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Abstract

We explore what factors are relevant in creating and fostering a creative, innovative and
entrepreneurial internal environment in established organizations, through the perception of
those who manage them. Towards this end we conduct semi-structured interviews to perform
qualitative case studies, in three companies, drawing on the knowledge and insight from 12
managers. We take an inductive, explorative approach to our research, but supplement our
findings with existing literature in the relevant field of Corporate Entrepreneurship. On this
basis we argue that, from a managerial perspective, there are three interrelated key
dimensions, consisting of several factors, that are critical in creating and fostering an
organizational environment that is conducive to corporate entrepreneurship. We claim that
when managers strive to create an innovative and entrepreneurial environment, they perceive
that the dimensions of Cultural Drive, Organizational Access, and Leadership Encouragement
are dimensions which can either effectively drive or impede creativity and innovation. Our
argument builds on an in-depth methodological analysis of the statements from the managers
interviewed, as well as the corroborating existing literature we uncovered. Our analysis
contributes to the existing academic discourse through being thoroughly grounded in
empirical data, as well as offering actionable insights into a field which is becoming ever

more relevant.
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1. Introduction

1.1. Background

Today, corporate companies in many industries experience highly competitive pressure while
also being subject to increasingly complex and volatile changes in their environment and

customer behaviors (Morris, 2008).

With markets shifting and the external environment constantly in flux, what a company does
today cannot ensure its survival tomorrow. This has never been more true for corporate
companies that are perceived as dinosaurs of the past who do things in old ways, stick to old
product lines and fail to adapt to the changing business and the emerging competitive

landscape that lies ahead.

The future is uncertain and corporate companies must begin to innovate or die. Corporates
must change and things must change. Although challenging, some companies are beginning

to adopt new mindsets, cultures and approaches to doing business.

One such way for companies to keep pace with their fast-changing environment, is to adopt a
corporate entrepreneurship strategy, as a means of enhancing their ability to adapt to the

environment (Guth & Ginsberg, 1990; Covin & Miles, 2006; Arz, 2017).

However, for an organization to be fit for corporate entrepreneurship, the internal conditions
of the firm must be conducive for entrepreneurial and innovative activity. Kuratko and Morris
claim that “For successful corporate entrepreneurship, those within the firm must be

encouraged and supported in how to think and act in entrepreneurial ways” (2018, p. 10).

Frameworks and diagnostic tools have been developed to study and model these internal
conditions, the work of Hornsby, Kuratko and Wales (2013) points to arguments by other
researchers (Fayolle, Basso, and Bouchard, 2010; Rauch, Wiklund, Lumpkin, and Frese,
2009) that research into the prerequisite conditions of entrepreneurial actions has not been in

abundance.

This lack of research into these conditions informs the purpose of this thesis which is outlined

below.



1.2. Research Purpose

The purpose of this thesis is to develop an understanding of how managers actively foster

internal organizational conditions that are conducive for entrepreneurship.

Having reviewed the literature in the field and before moving into methodology, we outline

how our research contributes to the broader academic discourse in two distinct ways.

Firstly, the theoretical relevance is that the reviewed literature and frameworks leave a gap
through being predominantly diagnostic focused (Amabile et al., 1996; Kuratko, Hornsby &
Covin, 2013), mostly through questionnaires, our study is in depth open exploration through
interviews with managers who allow us to understand the key considerations in creating an
internal environment. Furthermore, it gives us an understanding of which considerations and

behaviors carry most weight to the managers.

Secondly, the practical relevance is that in addition to the above, Schindehutte, Kuratko and
Morris (2019, p. 29) state that “the need is for theories that transcend innovation processes
and address human action necessary to actually execute and implement novelty and newness

within an organizational context”.

Our thesis does exactly this by looking into managerial actions and behaviors, through
explorative case studies, in an attempt to clarify how they create an internal environment

conducive to entrepreneurship.

Based on these reflections, we conclude that an explorative study in this phenomenon

contributes to the existing discourse. And we intend to aim our thesis at the question:

What factors do managers perceive as creating and fostering an organizational
environment that is conducive to corporate entrepreneurship, and how are the factors

connected?

As part of our research, we look into the field of corporate entrepreneurship (CE), specifically
corporate entrepreneurship strategy (CES), and conduct an explorative study which then can
serve as the foundation for further qualitative and quantitative research in the field of

corporate entrepreneurship and the creation of internal entrepreneurial environments.



1.3. Thesis outline

This thesis is thus outlined as follows.

Chapter 2 will identify two diagnostic frameworks, which are aimed directly at diagnosing
the internal climate for innovation and creativity. A critical review of the validity of the
conditions that foster a supportive internal entrepreneurial climate will be made by also

comparing them with existing literature.

Chapter 3 will present our arguments and logic for the methodological design of the case
studies conducted and discuss the considerations made that are relevant to our research

question and problem, as well as inform our approach to analysis.

Chapter 4 will present the analyzed findings and summaries for each of the companies

researched and as well as present a conceptual model developed based on the analysis.

Chapter 5 will outline the discussion and reflections of our analysis across the entire study

and conclude the thesis.

2. Literature review

2.1. Introduction to the paragraph

In this thesis, we argue that, from a managerial perspective, there are three interrelated key
dimensions with several factors that are critical in creating and fostering an organizational

environment that is conducive to corporate entrepreneurship.

In this chapter, we look at prominent literature in the field of CE to clarify key terminology,
review existing frameworks, reflect on how they can support our analysis, and outline how

our study contributes to the academic discourse.

CE has been studied for decades with researchers developing various theories, concepts and
frameworks. There are various facets to the field which each concern themselves with CE on
different levels of an organization. The facets reviewed are corporate entrepreneurship
strategy (CES), entrepreneurial orientation (EO), corporate venturing (CV), and strategic
renewal (SN).



An elaboration of CES identifies it as an organization-wide reliance on entrepreneurial
behavior to spot opportunities and act on them to rejuvenate the organization. This
entrepreneurial behavior is dependent on the internal conditions of the organization being

supportive, which is done through the existence of various internal dimensions.

2.2. Definitions and terminology

Starting broad, and narrowing down, we first outline the general field of corporate
entrepreneurship (CE) and then further narrowing down to the study of corporate

entrepreneurship strategy (CES).

2.2.1. Corporate Entrepreneurship (CE)

Entrepreneurship in the context of corporate companies can be referred to as corporate
entrepreneurship, and it has been studied for decades with many researchers developing

theories, concepts and frameworks that correspond with the various dimensions of it.

Schindehutte, Kuratko and Morris (2019, p. 27) argue that corporate entrepreneurship “is not
an empirical construct” as it has been treated in previous research, but rather a field of the
research of entrepreneurship within established firms. Subsequently, with its empirical

ground still disputed, corporate entrepreneurship continues to lack clear terminology.

Recognizing this lack of common definition, we created an overview of different attempts to
define corporate entrepreneurship and its synonyms for us to craft an understanding and thus

enabling us to conduct our research.



Corporate Entrepreneurship (CE)

Authort)

Ireland, Kuratko & Corporate entrepreneurship is a process through which

Morris, 2006, p. 10 individuals in an established firm pursue entrepreneurial
opportunities to innovate without regard to the level and nature
of currently available resources.

Antoncic & Hisrich, Intrapreneurship is defined as entrepreneurship within an

2003, p. 9-10 existing organization (...) [it] refers not only to the creation of
new business ventures, but also to other innovative activities
and orientations such as development of new products,
services, technologies, administrative techniques, strategies
and competitive postures. (...) corporate entrepreneurship may
also be considered an appropriate term.

Sharma & Chrisman, ... the process whereby an individual or a group of

1999, p. 18 individuals, in association with an existing organization, create
a new organization, or instigate renewal or innovation within
that organization.

Guth & Ginsberg, ... corporate entrepreneurship encompasses two types of

1990, p. 5 phenomena and the processes surrounding them: (1) the birth
of new businesses within existing organizations, i.e. internal
innovation or venturing; and (2) the transformation of
organizations through renewal of the key ideas on which they
are built, i.e. strategic renewal.

Figure 1: Corporate Entrepreneurship.

Our conclusion is, that CE is entrepreneurship within the boundaries of existing companies,
and it encompasses both the creation of new ventures, the creation of new value, and strategic
renewal of the key ideas on which the companies are built (Antoncic & Hisrich, 2003;

Sharma & Chrisman, 1999; Guth & Ginsberg, 1990).

Building on this notion of CE, research in the field is divided into different aspects. In figure
2 below we define the facets of CE relevant to the context of our research, for us to place our

study in the appropriate context.



Author

Corporate A project is a venture when it is a new activity, is Block &
venturing (CV) + initiated or conducted internally, involves higher risk, McMillan, 1993
acv) and will be managed, at least in part, separately.

Undertaken for increasing sales, profit, productivity, or

quality.
Strategic renewal  Strategic renewal refers to the transformation of Guth & Ginsberg,

companies through renewing the ideas they are built on. 1990;

Entrepreneurial EO refers to the process of creating strategies which Lumpkin & Dess,
orientation provide organizations with a basis for entrepreneurial 1996; Covin and
(EO) decisions and actions . Slevin, 1998;
Wiklund &
Shepherd, 2003
Strategic A vision-directed, organization-wide reliance on Ireland, Covin &
entrepreneurship  entrepreneurial behavior that purposefully and Kuratko,
(SE) continuously rejuvenates the organization and shapes 2009, p. 21
the scope of its operations through the recognition and
exploitation of entrepreneurial opportunity. Other sources:

Hittet. al, 2011

Figure 2: Facets of CE.

A brief clarification on the different facets of CE follows below.

2.2.2. Entrepreneurial orientation (EQO)

Entrepreneurship can be found, not only on the level of employee and management behavior
but also on company-level, in the orientation of the company. Research on the entrepreneurial

orientation of a company is referred to as EO.

EO is the process of creating strategies which provide organizations with a basis for
entrepreneurial decisions and actions (Lumpkin & Dess, 1996; Wiklund & Shepherd, 2003).
Research on EO concerns itself with organizational dimensions, or traits which are displayed

on company-level.

Tools to measure EO, for example, entrepreneurial intensity (EI) concern themselves with
understanding the degree to which a company is entrepreneurial by measuring the existence
of the five assessment factors, but they offer very little in the way of answering why some

companies achieve higher EI scores than others (Kuratko and Morrish, 2015).
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Kuratko and Morris (2015) explain that EO, and specifically the EI tool, is good at measuring
the intensity of entrepreneurship on a company-level, but does not clarify why, and how, one

company scores higher than another.

2.2.3. Corporate venturing (CV)

CE is often thought about as companies participating in entrepreneurial projects outside their
own organizational structure, this is called corporate venturing (CV). CV is the activity of a
large company, either sponsoring start-ups, or creating a new business within the existing
organization (Cambridge Business English Dictionary, 2021). Corporate venturing is then, by
definition, an organization’s entrepreneurial activity, happening in parallel with the mature

core business (Block & McMillan, 1993).

2.2.4. Strategic renewal (SR)

CE can also take the form of renewing the core business of the company. This process is
referred to as strategic renewal (SR), and it encompasses a transformation of the existing
company through renewing the very foundational ideas which it is built on (Guth &

Ginsberg, 1990)

2.2.5. Corporate Entrepreneurship Strategy (CES)

CES, like entrepreneurship and CE, has multiple definitions.

Ireland, Covin and Kuratko (2009) claims that entrepreneurial strategy is sometimes viewed
as dealing mainly with the space where the company can fill a gap in the market, or how the
company can create sustained differentiation. Differently, Amit, Brigham and Markman
(2000) focus on the internal organization of the company, and so see strategic

entrepreneurship as a largely internal phenomenon.

CES focuses on the intent of the company to, ongoing and on purpose, rely on entrepreneurial
behavior to leverage opportunities and rejuvenate the organization (Ireland, Covin &

Kuratko, 2009).
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In this thesis, we will focus on CES because the value of CE lies in how well it is used to
dictate a strategic direction for the company, to continuously take entrepreneurial actions, and
thereby remain competitive in an ever-changing competitive landscape (Vanhaverbeke &

Peeter, 2005; Kamfter, 2009; Ireland, Kuratko & Morris, 2006)

Looking closer at CES, we find that, like entrepreneurship and CE, CES has multiple

definitions.

“Creating a work environment where all employees are encouraged and are willing to
’step up to the plate’ to innovate on their jobs is a centerpiece of an effective CES.”

(Ireland, Kuratko & Morris, 2006, p. 11

Following this being able to “step up to the plate”, Ireland, Kuratko and Morris (2006) state it
requires employees who are in a work environment conducive to both creativity and

innovation. This means that we must understand and define creativity and innovation.

As specified: “Novel and useful ideas are the lifeblood of entrepreneurship” (Ward, 2004, p.
174).

In research, concerning itself with the instigation of innovation and entrepreneurship in
existing companies, the terms “innovative” and “creative” often get used interchangeably
(McLean, 2005). However, they are not the same, and have different maturity levels in the

entrepreneurial process.

According to Amabile et. al (1996) creativity is coming up with new ideas in any area, while

innovation should be defined as a successful implementation of ideas in an organization.

Lasrado, too, emphasizes that; “It is of vital importance to understand that creative ideas
provide a firm basis for innovation” (2019, p. 5), and companies need creative people to
initiate innovation (Coelho, Augustu & Lages, 2010). Morris, Kuratko & Covin (2008)
support the notion that “creativity is the foundation upon which entrepreneurship is built” (p.

162).

Creativity is thus a prerequisite for innovation in a company (McLean, 2005; Shalley, Zhou,
and Oldham 2004; Coelho, Augustu & Lages, 2010), but without implementation, the results

of creativity remain in the intangible idea stage.
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This means, innovation is the development and implementation of the idea, which results
from the presence of creativity in employees and managers. Entrepreneurship is therefore the
act of seizing an innovative opportunity and attempting to profit from it and creative people

are its origin (Coelho, Augustu & Lages, 2010).

As a result, this also means that CES relies on entrepreneurial behavior from individuals

within the organization, as a way for companies to remain competitive.

A corporate entrepreneur needs to embody a certain mindset, building on this, an
entrepreneurial mindset is a way of understanding opportunities which arise in a company’s
internal and external environment, and the drive to pursue them despite uncertainty (Johnson,
2001; Ireland, Kuratko and Morris, 2006). Furthermore, we include the conditions of
uncertainty to encompass personal risk of losing face and violating norms (Jong &

Wennekers, 2008).

Furthermore, when reviewing literature on the topic of intrapreneurship and CE points to the
fact that there are antecedent factors which include organization and environmental
conditions, as well as culture, and leadership (Jong & Wennekers, 2008), and the term
organizational culture comes up in various forms when researching it (Arz, 2017; Ireland,

Kuratko and Morris, 2006; Amabile et al., 1996).

OC refers to the core identity of an organization, and it is a factor which shapes the human
behavior and beliefs within it (Flamholtz & Randle, 2012; Schein, 2010; Kotter & Heskitt,
1992). 1t is the social energy which drives the company (Ireland, Kuratko and Morris,
2006). Furthermore, Schein claims that culture stays stable even as members of an
organization leave, it is deeply embedded and less visible, and it influences all aspects of
how an organization deals with its primary task (2010). Thus, the existence of an
entrepreneurially intense culture is a reinforcing mechanism, which drives the innovative

and entrepreneurial efforts of an organization.

For entrepreneurial behavior to occur, the company and its managers must nurture an
environment conducive to creativity, innovation and entrepreneurship which is what we

review in the next section.
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2.3. Fostering a creative and innovative environment

In this subchapter, we argue that employees and managers of the company are the pivotal
point where creativity, innovation, and entrepreneurship happen. Therefore, we claim that the
key to successfully achieving these factors is for managers to foster an internal environment
inductive to them. We further argue that existing research on these conditions is limited in its
focus on diagnosing the extent to which they exist, and that an explorative study into

entrepreneurial companies is prudent for the content validity of these frameworks.

To make this argument, we review and discuss existing literature and frameworks covering
factors for an internal entrepreneurial environment, as well as clarify the limitations and the
need for further research for us to determine this thesis’s contribution to the broader academic

discourse.

2.3.1. Tools and Frameworks

Looking at existing frameworks focusing on creativity and innovation in existing
companies, we take our offset in the CEAI: Corporate Entrepreneurship Assessment

Instrument by Kuratko, Hornsby and Covin (2013).

We recognize that there are limitations to the framework, both in design and in content,

therefore we supplement it with further research on fostering creativity and innovation.

Below follows a brief outline of the framework where we first offer a clarification of each
dimension presented in the tool, and then critically compare and evaluate it against related

literature in the broader field.

2.3.2. CEALI: Corporate Entrepreneurship Assessment Instrument

The widely referenced CEAI, developed by Kuratko, Hornsby and Covin (2013), is used for
diagnosing the internal environment of the firm in relation to entrepreneurship and

innovation.

The tool measures the perceptions that middle-level managers have of the degree of the
entrepreneurial, and innovative, climate in the internal environment of their organization. It is

centered around five dimensions; top management support, work discretion, rewards and

14



reinforcement, time availability, and organizational boundaries (Kuratko, Hornsby & Covin

2013).

Top management support is the first dimension which, according to Kuratko, Hornsby and
Covin (2013), is important to fostering an entrepreneurial environment. This factor gauges
the perceptions of managers of support from top management to support, promote and
facilitate entrepreneurial behavior, including championing of ideas and providing the

resources necessary to engage in entrepreneurial behavior.

Work discretion is the second dimension. This factor gauges the perceptions of managers in
terms of how much the firm tolerates failure, the extent of decision-making freedom, and how

much authority lower-level managers are allowed (Kuratko, Hornsby and Covin, 2013).

Rewards and reinforcement are the third condition. According to Kuratko, Hornsby and
Covin (2013) this condition refers to how managers perceive the organization’s use of
rewards systems for entrepreneurial behavior. They claim that systems such as these have

shown to have a strong effect on an individual’s tendencies to behave entrepreneurially.

Time availability is the fourth condition mentioned in the CEAI tool. This factor measures the
perception of time allocated for managers and their teams to pursue innovation. This is
suggested as an important resource for entrepreneurial activities (Kuratko, Hornsby & Covin,

2013).

Organizational boundaries are the last condition mentioned in the tool. This factor gauges the
perceptions managers in terms of sufficiently adaptable boundaries that enhance the flow of
information between the external environment and the firm as well as interdepartmentally
within the firm as well as the clarity of the explanations and expected outcomes for

developing innovations (Kuratko, Hornsby & Covin, 2013).

