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Kris: So we're here on the Corporate Innovation Podcast with Fredrik Östbye from Grundfos. 
Grundfos is the world's largest pump manufacturer, and Fredrik is Group Vice President and Head 
of FutureLab. He used to be also an entrepreneur, a serial entrepreneur with multiple companies 
within Energy and IoT. He has a background as VP at the telco, Telenor and before being Head of 
FutureLab, he was Head of Digital Transformation at Grundfos.  
 
But that job sort of expired after three years. And I know there's a story that we are also going to 
be talking about. So generally what we are speaking about here the next hour or so with the 
transformation journey that Grundfos, a large legacy organization, if you like, is on and has been 
on for the past three plus years. So welcome here on the podcast, Fredrik. 
 
1:50 
 
Fredrik: Thank you so much. Excited to be here.  
 
Kris: So Fredrik, before we start talking about the journey that you are on with Grundfos, it's 
always interesting, I find to also learn a little bit about the journey that people who are on the 
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podcast have been on. So what sort of led you to where you are right now? What has your own 
sort of professional journey been?  
 
Fredrik: So I have always been an entrepreneur. I started my first company back in the university 
when I was studying electronics in Chalmers University in Sweden where I live. The education was 
quite boring. It was good, but boring. So I started the company in second grade there and have 
been building companies since more or less, always focusing on how to use the latest 
technologies, explore them to see how I can impact sustainability and at the same time do a great 
business.  
 
That's kind of what has been driving me, the passion for both sustainability and technology. A 
couple of times, my companies have been acquired by big companies. I have also got, you know, 
the taste of how it is to be inside a big corporate with the pros and cons, because there truly are. 
And during my latest journey in a corporate where Telenor acquired my company back in 2013, I 
could really use, you know, the big coat of a strong brand, big company going out, talking about 
the future. Meeting a lot of cool people and the companies on a high level. So that makes a 
difference when you are in a big company compared to if you are in a small company. 
I really expand my network and my knowledge about how big corporates are going through 
disruptive transformations like this. And I could see patterns of what we're not working so well. 
And that led me to Grundfos, who really wanted to embark on a digital transformation, and Mads, 
who is a very visionary and visual person, of course, caught my attention.  
 
He wanted to really use digital on his journey. He could see that digital either would kill Grundfos 
or take it stronger into the future. And he needed someone from outside who could help him to 
execute this transformation. And since Grundfos has a very strong brand and a noble purpose, it 
attracted me. And that's why I joined Grundfos in in May 2017 to help Mads execute his digital 
transformation.  
 
4:52 
 
Kris: Yeah, and it is really interesting because I happen to be Danish and Grundfos in Denmark is 
one of those historic companies that everybody knows. But I don't think I'm insulting anyone if I 
said that it’s not that many years ago, you wouldn't necessarily think about Grundfos and 
innovation and being on the forefront of technology as such.  
 
But that really has changed and is changing. And I think it's a really interesting case study of a 
large legacy company that has been on this journey of digital transformation and is continuing this 
journey in an industry that wasn't, of course, necessarily first to all of this stuff.  
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So let's try and talk about that whole journey that you guys have been on. So a little bit more than 
three years ago when you joined the organization, what was the job? What was the agenda? What 
were you trying to achieve?  
 
Fredrik: Yes. So Mads who came onboard Grundfos, he has this vision about Grundfos becoming 
a sustainability company. And he has really lived on taking the legacy of the company forward and 
using the founder's vision about helping end users in their daily works and daily lives and reducing 
energy consumption and being good for sustainability, he is taking that to the next level in his 
work. And so when he took me on board, he said after I had signed, he said, if I have this dream 
of making the smartest and most intelligently executed, digital transformation in any industrial 
company will come on board.  
 
And I kind of liked that challenge because you don't have to think differently. You cannot just do 
what the others are doing when they approach a digital transformation. He also saw this 
transformation as a key enabler for the bigger transformation that he was embarking on to 
become this sustainability company.  
 
If we can embark digital and included in our offerings, we will be more competitive and we can 
take new positions that we cannot do just being a product provider. So there, we had a really 
good dialog about, you know, transforming ground force from a strict physical product company 
where we are selling pumps in boxes through distributors and on a massive scale, you know, we 
are super big on it and we are making a good business, but that's a commodity and it's being 
more and more commoditized, and digital will change that even more.  
So really using digital to step up and take new positions. So my job was basically to, you know, 
run a cross-functional transformation. And when we looked into how other companies are doing 
this, we could see patterns that, you know, digital is the new cool stuff.  
 
