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The Manifesto

How to think about R&D, and how value actually gets built and kept.

Technology Research Group An R&D institution. Faceless by design. The method is the operator.

This is not a brochure. It is the set of principles we operate by — the things that, in practice, decide whether
value actually gets built and kept inside a real operation. If you are an owner, an operator, or an investor
trying to turn "we should use Al / data" into something that shows up in the numbers, this is how we think
about the problem.

Read it once. If it describes how you want the work done, the first step is always the same: the Diagnostic —
see the operation clearly before anything is built.

The ten tenets

01 - First clarity, then the machine.

Nobody builds before they can see how the operation actually works. Most failed “transformation” spends
money on construction before anyone has earned the right to build — before the operation is legible end to
end. We invert it. Understanding comes first; the build is earned by it, never assumed. The Diagnostic is not a
sales step. It is the discipline that makes everything after it work.

"If | had an hour to solve a problem, I'd spend fifty-five minutes thinking about the problem and five
minutes thinking about solutions." — attributed to Albert Einstein

02 - We never sell understanding that doesn't ship an owned asset.

This is the one rule the whole institution is built around. No strategy deck that dies in a binder. No
"assessment"” that ends in a proposal to buy more assessment. Every engagement ends in a working system
you keep. Understanding that doesn't become an owned asset is theatre — and we are structurally forbidden
from it.

"Vision without execution is hallucination." — attributed to Thomas Edison

03 - Owned, never rented.

You hold the system and the source, documented so any team can run it. No retainer, no managed-service
trap, no black box you can never look inside. Rented capability is a liability dressed as a convenience: the day
you stop paying, the value walks out the door. Owned capability compounds — and it stands at exit as
something you can actually sell.




"If you don't own the means of production, you are renting your own future."

04 - The Group, not the guru.

No founder headshot, no personality to follow, no testimonial wall. Trust is concentrated in the method and
the institution — the model the most respected quant firms win under without a public face. This is also a
filter: it selects for operators who want verifiable rigor over a sales show. The work has to carry the credibility,
because nothing else will.

"The map is not the territory; the name is not the thing named." — Alfred Korzybski

05 - The work is the proof.

\We publish anonymized, quantified outcomes and our method as numbered figures — never logos, never
names, never flattery. A case study with a logo on it proves someone paid an invoice. A defensible, bottoms-
up EBITDA line proves the work was real. We only make claims we would defend to your investment
committee, because we will have to.

"In God we trust. All others must bring data." — W. Edwards Deming

06 - Sovereignty by default.

Systems you control end to end — your data, your models, your infrastructure. It is a compliance and total-
cost argument before it is a principle, and it is what survives regulatory scrutiny, vendor failure, and the next
platform price hike. In a world where the tooling underneath you changes every quarter, sovereignty is the
only stable ground.

"Slowly is the fastest way to get to where you want to be." — André De Shields

07 - Manufactured on the clock.

Value is engineered operationally inside the window that matters — the hold period, the hundred days, the
quarter — not promised for "later." Execution starts on Day 1. R&D is not a science-fair line item that runs
forever with no deliverable; it is manufacturing applied to capability. There is a clock, and the clock is the
point.

"The best time to plant a tree was twenty years ago. The second best time is now." — proverb




08 - Build against the failure mode, not the demo.

Most technology dies not in the demo but in the boring middle — the handoffs, the edge cases, the Monday-
morning reconciliation that someone does by hand. We design for where things actually break, instrument the
workflow that's really running, and build the unglamorous parts that make a system survive contact with
reality.

"Everyone has a plan until they get punched in the mouth." — Mike Tyson

09 - Compounding beats heroics.

A small system that runs every day, owned and understood, beats a brilliant one-off that only its author can
operate. We build for the team that inherits it — documented, legible, extensible — so the value keeps
accruing long after we've left. Durable beats impressive. Every time.

"Compound interest is the eighth wonder of the world. He who understands it, earns it; he who doesn't,
pays it." — attributed to Albert Einstein

10 - We will tell you no.

If you want a chatbot patch, hands without understanding, or a personality to follow, we will say we are the
wrong call. The Diagnostic can — and sometimes does — return a go/no-go of no. A partner who can't tell
you not to proceed isn't a partner; they're a vendor with an invoice to fill. The filter is the point.

"The first principle is that you must not fool yourself — and you are the easiest person to fool." —
Richard Feynman

How to think about R&D — a short field guide

1. Start with the operation, not the technology. The right question is never "where can we use Al?" It is
"where is the operation leaking value, and which of those leaks is worth fixing?" Technology is the answer to a
question. Find the question first.

2. Make it legible before you make it better. You cannot improve what you cannot see. Instrument the real
workflow — the one that actually happens, not the one on the org chart — before you spend a dollar on
building. Most of the value is found in the seeing.

3. Quantify the prize bottoms-up. Every value claim should trace to an observed workflow, with its
assumptions exposed. If you can't defend the number to a skeptic, you don't have a number — you have a
hope.

4. Sequence by return, not by excitement. Build the thing with the highest owned return first. The exciting
project and the valuable project are rarely the same; discipline is choosing the valuable one.




5. Own what you build. If the capability matters, it should be yours — the system, the source, the
understanding. Rent only what is genuinely commodity.

6. Design for the handover from Day 1. The goal is not a system only its builder can run. It is a system your
team can run, extend, and defend after the builder is gone.

7. Put a clock on it. Value promised for "someday" is value that never arrives. Define the window. Ship inside
it.

8. Reserve the right to say no. The most valuable output of a good diagnostic is sometimes "don't build
this." Protect that right — in your vendors and in yourself.

The one move that starts everything: the Diagnostic

Fixed fee. Roughly three weeks. No retainer, no lock-in.
We embed and instrument how your operation actually runs.

You get a board-grade report: exactly where the value is hiding, what it's worth, and a costed, sequenced
plan to capture it — what to build, in what order, what it returns.

You own the output — and it can tell you not to proceed.

First clarity, then the machine.

Book the Diagnostic — cal.com/thomas-grambau-p2eseg/initial-consult Technology Research Group -
thomas@technologyresearchgroup.com - technologyresearchgroup.com

The Group // The work is the proof.