A factor analysis of the CEAI tool was performed by Hornsby, Kuratko and Wales (2013) and
results showed that the organizational boundary factor was not validated in further studies as

part of the five-dimension factors of the CEAI tool.

However, an echoing factor was found in the framework below (Amabile et al., 1996), and as

such we will keep it.
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In sum, CEAI is designed to be a diagnostic basis for understanding a company’s
environment for entrepreneurship, in order to be able to successfully implement a corporate
innovation strategy based on perceived prevalence of its dimensions from a

middle-management point of view (Kuratko, Hornsby and Covin 2013).

2.3.3. Critical Review of Conditions in Framework

In this subchapter, we review and reflect on literature which relates to the dimensions in the

frameworks.

The top management support dimension, and its elements, is echoed throughout research on
CE, (Kuratko & Morris, 2018; Hornsby, Kuratko, & Zahra, 2002) and direct leader
involvement, as well as a keen interest in innovation is important to incentivize
entrepreneurial behavior (Lasrado, 2019), however, as previously established the dimension
of top management support spans too widely to be useful in our context. We will therefore try
to break this dimension into smaller parts, and use organizational encouragement, as well as
the following three KEY'S dimensions as they are more detailed, and thus will provide a

better critical reflection of our data (Amabile et al., 1996).

In a similar framework, KEYS, which measures the organizational environment for creativity,
the organizational encouragement dimension encompasses “a valuing of risk from the
highest to the lowest management”, and “fair supportive evaluation” of ideas, as well as
“rewards and recognition”, as well as an open flow of information across the organization
(Amabile et al., 1996, p. 1160). They claim that this is due to the exposure to other ideas

increases the likelihood of creative idea generation (Amabile et al., 1996).

“A free flow of information—both along the vertical axis and between units that
belong to the same hierarchical level—helps ensure that (...) organizations are ripe for

innovation success” (Lasrado, 2019, p. 59).

The organizational boundaries dimension, in relation to the ease of flow of information,
alludes to hierarchy and access in the organization, as well as goal clarity (Antoncic &

Antoncic, 2011; Kuratko, Hornsby & Covin, 2013; Amabile et al., 1996).
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Supervisory encouragement from the KEYS framework is mirrored in the literature, as
directives from top management trigger entrepreneurial behavior, and it is the responsibility
of top management to ensure that the work environment does not hinder it (Ireland, Kuratko
& Morris, 2006). Furthermore, in relation to supervisory encouragement, direct leader
involvement, as well as a keen interest in innovation is important to incentivize

entrepreneurial behavior (Lasrado, 2019).

Work group support, from the KEYS framework, emphasizes that diversity can lead to a
constructive challenging of ideas, which enhances creativity (Amabile et al., 1996). They
stipulate that diversity in backgrounds, with openness and constructive challenging of each
other’s assumptions impacts creativity through exposure to other viewpoints. The dimension
of “work group diversity should result in more alternatives being considered, more solutions
generated, increased communication both within and outside of the team, and ultimately

increased creativity” (Shalley & Gilson, 2004, p.44)

In relation to work discretion, managers who perceive a high amount of discretion over their
work, recognize themselves as having a say in both how they execute their work, and also
feel encouraged to experiment in their job (Kuratko, Hornsby & Covin, 2013). Lasrado
(2019) explains that co-worker support can make up for a lack of autonomy, but that
autonomy leads to intrinsic motivation, which in turn leads to increased creativity (Deci &
Ryan, 2011; Amabile, Goldfarb & Brackfield, 1990). Furthermore, an organization’s trust in

the individual has been proven to have a positive effect on creativity (Jiang & Chen, 2017).

Resources is another dimension found in the KEYS framework, which relates to resource
allocation to projects (Amabile et al., 1996) as well as the amount of time made available by
an organization for employees and managers to pursue extracurricular projects, which
overlaps with the dimension of time availability, this dimension is corroborated in other
literature by Anderson, Poto¢nik and Zhou (2014) as well as by Jong and Wennekers (2008).
Furthermore, Hom (2009) explains that investing in employees can encourage them to take

Initiative.

2.4. Entrepreneurially intense organizational culture.

As previously mentioned, the literature on internal conditions for fostering innovation,

frequently mentions organizational culture as a force behind it Arz, 2017; Ireland, Kuratko
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and Morris, 2006; Amabile et al., 1996). Therefore, we consider it relevant to discuss at the
level with the other conditions represented. Ireland, Kuratko and Morris define an

entrepreneurially intense culture as such:

“Entrepreneurially intense cultures also place high importance on being able to
empower people in ways that allow them to act creatively and to fulfill their potential”

(2006, p. 16).

They argue that culture is the social energy which drives the organization, and that an
entrepreneurially intense culture appreciates innovative efforts. According to Anderson,
Potoc¢nik and Zhou (2014) There is a consensus of organizational culture and climate as a
central motivator for incentivizing creative and innovative behavior. Furthermore, the
strength of the culture and brand drives employees to embrace it (Flamholz & Randle, 2012),
and Kanter further claims that “Employee emotional and value commitment tends to improve

innovativeness in organizations (1984 Cited in Antoncic & Antoncic, 2011)”.

3. Research design and methodology

3.1. Introduction

In this thesis, we argue that, from a managerial perspective, there are three interrelated key
dimensions with several factors that are critical in creating and fostering an organizational

environment that is conducive to corporate entrepreneurship.

In this chapter we outline the ontological and epistemological assumptions underpinning the
research of the paper as well the research design and methodology used to conduct the study.
This chapter also outlines the methods that will be used to collect data as well as the

instruments used. Lastly, this chapter covers any ethical considerations.

3.2. Ontology

Our underlying philosophical assumption for this thesis is the position of social
constructionist ontology (Bryman, Bell & Harley, 2019). The managers interviewed in this

study “know what they are trying to do and can explain their thoughts, intentions and actions”
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(Goia, Corley & Hamilton, 2013, p. 17), because their “reality is constituted by human action
and meaning making”, (Bryman, Bell & Harley, 2019, p. 31) through a socially constructed

understanding within which they operate and interact.

3.3. Epistemology

As a result of our constructionist ontology and to gain knowledge required for the nature of
this study, we adopt an interpretive epistemology. Bryman, Bell and Harley (2019, p. 31)
state that “interpretivism is also concerned with the how and why of social action, including
the processes whereby things happen”. We argue that since the nature of the study involves
the interpretation experience, adopting an interpretive epistemology allows to generate

knowledge regarding the purpose of the study.

3.4. Research design data collection

As aresult of the above mentioned ontological and epistemological considerations, we opt for

a qualitative approach in the form of multiple case studies.

We argue that the use of multiple case studies is optimal for addressing the identified research
gap regarding the phenomena studied and contributes to and extends existing knowledge
towards providing rich insight into the research question that a quantitative approach would

not provide.

This is in line with Eisenhardt and Graebner (2007) who elucidate the work of Edmondson
and McManus (2007) by stating that “theory building research using cases typically answers

research questions that address ‘how’ and ‘why’” (p. 26).

Based on this, we select the inductive approach through multiple case studies in order to

answer our research question:

What factors do managers perceive as creating and fostering an organizational environment

that is conducive to corporate entrepreneurship, and how are the factors connected?
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3.5. Case selection through theoretical sampling

Since the purpose of this study is to contribute to existing knowledge and the development of
theory, the most suitable method of sampling that the researchers have selected is theoretical
sampling (Eisenhardt & Graebner, 2007). This means that the multiple cases selected are
most likely to be relevant to providing insights related to the constructs of creativity,
innovation and entrepreneurship discussed in this paper and represent a form of purposive

sampling (Bryman, Bell & Harley, 2019).

The primary consideration made is the type of companies that the multiple cases represent.
Since this paper focuses on corporate companies, we select case companies that are

categorized as corporate companies, meaning they employ more than 250 employees as

defined per OECD (2021).

Additionally, we selected only companies headquartered in the Nordic region that we could

access.

Corporate companies with distinctly creative, innovative or entrepreneurial culture were

desired.

We used our professional and university-based network with contacts to companies, to
identify suitable case companies with a reputation of creativity, entrepreneurship, and
innovation and actively pursuing this within those organizations. The importance of these
concepts to the case companies were confirmed by the expert professionals who facilitated

access to the case companies.

The external communications and websites of each case company recommended were
reviewed for indications of these concepts and introductory conversations with the case
companies validated that they valued creativity, innovation and entrepreneurship, which was
our theoretical sampling criteria, as well as met the other criteria of employee size and
location. We therefore identified the participating case companies as a sample of convenience

(Bryman, Bell & Harley, 2019).

Based on the above criteria, we negotiated access to three Nordic corporate companies to

participate in our research represented below:
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Case Company size in terms | Company Valued key concepts of
Companies of employee size Location theoretical relevance
Company 1 800+ employees Nordic Innovation

Company 2 650+ employees Nordic Entrepreneurship
Company 3 10000+ employees Nordic Creativity

3.6. Interview Protocol, Interview Sample and Data Collection

3.6.1. Interview Protocol

We developed an interview guide in preparation for the semi-structured interviews which is
referenced in the interview protocol in Appendix A. The interview guide was developed with

the following considerations in mind:

Questions were framed in language that was understandable to the interviewees and did not

contain leading questions (Gioia, Corley & Hamilton., 2012).

The interview guide contains an introduction to the nature and purpose of the study, a
reminder to ask the interviewee for permission to record the interview and starts by asking

the interviewee to introduce themself, their position and which functional unit they work in.

The questions were designed to research how interviewees interpret their experience and
what considerations are made related to the fostering of an entrepreneurial environment
within their firms (Jong & Wennekers, 2008). Different forms of questions such as follow up,
probing, specifying, direct, indirect, structured and interpreting questions (Bryman, Bell &
Harley, 2019) were asked in order to elicit the behaviors and considerations relevant to the

purpose of the study.

Some interview questions were loosely based around four of the five dimensions of the CEAI
tool developed by Kuratko, Hornsby & Covin (2013). This was done, not only to gain insight
into how managers that formed part of the interview sample described the actions they have

taken, but also to gain insight into how they as managers experienced those same dimensions

in their own positions of employment as subjects to the performance of the same intent.
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3.6.2. Interview Sample

The research question, “What factors do managers perceive as creating and fostering an
organizational environment that is conducive to corporate entrepreneurship, and how are the
factors connected?”, informs the interview sample to be managers within a corporate
organization. As a result of the case companies being a sample of convenience (Bryman, Bell
& Harley, 2019) accessed through our network, an initial set of managers self-selected to
participate in our research and additional participants were identified by reliance on snowball
sampling (Bryman, Bell & Harley, 2019). In total, we interviewed 12 participants across

different levels and evenly distributed across all three companies.

Interview Overview

| company1 Company2____| Company 3

Upper Management  * Interviewee 1O * Interviewee 3 * |nterviewee 3
(C1-11) (C2-13) (C3-13)
Middle Management ¢ Interviewee 5O * Interviewee 1 * Interviewee 1
(C1-15) (C2-11) (C3-11)
* Interviewee 30 * Interviewee 2
(C1-13) (C3-12)
* Interviewee 2
(C1-12)
Specialist * Interviewee 4 * Interviewee 2 * Interviewee 4
(C1-14) (C2-12) (C3-14)

O Interviewees marked with this sticker is from an R&D&I department,
which is recognised by the researchers as an innovation focused
department and thus not company wide applicable.

Figure 3: Division of Interviewees.

3.6.3. Data collection method

We selected online-based semi-structured interviews as the data collection method of our
multiple case study using virtual meeting platforms such as Zoom and Microsoft Teams. The
choice to use semi-structured interviews was made assuming it would enable us to “obtain
both retrospective and real-time accounts by those people experiencing the phenomena of

theoretical interest” (Gioia, Corley & Hamilton, 2012, p. 19).

Semi-structured interviews allowed us flexibility to ask all questions from the interview guide
with a flexible approach following the flow of the conversation dictated by the interviewee

and querying the interviewees as we receive cues on concepts of interest mentioned. This
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required us to interpret the importance of what interviewees described for us to ask for

elaboration on the right (Bryman, Bell & Harley, 2019).

Therefore, in order to limit bias (Eisenhardt & Graebner, 2007) which semi-structured

interviews are a risk for, we had several considerations in arranging the interviews:

Firstly, the interviews were conducted with both self-selecting managers who were both
highly knowledgeable and experienced as well as with experienced managers who were new
to the organization, both to get fresh insights from managers who were new, and also to get

insight from managers with experience.

Secondly, the interviews were conducted with interviewees who worked in different
organizational departments to gain broader perspective on the different views that different

units within the company hold.

And thirdly, interviews were conducted with interviewees who worked in at least two
different hierarchical levels. This is important to gain an understanding how managers take
action to foster entrepreneurial and innovative environments within their firms, and to gain
insight into how the managers perceive the considerations made for themselves by other

managers.

A total of twelve interviews were conducted between the three case companies during the
month of May 2021. Five interviews were conducted with Company 1; three interviews were
conducted with Company 2 and four interviews were conducted with Company 3. The
duration of each interview was approximately forty-five minutes except for two interviews

which lasted approximately thirty minutes each.

Both researchers participated in all twelve interviews with one researcher guiding the
interview process and following a standard protocol with the other researcher taking notes of

the interview and posing clarifying questions.

Permission was granted from each of the case companies to conduct and record the
interviews on the terms that the researchers anonymize the identity of each company and the
participating manager interviewees for privacy considerations. Each interview was recorded

in audio and transcribed soon after each interview and all transcriptions were redacted of any
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details related to the case company in order to further anonymize and protect the identity of

each case company and their interviewees.

3.7. Data Analysis

In this subchapter, we describe our process for data analysis based on the Gioia methodology

of grounded theory (Gioia, Corley & Hamilton, 2012).

During the first steps of analysis, we had to become ignorant of the theory, by distancing

ourselves and our preconceived notions of the data to avoid confirmation bias.
The importance of this is stated by Gioia, Corley & Hamilton:

“There is value in semi-ignorance or enforced ignorance of the literature, if you will. Up to
this stage in the research, we make a point of not knowing the literature in detail, because
knowing the literature intimately too early puts blinders on and leads to prior hypothesis bias

(confirmation bias)” (2012).

When initially analyzing the data during collection, we also ensured to follow wherever the
data led us (Gioia, Corley & Hamilton, 2012), to avoid trying to force the data into

preconceived conclusions.

After each interview was transcribed, we carefully reviewed the data and continued the
process of analysis, now looking for patterns and labeling concepts within the data. This
created first-order codes (Gioi, Corley & Hamilton, 2012) that conceptualized and
corresponded to the data as close as possible which helped to keep the integrity of the data.

This first step produced a large number of uncategorized first-order codes.

The next step was to review all the first-order codes, looking for themes. We paid attention to
any themes that emerged that informed our research question, and any themes that were
found in our analysis but were not represented in our initial existing literature, still ensuring

to follow the data but now starting to cycle through theory as well.

Once we reached a point where the second-order themes were identified, we had begun
seeing a larger pattern, which resulted in our final aggregate dimensions which are elaborated

on in the next chapter.
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Once the aggregate dimensions were finalized, a data structure was created that visually
represented our process from data to codes, themes and dimensions of each case company,

and then an understanding of the interrelatedness of the dimensions started to emerge.

The steps so far represent a primarily inductive approach. However, the theoretical concepts
we identified through our literature review guided us in making sense, and explaining, the
phenomena we studied. When discussing our findings, we infused them with meaning, as

well as put them in relation to the existing literature, which was a more deductive approach.

3.8. Ethical Considerations

We follow three ethical considerations for the purposes of this study as outlined below:

We anonymize the identity of our case companies and their participating managers.

Transcripts were redacted of sensitive information.

We ask and ensure consent from interviewees to be audio recorded in advance of each

interview.

We clearly and transparently always communicate the aim of our study to avoid any

deception, exaggeration or misunderstandings around our intentions and use of information.

3.9. Limitations of the Study

We acknowledge that despite our best efforts to use our selected methodological best
practices, a constructivist ontology was adopted and could therefore have a somewhat limited

subjective influence of the interpretations made in the study.

Furthermore, as objective as we were, we were already familiar with the literature and this
may have caused partial bias in part of our analysis. This was mitigated by reminders to

maintain a balance between the data and theory (Gioia, Corley & Hamilton, 2012).

By research nature, we refer to the fact that this research was conducted with qualitative
methods. While qualitative methods are generally suitable and the approach of choice for our
type of research, we see weaknesses due to the circumstances. For example, as a result of

COVID-19, our research was limited to interviews and these were conducted entirely through
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remote collaboration tools which made it more challenging to pick up on non-verbal cues
such as body language, and hence presumably impacted the flow of our interviews.
Additionally, most of our interviewees were second-language English speakers, adding this to
remote interviews, we risk that our findings contain more than usual interpretation and

misunderstandings.

Because we ensured the anonymity and privacy of our case companies, we were not able to
provide a reference to each case companies’ external communications that supported their
inclination towards creativity, innovation and entrepreneurship. However, we relied on the
expert knowledge of our contacts who we trusted. This allowed us to maintain our ethical

considerations.

Another limitation is that some of the interview questions were related to some dimensions of
the CEAI tool. Although the questions posed in the interview protocol were explorative, the
inclusion of CEAI dimensions limited the exploration of the study into novel territory and

limited the novelty of the findings to some degree.

The scope of the study was also limited in the sense that we did not intend to create a new
testable theory, but instead a model showing the factors and their interrelatedness, and
therefore did not commit to a full grounded theory approach (Bryman; Bell & Harley, 2019)
in the study. Instead, the purpose of the study was to inform the research question posed and

add to existing knowledge with our findings.

Lastly, triangulation (Yin, 2009) and the use of different data sources would have helped to
enrich our study, but the use of this material related to our case companies would have
needed to be included and made public, which would not have allowed us to maintain the
ethical and privacy considerations of the study. Thus, the sources of data used in this study

were limited.

4. Findings

“Money and bonuses, that's at an enterprise level but we talk about how we help people feel

that they are doing the right thing” (C3-13)
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Through continuous analysis and interpretation of the data as it compiled, we identified that
there is three-part division in managers’ perception of the factors which create and foster
organizational innovation. Through a managerial lens, the factors are divided into: An
underlying Cultural Drive in the form of values and brand, an Enabling Organizational part
out of their direct control, as expressed in the quote above, and finally an Encouraging
Leadership, which they foster within their own control. As this conceptualization developed,
so did our understanding of the interrelatedness of each of the factors, and their impact on
each other. Below follows an elaboration of our findings, showcasing the analytical themes

and dimensions identified.