And they typically hire quite expensive guys like myself and someone else to drive it. And that 
person typically builds up a digital division somewhere and maybe moves to Berlin or Silicon 
Valley or something, you know, where the cool people are and to build a new organization. And 
that ends up a little bit in a couple of problems.  
 
One is that you are disconnected from where you come from and you are also competing with 
your own business. So we wanted to take another approach to it by seeing that. What kind of 
company are we after this transformation? Yes, we will most likely be a company that is able to 
both develop and bring to market the combination of physical and digital. So let's not split it up. 
Let's not put digital in one box and physical in another. Let's see, it does something that leaves 
together, just like Apple. Apple's products and other products are living software and hardware 
and hand in hand. And so that was the approach we wanted to take to make an upgrade of 
Grundfos.  
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And I think that was one of the key success factors for our digital transformation to do it like that. 
And that's also where we stated that if we should do something differently even more, most of 
those people coming onboard, the chief digital officer having a seat, let's not do that, let's make 
this role temporary.  
 
So instead of me spending a lot of time in the group management talking mainly about the core, 
why don't I just execute and do it in a limited period of time? So we started to talk about like five 
years or so, but that's too long. You know, digital is moving so fast, we need to make this 
transformation much faster. We said three years, let's do it in three years. And that's kind of how 
we embarked on this journey to make the transformation in three years.  
 
10:31 
 
Kris: And then what was that then? I mean, what was accomplished in those three years? When 
did you know that you had sort of arrived or met your criteria?  
 
Fredrik: Yeah. So going back to that approach we took. OK, we have a super strong core. Let's 
add digital. Let's create a new core of Grundfos capable of both developing and bringing into 
market accommodation of physical and digital. What is it that we have to do to become that 
company?  
 
Yes, we need to add new capabilities into the company that we don't have today or that we don't 
have enough of today. So we mapped, we looked into what is it that we need when we are that 
company five years from now? What capabilities do we have in Grundfos then? And then we 
looked, what do we have today? And then we got the gap. These capabilities we either don't have 
or we have to strengthen significantly to become that company.  
 
And we identified five key capabilities that we saw. These need attention, these need focus and a 
lot of investments and work on. And those were the five that I was then tasked to make sure that 
we build again. It's not me building them in my organization. It's me driving others to build them in 
the different areas of ground force. So that's kind of how we also could measure that. Now we 
have those capabilities either to a degree enough that I'm not needed anymore or fully 
implemented. So that's also why and why we could say that we were successful in two years and 
11 months. 
 
Kris: The five key capabilities that you were looking into there, which were those?  
 
Fredrik: So the first one was digital engineering. So how can we use digital tools like simulation 
and stuff like that to innovate faster and more precise? How could we use 3D printing to design 
products in a new way that haven't been possible before? How can we design IoT in our 
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products, how can they be connected to the cloud to deliver data? How can we apply artificial 
intelligence in the pumps, etc. So digital engineering was the first one.  
 
The second one was data analytics. How can we create value out of all data that we will capture 
not only from our products that are now connected, but also from our interactions with customers 
in our supply chain, etc. to develop more interesting products for our users.  
 
The third one was ecosystem and partnerships. How can we take positions in the emerging digital 
ecosystems where big players put layers on top of everything and we have to be in relation to 
those digital layers in smart buildings, smart factories and smart cities, etc. to have a role to play 
in those ecosystems. How can we benefit from partnerships with other companies and in 
increasing speed and innovation height compared to if we should do everything ourselves?  
 
The fourth one was to go to market. Bringing digital offerings to market is a completely different 
thing compared to bringing physical products like we have done for decades. So we need new go 
to market capabilities. And it's not necessarily so that the channels we have today will be relevant 
going forward. And we are now also focusing very much more on the end users with our offerings 
than we have done before. So a new go to market setup will be needed.  
 
And the fifth one, as we intend also through this digital transformation, to deliver our products as 
a service and the outcome of our products as a service rather than just selling the products. We 
also need an organization that can deliver things as a service. So those were the five capabilities 
we identified and that we started to build up back in 2017.  
 
