needed to be recorded for posterity.
Kodak made money from every step of the photo process, so when Kodak
Engineer Steve Sasson invented the ﬁrst digital camera in 1975 the corporate’s
response was negative. The business wouldn’t sell the camera, since they were
afraid it would cannibalize ﬁlm sales…
Kodak regarded digital photography as the enemy, an evil juggernaut, that would
kill the chemical based ﬁlm and paper business that fuelled Kodak’s sales and
proﬁts. And so it did. In 2012 the company ﬁled for bankruptcy.

“Film is our core business”
What if Kodak would have embraced this new technique, instead of clinging on to
its “core business”? If the corporate culture at Kodak would have been a little bit
more explorative and open to new possibilities we are sure that the outcome
would have had been very diﬀerent.
So if “Culture eats strategy for breakfast, How can we then Digest Innovation?
Our answer to this question is simple: Learn to spin the innovation wheel!

	
  

HOW TO SPIN THE INNOVATION WHEEL?
In order to spin the innovation wheel,
diﬀerent competencies are required. You
need to be able to explore new
knowledge, and develop products from
this knowledge. Then you need to be able
to take these products to market, and of
course optimise your business.
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If a company’s innovation culture proﬁle
is biased to one area this can cause
stagnation and block the ﬂow of concept
idea to product launch.
Thus, you need to develop a innovation culture which allows all diﬀerent
competencies to prosper, interact and collaborate. Otherwise the innovation
wheel will stop.

THE FOUR ARCHETYPES OF INNOVATION
Innovation is of course a team work and we have identiﬁed Four Archetypes of
Innovation, i.e. four diﬀerent innovation proﬁles that all are needed to spin the
innovation wheel:

WHY?

EXPLORER	
  

HOW?

DEVELOPER	
  

WHO?

MARKETER	
  

WHAT?
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Each proﬁle contribute with an essential question to drive innovation, and is
above portrayed by the innovative individuals Albert Einstein, Thomas Edison,
Ray Kroc and Ingvar Kamprad.

EXPLORER

WHY?

Like Albert Einstein, the Explorer EXPLORES new
knowledge.

“It’s not that I’m so smart, it’s just that I
stay with problems longer”
An Explorer:
- Likes to learn and discover new
- Is not afraid of mistakes
- Sees the process as important as the end goal

“Do not stop questioning”

- Likes to reﬂect on and question your work

DEVELOPER

HOW?

Like Thomas Edison, the Developer DEVELOP new
products.

“I have far more respect for the person with
a single idea who gets there, than for the
person with a thousand ideas that does
nothing”
A Developer:
- Likes to observe and collect ideas.
- Thinks about the end result.
- Wants to make a diﬀerence.
- Constantly thinks of how to improve things.

“I never pick up an item without
thinking how I might improve it”

WHO?

MARKETER

Like McDonald’s Ray Kroc, the Marketer takes new
business ideas to MARKET

“I didn’t invent the hamburger. I just took
it more seriously than anyone else”
A Marketer:
- Is a risk taker.
- Sees the business opportunity in products.
- Is good in creating new contacts.

“There’s more future in
hamburgers than baseball”

- Likes team work.

OPTIMISER

WHAT?

Like IKEA’s Ingvar Kamprad, the Optimiser
OPTIMISE the organisation

“Everything we earn we need as a reserve.”
An Optimiser:
- Likes structure, eﬃciency & cost control
- Likes being in control.
- Focus on rational decisions.
- Wants to be part of a strong corporate culture.