4.1. Finding structure

In this thesis, we argue that, from a managerial perspective, there are three interrelated key
dimensions with several factors that are critical in creating and fostering an organizational

environment that is conducive to corporate entrepreneurship.

In this chapter, we review and analyze the findings from our 12 interviews across the three

case companies.

Our findings are structured into 1st order concepts, 2nd order concepts, and overall aggregate
dimensions. The analysis follows this structure by explaining and analyzing our findings

along the aggregate dimensions and with deep dives into each of the 2nd order concepts.

The aggregate dimensions forming the backbone of this chapter are cultural drivers,

organizational access, and leadership encouragement.

4.2. Case Company 1

In this subchapter, we review and analyze the findings from company 1 (C1), which is a B2B
company focused on workplace interior design products. We spoke to five managers in their
R&D and market departments; one of these is categorized as upper-management, three as

middle-management, and one as a specialist.
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4.2.1. Aggregate Dimension #1 - Cultural Drivers

Aggregate dimension #1 represents themes related to the explicit and implicit cultural drivers

of the organization.

15t Order Concepts 2 Order Themes Aggregate Dimension

* Value driven
* Sense of pride in brand
* Service to customers in focus
* Opportunism C lt l
. ‘Flf{::f e il Brand ethos |—> wrura
preneurial to corporate Drivers
Parent company value clash
* Strong company mission and identity
* Parent company stifles creativity
-_Emrepreneurial culture*

* See Appendix for 41 additional 1st order concepts

Figure 4: Company 1 - Cultural Drivers

2nd Order Theme - Brand Ethos

"We are value driven in the sense that we have a long history of being market

oriented" (C1-11).

The second-order theme brand ethos represents an awareness or enactment of the mission,

purpose and values of the company.

Company 1 (C1) is a Nordic B2B company focused on workplace interior design products
but owned by a large European corporation. During the five interviews with managers in C1,
we identified a strong sense of pride and identification with the Nordic-branded company,
which distinctly collided with the holding company’s identity. C1 expressed pride in their
products, entrepreneurial history, and heritage which, due to pressure from the holding

company, is diminishing.

However, despite the cultural conflict, they still identify as a company with an innovative and
entrepreneurial culture, albeit mainly product focused. Interviewee C1-15 emphasized “That
people have an opportunity to realize their ideas or at least get the opportunity to work with

them, and to make pre-studies”.

In sum, culture as a theme is highly important to managers in C1 and continuously emerged
leading to mentions in 54 instances: as both drivers and inhibitors of innovation depending on

1ts nature and execution.
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4.2.2. Aggregate Dimension #2 - Organizational Access

“Organizational access” (OA) is the second aggregate dimension we have identified and is
composed from four second-order themes of reachable leaders, decision making, open

channels and resources. This aggregate dimension represents the reachability of leaders, as
well as organization-wide support in form of resources to enable creativity and innovation

within the firm.

1%t Order Concepts 27 Order Themes Aggregate Dimension
* Reliance on relationships
* Loose boundaries withing R&D&lI Easy Access
* Management reluctance ..
* Management support equals more resources to Decision
* Consensus decision making Makers \
* Slow organisational adaptability*

* See Appendix for 22 additional 1st order concepts

* Communication and goal misalignment
* Cultural management differences . .
* Protective agendas Opell Orgamzatlonal

* No interdepartmental support Channels Access
* Interdepartmental collaboration
* Vertical organisational structure*

* See Appendix for 73 additional Ist order concepts

Get paid if you file a patent
Bring externals in for advice /
Competence training

Some budget for experimentation Resources
Very few Incentives

No time for eerrimentation*

See Appendix for 14 additional 1st order concepts

*

Figure 5 Company 1 - Organizational Access. Created by Piilmann & Shivute

2nd Order Theme - Easy Access to Decision Makers

“We are no longer invited to the meeting. So, we don't know exactly how our ideas

are presented” (C1-13).

The second-order theme easy access to decision-makers represents the approachability of
leaders within the firm, as well as presents the nature - consensus or individual - and speed of

decision-making within the firm, to remove roadblocks impeding creativity and innovation.
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Most of our interviewees were from the R&D department (11, 13, I5), and the overall
organization is primarily oriented towards products and their development. There is thus a
split in our findings between the internal R&D management, and the overall management
structure of the organization. We found managers in the R&D department expressed that they
were readily available to their employees, and that their own management was also readily

available to contact when necessary.

“It's all about relations and getting things done by lifting the phone or Microsoft

Teams. It's unusual for that size of company” (C1-11).

When we inquired about leadership approachability outside the R&D department the answer
was different, however. Interviewee C1-13, from the market department, expressed regret in
the change of access to upper-management, and explained that if they had an idea, they used
to be invited to management meetings, by their previous manager. They would assemble a
small team of experts which would then present the idea. Now, however, they are no longer
invited to mentioned meetings which he considers a mistake as the manager is not as

knowledgeable on the matter as the expert team.

“It's quick. It's a phone call away. At least for initial discussions. It's very, very fast,

and that's also why I think we are still entrepreneurial” (C1-I1).

One interviewee from the market department expressed that “it’s part of the business; we
have to make many, very quick decisions” (C1-13) implying that with slow decision-making
their business would come to a halt. Thus, he takes pride in being fast with his answers to his

subordinates and expressed unhappiness about slower decision-making in other departments.

However, not all answers follow this approach as one interviewee from R&D points out that
it is worth to “Try to, as much as possible, involve others in the decision making” (C1-I1).
Interviewee C1-I1 makes this collaborate approach a personal priority even if it slows down

the process in favor of other stakeholders having the time to align on the common goal.

In sum, the findings in the theme of decision-making are split between management in
different departments. Managers from R&D prefer slower, but collaborative decision making

with all relevant stakeholders, while managers from the market department consider fast
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decision-making processes and short response time a necessity that trumps stakeholder
alignment. Our findings also indicate that C1-managers perceive availability of leaders as

critical to incentivize new ideas.

2nd Order Theme - Open Channels

“One thing that we tried to promote is really sharing of knowledge and sharing of

experiences; that we encourage” (C1-11)

The second-order theme open channels represent the flow of information and ideas within the

company.

Managers within R&D expressed how open channels of communication are important to
them and emphasized the importance of the very natural “talk in the hallway”-type of
information sharing within the department. (C1-15) Everyone within the department knows
what is being worked on, as well as what is going well and what is not (C1-I1). They also
stated that this is further supported through cross-team meetings to ensure that everyone is up

to date.

This is further supported by interviewee C1-15, “I think we have a quite open, spoken
communication within the team.” The interviews were heavily dominated by the
consideration that information rarely crossed departmental lines, as well as the consideration
that the only actual information sharing taking place was through a formal initiative of an

idea council every two months (C1-13).

Overall, the main complaint from managers was a shift towards a more hierarchical setup
(C1-14). Which is perceived to be a significant hindrance to motivation, creativity, and
innovation due to the lack of information sharing from managers who are perceived as overly

protective of their personal agenda (C1-12).

In sum, the findings show that managers, especially within R&D, perceive open
communication as important and that a lack of if results in decreased motivation, innovation,

and creativity.
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2nd Order Theme - Resources

“We have a special process. Every two months we have a meeting or a forum that we
call Idea Council and then we meet three or six people in the group. And then the

person behind the ideas has the possibility to come and present it” (C1-13).

The second-order theme resources represents the totality of resources that employees are
given access to by the organization to encourage and nurture creativity and innovation. This
includes, but is not limited to, funds, both reward and project, education and training, as well

as initiatives.

The findings related to resources show that the perception of managers in the organization is

that innovation requires the availability of resources.

We count the idea council as resources because it requires the organization to make resources
available, in this case time and money, to host and run the initiative. In the perception of the
managers, the council is the best and most effective fostering of ideas in the organization

(C1-13).

However, interviewee C1-11 pointed out that any other available resources, for example
training and education, require employees to take initiatives on their own which the

interviewee considers ineffective.

In sum, managers were consistent in their answers and stated that the availability of
resources, especially in relation to product innovation, is considered a vital aspect for the
development of new ideas and that this is typically not as accessible in C1 as managers would

prefer.

4.2.3. Aggregate Dimension #3 - Direct Leadership Encouragement

The third aggregate dimension is leadership encouragement. This dimension represents the
influence that management plays in encouraging employees and the ambience of the internal

environment they nurture. This dimension is derived from four second-order themes of
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autonomy and trust, safe environment for risk, intangible incentives and focus on leveraging

people for innovation.

15t Order Concepts 2™ Order Themes Aggregate Dimension

 Large degrees of freedom
* Low autonomy if it's expensive
* High autonomy for non-product innovation

Autonomy
and Trust

As long as it is cheap, it's fine
Allowed to improve processes

o Placing trust in team members*

v

* See Appendix for 12 additional 1st order concepts

* Departmental support is important

» Manager as protector

* Fear of presenting ideas outside R&D
* Tolerance for failure and mistakes

* Tolerance for mistakes in R&D

» Allowed to make mistakes and try things*

* See Appendix for 53 additional 1st order concepts

Safe
Environment
for Risk

v

Leadership

* Formal recognition event
Encouragment

* Motivation and passion

« People are just curious

« Intrinsic motivation and independence
* Motivated by intangibles

* Recognition of ideators is important*
* See Appendix for 19 additional 1st order concepts

Intangible
Incentives

v

* Talented individuals
« Desire for staff with entrepreneurial mindset

Leveraging

N\ /)

» Focus on change is on people
* Entrepreneurial mindset
* Intrapreneurs that leave, leave a hole

People for
Innovation

v

Figure 6 Company 1 - Leadership Encouragement.

2nd Order Theme - Autonomy and Trust

“But I think, the main goal I think is for everyone to have like a specific amount of
hours that you should not really allocate to anything specific. It should be time that

you can use for creating new ideas” (C1-I5).

The second-order theme autonomy and trust represents the different ways of how leadership
nurtures and communicates both autonomy, which we classify as people’s allowance to shape
their work process and description, as well as the existence of trust from manager to

subordinate.
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The interviewees expressed that their trust in people is high within their departments.

Interviewee C1-15 explained how project are run, saying:
“The fact is, you have the knowledge here, you should take the decision, I trust you™.

Interviewee C1-I5 explains that it is important for to ensure that subordinates know that,
within their area of expertise, they have total trust to make the right decision. Interviewee
CI1-I5 further elaborates that while managers sometimes have the knowledge themselves, it is

important to empower one’s subordinates to make decisions for them to explore and learn for.

However, managers also noted that freedom is limited when it comes to projects and
innovations with higher resource requirements. For example, interviewee C1-11 was asked
about the personal discretion when choosing projects to proceed with in R&D and stated that

at times

“Degrees of freedom are probably zero, because if I do the wrong product

development. We are smart enough to check before anything goes out”.

In sum, the findings for the theme of autonomy and trust in C1 show that while autonomy is
important, managers particularly emphasized their efforts to make subordinates feel trusted
and valued while also adding the caveat that autonomy is limited when it comes to

high-stakes decisions.

2nd Order Theme - Safe environment for risk

“People should not be afraid of making a mistake. So, it's better that we try to
improve things and change things, and if we make a mistake, well, then, then we have

made a mistake, and then we will have to go back again” (C1-13).

The second-order theme safe environment for risk represents how the environment is being

actively created for employees to feel safe enough to take risks.

When enquiring about mistake tolerance in C1, managers across the board expressed that if

there was a reflection on what to do better, mistakes were neither penalized nor stigmatized.
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Furthermore, when prompted on how to ensure that their subordinates feel safe to
experiment, managers reflected that it was their job to always listen to ideas and evaluate
them fairly. In this context, interviewee C1-I1 also expressed that a lot of ideas are bad, but

that this does not change how important it is for managers to listen to them.

Another consideration regarding creating a safe environment for people to take risks and be

experimental was emphasized by one upper-level manager in:

“So, I keep my wings above my department, so they know that I'm not the first one
ducking when things don't go well. I will be standing before them, at least as long as I

can” (C1-I1)

In sum, our findings show that managers perceive it as critical to encourage their teams to
experiment, and that it is the manager’s job to make sure their subordinates know that the

consequences of failing will not fall on them alone.

2nd Order Theme - Intangible Incentives

“I think they do it because they want us to improve and best serve the market, be
unique, so they don't do it for themselves, they do it for the company and that's, that's

very unique for Company 1”7 (C1-13).

The second-order theme intangible incentives represents the factors of incentives used, and

felt, in the organization and that are not expressed in rewards such as bonus or titles.

Managers in C1, overall expressed they “have quite little incentives, in terms of rewards and
money” (C1-13), however, as they are a product development company, they do get paid for

patent filing.

The findings also show that managers in C1 generally perceive intrinsic factors as the key
driver behind innovative behavior, for example recognition and fun. Interviewee C1-15

expressed this:
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“And of course, then you see that everyone wants to. I think we are in an R&D

department, it's more about the fun” (C1-15)

However, this also indicated that particularly people in the R&D department are intrinsically

motivated to innovate - as it is also part of their role.

Additionally, we found that the recognition aspect of incentivization is the one which was
echoed the most times throughout interviews with C1. For example, interviewee CI-15
expressed that “it's important to really highlight the people behind the ideas, and bring them
up”’, and elaborated on the fact that they believe this to be one of the main ways to keep

people interested in innovation.

In sum, the findings in C1 showed that incentives for innovation and innovative behavior are
about recognition and appreciation and that managers across all interviews indicated that
monetary rewards are not perceived as an effective way to stimulate creativity and

innovation.

2nd Order Theme - Focus on Leveraging People for Innovation

“We are looking for people with, with a right. They must be driven, they must look for
change, they must want to improve things, and change things” (C1-13).

The second-order theme leveraging people for innovation represents how the organization
makes best use of its human capital by being aware of people’s backgrounds and mindsets as
a key step in finding the best way to leverage them and their skills directed towards

Innovation.

Our findings in this context clearly show that managers in C1 actively look for people who
have a driven and innovative mindset as they consider it a key trait of their organization

(C1-13).

The interviewees emphasized that people must have the right mindset for innovation to
flourish, and thus stated that innovative thinking is an aspect which is difficult to actively

foster unless you have the right people.
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“When someone leaves the company, if they are in the position to be entrepreneurial

and have a lot of ideas, they leave a hole” (C1-15).

In sum, our interviewees were aligned in the fact that they all perceived people with an
entrepreneurial approach as the critical ingredient for innovation and that they consider an

innovative mindset when recruiting new candidates.

4.2.4. Summary of Company 1 Findings

The overall findings in C1 show that there is a lot of awareness of how to best stimulate
innovation in the separate departments, but that this attempt is often countered by the holding
company culture. Open communication is perceived as important for creativity and
innovation, but there often also is a lack of open communication channels across department
lines which hinders individuals in their innovative capacity. However, within teams,
managers are making an active effort to keep the entrepreneurial history of the company
alive, lead with trust, listen to ideas no matter how good or bad, and ensure a psychologically
safe environment to foster experimentation. Managers in C1 are also aligned in their
perception that intangible incentives, such as recognition, outrank financial rewards, and that

people with the right mind-set are their key towards driving innovation.

The managers of C1 were aware of the gradual change in the company, and as such expressed
regret that it was out of their control. However, they also expressed that there was an active
effort made to stay entrepreneurial, even while the culture was fading. We see that our
findings within company 1 fall within the dimensions of an underlying culture, a focus on

organizational access, as well as an active effort to being an encouraging leader.

4.3. Case Company 2

In this subchapter, we review and analyze the findings from company 2 (C2), which is a
company focused on creative products. We spoke to three managers; one of these is
categorized as upper-management, one as middle-management, and one as a specialist.
4.3.1. Aggregate Dimension #1 - Cultural Drivers

This dimension represents themes related to the explicit and implicit cultural drivers of the

organization.

37



1%t Order Concepts 21 Order Themes Aggregate Dimension

* Core values are entrepreneurship, passion,
fun, ownership and profit

* People just want to share ideas Brand/ Ethos

* Mentored in the way of the company

* Continuous reinforcement of values*

/

* See Appendix for 13 additional 1st order concepts Cultural
Aspects
*  This mindset is nurtured through type of
work and products .
*  The product creates a creative workplace Creative
Inspired by workplace Workplace

*  Appreciation for product
* Employees love the products

Figure 7: Company 2 - Cultural Drivers.

2nd-order Theme - Brand Ethos
"They embody the company culture and values" (C2-12)

The second-order theme brand ethos represents an awareness or enactment of the mission,

purpose and values of the company.

As indicated above the employees not only show an awareness of the ethos of their company,
but the values and ethos of the organization is lived by the employees through the whole

organization.

Interviewee C2-13 states that “Entrepreneurship is a core guiding value”, indicating that

entrepreneurship is a central concept in how they think and act. Interviewee C2-11 states that
“I would actually say that entrepreneurial-driven is one kind of word that comes to mind” as
they responded to a question in the context of company culture. The interviewees all express

that they perceive the culture of creativity and entrepreneurship as central to everything they
do.

The findings in C2 made it clear that the managers perceive their culture to be a large part of
what makes the company entrepreneurial, and they ensure that they “put a mentor on one or
some of the best store managers, mentoring them for half a year” (C2-13), to continue the

teaching of the culture of entrepreneurship in the company.
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2nd-order Theme #2 - Creative Workplace

“So, you have to be creative in our line of work, and if you don't have it, then you will

get a question, who has it” (C2-12).

The second-order theme creative workplace represents the influences of the work

environment in which employees are immersed in.

Interviewee C2-I1 mentions that the company “offers products that foster people's creativity”.
This connects to the quote by interviewee C2-12 above who expresses that creativity is
required in their line of work and is expressed in the context of using creativity to solve
customer requests, where if one cannot come up with a solution, the customer will go
somewhere else. These interviewee statements form the basis of the first-order concepts and

thus the second of a creative work environment.

Interviewee C2-12 states “That’s just the way we are supposed to think. I mean we have to be
creative” indicates that their work environment requires creativity. They further state, “So
you have to be creative in our line of work™. This comment directly reflects that creativity is
required in their line of work and is expressed in the context of using creativity to solve a
customer request, where if one cannot come up with a solution, the customer will go

somewhere else.