15:01 
 
Kris: And that also shows pretty clearly, I think, you know, it's a big endeavor. Right. I mean, 
there's literally no part of the organization and no person's job that isn't affected by this. So such 
a massive endeavor and kickstarting that in an old organization that, you know, is also doing well. 
What were you know, what were you sort of key tools to actually make this happen and ensure 
that, you know, the culture was open to and or you could sort of transform the culture to get to 
where you wanted to go?  
 
Fredrik: Yes. So a key to any transformation like this is, of course, top, top management to push 
and drive. If you don't have that, it's impossible to do so. Of course, Mads. Mads worked here. 
Without that, it wouldn't have been possible.  
 
He really made the heavy lifting of getting the organization to understand that digital is something 
that we have to understand and adapt to. Otherwise, we will die. So he did the difficult part of 
convincing the organization on that. And then he made me the executor by providing me with a 
budget that I could use to get going.  
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And here is really, you know, if you have a top management buy in a push to the organization and 
then someone comes with with funding to help the different parts of the organization to upgrade, 
then you typically get a good buy in from the VP players as well because they can get additional 
things done through this change agent.  
 
So that helped me a lot to get a significant budget to work in the different areas of Grundfos and 
then get those leaders in the organization to jump on the journey and build stuff with me and try it 
out. And, you know, learn and evolve from that. So I think top management buy in plus means to 
do it was the two key levers that I got.  
 
17:19 
 
Kris: And what about the rest of the organization sort of from below that VP level that may have 
had clear incentives to why they would want to go on this journey? What were your most 
important tools here?  
 
Fredrik: I think what we decided to do very early was to create a neutral place, neutral ground in 
Grundfos. We took an old factory like week 2 off of my existence in the company. We took an 
empty factory and moved in to create this neutral ground to build up. That's our transformation 
office.  
 
And we invited the doers, the people who really should help us build stuff to come there and be 
part of this. And it was a big excitement around it, of course, because Mads is really good in 
communications and is really inspirational for the organization. So it was quite easy to identify the 
change agents who really wanted to be part of this journey and talk to the line managers that we 
actually need some of your great people now to do this.  
 
We need to borrow them. And of course, we could have got “no shit, you don't take my people 
because I need them myself” but instead, we got a really good buy in and also from them to ship 
in some really great people to get going. And then, you know, when you get the first movement 
and you can show some results and you create some excitement, more people want to join.  
 
So we quite quickly grew a team of around 200 people working on the digital offerings in this 
factory, it was a combination of 80 people big building the enabling services in the cloud and the 
IoT platforms and the data analytics platforms sitting next to the business developers and the 
technology developers to build the the actual offerings, sitting super closely together and no silos 
at all. We had finance people, we had a go to market people joining the teams. So we really got 
cross-functional teams going and we'd quite some speed. And without that, it would have been 
impossible to do with this high speed.  
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Kris: I think it's also interesting because as you also mentioned early on, you didn't set up that 
shop in Berlin or in Silicon Valley, but you set it up in Bjerringbro, which is for people who are not 
familiar with Danish geography, it's sort of in the middle of nowhere, right, where there is 
Grundfos, the organization but that's sort of what revolves around that.  
 
But I think it's you know, I've always thought it was really clever because you sort of build a kind 
of Trojan horse for yourself, if you like, where you have this neutral ground, as you call it. But it's 
very, very close to the core because the job is to upgrade the core. It's not about, you know, 
disrupting the core, if you like. So we need to be in alignment here. So I always thought that the 
same principle was really clever.  
 
Fredrik: Yeah, I definitely see that as one of its key success factors in the transformation we went 
through. Definitely.  
 
20:48 
 
Kris: And so you have a good run now for almost three years in this digital transformation process 
and you made yourself obsolete as it appears, right. So where did you get to that conclusion? In 
saying, okay, this is it. Now it's a phase one or one. Now it's time to go to phase two.  
 
Fredrik: So already, before I joined, I basically had two purposes, why I was interested when I got 
the call from Grundfos if I wanted to come. One of the reasons was really, you know, I had seen 
all those companies trying to implement IoT and so on and go on this transformation journey.  
 
I could see they were struggling and I could also see that it was not the technology that was the 
problem. It was quite easy to implement the new technologies, society and data analytics and so 
on. The challenge was in the organization to transform the organization and upgrade the 
company.  
 