“I am very proud to follow
the rules of my company”

THE INNOVATION CULTURE AUDIT
The Innovation Wheel and the Four Archetypes of Innovation are concepts that
HMT and Co-Innovation Group have developed during the past ﬁve years in a
research project together with Lund University, Skåne Food Innovation
Network and an expert group with representatives from international food
and nutrition corporations. Together we have developed an Innovation
Culture Audit, which can help individuals, teams and organisations to “digest
innovation” and spin the wheel of innovation faster and better. It is a toolbox
for the analysis and development of organisations’ innovation capabilities.
Part of this toolbox consists of an innovation proﬁling questionnaire, which
measures behavioural preferences amongst individuals and categorizes
them into the Four Archetypes of Innovation. We were invited to Vitafoods
Europe 2017, on 9-11th May, to be part of the Advice Centre and conduct
innovation proﬁling of the Vitafoods attendees, with the aim to measure the
innovation temperature of the nutrition industry.
Innovation will for sure be needed for future growth, but how well-equipped
is the industry when it comes to spinning the innovation wheel? How can we
become even more eﬀective in commercialising innovation and improving
our overall innovation capability?
An Innovation Culture Audit can be done on
individual, group and organizational levels. It will:
1.

Clarify what roles and functions that support
innovation.

2.

Identify how management and internal
communication facilitates innovation.

3.

Understand how environment, rituals and symbols
inﬂuences innovation.

4.

Give a recipe of what the organization can improve
to spin the innovation wheel faster and better.
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DID YOU TAKE THE TEST?
We identiﬁed one of the biggest
innovation barriers among the
visitors of Vitafoods Europe

WHY INNOVATION CULTURE AUDIT
AT VITAFOODS EUROPE 2017
“For any nutraceutical or functional food company, the
ability to deliver innovative products and solutions is
essential to standing out in the market and achieving
business success. The natural health product industry is
growing rapidly; the market is getting very crowded and
brand diﬀerentiation is the key to success. Innovation is
the most important driver supporting economic growth.

Chris Lee

Innovation has always been at the heart of Vitafoods Europe and Asia. We’ve
been committed to the ‘new’, driving and reﬂecting the trends shaping the
global nutrition industry since the ﬁrst event in 1997.
Reﬂecting on the spirit of innovation in the industry, Vitafoods Europe 2017
featured Healthy Marketing Team in the Advice Centre for visitors who
wanted to test their innovation proﬁle. This was an ideal partnership; the
proﬁling test enabled our visitors to get their individual innovation proﬁle
result to better meet their business objectives, but also enabled us to see an
accurate picture of our entire audience. This overall innovation proﬁle was
presented on the Vitafoods Centre Stage during the event, to empower the
industry towards innovation.”
Chris Lee, Managing Director Global Health and Nutrition Network

THE INNOVATION PROFILING
Vitafoods attendees were asked to ﬁll out a digital questionnaire to
categorise their innovation proﬁle and to learn about the innovation culture
of their organisation. The questionnaire was answered by 167 respondents
from diﬀerent parts of the world, though the majority were of course from
Europe, see ﬁgure 1.

Europe
Asia
South America
Middle East
North America
Oceania

Figure 1. Distribution of innovation proﬁling respondents

A MAJORITY OF EXPLORERS…
Maybe not surprisingly, the predominant archetypes amongst Vitafoods
Europe attendees were proﬁled as the Explorer. The distribution among the
167 respondents is visualised in ﬁgure 2 below.

Figure 2. Vitafoods Europe Innovation Proﬁles

…IN DEVELOPER ORGANISATIONS
We also asked the respondents to estimate which innovation culture that
dominated their corporations. The result showed that the dominating
corporate culture was a Developer culture, see ﬁgure 3.

Figure 3. Most common corporate innovation culture

THE INNOVATION BARRIER
Since most respondents stated that they were part of an organisation with
Developer culture, it is a quite concerning fact that nearly half of the
respondents then stated that the biggest barrier to innovation in their
business is in the ‘handover’ from product development to marketing, i.e.
from the Developer to the Marketer. See ﬁgure 4 below.

Figure 4. Biggest barrier in the innovation wheel
Thus, the many Developer organisations might not reach their full potential,
or even survive, if they don't learn to successfully bridge this gap and transit
from product development to successful marketing.