4.3.2. Aggregate Dimension #2 - Organizational Access

“Organizational access” (OA) is the second aggregate dimension we have identified and is
composed from 3 second-order themes of easy access to decision makers, open channels, and
resources. This aggregate dimension represents the reachability of leaders, as well as
organization-wide support in form of resources to enable creativity and innovation within the

firm.
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1%t Order Concepts 2™ Order Themes Aggregate Dimension

* Manager motivates by listening

* Leadership experience enhances comms Easy Access

* Everyone is listened to to Decision

* Quick “pick up the phone” response time

* Quick and clear feedback Makers \

* See Appendix for 13 additional Ist order concepts

* Organic sharing in team meetings

* Feels system for sharing could be better
* Inter-store team communication Opell

* Intranet with weekly information Channels
¢ Inter-store collaboration

* Everyone has access to the same info*
* See Appendix for 7 additional 1st order concepts

Organizational
Access

* A project to empower store managers
* Store managers are put on boards
* Managers received money to hire for more
time availability Resources
* Without resources and time, itwon’t work

* No training but want to introduce it*
* See Appendix for 5 additional 1st order concepts

Figure 8: Company 2 - Organizational Access.

2nd-order Theme - Easy Access to Decision Makers
“It's never a bad time for calling me” (C2-13)

The second-order theme easy access to decision makers represents the approachability of
leaders within the firm as well as the nature and enablement of decision-making within the

firm for the firm to function and respond.

All interviewees have shown this to be an important consideration. As indicated in the table
above, the comment by interviewee C2-13 indicates that leaders make a conscious effort to be
reachable and available to employees. This is supported by interviewee C2-I1 who states,
“My manager is really keen to listen in to what we have to say” which indicates that their
manager is welcoming and accessible. This theme is explicitly stated by C2-I3 who an
upper-level manager in C2 is. This is further encouraged by this manager whose comments
support this by stating that, “I always encourage them to call me or write an email”. They
also state, “And it’s the same with the board, nothing is too small for me to knock on the
door” which signals that not only are they available to discuss any issue employees bring to
them, no matter how small but also that the board of the company provides the same level of

reachability to the upper-level managers.

40




In sum the managers perceive that their approachability and accessibility is a big way to

stimulate creativity and innovation among the employees.

“We can ask questions... And they're very clear in getting us answers fast.” (C2-12)

2nd-order Theme - Open Channels

“So, we are also able to interact with each other, if we need to ask questions with other stores

or something like that” (C2-12)

The second-order theme open channels represents the flow of information and ideas within

the company.

Comment by interviewees C2-12 and C2-11 suggest that C2 is an environment with easy flow

of information:

“We also have access to intranet and some digital groups within teams and small store

teams for area teams and whole countries and so on”

indicating that employees and teams can easily share information with each other within the

organization.

Lastly, interviewee C1-I3 states, “And everybody has the same access so they're posting all
the good ideas all the time” and believes that this, coupled with the fact that managers make
sure to interact with subordinates on the intranet, is key to both learning from each other, and

inspiring each other.

In sum, our findings indicate that the managers of C2 perceive that access to the same
information across levels plays a big role in stimulating a sense of ownership, which in turn

empowers creative and innovative thinking.

41



2nd-order Theme - Resources

“They actually have to apply for the money...you just have to ask me how much you

want” (C2-13)

The second-order theme resources represents the totality of resources that employees are
given access to in the organization and includes but is not limited to funds, education and

training and initiatives within the organization.

C2 launched an initiative in 2020 to empower their store managers, by giving them ready
access to funds to, as an example, hire more employees to their store. Interviewee C2-13, who
is from upper-level management and part of driving the initiative, explains that “They got

extra money for salary in stores, because it takes time [to do new things].”.

When asked if they had other initiatives, like innovation training, they expressed that this was
not something they were currently doing. However, C2-13, who is upper-level management,
expressed that they would consider implementing it, which indicated a large willingness to

use resources to improve innovative efforts.

In sum, the theme of resources was present throughout the interviews, and especially through
the initiative to empower store managers, as the allocated funds for this was at the lower-level
manager’s discretion. The upper management in C2 perceive resources as a foundational

aspect of stimulating innovative behavior.

4.3.3. Aggregate Dimension #3 - Direct Leadership Encouragement

The third aggregate dimension is leadership encouragement. This dimension represents the
influence that management plays in encouraging employees and the ambience of the internal
environment they nurture. This dimension is derived from 4 second-order themes of
autonomy and trust, safe environment for risk, intangible incentives and focus on leveraging

people for innovation.
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18t Order Concepts 21d Order Themes Aggregate Dimension

* People drive their own ideas

* High level of autonomy

* Freedom within the set amount of money

* Trust in abilities

« Instant responsibility when joining company

* Instant resgonsibility

* See Appendix for 5 additional 1st order concepts

Autonomy
and Trust

v

* Encouragement to try things

Failure is good if you can learn from it
Kind and accepting climate- no scolding
Ideas are rarely rejected

A very open environment for sharing

*_Managers interact and react to ideas*
* See Appendix for 16 additional st order concepts

Safe
Environment
for Risk

v

Leadership
Encouragment

Incentivized through encouragement and
recognition

Intrinsically motivated to optimize the store
Recognition for hard work

Intangible
Incentives

Hire for entrepreneurship

Takes personality type into account
Leaders should access what people can give -
make the best of it

Strengths and weaknesses are looked out for
When hiring, asks for risk

Leveraging
People for
Innovation

.

N\ /)

v oV

Figure 9: Company 2- Leadership Encouragement.

2nd-order Theme - Autonomy and Trust

“Sometimes the ideas get quite far in the process before relevant parts of organization

is involved in the process” (C2-11)

The second-order theme autonomy and trust represents the different ways leadership nurtures
and communicates both autonomy, people’s allowance to shape their work process and

description, as well as the existence of trust from manager to subordinate.

The interviewees all expressed thoughts related to this theme which in some ways was
reflected in a high degree of autonomy. Interviewee C2-I3 states “Everything is okay as long
as you do it with respect and you try to hit the goals” showing that trust is implied in the

leeway that they have been given.
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“There was no bridge, law, no limit for what was okay and what was not okay.” This
was volunteered by C2-I3 when asked about autonomy, and generally, all C2
managers expressed throughout the interview that there is nothing managers cannot

do.

In sum, C2 overall appears to believe in leading with trust at a distance, but managers also
experience that their employees reach out to them regularly regardless. Additionally, leaders
in the organization make a conscious effort to empower their employees, especially through

showing trust in abilities, based on the conviction that doing this inspires the employees.

2nd-order Theme - Safe environment for risk
“You will absolutely not be yelled at because you're doing something wrong” (C2-11)

The theme safe environment for risk represents how the environment is being actively created

by managers and for employees to feel safe enough to take risks.

Interviewee C2-I1 emphasizes that mistakes will never be considered wrong, if they are
learned from, and that there will not be any repercussions. Additionally, interviewee C2-12
shows that the environment is safe and transparent enough to bring up things outside of the
norm and involves managers in the process, “I always involve him and or whoever is in
contact with me, and, and then he might go to one of our other managers, to see if this is

okay”.

In sum, managers in C2 take it on themselves to create a safe environment where failures are
not penalized and where managers are always open to listen to new ideas even at the highest

level of the organization.

2nd-order theme - Intangible Incentives

“But they really do inspire us to do even more. I presented it to my area manager, and

he was amazed and impressed and said that this is awesome” (C2-12)
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The second-order theme intangible incentives represents soft factors of motivation used in the

organization.

The quote by interviewee C2-12 shows that recognition is valued and interviewee C2-11
supports recognition as an incentive in their statement, “If the idea is implemented and has a
good impact, that is the main thing and that's what actually becomes the story within the
company”. This is supported by several similar reports from other interviewees who, for
example, talk about their innovative ways of working as a response to having seen an

opportunity to create a better every-day process for themselves (C2-12).

In sum, C2 managers consider it a very important factor to incentivize through recognition, as
well as through the expression of trust. They perceive that it is not necessary to pay people to
innovate, that it simply happens through the passion they have for their company, which is

confirmed by the lower-level manager as they express that the store now feels like their own.

2nd-order theme - Focus on Leveraging People for Innovation

“We put a mentor on one or some of the best store managers, mentoring them for half

a year” (C2-13)

The second-order theme leveraging people for innovation represents how the organization
makes best use of its human capital by being aware of people’s backgrounds and mindsets as
a key step in finding the best way to leverage them and their skills directed towards

innovation.

The quote by interviewee C2-13 indicates that they leverage their best managers to train new
managers in the way things are done in the company. Furthermore, interviewee C2-I1 also
mentions that “We have almost zero” when referring to their employee turnover. This
indicates that employees stay longer in the organization, which can leverage the compounded

experience of the employees’ focus on the company values.

“use people's strengths and their weaknesses. Because a weakness is still something that you
can build on” C2-12 expresses that there are many kinds of people working in their store, but
that it is never a bad thing for people to have strengths and weaknesses. This helps stimulate

the creativity of every employee.
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In sum, we found that C2 managers consider it critical to understand and leverage people’s

individual and diverse skills.

4.3.4. Summary of Company 2 Findings

C2 is rooted in a strong company brand ethos that is lived and practiced throughout the entire
organization. Managers expressed that in this work environment, employees must be creative
as a prerequisite due to the creative nature of the products the company provides. There were
strong perceptions that the accessibility of the leadership is an important consideration and
managers were perceived to make a conscious effort to make themselves available as this

influences other factors.

Because of this accessibility and the responsiveness of managers, information and ideas flow
freely within the organization through different digital channels which was seen to enable
quick decision-making. Furthermore, there were perceptions that resources are made readily
available to employees who have project proposals and apply for them. Managers sensed that
they receive a lot of autonomy and trust which is communicated to them through a lack of

control of their subordinates.

We also found that tangible incentives are not as effective as intangible incentives such as
recognition and C2 generally was found to leverage their human capital most effectively

towards innovation and longevity.

In C2, the themes fall under three different dimensions, one which the managers perceive to
control, like encouraging risk. The other dimension shows that their culture drives
innovation, and those managers are very aware of the entrepreneurial values of their
company. The third dimension is created from weight but on how incredible it is for the
managers that their organization has open channels across levels, and that their leaders are

barely a phonecall away.

4.4. Case Company 3

In this subchapter, we review and analyze the findings from company 3 (C3), which is a
company focused on the development and selling of toys. We spoke to four managers in their
Strategy & Transformation department; one of these is categorized as upper-management,

two as middle-management, and one as a specialist.
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4.4.1. Aggregate Dimension #1 - Cultural Drivers

The first aggregate dimension is cultural drivers, which is composed of 2 second-order

themes of brand ethos, and creative work environment.

15t Order Concepts 2" Order Themes Aggregate Dimension

Ethos drives entrepreneurial mindset
Ethos drives experimentation

Creativity and discipline Brand/ Ethos
Internalized mission to work for the brand*

* See Appendix for 9 additional Ist order concepts

Cultural
Drivers

* The product and office trigger innovation
* Take time to use the product to be creative Creative

* Innovation through product inspiration

* Office is built to trigger creativity Workplace

Creativity everywhere

Figure 10: Company 3 - Cultural Drivers.

2nd Order Theme - Brand Ethos

“I think it's the very ethos of the company. I mean, like I said, the [product] is at the
heart of everything you do” (C3-14)

The second-order theme brand ethos represents an awareness or enactment of the mission,

purpose and values of the company.

The interviewees’ identification with the brand of C3 was apparent and it was confirmed to
be at least a conscious effort on the behalf of the upper levels of management to drive the
importance of the company values. The topic of brand ethos emerged repeatedly, and all
interviews touched on culture, values and brand without further prompting, as “the way
things are done”. Especially when attempting to clarify how an entrepreneurial mindset is
nurtured, it was often turned back to an understanding of the way things are done in C3, as

stated by interviewee C3-14.
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In sum, our findings are that managers in C3 care about and actively advocate for their

company values.

2nd Order Theme - Creative Workplace

“We are continuously trying to have this playful idea of taking time out to actually
build with the product yourself and with the team” (C3-12)

The second-order theme creative workplace represents the influences of the work

environment in which employees are immersed in.

The quote above from interviewee C3-12 indicates that they work in a creative environment
because of the nature of their products. This is supported by several other interviewees like
C3-13 who says that “C3 is a very creative organization” and interviewee C3-I4 who states

that

“I don't know if you've ever been to the office, there's just so much that inspires you

and triggers creativity”.

The creative workplace is expressed as a view of innovation and creativity made tangible,
both in the design of the office space, as well as in the continued source of inspiration for the

product.

The two themes of Cultural Drivers focus on the internal organization-wide influence of
brand, including product and purpose, as well as culture and values which, in conversation
with the managers, have proven to function as forces which propel the efforts of creativity
and innovation forward. When prompted about how, and why, creativity is so important, the
interviewees all refer to the company product and values as a source of inspiration, as well as

a reason for the efforts (C3-14, C3-13).

In sum, we found that managers in C3 care a lot about their physical work environment and

perceive it as the embodiment of creativity and innovation.
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4.4.2. Aggregate Dimension #2 - Organizational Access

“Organizational access” (OA) is the second aggregate dimension we have identified and is

composed from 4 second-order themes of reachable leaders, decision making, open channels

and resources. This aggregate dimension represents the reachability of leaders, as well as

organizational wide support in the form of resources, in the firm in order to enable creativity

and innovation within the firm.

1%t Order Concepts

* Approachability and authenticity
» Openness and approachability

Feels innovation teams need more mandate
Flat organization

* Quick decision making

» Have an idea and instantly try it out*

* See Appendix for 2 additional Ist order concepts

* Internal innovation ideas are bottom-up

* Idea sharing is an organic, but encouraged
process

» Network driven idea development

» A very helpful openness*

* See Appendix for 9 additional 1st order concepts

» Training and leadership development
* Resource lack is a barrier
* Belief in investing in good ideas

Learning and training available if wanted
Learning model

21d Order Themes

Easy Access
to Decision
Makers

N

Open
Channels

Resources

7

Aggregate Dimension

Access

Organizational

Figure 11: Company 3 - Organizational Access.

2nd Order Theme - Easy Access to Decision Makers

“There is a company culture of approachability. And you know, it doesn't matter who

you are, if someone wants to speak to you, they will” (C3-I1)

The second-order theme easy access to decision-makers represents the approachability of

leaders within the firm, as well as the nature and enablement of decision-making within the

firm for the firm to function and respond.

In this context, interviewee C3-11 indicated that everyone in the organization is accessible to

everyone. The importance of this theme is strongly emphasized by interviewee C3-13 who

states that:
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“I believe the best innovation teams are the ones that actually keep really close to the
CEO. That's how you cut through a lot of a lot of red tape and a lot of all kinds of
obstacles. And so, I think you need that level of support. Otherwise, you might have
some of the best ideas and concepts, but you will be stopped by obstacles and all sorts

for people with higher authority than yours” (C3-13).

In sum, this theme in C3 came through in all interviews, from the upper-level manager, who
works directly with the CEO, to the specialist who just recently joined the company. They all
had in common that the importance of being able to approach any stakeholder, and any leader

they wished was important for their ability to be creative and develop new ideas.

2nd Order Theme - Open Channels
“There's no prevention of information flow” (C3-11)

The second-order theme open channels represents the flow of information and ideas within
the company. All interviewees mention this as important in one form or another. In the quote
above, interviewee C3-I1 refers to the fact that information is not prevented from flowing
within the organization. Interviewee C3-12 says that “I would say very easy and organic,
where we have multiple check-ins in a week” and the forum of meetings being used is
validated by interviewee C3-13 who says “We're also communicating that very much in that

context, and clearly and often and repetitively”.

The organic flow of information, like the decision-making process was expressed as a good
way to align and to stay in the loop, however, there was also criticism expressed by managers
who were fairly new to the organization, as they had experienced a lack of formal access to

information from before they were hired:

“Where previously, you were able to get to information on a personal level because

there was a relational element. Now it's behind firewalls” (C3-11)
This was further supported by interviewee C3-13:

“We don't have access, if I want to look at a file of something we did two years ago,

like a PowerPoint presentation or insights report or anything unless the person still
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works for us and I know them and somehow I can track them down, but there's no

depository.”

In sum, open channels of communication throughout the organization was expressed as “an
organic” flow of information both bottom-up and top-down, which was generally
appreciated. However, the new managers expressed that the lack of a more formalized open
channel of information was an issue to their exposure to knowledge, as well as their learning

from failure.

2nd Order Theme - Resources

“We as a team, we’re all learning, trying to get certifications and things like that. So

that's a clear indication that we are encouraged” (C3-14)

The second-order theme resources represents the totality of resources that employees are
given access to in the context of innovation and innovative behavior. This includes, but is not

limited to funds, education and training as well as initiatives within the organization.

Interviewee C3-14 and C3-12 refer to examples within C3 around available training and a
leadership initiative around innovation from a few years ago that all employees still have

access to. Additional resources are also available, as interviewee C3-12 states that:

“They will draft up the business plan for it and submit it; and then usually, it's getting
approved, but it might not, but the reason for not getting approved is really not about

funding”
Interviewee C3-11 seconds this point by stating:

“My experience is, they will throw money at a good idea. Good ideas do not get
pushed to the side because of a money issue. It's nine times out of ten, resourcing and

skills”

In sum, our findings are clear that C3 encourages employees to seek new opportunities and
typically provides resources to innovation initiatives when needed unless there is a good

reason not to.
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4.4.3. Aggregate Dimension #3 - Direct Leadership Encouragement

The third aggregate dimension is leadership encouragement. This dimension represents the

influence that management plays in encouraging employees and the ambience of the internal

environment they nurture. This dimension is derived from 4 second-order themes of

autonomy and trust, safe environment for risk, intangible incentives and focus on leveraging

people for innovation.

1t Order Concepts

* A lot of autonomy

* Freedom not used a lot

» Wants to ensure that people are heard
* Instant trust in skills

* Work towards the goal. Not process*

3%

* See Appendix for 9 additional 1st order concepts

* Embracing the unknown

* Want people to take more risk

* Embracing creativity and messiness
* Pleasant and kind environment

* Very encouraging team leader*

17

* See Appendix for 24 additional 1st order con

cepts

pr—
* Entrepreneurial mindset
* Time incentives rather than financial
* Giving credit
* Social incentives
* Recognition
* Symbolic rewards

on Entrepreneurial mindset
* Hires diverse teams
* Spends time trying to change mindsets
* Diverse backgrounds

* Awareness of cultures and their influence

VOV

2nd Order Theme - Autonomy and Trust

2m Order Themes

Autonomy
and Trust

Safe
Environment
for Risk

Intangible
Incentives

Leveraging
People for
Innovation

NN\ /)

Aggregate Dimension

Leadership
Encouragment

Figure 12: Company 3 - Leadership Encouragement.