So of course I was very curious to find a recipe on how to do that. The second reason why I was 
interested in coming to Grundfos was because of the purpose the company had. And if I, as an 
entrepreneur, could act inside a big organization like Grundfos to make an impact on 
sustainability, that would be really exciting for me. So already before I joined, we discussed this, 
me and Mads and we agreed. If we are successful in making this digital transformation, where me 
as a change agent is needed for three years and we like each other also afterwards, then there is 
another opportunity coming to take a more disruptive and more game changing approach to what 
kind of offerings Grundfos could bring to market.  
So that has always been on the horizon for me as an individual. I've been pushing myself and my 
entire team to really deliver on those three years and. But I mean, if we were if we wouldn't have 
been done, I could have been fired, like most other CEOs are within 18 months if they are not 
succeeding. But we kind of made it.  
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It is a big team effort. And I will not at all take the credit. It's really all the people in roomfuls who 
have joined this journey and really chipped in a lot of energy into it. That has made it possible. 
And when we were looking into it, I mean, I have my one to ones with Mads on a regular basis. 
And he has been very super interested in both following but also supporting the transformation.  
 
And always if I had something that bothered me, he was quickly there to act and help me. So in 
those one to ones, we also talk about how we are progressing? Where are we? What are the 
obstacles? What do we need to do? And, you know, at one point we started the face that the 
organization is actually doing most of it themselves. Now, I can step back more and more.  
 
You know, strong people, strong leaders are put in place and have really picked up the ball. So 
we could both feel that our talks got easier and easier. And all of a sudden we were mainly talking 
about other things. And then we thought maybe it's time now that we actually live up to what we 
said. You have succeeded in making yourself obsolete and your role terminates as we said. But I 
really want you to stay in the company, Mads said, and we should really take the next step now. 
And then I got this new job first of April.  
 
24:58 
 
Kris: Yeah. And we definitely want to talk about that. But before we get to the job, sort of the 
foundation for that, which is, you know, vision, strategy, probably both, right. So you talk a couple 
of times about the purpose that is driving Grundfos. Just for the people who are not familiar with 
that, what is the core purpose of Grundfos?  
 
Fredrik: So we really put it in the center of our new strategy, 2025. Our purpose is to pioneer 
solutions to the world's water and climate challenges and improve life for people. So really 
focusing on the big challenges of water and climate. That's what we do as a company. And we, as 
Mads used to say, we just happened to be the world's largest pump manufacturer doing this.  
 
Kris: So that purpose, is that when it is meant when the CEO, Mads, says that you want to 
become a sustainability company? 
 
Fredrik: So what he means is really that we have the ability to make an impact. And that's also 
our obligation then as a company, if we can do it, we should do it. But we cannot do it with with 
the mindset of charity. We need to do it with the mindset of business. 
 
So that's why he's turning our business into a focus on sustainability. So if we really can see the 
big problems of water scarcity and water challenges in general and the big challenges around 
climate action and CO2 emissions, and if we can if we can come up with offerings that are 
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addressing those big challenges and at the same time do the business on it then it's a win win for 
everyone. 
 
27:14 
 
Kris: And so we see more and more organizations becoming purpose driven if you like, and or 
communicating that they are purpose driven. But making a statement like that, what does that 
mean in your opinion as to how you get an organization, go about what you are doing, how help 
us, what needs to change in order for that, in order for you to be able to execute on that rather 
than not having, you know, stated a purpose like that?  
 
Fredrik: I think for many companies, they may have a purpose. It's a nice, nice paper on the wall 
somewhere that someone wrote, but no one is really looking at it. But the important thing here is 
to create the purpose that you truly live and execute on.  
 
So and and that requires a lot of passion for that purpose. And so it's important to really get the 
organization to jump on that journey, Yes, we are transforming ourselves to a sustainability 
company. That's what we are doing. Everything we do is to become that sustainability company 
to make an impact on water and climate.  
 
And that's something that the group management of Grundfos truly have succeeded with in the 
deployment of the new strategy and the work ahead of that one to really get there. It's a super big 
buy in in the organization and we attract a lot of talent from outside who truly want to come to us 
because we have this purpose. More and more people want to work for a purpose. It's more 
important to work for a purpose than a high salary. For example, if you're measuring in the 
younger generations. So really get it to be the thing we live. It is the key success factor.  
 