FOURFACTORS® INNOVATION

HOW TO BRIDGE THE GAP
BETWEEN INNOVATION
AND MARKETING
Introducing the FourFactors®
Innovation Programme

BRIDGING THE GAP BETWEEN R&D AND
MARKETING
Many companies’ cultures are driven by a strength in exploration and
development. For these corporations it will be especially important to ensure
that the transition from product development to market entry proposition is
eﬀective.
The critical skill to bridge this gap is in blending the Developer mindset, focused
on product attributes and functionality, with that of the Marketer, thinking of
those attributes in the context of your target audience and developing a brand.
And luckily we at HMT and Co-Innovation Group are experts in helping our
clients achieving this.
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HMT’S FOURFACTORS® INNOVATION
PROGRAMME
HMT’s FourFactors® Innovation Programme is intended to help
companies in the Nutrition, Health and Wellness market to develop
Better Targeted Innovations Faster to Market.
The program is built on global best practices and key learnings of success and
failures and is developed together with University research groups and
Industry experts to bring an interactive tool box for optimizing the innovation
handover process.
The FourFactors® Innovation Program modules include:
1. Innovation Culture Analysis: What is our Innovation Capability?
Proﬁle your Innovation Culture, pinpoint enablers and barriers to more
successful innovation.
2. Understanding Your Innovation Space: Where are we today?
Identify Your Playing Field and match opportunities by the interactive analysing
and mapping of Competencies, Competition and Consumers
3. Inspiration and Analysis: Where do we want to go?
Detect the latest trends and see the market through the eyes of a consumer.
4. Innovation Strategy Development: How do we get there?
Deﬁne and agree on Your Strategic Opportunity. Develop propositions and
concepts using the FourFactors® model that creates the conceptual bridge
from ingredients and product attributes to consumer beneﬁts and brand
promise.
5. Improve the Innovation Wheel: How can we make culture support
innovation?
Develop a tailor made action plan to address any cultural gaps or barriers and
optimise current process.

CURIOUS TO KNOW MORE?
Do you recognize the problem within your own organisation?
Are you ready to do something about it?

Please contact Peter Wennström:
Peter@theHMT.com
Direct: +46 767 74 90 74
HMT Oﬃce: +44 20 3384 0790

SEE YOU AT VITAFOODS ASIA 2017!
“The innovation proﬁle results from Vitafoods Europe 2017 are very interesting
and enabled us to see an accurate picture of our entire audience. With this
industry proﬁle, we can further tailor Vitafoods Europe 2018 to suit our visitors.
Healthy Marketing Team is well respected within the industry and has a global
perspective. We’re therefore delighted to be continuing our partnership at
Vitafoods Asia 2017, to oﬀer innovation proﬁling to the Asian nutraceutical and
functional food industry. We’re intrigued to see the diﬀerences between the
Asian and European industry sectors and excited to oﬀer such insight to our
visitors.”
Chris Lee, Managing Director, Global Health and Nutrition Network

ABOUT US
The Healthy Marketing Team is a group of specialist nutrition
innovation & branding consultants. We have global experience
from providing strategic direction for healthier brands &
healthier business from 6 continents and over 60 countries. We
will tell you WHAT is happening, WHY it is happening and HOW
you can make this happen for your brand.
Learn more at: www.theHMT.com

Co-Innovation Group was founded in 2016 as a result of a
research project together with Lund University, Skåne Food
Innovation Network and expert group with representatives from
international food and nutrition corporations. Based on its indepth understanding of corporate innovation cultures, CoInnovation Group helps companies increase their innovation
capabilities.

Vitafoods Europe is the global nutraceutical event
featuring exhibitors from all over the world across four
key market areas: ingredients & raw materials; branded
ﬁnished products; contract manufacturing & private
label; and services & equipment.
The event oﬀers a range of visitor attractions, including
an industry-leading education programme.
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