“I have total autonomy in what I do. But it doesn't mean that it's the Wild West.”

(C3-14)

52



The second-order theme autonomy and trust represents the different ways leadership nurtures
and communicates both autonomy, people’s allowance to shape their work process and

description, as well as the existence of trust from manager to subordinate.

The quote by interviewee C3-14 indicates that they have high levels of autonomy in the
organization but also coupled with trust as interviewee C3-I4 continues, “People believe that
I know what I am doing and what I am talking about”. This high level of autonomy is
corroborated by interviewee C3-12, who said “I think we have a lot of freedom, and I actually

think we have more freedom than we take upon us”.

As it was the Strategy and Transformation interviewed in C3, the interviewees work with
highly sensitive projects and possibly significant impact which requires additional alignment
around action, and this was also expressed by interviewee C3-14 who stated “check-ins” as
the mean of choice to prevent possibly disastrous mistakes. However, this need to check in on
severe projects was not seen as a negative thing, because the spirit of collaboration almost
cancels out the need for control on big projects. This echoes what interviewee C3-12

expressed about employees of C3 having more freedom than they choose to use.

In sum, our findings indicate that managers perceive themselves as having significant
freedom in trust to take bold actions, however, they also recognize the possible severity of
key projects and see the need for alignment in big decisions as an opportunity rather than an

obstacle.

2nd Order Theme - Safe environment for risk

“We are over communicating that we are creating a safe space for us to innovate”

(C3-13)

The second-order theme safe environment for risk represents how the environment is being

actively created for employees to feel safe enough to take risks.

In the quote above, interviewee C3-13 makes it clear that a safe space for innovation is
something important to all employees in C3. The environment seems to encourage risk taking

and bold moves as shown in the statement by interviewee C3-12:
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“So I think there are very, very few situations where anybody has gotten a slap on the
hand... if you haven't a few times received a slap on the hand due to what you tried,

you haven't gone far enough”.

Additionally, interviewee C3-12 is also personally making an active effort to instill a sense of

safety in the team by being transparent and authentic:

“Being authentic, being there and sharing my own concerns about something being
difficult for me, not knowing the answers for it, being curious about what it is, trying
to balance the part about lending confidence to the team but also showing some sort
of insecurity with myself, and in that way, allowing them to be insecure, but still go

forward”.

In sum, the above statements appear to be a common theme across all interviews with the
effort to create a safe environment expressed a total of 31 times across the four interviews.
However, it is also perceived as an area in which the managers in C3 express difficulties as
C3 is an old company with a tradition towards perfectionism, which they see as directly

opposed to taking risks (C3-I1).

2nd Order Theme - Intangible Incentives
“I think it's not so much about the reward, as it is about recognition” (C3-14)

The second-order theme intangible incentives represents the soft factors of motivation used in

the organization to drive innovation and innovative behavior.

Interviewee C3-13 states that recognition is the strongest incentive and describes a situation

where an employee with an idea presented in front of the executive leadership team:

“He (employee) came into the ELT and presented, you know, and I just sat back and
enjoyed the show. And I think that's what people do to incentivize”

This approach based on giving credit for innovative ideas is further explained by interviewee

C3-13 who elaborates:
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“I think individual leaders are trying to promote that behavior or trying to incentivize

that behavior through other ways to do that - through exposure”.

Additionally, all four interviewees said that there are no significant tangible rewards for
experimentation nor for innovation., They also expressed that even if there were tangible
rewards, those would not be the driving incentive for employees to come up with innovative

1deas.

“It's interesting to innovate, trying to innovate, ideas, not just products. That's

interesting for us” (C3-14).

The interviewees also mentioned examples of their intangible incentives, such as early access
to new products and social events, but they also again emphasized that fun and recognition

were key.

In sum, this means that managers in C3 were aligned in their responses and all perceive
intangible incentives, namely fun and recognition, as the driving force leading employees to

develop new ideas.

2nd Order Theme - Focus on Leveraging People for Innovation

“Within my team we have no two people who are similar, or from similar

backgrounds, all come with different strengths to the table” (C3-14)

The second-order theme focus on leveraging people for innovation represents how the
organization makes best use of its human capital by being aware of people’s backgrounds and
mindsets as a key step in finding the best way to leverage them and their skills towards

Innovation.

As seen in the quote by interviewee C3-14 above, managers are aware that everyone in their
team contributes with different perspectives and strengths which is perceived to have a
positive impact on innovative thinking. This awareness of the team’s diversity is also

reflected in the managers leadership style as explained by interviewee C3-13 who states:

“I try to have a different approach based on the person that I'm dealing with. And I
think that's been more helpful”
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This theme emerged through multiple seemingly unrelated questions asked in the interviews,
and it appeared to be that the managers believed that diversity and cultural influence, both
departmental culture and ethnical culture, are important considerations when stimulating

creativity and innovation.

When prompted about whether the managers themselves were hired for their entrepreneurial
mindset, the managers across all interviews answered with yes and explained that during their
job interviews they were asked about occasions where they chose innovative approaches in

the past.

In sum, our findings show that managers in C3 care about diversity in their teams as a driver
for innovative thinking and that they themselves were tested for having an innovative mindset
during their recruitment process. Together this indicates that C3 and its managers embrace
people as a driver for innovation and that they are actively trying to leverage them in the best

possible way including tailored management styles.

4.4.4. Summary of Company 3 Findings

Company 3 is an old company with strong ties to its brand and values. We found that
managers perceive innovation in C3 as driven, in part through the ethos of fun and creativity,
and in part through the actual physical workspace and the products they are surrounded by.
We further found that managers perceive a need for open channels of communication, which
is partially succeeded through easily reachable leaders, but also partially sub optimized due to
a lack of official all-access channels of information. We also found that the managers
consider the consensus-driven nature of decision making a double-edged sword, as it helps
them in aligning around goals thus stimulates targeted ideation and creativity, but also slows
down the actual implementation of ideas. We then found that managers consider the access to
resources a given, and express that without those, there would be no creativity and

innovation.

Remarkably is that the highest number of first-order concepts was found in the dimension of
leadership encouragement, as they consider managerial behavior and people to be the
ultimate driving force for innovation in their organization. Thus, creating a safe environment

for risk, communication of autonomy and trust, considering and leveraging people’s
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individuality for innovation, as well as providing various kinds of intangible incentives is key

in fostering creativity and innovation in C3.

In C3 the themes fall under three different dimensions, one which the managers perceive to
control, which is the active efforts to support innovation directly. The other dimension shows
that culture is a driving force in the organization, and that managers are very aware of the
impact this has on innovation. The third dimension is created from the understanding that
managers perceive access to knowledge and resources across an organization is important for

innovation, but outside their control.

5. Summary of findings and discussion

In each of the cases in our study, we have identified the same three aggregated dimensions,
made up of largely the same themes, regarding which factors managers perceive as important
when creating an innovative and entrepreneurial environment. We also identified that the

division of dimensions falls under different areas of control.

The dimension of cultural drivers encompasses factors around a collective orientation
towards creativity and innovation. It is perceived as an underlying reason for behavior and is

directly linked to the brand and cultural values of the organizations.

The dimension of organizational access consists of organization-wide enabling conditions
which ensure that innovative efforts do not meet roadblocks. Organizational access is

perceived as a pre-condition which falls outside of the managers’ direct control.

The dimension of leadership encouragement is perceived to be the direct managerial act of
driving innovative and creative behavior through fostering an internal environment which is

infused with trust, safety, intangible incentives, and diversity.

The inter-relatedness of these dimensions was highlighted by statements expressing the
importance of organizational access to both information, decision-making and resources,
which was identified by managers as out of their control. The influence of culture was
apparent throughout all interviews, as the questions concerning how the environment is
fostered was answered with statements indicating that it was “simply the way of the

company”’. The biggest weight in the interviews throughout C1, C2, and C3 was placed on
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factors within the managers’ own control, namely infusing their departments and teams with

trust, safety, intangible incentives, and cognitive diversity.

Based on these findings, we developed the following model showing the interrelatedness

between the aggregated dimensions with their subsequent factors.

Brand Ethos

Cultural Drivers

T Environment
Easy Access for Risk
to Decision
Makers Autonomy
and Trust
Open - i
Organizational Access Leadership Encouragement
Channels
Intangible
Incentives
Resources
Leveraging
People for
Innovation

Figure 13: Conceptual Model.

5.1. Cultural Drivers

We found that managers perceive culture as a unifying force which drives innovation. Ireland,
Kuratko, and Morris (2006) describe an entrepreneurially intensive organizational culture as
one which places heavy emphasis on empowering employees to allow for creativity. We saw
this type of organizational culture expressed throughout all three case companies. However, it
should be mentioned that the interviewees knew what our study was about, and as such might

have been biased in highlighting the entrepreneurial part of their culture.

In the field of corporate culture, the understanding of culture as a force which shapes
behavior and beliefs is acknowledged as true (Flamholtz & Randle, 2012; Schein, 2010;
Kotter & Heskitt, 1992). We observed that managers do perceive their own and their
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subordinates’ actions as reflective of a culture which is dominated by, in the cases of C2 and

C3, fun and creativity, and in the case of C1, a proud entrepreneurial history.

Through conversations with managers in all three companies, we identified that, when asked
about entrepreneurial attitude and behavior, they often based their answers in the culture and
brand of the company, which corresponds with the notion that innovative behavior can be
driven from employee commitment to company values (Kanter, 1984 cited in: Antoncic &
Antoncic, 2011). Interviewees from C3 described their company as brave, creative, fun,
customer-centric, and adaptable, and indicated that they see the efforts in creativity and

innovation as heavily influenced by these values.

When asked about their perception of the reason that employees value innovation, one
interviewee answered “I think it's the very ethos of the company. I mean, like I said, the
[product] is at the heart of everything you do” (C3-14). This kind of emphasis on
entrepreneurship from top to bottom was also found in C1, as interviewees there expressed

regret and worry at potentially losing this element (C1-11).

The dimension of Cultural Drivers was represented in most of the answers and our
interviewees all heavily identified themselves with the ethos of the brand and company they
work for. Within this dimension we identified one emergent theme that we consider relevant
to mention: the impact of product and workplace on innovative awareness and perception. We
labelled this theme Creative Workplace. We found this theme in C2 and C3, which are

companies working with products aimed at creativity and play, but not in C1.

The fact that all interviewees mentioned the importance of culture to fostering innovative
behavior is also expressed in OC literature where Schein (2010) refers to it as an underlying
self-reinforcing factor that is strengthened by strategic top management direction toward
entrepreneurship, as well as by the continued encouragement of innovation, and the

innovative behaviors.

5.2 Leadership Encouragement

We identified that managers across all interviews identified one factor in fostering a nurturing
environment for innovation and creativity, as directly within their control: the act of

empowering people through freedom, and work discretion. This is also reflected in literature,
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such as Kuratko, Hornsby & Covin (2013) or Amabile et al. (1996) and Deci and Ryan
(2011) who outline that employee with a high degree of autonomy in their role are linked to
higher levels of intrinsic motivation. Our interviewees shared this notion as all of them
perceived allowing freedom to approach tasks in different ways pivotal to empowering

employees, and thus encouraging experimentation.

The fact that organizational trust has been positively linked to creativity in literature (Jiang &
Chen, 2017), mirrors our findings in all companies, as exemplified in the statement from
interviewee C3-14 who explains, “People believe that I know what I am doing and what [ am
talking about”, in relation to experiencing absolute and instant trust from their managers.
Interestingly, we found that the expression of trust was equally, if not more, important than
direct autonomy. To interviewee C1-15, expressing trust is part of incentivizing risk-taking:
“You have the knowledge here, you should take the decision, I trust you”. However, we also
found that total autonomy is neither desired nor required with several interviewees stating
that the higher the stakes, the more they check-in with their peers and managers to avoid
possibly disastrous results and also that it is generally appreciated to align expectations and
goals across the team. Amabile et al. (1996) corroborates that clear goals from supervisors are
another factor in fostering creativity. Combining these findings, we conclude that
interviewees appreciate autonomy and trust as the starting point, but that alignment and

moderate control are still appreciated in high-stakes situations.

Moreover, a group of our findings also indicates that managers perceive the creation of a safe
environment, where risk taking and experimentation are possible and encouraged, as part of
their role in fostering creativity and innovation. For example, interviewee C1-I1 from C1
expressed this by saying that the manager’s role is to protect their team in case of failures as
this safety is perceived to drive continuous experimentation. Effectively, this management
style removes the entrepreneurial risk from the entrepreneurial action. According to Jong and
Wenneker (2013), the risks to corporate entrepreneurs are not the same as the entrepreneurs
who operate outside the bounds of an organization, and one could argue that the management
practice is therefore not needed in the first place as it is always a relatively safe environment
to take entrepreneurial action inside a company. However, the risk of “loss of status, damage
to career, loss of job” (Jong & Wennekers, 2013) are still enough to discourage
entrepreneurial efforts if they are not properly addressed and therefore require managers to

create this safe space. Interviewee C3-13 provided an example for how such safety is created
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when explaining that managers in the C3 are “overcommunicating that experimentation is
encouraged, and failures won’t be penalized. Another example is the sentiment that managers
position themselves as always ready and excited to listen to ideas “The idea is: Just bring it,

just come. Just do it because we are listening” (C2-13).

Comparing our findings to existing literature, for example, Amabile et al. (1996), we see
partial but not full alignment with our conclusions. Amabile et al. (1996) mentions the
condition of encouragement of risk as addressed on an organizational level, and while we
found this to be true in the cases of C2 and C3, it was not as much the case in C1, where
instead the role of encouragement of risk came through direct leadership aiming to create a
safe environment for experimentation. Based on our findings, we therefore conclude that

creating a safe environment is both an organizational and individual task.

Additionally, our findings also outlined diversity as a factor which contributes to creativity,
and the focus on leveraging people’s strengths and backgrounds for inspiration to ideas, as
well as constructive challenging of viewpoints as mirrored by Amabile et al. (1996). We
identified the diversity facet in our findings, as we found that the interviewed managers
consciously aim to hire for diverse teams and try to understand how to leverage people can be

effective in stimulating creativity.

“Within my team we have no two people who are similar, or from similar

backgrounds, all come with different strengths to the table” (C3-14)
which was further supported by interviewee C2-12 who stated statement:

“use people's strengths and their weaknesses. Because a weakness is still something
that you can build on. And I think many people forget that, that you are only as good

as your team”

which indicates an appreciation of people’s differences, and what they bring to the team. This
managerial approach resonates with what found in literature as Shalley and Gilson (2004)

explains that the higher a group’s diversity, the more solutions are generated.

The last theme we identified within the dimensions of leadership encouragement, was the
perception that effective innovation incentives are usually not monetary or tangible, but

rather intangible, especially in the form of recognition. Even in cases where tangible
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incentives exist, for example the prize from C1 for innovations, these are only effective due
to the aspect of formal recognition from the overall organization. This could be explained by
the fact that self-determination theory (Deci & Ryan, 2011) claims that extrinsic rewards
given to already intrinsically motivated people, can have an adverse effect as external
rewards resemble control. Furthermore, we found that managers perceive this intangible

incentivization as within their control and role, as explained by C3-13:

“Money and bonuses, that's at enterprise-level, but we talk about how we help people

feel that they are doing the right thing”.

Interestingly, this dimension is also the one which has the most related codes in our data
analysis which indicates that the interviewed managers see intangible incentives as vital to

creating and fostering entrepreneurial environments.

5.3. Organizational Access

Organizational access, as the condition of easy access to leaders was expressed by all
interviewees. Organizational access includes that employee perceive their innovation efforts
as valued by the company, that decisions are made in due time and uncomplicated manner,
that information is actively distributed and freely available, and that resources and leaders are

available for subordinates in simple ways.

Regarding the free flow and availability of information, we found that managers consider this
theme important to fostering innovation and innovative behavior, but we also found that it is
perceived as only partially in their control. This perception around the importance of
information flowing across the organization resonates with Kuratko, Hornsby & Covin
(2013) and we were able to confirm this in all interviews. Noteworthy is that while managers
described their own attempts to communicate openly and share information, they at times
experience organizational barriers, especially across departments. One of the case companies,
C3, expressed their frustration around this barrier to information and the lack of open access

with one interviewee saying:

“We don't have access, I mean, if [ want a file we did two years ago, unless the person
still works for us and I know them, and somehow I can track them down, but there's

no depository” (C3-13)
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In sum, this means that the interviewed managers perceive the flow of information as highly
important, which corroborates Lasrado’s (2019) claim that a free flow of information across
levels of an organization, is key in making organizations ready to successfully innovate ,
however, the responsibility to make this happen is split between managers who can control
the flow of information within their teams and the organization who can break down

communication blockers between hierarchy levels and departments. .

Furthermore, we found that all case companies perceive the availability of adequate resources
to accomplish a task, and the psychological benefit of resource allocation as important to
fostering innovative behavior which is also reflected in existing literature (Amabile et al.,
1996). A practical example for this is that interviewee C1-13 perceives it as highly important
for people’s motivation that their ideas come to fruition - at least in a pre-study phase which
also requires resources. Overall, there is a wide agreement in literature, by for example
Anderson, Poto¢nik and Zhou (2014) and Jong and Wennekers (2008), that resources are key
to driving innovation processes and that investing in employees can encourage initiative
(Hom, 2009). Our findings are fully aligned with this as the interviewees did not only see
available resources as a positive effect on innovation, but a lack thereof as hindrance to

innovative behavior. C3 truly embraces this mechanism as one of their interviewees stated:

“My experience is, they will throw money at a good idea now. Good ideas are not

pushed to the side because of a money issue.” (C3-12)

In general, managers in all three companies consider readily available resources a key part of
motivating their employees to take initiative (Hom, 2009) and C1-I1 mentions that it is

important for ideas to sometimes be developed, as otherwise employees lose motivation.

This dimension was the most heavily identified as potentially problematic to fostering
innovation, as the managers experience the factors within this dimension as out of their

control.
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6. Conclusion

In this study, we aim to answer the research question:

‘What factors do managers perceive as creating and fostering an organizational
environment that is conducive to corporate entrepreneurship, and how are the factors

connected?’

In the pursuit of an answer, we have conducted 12 semi-structured interviews with managers
of three established entrepreneurial companies. We have then analyzed our data with the
approach of the Gioia methodology (Gioia et al., 2013) and ultimately suggested a model to

serve as the foundation for future research.