29:34 
 
Kris: And your new role and initiatives are at the core also of enabling that new strategy, right. So 
talk to us about the FutureLab. What's the purpose and what are you doing or what are you going 
to be doing? I know it is a pretty new thing.  
 
Frederik: Yeah. So if we take Grundfos from where it has been to where it is to where we want to 
go, we have this super strong core capability of fluid processing and pumps, moving water and 
solutions treating water and stuff like that. So we really look into our core capabilities of fluid 
processing. And that's where we come from. And during the last years, with the digital 
transformation and the transformation more towards the water solutions and so on, we are doing 
that with a purpose to differentiate ourselves from the commodity products that we have been 
doing.  
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So now we have built up strong capabilities both in the core capabilities of fluid processing, plus 
the adjacent layer around with differentiation, but still the technologies that are moving super fast 
out there, they are enabling a more disruptive opportunity to solve problems than we can do by 
just evolving what we have and differentiating what we have.  
 
So if we are missing out on the disruptive opportunities, we could also end up in a situation where 
we don't want to be. So now we add another layer on our innovation ability to also innovate in the 
more disruptive space with the purpose to solve things in a new way, not just involving what we 
already have.  
 
 
 
 
Kris: And so FutureLab is tasked with this, yes. What is the FutureLab? What's your setup?  
 
Fredrik: So FutureLab is a highly entrepreneurial unit. We are building around innovation in teams, 
looking into opportunities that we believe in. So we have a bunch of highly entrepreneurial people 
who are building teams around opportunities. We have a function that we call the innovation 
reception, that is the innovation reception for the entire company, not only for FutureLab.  
 
It's important when you deal with many different types of innovations that you actually are able to 
categorize them and put them into the right machine. If we have several machines for innovation 
and we have this one for evolving our core products, we have the one for business and 
technology development for further evolving and differentiating. And now we have the FutureLab 
for more disruptive and transformative things.  
 
So we need this reception, too, so people know where to go. Why should I go if I have this idea? 
So it's a combination of a digital place where you can post ideas but also a physical place where 
you actually call and meet people and talk about your idea and get help to get it into the system 
and so on.  
 
And then we have an ecosystem and partnership team that drives, you know, the partnerships. 
And we need to think about a key ingredient in everything we do is to take on partners early. So 
we are not making the traditional mistake of trying to invent everything ourselves.  
 
A main ingredient in any FutureLab is to work with external companies identifying small 
companies that may be already a bit down the journey on this exciting, disruptive solution that 
could benefit from working together with us and we could benefit working together with them 
because we will then get a lot off of the early maturation already done so we can accelerate faster 
and commercialize that solution much faster than if we start from scratch.  
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So that's kind of the FutureLab setup, a bunch of entrepreneurial teams working on one 
opportunity, each almost like if they were a small startup company with a small core team of 5 
people. And the second layer of people working on building the stuff. And this is going to market 
with it as the MVP and so on. So really taking it through through the early maturation, the 
conceptualisation, the pilots with the friendly customers and then MVP is where we really try out 
the attractiveness and then the willingness to pay and the market's fit and so on.  
 
Before we then, you know, decide to scale this and either then scale it inside, run for a big 
mission as a new disruptive offering coming from Grundfos or spin out that we will never get this 
one to fit into the mothership but it makes a very big sense that that Grundfos push this forward. 
So we spin it out as a separate company potentially to take on board and other companies to 
invest in it as well, to make it make to really unleash the impact that opportunity has.  
 
36:13 
 
Kris: And how do you know if something has this disruptive potential? I mean, what are you 
looking for when you kickstart something to say that this is what we think fits within FutureLab 
and shouldn't go somewhere else?  
 
Fredrik: So we look at the transformational potential. We look at the innovation height. Is this truly 
transformational or disruptive or is it more adjacent. So we kind of have a lever on when it 
becomes radical or when it's just evolutionary. So we can really, you know, fit it to the right 
machine. And then we have built in a matrix where we have the type of innovation on the y axis 
core adjacent and transformation on the x axis. We have incremental evolution or radical. And 
then we try to position the opportunities that we look into in the reception, where do they land? 
And then we know which machine it should go to.  
 