In our process, we first established that to thrive in a complex and fast-changing environment,
companies should adopt a corporate entrepreneurship strategy. However, such a strategy
relies heavily on employees being able to act and think entrepreneurially in an environment
which is not normally conducive to creativity and innovation. We identified two diagnostic
frameworks, which aimed at diagnosing the internal climate for innovation and creativity, we
then critically reviewed the validity of the conditions through comparing them with current
literature. We found that, while there are numerous frameworks on diagnosing the internal
environment for entrepreneurship, there were none which provided actionable insights, nor
any which were based on the perceptions of the managers who successfully create such

environments.

We then conducted an exploratory qualitative study to complement the academic discourse
where we identified gaps and with the intent to learn what managers perceive as factors to
create and foster an entrepreneurial and innovative environment in their organizations.
Having conducted our data collection and analysis, we were able to identify three interrelated

key dimensions built upon the managerial insights of important factors:

Cultural Drivers: An underlying cultural organization-wide drive in the form of values and
brand, which functions as a unifying direction for the organization. This dimension entails the
factors of brand ethos, and cultural values, as well as possibly the workplace setting, and

functions as an underlying driving force for innovative behavior.

Organizational Access: an enabling organizational dimension consisting of factors which

ensure the ability to execute on innovative ideas, this dimension is outside of the direct
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control of the managers. Within this dimension we found that the factors of easy access to
decision makers, open channels of communication, as well as allocation of resources are

perceived as necessary enablers of innovative behavior.

Leadership Encouragement: A dimension of encouragement and fostering creativity and
innovation, enacted upon directly by managers. Within this dimension we identified that the
factors of creating a safe environment for risk, communication of trust and autonomy,
incentivizing through intangibles, as well as leveraging cognitive diversity are perceived as

important drivers of innovation.

We then discussed the relationship between our findings and the existing literature to infuse
our findings with a deeper understanding, as well as to lend validity to the insights we gained
from the managers. We found that our findings largely correspond with concepts outlined in
existing literature, however, we also identified that different dimensions and actions have
different owners. For example, the interviewed managers perceived a clear distinction
between factors in their control and factors put in place by the broader organization.
Availability of resources is an example of a factor that managers perceived as critical to foster
innovative behavior, but that at the same time was perceived as out of their control. We also
found factors where this distinction was not as clear-cut, for example the open flow of
information is perceived as in the manager’s control if it concerns the team, however, across

departments and levels, managers perceive themselves as powerless.

In sum, we consider our research successful as we were able to answer our research question

while also generating insights that address gaps in the existing academic discourse.
We aimed to answer the research question:

‘What factors do managers perceive as creating and fostering an organizational
environment that is conducive to corporate entrepreneurship, and how are the factors

connected?’

And our consolidated answer is that managers perceive three overall dimensions as critical to
creating and fostering an organizational environment that is conducive to corporate

entrepreneurship:
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e Organizational access, which managers perceived as partially in and partially out of
the managerial control
e Leadership encouragement, which managers perceived as within their responsibility

e Cultural drivers, which managers perceived as outside their control

All three dimensions and their subsequent factors, as outlined above, are interrelated on
multiple levels as the dimensions mutually enable and drive each other, ultimately creating
and fostering an organization environment that is conducive to corporate entrepreneurship.
Additionally, we were able to identify several practical examples that can serve as guidance
to managers in bringing each factor to life which addresses the gap of tangible details in

existing literature.

7. Further research

In this thesis, we argue that, from a managerial perspective, there are three interrelated key
dimensions with several factors that are critical in creating and fostering an organizational

environment that is conducive to corporate entrepreneurship.

While conducting our research, we have identified three possible starting points for further
research: validation and elaboration, expansion of methods, and alternative theoretical

frames.

By validation and elaboration, we refer to the fact that our research built on qualitative
methods and followed an explorative approach in the context of three case studies with
Nordic companies. Starting point 1 is therefore to further validate our findings - either by
conducting follow-up research with the same case companies to go deeper and test our
conclusions, or by conducting the same research with a different set of case companies, for
example in a different cultural and regional context to understand if our findings are

repeatable or can be enriched.

By expansion of methods, we refer to the fact that our research was built on semi-structured
interviews conducted through remote collaboration tools such as Zoom and Microsoft Teams.
Starting point 2 is therefore about similar research but with a different set of tools. We could
see additional qualitative methods, such as shadowing to go beyond statements and observe

actual behavior.
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By alternative theoretical frames, we refer to the fact that our research built on broad
literature review of the field and ultimately followed two key models enriched with related
articles. Starting point 3 is therefore to take our findings and explore whether alternative
theories could serve well in conducting additional studies. When conducting our interviews,
we found that certain themes emerged more than others, for example company culture was
mentioned in most interviews but was not as present in the review of existing frameworks

and literature. We could therefore see additional research targeted to this dimension.

These are the three key starting points we see for potential future research, and we wish all

the best to those who choose to pursue this.
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Introducing the study:

Thank you very much for making the time to participate in our study. We really appreciate it.
We are researching/looking into how more established organizations create an internal
environment which fosters and nurtures an innovation mindset (Kuratko et. al, 2014).

More specifically, we’re looking at what managers do to encourage their teams to develop,
share and implement ideas that improve the business, with a focus on innovation.

To do this, we would like to ask you some questions about your role and experiences in
relation to this, and have you tell us about ways in which you observe this in your
organization.

N— e 0 @

=0 R

11.

12.

13.

14.

15.
16.

17.
18.

19.
20.

So we’ll start by asking you some questions but before we begin I’d like to confirm
that [ have your permission to record this interview. If you could verbally confirm that
I have your permission, that would be great.
(Interviewee confirms)
Thank you. We’ll now start the interview.
(Start of recording)
Could you describe your company and what your company does?
Could you describe your role in the company? Team size and levels above you? Size
of company?
a. Which other managers are you most in contact with?
What qualities would you say describe your company?
What words would you use to broadly describe the products or services that your
company offers?
How would you describe your company culture or “way of doing things™?
- What would you say is the first thing that comes to mind that makes your
company innovative?
- What makes your company innovative?
- Why do you think innovation is important for your company?
What do you perceive innovation to be? What does it mean to you?
What are the ways that people in your team come up with ideas?
How do new ideas get implemented in your team and company?
How do you feel creativity/innovation shows up in your daily life?

. How have you encouraged your team to share and develop ideas that improve the

business or ideas that improve how work gets done in the business eg. process
improvement?

How do you currently encourage your team to share and develop ideas that improve
the business or ideas that improve how work gets done in the business eg. process
improvement?

How does your management encourage you to share ideas?

How does your team encourage each other to share ideas? And do you see fear of
losing face as an obstacle in your team?

In what ways are you encouraged or incentivized to come up with and try new ideas
for carrying out your work or improving internal processes?

What do you perceive as your personal motivation for coming up with new ideas?
How do you encourage or incentivize your team members to come up with and try
new ideas for carrying out their work or improving internal processes?

What do you perceive as the biggest motivator for innovative behavior in your team?
Would you say that you have a lot of leeway to make decisions for yourself and your
team?

Do your employees have the freedom to make decisions for themselves?

How are failures or mistakes dealt with in your company?

76



21. Does your organization provide dedicated time to work on your own area of interest
related to the company?

22. Do you provide your team with this time?

18. Have you received training on developing and managing innovation?

- Does your company have a known policy or process for how ideas from employees
are considered and implemented?

- When you were hired, was an innovation or entrepreneurial mindset a quality that was
desired?

- Is an innovation or entrepreneurial mindset an important quality you consider when
you hire new employees? (being a self-starter)

- How does your team share learnings from past experience with team members in
order to prevent previous mistakes from recurring?

- To what degree do you and your team members experiment with existing processes to
do things differently?

- Is there anything else that we didn’t ask, but you think we should know?

1.2. II. Codes
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2 open channels Infmation sharing I help myorganization in the rest ofthe organization. C1-1
S0 | keep mywings abowe mydepanment, so theyknow that imnot the iret one
ducking when things dont go well. will be standing befor them, at least as long
3 emdronment for rizk Loose boundaries withing RED & 2z lcan. o Ci-n
Ialzo promote people, Imean i feomeone comes with 3 good idea, [bring tham
into the top management tzam to present. Sotheyalzo come inthats probably
3 environmenit for sk Feelings ofzaktyand security alzo awayty make them seen. C1-11
That's a good aspect acuallywhen lthinkaboutit, you have to make sue that
people arent stealing, either. Imean, ifyoue i fyu share ideas, you'e gonna hawe
to make sure thatthe people that come up with them, are the ones that are also
recognized frthem, because if wu get inte the siuation whene,where ywou present
something and then lor someone else walk awaywith something and getthem on
3 Intangible incerntives fvke sure creditis given wour accourit,then people stop sharing, prettysoon as well. ci-11
S0 Ithink that's one important aspect actually, thatits imporEntto be behind
people, sotheyiel support but it should also be possible forthem ta be brought

3 emdronment for rizk Zoting 3 unit ambassadar outin the spotlight. Ci-n
Ithink its justhappening and thewdont ask pemission orihat. A long as they
3 emdronment for rizk Protection ofdepantmert deliverwhatth eyare supposedto do, Ci-n
I'mean [builtthe organization fom scratch here acually [eame in Burand 3 hal f
Communicati on ofaurtonomyand wears ago, with nothing afthis. The arganiztion didnt edst. Sotheyare all guinea
3 tust Trust signaling pigs actually Inead, | goto conferance s, w hen that waz a pos sibiliy: C1-11
Erchange. W& haw pats ofthe oganiztion. Vi hawe an ofi o2 in (Redacted), an
3 enironment for sk Adwocating and supporting i ndivd uals open innowation connedion with. C1-11

Innoetiontraining. Imean there. Fyou'e been to school 10 years ago that
happened quite a lot, Sothat iz something thatwe do and we alsoe bring in people

2 Resources Bring externals in for adwce inthe organization for the organization. Ci-i
Mo, think, ifyou would come with an idea [would ook atitand then ifithas some
utility, lw ould sawjust go frit, chedk this, see what o can come up with Wy
oten, when wu s@rtto dig into something like that. ts not £o easy, as wou would
think, butifyou don't, if Iwould say; chack this or £ ee how much we can make ot
afthiz in moneythen ywou will always, almostalwa e come up with a negatiw
condugion. So,inthe feethinking space, would go forit, or | zugg est really stupid
ideas and send them around, see what wou think aboutthi =, Yeah, o justreallyget

2 erniranmenit for izk Encourage exploration ofstupid ideas thatgaing. C1-11
Im in charge ofthe werynewlaunched (Re dacted) semic: thatwe launched to the

3 Intangible incerntives Providing recognition miarketin fedacted]this wear. ci-n

{ Brand ethos Engaged ofnew aaiites Itz a weryknowledge based companyand wrycompetenes foused in that sense. Ci-k

1 Brand ethos Big willingress to do greatthings Ithink there's 3 big willingness to do good things. Ci-&
But innonation is a big part ofwhatwe do as well and there's now awrybig
reseanch department, which Im sure wou kmow. Yeah, that's 3 big ©ocus as wellin

1 Brand etho= Pref®rence brdoing itthe oldway growing and d eweloping further, Ci-t
3= inthe industny there's a sot ofpre®rence to doing things as thehe always

1 Brand etho= dlueinnogtion been done, Ci-t

And then there's 3 counter argument or consent Fom, pariculary fom people who
am a bit scam d of change  thatthe market is not readyrthis orwe can't make
1 Brand ethoz Comparycubune moneyoff afthis. C1-i
%o (Company1)iz venygood at executing new things and implementing and
denzloping new products foreample, but zometimes there's 3 lack of
understanding ofwbywe're doing that or whithat were heading in a cer@in

2 open channelz b zalignment diredtion. -2
S0 itdepends a litde bit,and the®'s a lot ofsila thinking which is wnycommon in

2 open channels Il zcommunication these tyes ofcompanies Ci-i2
butitals o means thatthere's 3 variance between REDfor example, it's wry

2 open channels Sila thinking dewelopment oriented and werypositive to change . C1-I2

Wiell the market deparmentis notalw 3w as positive, and haw had a traditional by
difierant role than they hawe today. And then the sales iz similar because theyre out
there a lat with the customers and the customers ae wniradiional.

1 Brand ethos Dep atme ntal orientation Ci-1
befre |staned thewhad to dght a latto getthat through, becauze that waz a big

2 open channalz Industryindusnc: change, and itis a big change for a product companyts work with 3 senfoe. C1-i
Ithink, and fm sure you guie hawe studied these kinds oftheories as well but

2 open channels Mdea sel edion there's @mrelya lack ofideas, and there's tons of ideas ofthings -2

2 enironment for risk \ea generation thatwe could do, and ithas maore to do with choosing the Aght ones to worowith, C-e

we hawe 3 slightizsue with that  the management group, Ithink has a whydear
wew ofthe srategyand where the companyis heading. Butthat iznt always
2 open channels Imporance of strategic direction communicated dearydownwards. Ci-t
hieaning thatthe companyean geta pmjectthat the managementgmup has
decided on, but then theydon't reallyknow whywere working onthis. Whythis sort
2 open channels Communication and goal misalignment  afhow it fts in with eventhing else. C1-12

%0 RED can be quite i skaking and that thewwant to trythings because theyare
denzlopment people. marketing might not be az izk @king, theywant to work with
whatwe call spedral pmducts, which sort oflocks inthe spedfication ofthe sale.

2 open channalz Lack ofmanagmeenit communicgt on C1-i
Good question. [think fm alitle too new , Tknow & acthywhat drives but Ithink it's

3 Intangible incentives People are just curious justgenerallythat people and humans ae curious, Ci-12

3 Intangible incerntives Intrini ¢ methuation ifyou work with 3 topic you can easilysee how it can be improved. i

3 ervdronment for sk Failure i s not great Failure is never sortof a good thing. Cl-i
#And it's wryobwious in zome ways, [thinkwete alzo had we haw a sort of

3 ervdronment for sk Lo tolerance for Gilure hieramchical change in structure where he Cl-&2
went fom being 3 wery{Nationalityof Company 1with venyopen doors and an
entrepre neurial pirt, to becoming 2 wens(Nationalityof Holding Comparnydwith

1 Brand etho= From enitrepreneurial to corporate Mationalityo f Holding Companyimanagement stijes Ci-t
and sometimes there's 3 culture dash in those, and that's decision = that were

2 open channeals Cultural managemert diferences made lower down, can be sortof wrapped up, Mo ing upwands Ci-t

Yeah. fod that [think is sortof afiected a litthe bit p eople’s wilingness, because wu
nener b ow ifits something that you'e decided or something that vou wanted to

2 open channalz Top-down wersus botbom-up do, itz going to changs when it reaches management lewl . C1-i
Adairamount. So far, atleast, and that myrole is alzo wrynew, so its still baing
=etthed, know how things are wordng and what sort ofepeced ofme, and the

3 ervdronment for risk Imporanee ofwillingness to share ideas s endce mightnotbe a represertative example. [0+
hiow e been workdng isthat he goten something to disouss. S0, anemmple or
suggestion. #nd then that is discussed drstwith mymanager and then ifothers are
st ofinuolved as wel then. biymanageris also partofthe management group, so

Communicati on ofautonomyand u=uallhythen if it needs to go beywond the two ofus, then he can ke it drtheron o
3 tst Autonomyybut with =3 kehalder inwohement the manager. C1-I2
3 emdronment for rizk Consensus dedzion-making Itz been wryslow and it been backand forth 3 bit Ci-t
Depends on what you mean with myteam, mysort of departmentteam, then Hhink
2 Basyrocess to Dedicion hbkers  “aried decision-making speed thattheyhawe alot o fautonomy; because theyre wenexperencad Ci-t
#nd heetried to connect and support others’ ideasz as well. Klthinkits 3 good topic,
2 open channeals Connecing people's ideas or something that's wath warking on Ci1-2
Atleast forme there's 3 feedom to workon other things, A2 long az [can motiate
Communicati on ofastenomyand why Im deing it. #nd then,as |ong as |ean, sortof, pitch, 2xpl ainte him why 1think
3 tust Supporting ideas it's impo tant. -2
Communicati on ofagtenomyand Bitheriflthink myselfthat this iz never gonna happen. Or,if| do some research
3tz ok and time diseretion with methation  and just sort o freach the condu sion thatthis is probablynet a good idea. Ci-i
Seltdirected generation and ewluation of  hosthyorganizational things. Your organizati on is newer gonna acceptthis ,orthisis
3 emironment for risk ideas not easible, sort of, it can be strucural ideas as wellin sor of, Ci-1
2 opan channels Croani zational awareness 1 hawe aninterest forit and Ci-t
3 Inangible incentives Intrin=i ¢ motihvation Ithink its ot ofwhat Ithink is fun . Yeah,innowetion, and innowtion procasses. Ci-1

Ithink it's justa general curiosityand probabl ythe same curiosityth 3t made wu
3 Inangible incentives nnowation as fin guis choose entrepreneurship and innowation Ci-12




example oftwe champions who took this idea, and then have just @n with it until
itz been implamented, even though theyhit a lot of wallz and haw o wok amund a
lotofissues, and sort of both intemal and edemal complesdty, and implementing
this, but it s fom an entrep ial sort ofth ical perspedtiv wryi irig
because it reallyshows thatit has to do with personal grit, and then someone just
decides thatthiz iz something | really, reallybelizw in, and then nnowith it

3 Inangible incantiws Iitrinsi ¢ motiation and interast C-i
Communication afautonomyand a lot ofcompetence developments, but | haw to saymostofit is Doosed on
st Story Fedacted]and the products and zales and market dewloprment, o1&
innonation, innowation, but its nowhers nearwhatwe'e leamed in our masters or

2 Resources Competence training 2ample or what fm aszuming that wu also leam, Cli
Ithinkin gereral the biggestthe biggest problem we hawe as a cultural problem

2 Rezources hnowation training and C1-i

1_Brand ethas Cubural problems the silo, sort of ce

2 open channels Lack ofcommunication tring to work together with deparments that are not alwaye willing. Cl-I
also justgeneral organiztional changes twe wars agothere was a massiv
omanizational change, where lots ofpeople wers let go, for example, and then it's

2 open channels Organi sational boundaries na redlystEnge as C-i

2 armironment br sk Organi sational changes managers are being weryprotedi v oftheir departments of what their people do. -k
‘Yeah, and particularywhen the lings becames, we atmaret or w e at distribution

3 _enironment £ sk managementlevel orwe gt RED dothese and these things Cli
“fegh, and particularywhen the lingo becomes, we at market orw e at distibution

3 emironment for rish Protedive department managars orwe gt RED, dothese and these things o
skzhould be we & [Company 1]. These are these things, fight. Aod Ithinkit comes