To give an example, if we look back in the history book of what we have done in Grundfos before, 
we have been a few times coming up with really radical innovations. Also in the past, you know, 
where we were the first ones to put electronics in the pump and make it more energy efficient 
thanks to that. That was truly radical back then. It wouldn't be radical today because that's 
normal today. But back then, it was radical.  
 
So that's a good example of what could have been a radical back then. And now today, to make a 
radical pump, you need to do much, much more than that. But now we can also, you know, make 
radical innovation in adjacent space and then in the truly transformational space where we make 
the pump obsolete.  
 
If you take the example of maybe in the emerging countries, we shouldn't move water in big water 
networks like we do in the rich part of the world. Maybe it makes more sense to have micro-grids 
like the electricity infrastructure, the new generation of that one is pursuing. Maybe that makes 
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sense also for water. And then, you know, pumps will still be used, but not the same type of 
pumps are not the same in the same amount. So then we need to be active in the microgrid port 
for water in emerging countries. That's just one example of what would be quite radical.  
 
39:27 
 
Kris: That's interesting. And so we're just sort of trying to understand how, you know, when you 
design for this FutureLab to explore these opportunities, what have you found to be really 
important in terms of, you know, having the right people on and setting up the experiments in the 
right way? And, you know, the relationship with the mother ship. How close, how far away those 
sort of the design considerations, if you like, what were your thinking around there?  
 
Fredrik: Yeah, so naturally now when we we take these more disruptive approach, it is important 
that we are a little bit more distanced to business as usual than we were when we did the digital 
transformation where we made the upgrade of the company and build capabilities across to really 
upgrade.  
 
This time we may need to take a more holistic ownership of the opportunities to drive them 
through. We cannot just expect the mothership to be able to carry those ideas when they are 
quite disruptive from nature. So we need a more holistic ownership of the opportunities. However, 
we do not again want to go to Berlin or Silicon Valley. When we put this lab up again, we do within 
Bjerringbro, in the middle of nowhere.  
 
And so the reason for that is really to to build on the capabilities that we have. Really trying to 
re-use the unique world champion capabilities we have within fluid processing. But that's it. You 
know, the offerings and the products we may leave, but, you know, we have core capabilities in 
those areas and how can we reuse them and use them to create disruptive solutions on the 
problems that we foresee? 
 
So again, building on what we have, but a little bit less than the last time. Really important for this 
organization to get going is, you know, what is the purpose with this organization? What are we 
here for? What is our task? And here is really where we tap into the purpose of the company. 
That's our guiding star. In the business as usual we had translated that into priority applications 
and areas we should go. And yes, we should of course have a look at that. And if we could stretch 
that even more, because that's, of course, relevant things. But that shouldn't limit us. We should 
really look into the purpose of climate challenges and water challenges. SDG’s and 13. OK. 
 
How can we solve these areas? And since those are quite broad, we need to put some lenses into 
those SDG’s to see what does make sense for us to look at. And here is where we have put up. 
You know, we call them themes. We are experimenting with different themes, a different lens as 
to those SDG’s and to limit the scope a bit and to put them in place.  
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We have really asked ourselves the big questions. So those themes are the big questions. So, for 
instance, 2.1 billion people lack access to safe water. We can innovate to change that. That's kind 
of one theme. Another theme could be that we live in the world where we are threatened by CO2 
emissions, where 80 percent of those CO2 emissions come from energy production, and where 
around 40 percent of that energy is consumed in the buildings we work and live in. And here we 
could innovate again to change that. Yes. That's also the business areas for Grundfos. They are 
already doing stuff in the adjacent space. But we need to look at it from a more disruptive 
perspective to see if we can come up with things that we miss in our business as usual.  
 
That's just two examples of themes that we have put up for the organization to, you know, get 
going in, get inspired to join this team. And then we have been able to run on very short time, 
attract the really great people to come on board. And we have also many people from outside 
who want to join this, which we are really happy for and which we will take the opportunity to do 
to really get those entrepreneurial teams in place.  
 
44:45 
 
Kris: Yeah. So in order to understand that a little bit better as well, there are some core things that 
are always, you know, really important to consider. And I'm curious as to your thinking and your 
learnings around this in terms of, you know, setting up a team like this where the purpose is to, 
you know, look at disruptions, potential disruptions to what is the core here today. What does that 
mean for I mean, does that mean you need to recruit other types of people then, for instance, for 
the digital transformation in terms of capabilities, in terms of mindset? What does that mean for 
the time frame you need to look at? You know, money is always another issue, right? How much 
money should we allocate? I don't want you to give me the exact number, but, you know, the 
thinking around this or you are you are thinking around this. If we start with people first, you see it 
different type of person that works in the future that then worked in the digital factory, for 
instance.  
 
Fredrik: Yes. To a certain degree. I go under the name the Crazy Swede in Grundfos. So I think 
that comes. I mean, the crazy part of that name, that name is important. So I think the people 
joining my team now are a bit more crazy.  
 
Several of them were also with me on the journey in the Digital Transformation office to help me 
there. But, you know, that turns into the new normal for Grundfos and the level of craziness goes 
down but here in this disruptive unit, we need to be a little bit more radical in our thinking. You 
know, you just don't take it for granted. Certain things you really challenge, you're more 
challenging in your thinking and more demanding. So it is truly the crazy ones that have attracted 
to come to this unit.  
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And I also see that from the people that contact me after I posted this on LinkedIn first of April, 
that I've I'm doing this. I'm getting contacted by interesting people who, you know, have a lot of 
experience in driving entrepreneurial journeys and so on. And these are the kind of people we 
need that are not taking things for granted and are constantly challenging the status quo and the 
normal, you know,. So when we have meetings, you never know what comes out. You have no 
clue. No one is predictable in my new team.  
 
47:51 
 
Kris: So how do you know in a hiring process, you know that you've got the right kind of crazy 
here? Do you have some parameters that you can sort of check off or is it all based on a gut 
feeling? Or is one of those hard things for organizations often to sort of know when, you know, if 
it's crazy or is the more radical types or however you want to define them? How do you actually 
know what to look for and when you find them?  
 
Fredrik: So in all my years as an entrepreneur, one of the things I have been doing is to build 
teams and you kind of learn how it feels when you have the right person in front of you. And when 
you can sense it in the dialog you have, you know, what kind of questions are coming and what 
kind of dialog are you running? And when does it shine in the eyes of the person in front of you? 
And where is the passion? And those are the signals you need to pick up. When you are an 
entrepreneur or building small companies, the team is everything.  
 
And, you know, adding one member wrong when you have a small team of 10 people can ruin it 
all. And so it's really, you know, this thing is a field that you will develop, And so when I build 
teams in my own companies. I tried to attract the the smartest people I could find. And then when 
I talk to them, I made my picture of them and then I send that person into the team and close the 
door and left, you know. And then they had to talk to each other and. And I may be looking into 
the window to see sometimes how it played out, if they were smiling or aware where they were. 
But then afterwards, I talked individually to the team and to the new candidate. And if if it was a 
passion from both sides, then we went on. If it was a question mark on one of them, we didn't go.  
 
You cannot have a form on how to find those people. You really ought to try it out. But I also 
know that if you have a strong, high performing team that really knows how to play together, you 
can also create magic. That's why I want those teams to be stable. So we bring opportunities to 
the teams and not teams to the opportunities because they really, you know, have to stay and 
they need to constantly evolve as a team.  
 
And then I know they will be able to perform. If you ask an investor that is about to invest in a 
startup company, one of the first things they look into is the team. They look at that before they 
look at what problem they are going to solve. If this team has previously done a super successful 
journey, then most likely they are able to do it again. So they get money lined up for the new 
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venture before they even have disclosed what it is, you know. So that's the kind of mentality that 
we need to have.  
 
51:11 
 
Kris: And so now obviously it is a very new endeavor. So you won't, I’m guessing, have any 
projects that have gotten very far yet. But what's your thinking around sort of that whole 
innovation funnel from, you know, opportunity to whether, you know, you cool it all off or you let it 
go or you included back into the core or whatever that exit strategy might end up being. What's 
the innovation formula that you're working with?  
 
Fredrik: So in the very early end of the funnel, it's, of course, important to capture the most 
exciting ideas. It's like searching for gold in sand, you know. So we need to get content into our 
process to look through. So we reach out both internally and externally to source for ideas. And 
then we look them through for three things: desirability, viability and feasibility.  
 