1 Brand ethos Companyide ity allthe wayupto Cl-i
There's difierent agendas, fom difierent depanment heads, in that theywantto
achieve di fierent thing =, and ratherthan havng sortofan open conwersation, and

2 open channels hiizalignment 2 collaborative emfronment. Cl-i

2 open channels Open communi cation Bt it's become 3 bit protedive oftheir own agendas. Cl-i

2 _open channgls Collaboration Bt it's become 3 bit protedtive oftheir own agendas. Ci-B

orthe managament's whare we're going, butit's not 3= dear at lzast, not for me,

2 open channels Protedtive agendas hiow things it together Resources is pulling in the same diredion . Cl-i
#od we do hawe aision and a mission, butthat needs to betrans ated into more
tangible action, Ithink,to get people more on board with whythings ar happening

2 open channels hBnangemernit communication ard whytheyvshould be wordng . Because c-e
othennise the immediate response is going to be, butthat's not mivjob, pariculary
when it's dewelopment and particdad ywhen its cozs fJundional,and ne one's
mallythe cowner and the topic sort o f just doats around , and it's everyomne, but
nicbady's responsibility then therg's a big sk thatit's justnot happening because

2 open channels Communication ofmission and wsion it's no one's sort of job o do it Cl-i
wersus the, this is a threat, sort ofbranding or communicati on way, and thatthiz is

1 Brand ethos Lack ofownership something we haw to do we hawe absolutelyno choice. c-e
#Aod italso depends on people’s sort of mindsets towards change. Thinkit's
similarin that ether, it's seen as an opportunityto become better. Orit's seen as a
theat as something we hawe to do, and it's probablythe main issue when it lands

3 leveraging people forinnowation  Megativwe communication in between. C-i
Ifthere's no obwious threat, and that theyhawe to do what's in the middle theymight

3 leweraging people frinnowation  Mndsetto change nat justbe sont ofin limboe of mothation. [

1 _Brand ethos Threat to motivation |hawe a lot ofconnedions to difierert other areas ofexpertise, more or less. C1-B
The [Radaded: companypurpose]the difierence naudble) Imean, orme,itis
the fedacted:companypurpose] atleastis the absoluehymostimporant coe

2 open channels Wubrkdng intedepartmentally mlue ofthe company -1
Imean we, atleaz we see oursehes az amaketleader when it comes to

1 Brand ethos Companyalues (Compary 1's) products, | mean we, Cl-B
we usualhysayike we are we are the ercades, we are notthe cheapest onthe

1 Brand ethos haroet leader market right, we hawe the best products. 1-13
by manyunique things dewelop, new pmducts allthetime <o [mean, Ithink in a
waymwe can saythat we are 3 market leader, butwe ame not the biggest on the

1 Brand ethos Best products market, C1-B

1 Band sthas nnonative Mg zpend al ot ofime on developmert, itz C1-i
pat ofthe culiure of the companyto ewnear launch new products o the market.
fes, it really, it's, Imust saywe are quite pmduct foused fom our history, its a

1 Brand ethos hnowation dewelopment lot abourt coming with new [Redacted ] products. C1-B
hat makes us innowetive, irst ofall [thinkitiz a lot ofprassure fom our cwners

1 Brand ethos Company cutture in [Countryafholding company. B
Thewwant us to be innoative, and theyhawe a big focuz on poduct innoations
but theyare quite slow movng when itcomes to other things like sustainability,
digital infarmation, custormer senioz and things like that wou know we are, we ae

1 Brand ethos Ownership infusnce werygood, dewloping new products, butwe only s2e [Redacted), as products. B
iz alotofcompetition onthe marst. Mz are notthe cheapest, sur margns ae
goi g down, year byear because of price typing onthe market. & ae not that

1 Brand ethos Productinnoations uri que so it's werydi ficult to say keep price lewels. Cl-B
#od Ithink zerice to the market is one ofthe mostimporantthings for perfoming

1_Brand ethas Competitve maret inthe future it should be waryeaszyto workwith us. cie
N hawe been struggling for asking our managementto put much more Bous on
sustainability. The lasttw o three wears . And the answer has been more orless

1 Brand ethos Product 3= a service thatit's notimporant. e money, no, people are allowed to work on it C1-1
#od this vear, all ofa sudden [Holding compamy fas decided to put ©ocus on it And

3 enironment B izk hisnagement reluctanca now, we must do everghing wenytast and [mean, we donthawe resourcas . B

2 open channels Top-down management we are notaligned with our management about things L1k
we dont know the reazon forthe decisions tken,and that can be reazons behind

2 open channels hianagement mizali gnmenit that we are not aware, or cl-B
we haw lostmarket share ta competiion who alsoe hawe susainabilitylastwo
years, and instead of looking into how theycommunicate, we immediaely statt

2 _open channels Lack ofmanagement communi cation look into if we can make the zame tpe of products [ 4]
P o0n as competition decides to do zomeahing else. Imean, wu see, e

1 Brand ethos hitarket-di van change fom letto right all the fme. C-B
Ihawe meetings with myteamn ewnsweek and we have mestings with our

2 open channals Communication problem manager, ewerymanith. Cl-1
Sowe hawe prepared a lotof presentati ons that she then has presented 1o the

3 environmient £ sk Frequentmeetings managemert butthe interest has notbeen there. L1k
Unitil mow , veryrecently. Aod fm just coming now fom a digital meeting . Now we
am about to sartup 3 digial pmoj ect with costomer platorms ecommene and

2 Basyfooessto Decision hiakers  hianagemert reluctance things thatwe haw been ighting forthe lastthree vears. Ci-B
management has not zeen it az impotantas we have and theyhaw not pushed
uz inthiz direction and thevhawe not given us anyrezources to do. That's ane
mason. There ¢an be more behind that 1dont know but, 35 1see, s we haw

2 Basyfomessto Decisionakers  $trengths and weaknesses bean delaved bythe management about these things. C-B

o ommunicaton ofaenemyand otasiiity o3 certain limit, we hae alot of fesibility absolutely .

Communi cation afautonomyand as soon as we do it ourseles and dont need msources fom other departments,

3 tust Conditional work discretion zwenbodys fllvbooked soto sayand -
we reallyneed to haw support fom otherteams to make theze things lilke we
cannot setup 3 customer poral ourselwes, we cannot saythat its the comparny

2 Resources On their own degision.” Ci-B
we are justin the saup phase,we will justplan a kidwifmestng. So lmean, it
will take anather tuo wears betbre we have something in placs. Sathat's 3 problam

3 _enironment £ sk Depatmental support iz important but afcourse we vas we haw 3 lot oftexbility, [958}
S L mezan we need o align with eur managerment and Ihinkthat iz why, Imean

4 apen channelz Mo interdepatmental zupp ot we neadto spand ourresources in 3 wayour managemeant wants us to da it. 1B

2 open channels riterdeparmental col laboration management meetings ewerymorth, 5o evenymonth C1-B
we haw a possibilityte come up with new ideas, and discuss thatwith our

2 Basyfocessto Decision bakers  Slow impl ementation management and thati s the waywe doit. ci-f
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Cammuniction afautanomyand we cannot #art up without hawing a green light fom management.

3 trust Low autono miyif its expensiv Ci-B
50 lwould saythatthe i ssue is with managementtoday. fitis anissue or notbut |
meanthat thatis the, that's the story. Whatis rght or wrong is dificult fr me to say

3 environmient £ sk Frequentmeetings but thats, so [think we are varylinked with the otherteams around. L1k
we dont go tothe management oursehes ,we dontgoto our president, we talk to

2 open channels Hea sharing our manager, and now ofcpurse there is a big pressure on him to discuss it Cl-B
sometimes we get fom the top w e get wrystrange decisions. Butthen we are all

Decizion making goes through az fustrated, all ofus o | mean we ane wrydoze. How, Hhinkthat iz the reazon

2 open channals management thatwe're warking o w all tagether. Cl-1
before thatwe had 3 werygood manager so Ithen, then we would prepae

2 open channels hianagement ewanghing together, A Cl-B
and zhe would brng one ortwo people Fom behind the idea to the management

2 _open channels Top-down hismrchy meeting, and we will presentitall together. cie
I's not good, especiallysesing that our new manager does not hawe the

2 open channels hiterdeparmental relations urderstanding about the siation in whale C-B

3 emironment for rish I nit decisions tfwe get ideas fomn the maret or fom anyone in the company, C1-B
we haw aspecial forum where we s@rted discussing ina, inalimited group ofsic
pecple looking into i fitcan be ofinterest. fwe beliew it can be rinfomed we will
start to male a pre-shudy then the pre studyis presented again, manbe three, ziz

4 open channels \lea sharing rum manth:s after. fnd ifit iz interesting, then we will decdide to sart up the poject. 1B
we can dothat withouti o hing management. & long as itdoes not costtoo much

2 BEsyfomssto Decision hgkers  Aocessto management maney | dont rermember how much itis. C1-B
Todaywe don't dothat, we hawe another manager, and we send hima

2 Resourcas Sorme budget for experimertation preseniat on, Cl-B
and we are no longer invted to the mesting. %o we dontknow exacthow our

2 Basyfoess o Ded igkers  Mew managers ideas are presented. [ 4]

2 Basyfocessto Decisionhalers Siuational cortet C1-B
Idontthinktheyget anyiredt bt ofcourse they, theywill be part ofthe pre-study

3 _Itangible incertives Formalized idea managament process theywill be part ofthe poject the Ul me out. Ci-B
e hawe, we hawe 3 lot ofddtors. Mow, because of COWAD bt we normally, we
hawe visitors seven weeks 3 vear and then we hawe installers, architects
firaudible) And we hawe a special templat: so when theyhaw been here, thewoan

2 open channels Colledion ofideaz fom isitors answer some, some 5imple questions. C1-B

3 hmngible incantes Mo cradit Come with ideas how we can improwe our, whatewr it is, products to use anyhing. B
COfcourse we haw alot ofdiscuzsions with our business units, w e are meating
customers zo0 we,the product managers, get a lotofEedback fom the market

2 open channels Hea generation from stake holder dimethy Cl-B

2 open channels Hea generation fom departmerts lwould saythat we getthe information fom the marketin difierent ways. Cl-B
otto myteam . hiybe matke more in RED and the technical part, theyhawe

2 open channals harkiet zensing something similar, But Brpmductmanagers, no,we don't. Cl-1
Righit now enerbody's doing atraining on how to un pojects, thatis also quite
new  because we had a consutancy companyhers looking into our processes so

2 Rezources Competence training theyhad quite a lot ofcomments. C1-B
N are looking o people with, with 3 i ght. Theyhawe 1o be driven, thewhauwe to

Dezire or s@ffw ith enfreprensurial look fr change, theyhawe to wantto impmoe things, and change things. 5o, like

3 Leweraging people frinnovation  mindset that, yes , abesolutely C1-B

[ T — itinsi & motation and indepandance So Im loaking for a driven person that can think bythemsel £ That's wnimporart. B
Imean we always saythat people should not be afid ofdeing @ mistake. =0 its
batterthat they, that we tryto i mprowe things and change thing=, and ifwe make a
mmistake . Wil then, then we hawe made a mistake, and then we will haweto go

3 eriranment fr risk Wistakes are wlermted backagain so lwould saythatis the general answ erto yur question . B

3 emironment for rish Leaming fom miztakes emphazized no we dont hawe anyprocess and sometimes we just acceptthe Bot. 1B

4 open channels rto zar:eojinsiglzasmlng 1o prenent Ihaw newer had amone in myteam that has made a big mistake. 1.5

3 emironment fr rish Big mistake s rare Ihawe never had anyone in myteam that has made a big misake. -k
Some people ane weryembamzzed, swen iftheymake 3 small mistake, and some

3 _environment r izl Team responds to mistakes differantly iz just laughing even iftheymake somewhat |ager mistake Cie

3 ernironment for ish hianageras protectar as 3 manager you always ryto protect wour team Cl-B
¥z much betterta be honest and tell them , and make dear thatwe hawe new
mitines, making it clearitwill not be able to happen again. S fom myside, [don't
think you've scheduled B ewnbodybut fom myside we will not hide anghing.

3 emironment r sk Honestuwith mistakes and remedies Mow, because sooneror Igter thewwill ind cut anmay Cli-B
tfyou, ifyou hawe problems. Isand behind it, 20 you, ywu don't need to be ataid. |

3 ernironment for ish hianager supports team will, Twill support wou C1-1

3 enironment B izk Team members supporteach other Imean we tried to backup each other all the time B

3 emironment for risk ;r:;e\gn:lgo:'lelsﬁhesm managementas ik hawe never zent anyone to stand up for management bythemself. c-i

3 environment £ sk riterpersonal conziderations Butits imporartthat everbodys conident, i nevar well atpeople. Cie
Imean, its part ofthe business, we have to@ke manywenquick answers. And
sometimes it's wong, but hopetilhythe majortyof our decizions iz comeat, . F's

Decizion making mindset allows or pat oflife. fyu don't hawe to take dedsions then everghing stands =il and thats

2 BEasyforessto Decision hiakers  mistakes and mowng fneard not whatwe wart, w e wanit to mow . Vi wart to drive things oreard. B
Imean, its part ofthe busines s, we hawe to |ke manyweryquick answers, And
sometimes it's wong, but hopetilhythe majortyof our decizions iz comeat, . F's

Decision making mindsetallows fr pat ofli. [fywu don't haw to ake dedsions then ewerthing sands sl and that's
3 enironment B izk mistakes and mowng Bnvard not what we wart, w e wanit to mow. Vi wart to drive things oreard. B

Ithinktheydo it because theywant us to improwe and best sene the market, be
uri que, zotheydon'tdo it forthemeelwes theydo it for the companyand that's,
3 Intangible incentivs Iitrinsi ¢ motihation that's wenyunigue for for Companyi cl-B
N hawe 3 special pocess. Bentwo months we hawe 3 meeting or a frum that
we call Hea Council and then we mestthres or siz people inthe group. fnd then
the person behind the ideas hawe the possibilityto come and presantit.

Formalized idea dewlopment and

2 Resources mianagement process C1-B

2 open channels Frequentiterations of idea council Beryeverytwo, thinkwe hawe the ea Counsil fve imes a wear. C1-B
iz, Imean [think we hawe had upto sightbut lwould saythat we normallytryto

2 open channals Limited rumber ofideas managed at once kesp thwo three madmum fur depends a litls bit what itis. Cl-1

2 open channels Feedback fom third parties Sormetimes we hawe third partyesperts participating . justto give feedback. Cl-B

2 Basyfomessto Decisionhiakers Meatopmjedtprocess kes long it always take s too long time form idea to readyproduct. L1k

Sowe hawe a, Idont, Idonthawe to guess how manyproduds are ongaing in the
mmarketing depatment fight now but [ would savbetveen 30t 50 projects, smaller

1 _Brand ethas hilarinnowgtions Jtonce orbigoerand smaller. Soit's its it 3 lot. Ci-B
Up 100ideas meryother manth fridea tobibe 50 goesto Hea Council,mashe a litde bit more goes to Mea Council.

2 _open channels council c1-B
Quick decision making ©ridea selection in Butwe ks it inthe group oursehes, [van make 3 quick dedsionto saynothis is
2 Basyfomessto DecisionMakers  process nathing frus. C-B
S0 it's not one person @hing the dedsion because iflgetit as a commenial
perzan limmediatel ye@rtts lookinta ifwe can make moneyon it, ifit comes to
iterdepartmental inwolvement in RE:Dtheywill immediaelystar to see ifwe can producz it. Es 3 miz,we need 1o be
2 open channels 3ssessingideas able to producs and sell and make money. L1k
S0 more and more we are fryng to align themiinto our processes because they
don't ®llow anypmcessas today And that’s something theyare sufiering fom, so
that's something we will st to do, and we started a year ago, and its coming
2 BEasyfomssto Decision higkers  Adopting sister companies into culure mare and more in place butwe are not ready et c1-B
2 msourcEs hust constartyinnouate to ind winners it diffeuttto court with the new, seryuni que high selling products. c-Bg
Last one we developed orlaunched was 2008, That was a reallyreallybig one.
nnenation mustbe done in senic: 1 Fod now it's,its,its a,its asmaller one, and, and lalze,tha's alzo the reazon that
1 Brand ethos customers Ithinkthat poduct is wervimportant, C1-B

then we hawe to cortinue to desalop tham, but it should alzo be sericz to our
customers is also wnenyimporant. And senfo: means poduct the fghttime,
fight quality, good support, suppett inthe lecal language. Everghing like that, which
1 Brand ethos Senice to customers in fcus i= S0 very, weryimportant. ci-f
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1 _Brand ethos

3 ermironmert for sk High talerancs: fr filum

Enitrepreneuial culure | balong to RE&D. | can onlyspeak Br miypoint of wew

#rd alzo,we'll@lk about entrepreneurship. That people hawe an opportunityto, o,
to realize theirideas or atleast getthe opportunityto work with them, and to make
pre-studies Wiz hawe quite good laboratories and environments where you can oy
out and invastigate diferent possibilities . Mow Halk fommivpoint ofew, because

I zhould saythat we are allowed to &il,

Cl.i
Cl-E

ard 1o tryand think there are a lot of pre-studies that are ongoing that we're allowed
o test, and maybe not eventhing fum s outto be a product in the end. But Ithink we

3 enmironment for rish Alow ance to test and ealuate ideas hawe good opportunities to try out diferent concepts. Cl-5
#od we hawe, myteam, I should sawwe hawe a managementthat allows wouto do

3 environment for risk Supportive mangager that. Ithink thatis how o and thinkthers's 3 lot ofa £S5 ngoing. Ci-i
Ithinkthe passion oritand ofcourse that the main thing is that wu'e dlowed to

3 Inangible incenties Passion take that risk and also allowed to not sucseed. Ci-&
Ithink of course that depends on the managemert, the manager we hawe had for

3 Easyforecsty Decision Makers  Errepreneurdirect manager ears,and he's guite known at the universityand he's an ertrepreneur himsel, C1E
Ithink, of course , whathe bings into the companyis he enou@Eges ustotry

3 environment for risk Encouragement to experimerit things out. Ci-i
So 1think with hiz knowledge and his experence and that he shares thathas
opened up the people to dare to tryto raise the ideas. It's alwaie a balance to

3 emmironment for risk Knowledgeable and experienced manager spend time on things that maybe never will happen Cl-B

2 _open channels I formation sharing Ithink w e raise, raize it and wete quite good at sharing, Ci-i
#rd ofeourse then you see that everyone wants to. think were an RED

3 Inangible incenties t's aboutthe an department,its more aboutthe fin, Ci-&
being an intrapreneur and imestigating a lot ofnew things and mabethathing |
do, which iz mome about putting the product on market that is notas interesting as

3 anmironment for rish experimernting a5 an irrapreneur the fun work before. Ci-5

2 Resources Rezoumes awailable foriesting

Ilmow thatwe hawe a procezs todaythat allow s wu to 3 cxr@in amount ofmaoney;
How much you can spand ontrials, bt ofcourse depanding on ifits 3 long term or
short term.