So if we take for us desirability, how interesting is it? What kind of impact can it make? What, how 
hungry is the market for something like this? Are we too early or is it the timing right or so? And 
then from a feasibility perspective, is it technically possible? Do we think we can do it? And do we 
think there is a business case behind it? And thirdly, then, should we do it? Is this viable for us to 
do? Is this the right thing to do? These are the three paramount parameters we are maturing in 
the process.  
 
And then the mythology to run is through those highly entrepreneurial teams dedicated to one 
opportunity at a time. And we completely emulate the startup world here. So instead of, you 
know, assigning a big budget and let go and see you in two years and hope you have done it. No, 
we make this in short sprints.  
 
We have a pitch actually for a group management on the opportunities we think we should pursue 
and we take inputs and direction from them if needed. And we ask them if we want to run now for 
three months to check these things out and mature these things. And then we come back. If 
those things have turned out to be, you know, difficult to realize because we've found something 
that hinders us or then we need to quickly adapt and to ask for a new sprint checking these and 
these out. And if we find that this is not the opportunity for us, then we should kill it early, you 
know, to free up resources and not continue to spend. And we have, like many big companies, 
too many examples of where we haven't been able to kill things that we have our hearts close to, 
you know. So we haven't spent too much money, too much time, too much resources before we 
actually close things down. And that's what we want to change here.  
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54:44 
 
Kris: Do you have any special tricks towards enabling that? It is a deeper bias and most of us are 
right to, you know, the sort of sunk cost where there would be money on time or emotions, etc.. 
Do you have any sort of tool tips and tricks as to how to be or not to do that?  
 
Fredrik: So if you compare how the world outside a big corporate works, you know, if I'm going 
to start a startup company again, I wouldn't start a company if I didn't have a customer onboard 
before I start a company.  
 
So really, early engaged with the market. It is always trickier when you come with a very disruptive 
idea. But if you do not have, if you're just swimming in your own ocean without communicating to 
the one who is going to buy something from you, you are just guessing. So it's too risky, too risky 
to start a company without the customers. Why should it be different inside a corporate? That's 
rule number one.  
 
And then again, if I start a company on this idea with this customer and we get going, we make 
pilots, we test and the customer is happy. They are you know, let's move on. Let's move on. 
Being agile and truly, you know, be able to navigate with what you hear and what you sense and 
what you see and not just stick to a specification that you wrote very early. Specifications are not 
possible to make on these kinds of awesome innovations.  
 
You need to write the specifications along the way so that you are able to commercialize and 
scale based on those specifications later. But early on, you need to kind of write the recipe at the 
same time as you try it out. And then, you know, one of the key elements here is this funding. 
 
Instead of getting a protected room and a big funding, let's lock you in and then get you out two 
years later. Super dangerous because you add a lot of sunk cost if you are not succeeding. And 
that will make it more difficult to kill it later on. But if you have those quick iterations with limited 
fundings for three to six months, maximum a year. But I would prefer three to six months per 
funding raise. You know, almost like when the start ups are close to the angel investors, the early 
investor only asks for small money to start with to validate certain things.  
 
And then when they get more and more mature, they get closer and closer so they move into 
bridge funding and they get a bit more funding because they are now going to prepare for scale 
and so on. And then, you know, the A round comes where they are truly through when they can 
scale. If we emulate that process because that one works, those startups that don't succeed in 
validating and turning their idea into business, they don't get more funding and then they die 
naturally. So why should we do it in a different way inside a corporate's? So we are really trying to 
reduce that mythology from the real world out there. 
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58:23 
 
Kris: And so now obviously you're in the early days of this next journey here, kickstarting the 
FutureLab at Grundfos. Have you defined when you have made yourself obsolete in this role? 
 
Fredrik: You ask a really good question, and a really tricky question. This time, I work truly for 
myself. What drives me is to make an impact on the world. I want to be able to look back on what 
I have done in a way that I see, wow, we really made something that turned the world into a better 
place.  
 
And so now I'm working as Fredrik again and not just as a change agent. So I haven't really put 
an end to this journey. Could be that I innovate within Grundfos as long as I think I should spend 
time on working and not doing other things. But I don't know, honestly. Now, I know I'm 
passionate about what I do in this new role.  
 
Kris: And it's certainly an interesting journey that you guys are on here. So thank you so much, 
Fredrik, for coming on the podcast and sharing all your learnings and or your thoughts about the 
future. 
 
Fredrik: Thank you so much for having me! 
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