C1-B

hianagement suppart equals more
1 Basyfoescto Decision Makers  resources

baries, so |donthawe the igures clear how much theyhaswe the mandate to just
dothemeelwes. Or when we nead to hawe an approwal ofthe CED. But, lcan't give
wou 3@ sped ic igures manager. Of course ifyou hawe the top manager onboard,
theygive more money.

Communi egtion ofautenomyand
3 tnust High autonomybr non-productinnouation

¥z hard to saybutas a project manager, | should 3yl hawe a quite high mandate.

3 environment for risk Tolerance formistaes in R&D

But [ thinkow ithin the RED wu are all owed to do mistakes and orte haw Gilues
ard tryagain.

3 emmironment for risk Lots of experimentation

Ithinkw e are, we are discussing a lotto be more working mene agile. Wi tryand
taztonar and ower, 20 [think it depends but ofcourse you are allowed to do
mistakes.

C1-B

3 emmironment for rish Failure expeded (mindset)

Ithinkthene's 3 lot ofpre- studies that newer ends in 3 project. |can't saythe
percertage. But lean imagine that the percentage ofthe outcome inthe end is not
10,

Ci-&

2 open channels open communication

Ithinkw e hawe a quite open, open, spoken communicat on within the team, so |
thinkit's ine. | thinkthat i= nomnal, and you will never ind the be st solution o tart,
ofcourse depending on, on the nextlewel. The met stepto mowe B ard itmight
need higheri mestments of moneyand then it's a dedsion @ken higher up ifwuhe
allowed to continue. Depending onthe ideas, depending on the wiume, ifwe can
see 3 marke impadit gets a diferent push.

-k

2 open channels Formalized idea process

wa haw 3 pocesz whene wu hawe like the idea phase,where people can come
up and bring up theirideaz, and no mattzr who you are achallyinthe companygthe
perzon, could be the deweloper orproduct manager, but inthat forum oo ae
allowed to pitch, and kind ofshow youridea, but then | don't.

C1-B

2 open channels Mead process uns oten

Berysicmesks. Think lilke sewntmes a war, then these people hawe people
#om sales, sotheyhawe people fom difierent positi ons to give input to see ifthis
could be an idea (naudible) because if wu don't get approwal them, nomallyater
that wou need to s@Ert using some moneywto make more ials, ther iz 3 kind of
gate swetem that you hawe be allowed to go through befre. Thizis a spedific orum
o handle ideas.

Cl-B

2 _open channels

3 enmironmerit for sk Erperimenitation ensouraged

Sourcing ideas extemally. allowed to bring in ideas tothe company,

Wit al 2o collect ideas fom atside ourbuziness units. So ewenone iz really

1.5

thattheyre allowed to tryout di fierent thing=s.

Cl-B

2 Rezources

Resoumes proded

Wit hawe a good enwronment, we hawe quite high qualitylaborstory we can do
irternd testing.

Cl-B

Communi cation ofautonomyand
3 fnust # long a= itiz cheap, its ine

#rd so tdoesnt have to cozt that much money; and also that theyget the ime to
doit. Theyhaw allocated ime to, 10, to be able to dothis tial. So Hhink its fom
person to person. Butof course, you alzo need to see that wouridea is getting
somewhers,

C1-B

3 Intangible incartines hobotinetion

Ithink =0 i think s0,i fheycome up with a lot ofideas that the companydoesn't
b in, theyre matiation i likehyto go down, lthink zo. So Ithinktheyneed to
e that some oftheir days acualhtums outto be something.

Cl-B

2 mesoures Getname on patents

‘e normally bring up, when we, irstoff since we always ryto hawe some patents
onthe produzts and, and of course that persan gets theirname onthe patent, i
thenjre al=o, Ithink when we launch products.

3 Inangible incenties Promote the dewelepers behind idea as well so |think

3 Inangible incerties Recognition ofidegtors iz important

Ci-i

Wit always wantto bring autwho's the deweloper behind the idea to eall ypush that

it important to mall whighlight the people behind the ideas, and bring them up

Cl-B

Communi cation ofautonomyand  People are allow ed fime to work on
3 trust innoation

But [ think,the main goal Ithink is for everyone to haw like 3 specfic amount of
hicurs that you should not eall yallocate to anhing speciic. kshould be time that
U can use for creating new ideas and o on.

Ci-k

Communi cation ofautonomyand
3 st Alow ed to improe processes

But | should saythat the people that are woking quite alot with innowations and
theytake ime and theyvam dlowed to ke fime to w o with thiz lowly

3 Leweraging people forinnonation  Focus on changeis on people

Hlwark to improte it and to make changes to get a beter process, 1am allow ed to
bring thatup and continue to worowith it. So [thinkit's quits open since we are not
thatmany

Ci-i

2 open channels Sakeholder managementis important

But of course, irme its more about change management. Yeah,and itz my, what
lworcwith is people. Klwarted to change anything. lknow it's not that easy. S0, 50
thatis what Im struggling with,

C1-B

ard also we are primed dght now with a project ewrall in (Company 1)to @ise the
majortywhen it comes to project and how we handl 2 it zothatwe haw ewnone
on board, because it's easyhr me to know emctywhats epeced of me asa
pmject manager but we also want ewrwone induded in the pmjectto also know
their responzibilites and what is epected fomthem, so |should sayis quite open
when it comes to mypoint of dew . Fyou dont get pmduct speciic, but more about
the way Imwarking, | should saythat [hawe almost, fee zay,

Ci-i

2 Basyfoessto Dedsion hikers  The biggest is getting people on board

3 emmironment for risk Request ®edback fom team members

lzan bring up whatewer, the problem iz not what | zayorwhat [would liketo
impl ement. Fs more about geting itdone, ifyou hawe the people on board, to make
changes.

1 Basyfoescto Dedision Makers  Open intemal communication culure

Ithink =0. [always, when | haw myprojeds. [alwag hawe like 3 lessons leamed”
inthe end,and lalzo go through mkind of way ofleading the project or, sothey
can give feedbackts me on whatis notworking. o can saythat we haw a quite
open culure to Eise questions. Unbrunately we can dwae do better. And |
would like people to oten sayvwhati= notworking, o that we can awid misakes. |
thinkit's quite oten people ke like this is thatthis doesntwork, or theyalso kind
of@lkte me when collaboration betw eenthem and ofher parts ofthe project
doesn'twark, theygo to me, =0 lthink we are quite open open culure to, to really
mach thatthe goal ofthe projec.

C1-B

Ithink, alwaws when |hawe this kind ofmestings whers a lot of people are inwled
in the project, | always r@ise the question, o, hawe like a mund able ©rewnone

2 open channels Create oppotunities for opinien sharing o saytheir opinion. Cl-i
Communi eation ofautonomyand #rd lanswer back thatthe Gt is, wou haw the knowledge here, wou should ke

3 tnust Placing tust inteam members the decision, | st wu. Cl-i
Communi eation ofautonomyand I

2 tust Belizning inteam Ibeliere inthem, C-k
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2 open channels

3 Leveraging people for innovation _Entrepreneurial mindset

we are allowed to make mistakes, try it out. What is the worst that can happen, and
really getthem the confidence to make the decision. Thatis mykind of leadership.
So | have a lot of knowledge. Itrynotto take over, | tryto handle the fact that

3 environment for risk Allowed to make mistakes and trythings _(inaudbile). C1-15

Depending on the position. If you're looking for someone to do testing, a

d developer or it mustbe veryi The basis of hiring.

So | should say yes. Ithink it's quite crucial thatthey have some kind of personality

where they are creative, they are willing to take risks . C1-15

Collaboration with universities and
students

They are open minded . | should also that we have a lot of collaboration with the
universityand students doing their masters at(Company 1) and we see a lot of

students involved with a lot of different pre-studies. C1-15

When someone leaves the company, iftheyare in the position to be

3 Leveraging people for innovation _Intrapreneurs that leave, leave a hole entrepreneurial and have a lot ofideas, theyleave a hole. C1-15

we are allowed mistakes and we iterate and fry and try again and again. In the end,
you want to succeed for your own sake butsometimes you know that this is a
project where we don'tthink thatwe need to try it to explore and maybe that failure

3 environment for risk lteration and experimentation will lead to a different path. C1-15

sothere is a lot oftalk in the corridors. And then there is a larger team meeting
once a month where we bring up different people to share what theyare working

2 open

Regular

on right now and the issues they have, and C1-15

2 open channels

Idea sharing and brainstorming

we also involve each other in different workshops if you need to have inputs or exra
eyes on things. | think we are quite close, so everyone knows quite well what
eweryone is doing. C1-15
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Cluster Zrd-order 1st order Cuote itz niew g2
Fight now it's just, entrepreneurship is ofcourse, the mainting . A @ras that's
1_Brand/ethos Ertrepreneurship iz 3 core waus whzt we're tlking about. But we should also hawe to getback to you on that. C2-1
MEN, Twould achually saythat entrepreneurial driven is one b nd ofword that comes
to mymind, not orl vin @ positive sznse. People actallyar reall ydriving their own
ideaz. S0 Ithinkwe'e ina kind ofchange, right now ,where actuallyideas or
Communi cation afautonomyand people are ableto drive ideas fedy Behre it actuallytanded to be more project
3 st People drive their own ideas diiven management.. N
because when the idea is diwn bythe idea creator and within the teams,
Cammunication afamtanamyand sometimes the ideas get quite Brinthe pmoess behre el sant parts of
3 tnet High lewel afautonomy omanization iz imahed inthe procas s, Can
The inczntive iz that it is encouraged, and Ithink thatwhen good ideas ae
implemented , egardless afhow the process achuallhycame to be and went
hcertivvaed through encouragementand  undenuay Ifthe idea is implementad and has a good impact  that iz the main thing
3 inangible incantiws recognition ard thats what acuallybecomes the storvwithin the company C2-1
Passionis one ofour core alues as well, Yeah |thinkthat's it. | mean, my
manageris reallyhzento listen into what we hawe to sayreganrding mgarding
potential improvements and changes and mymanagerreallykind ofencourages
2 Easyforessto Decision hakers  hianagermotivates bylistening us o fryto improve things. Ca-Nn
. tob ranager actud lylistered to it and let's us kind oftryit out. S0 wnyopen minded
4 Easyfoessto Decision Wakers bD;:;:’mded management fom top to managementand Ithinkthat's it fom all the top, downto our store managers. i
“fou could 3y impotant cufture isto accept people doing things wrong. Fs better
3 emironment for rish Encouragemertto trythings to dothingz and do thern wmong than to do nothing. -1
Consistaneyis important, butamonamy hen working in retail, you nead ta hawe some kind of concaptand we hawe a
3 ernironment for sk within that i = al=o imporant guide, and something to adhera to, ofcourse, £o you can'tgo all cEzy. C2-1
you can do whatewer wou wart, unless itepsts aboe or below this setamount. $o
we haw to kind ofwing it. Chenise, ifit's nota direct cauze lwould saythatit'z up
Communi cation afautonomyand tothe manager, team member dialogue to kind ofset expecations based onthe
3 tnust Freedom within the setamount ofmoney  experience based on competencies ce-n
Ithinkthat mymanager gives me enough leewaywhich, orme, | guess iz quite
Cammunication afamtanamyand much bacause [nead the leewayts #al empowearad in mywork, othenvise lwould
3 tneet hiotiated himesel fhyautonomy. be bomed. Ca-n
el kind ofdepends of course but lwould sawthat, as long a5 the thing wou dois
kind ofthought over and you have a thought process behind it, and you can
measure it some waw And o cantell whyit's wrong and how not to do it,or kow
3 ernironment for sk Failure iz good ifyou can leam fom it 1o di it better in the fture . C2-1
lwould saythatit's more than tolersted. Youre not acuallynot promoted bydoing
mistakez but you will sbzolutelynot be welled at becauze you'ne doing something
wrong , whers wou acuallyhaw thought of changing, tring something out and hawe
3 ernironment for ish Kind and accepting dimate- no scdding  baancedthe pros and cons and all that betorehand . G2-1
Ifyou just do something wrong, ofcourse, that's not tolerated . eah, Imean,
eventhing within bounds. Sa [ would savthatwe're geneml hvencouraged o think
Encouraged tothink outside the boxwithin - ouside ofthe bozbut wou still need to be within some knd of releant bounds
3_enironment £ sk bounds amay. N
S0 we donthawe akind of pmj ect, lanban zet wayofsharing or regi ster
experiences so it's sl nd ofold fashioned way, but ofcourse, the big leamings
2 open channels Organic sharing in team mestings we adivelyshare within ourteams of course Ca-n
but Ithink smallerl=amings and smallerimprovements, [think =il can get stuck
2 open channels Feels system for sharing could be better  batween chairs so o speak. [ )|
Mo the thing is thatwe were expected to do our work, and then ifwe have anthing
we would fike o experimentthe, we need o ind the time to do it, 5o there's no like
2 mrources Ho speciictime for experimentation Google wayothaving 3 time or resources -1l
zat to do experiment zo | would zavthatthers iz 3 kind ofmertal culturd positive
3 ernironment for sk Culburally positwelhencoraged wayofthinking, but its not implemented in 3 strucural wayin the pmeesses, C2-1
ik hawe alzo access to intranst and some digital groups within teams and zmall
stome tearme for ama teams and whole countries and so on. Ofcourse, some
4 open channels P T —— things get shared and discussed there. And then we haw ourteam mestings . cn
fvbnagers haw atleast, our manager or reail management, one mesting each
marth. fnd then we hawe atleast one mesting, one to one with our stome
managers, each month. And then we alzo hawe our weel ymesting wher we,as
managers with aur courtries hawe 8 one to the whole team, each week, each
Wbnday And ofcourse when we are out, fmon miywayto our store Aght now .
When were autinthe stores. Wik alzo oftourse, discusz bath eadier lzamings
ard thoughits, but also perhaps ind the small ones thathawn'tbeen shared in
Open shaing forums inlarger and smaller eafiermestings when we get to the store and see thata store manager or a stone
2 open channels scdes member, store staff member hawe done something. -1
when the nect good meeting, or ned good interaction actuallyhappens, then we
2 Easyforessto Decision hikers  Taken up at comeniencs 1ake itup there. Ca-Nn
NNl for example the weelymesting thing is set up as a menolegue, Thatis that
Big mesting is 3 pesentation butpeople  me and and or myeollzague is presentng both the numbers and heads up, and
2 _open channals can pitchin ifwished then ofcourse the leamings ifther am anysuch to share, i
So,mostofthe leamings and discussion atleastinthe (Courtndtzam is when we
hawe zmaller mestings, or one to one mestings and then we, me and myarea
manager coll eague, ks the infomation fom thers tothe hbnday weeliy
2 Basyfooessto Decision hiakers  Usuallypi cked upin smaller meetings meeting, and shams infrmat on fomthers . C2-1
1 brand! athos ;:i::u;ia:u:xrﬁm::::zftl four ofthe core values we have passion and cwnership, hawe un and proit, ]
S0 Twould saythat entrepreneurs hip is reallyreallyimporant when you hire fr
positions like this because wu need to haw that holistic wew ofthe companiy; and
3 leneraging people forinnowation  Hire for erdrepreneurship na onlbydrive yourpart ofthe business. Ca-Nn
“feah, well, we haw someirtemal. [dont know whatto call it buttrainings.
Bducation is too big 3 word buttraining processes, we hawe some kind of
2 esounces Training awailable documents , documented training processes to think moe ertrepreneurial . ce-n
S0, tha one ofour problems is to actuall ymanage the management ofour saff
because our store managers meet their staff almostaz much as, notheymest
Communi cation afautonomyand them mone than | meet my store manager, ofcourse, butits knd ofdisEnce
3 st Empowering but distant leadership leadership, 2van theugh theyaduallyw otk atthe same site. C2-1
need high qualitymaterials and becauze theyhawe been around or zuch along
time thare is demand ©orhigh qualityproducks, so peaple knowthatwhen they
1 band! ghos Custorner's need Br quaitya the Brefont come to the stare, that whattheygetis good things . C2-I2
Embodythe companyeatture and core There is nore that is particular ybetterthan the other ore, [would sayvthatthe our
1 band/ahos walues core Blues that we hawe, the six core wlues. Thats who we are. c-B
That's how we work tagether, we hawe Lntogether. WiE oous, we do what were
supposed to do. M always hawe fn with our costomers. But, and we do itin kind
1 bmnd/ahos Fun and custorner centricin a playiil way  ofa playul way. CI-
#od, Imean, ewen zenice minded waw Imean, saythat customers come to us
uzuallyand they say"oh do wou hawe this, do wou hawe that, can wu help me with
1 brand! ghos Quickthinking custormer centricity thesethings", sure, no problem. c2-i
Imean when (Company2)said go forit, do whatewer you want, 3= long as twodks
Cammunication afamonomyand  Amonamyts do what iz necessanto keep  Brou. Mhinkthat's that's wrygood. Theyl & us. And notonlythat theyletus do
3 tnust stores open what we need to doto keepthe stores open. G-k
Mo, [alwas i nvelwe my;myarea manager in all mydecizsions when it comes to the
bigger, bigger decizions. [know that okaythis iz nota waythat we actuallyshould
communicaton ofantonomyand  Aw aw hawe to checkin with manager work, sothen | alwaye inwlve him and or whoeveris in contactwith me, and, and
3 st befre making bigger decisions then he might goto one ofour cther managers to see itthis is alay. ik
uzuallyl getthe wes . But you know sometimes itdoeznt work, and that [can
urderstand . But [think it s weryimporant also because ifyou just do whatewer wou
warit and start closing the store earfymaybe then, that's not our policy,that's not
3 ermironment for ish Heas are @relyrejected hiow we are supposedto work,ind a dfkerent solution. c2-i
Ch no, Iget msponze reallyfst. Dsually, mahe withina &u hours orso it
depends on how biga dacision itis,is ita fhune decision then it's notin 3 humy
2 open channels Quick "pickup the phoneresponsetime  but usuallyifits a quick decizion. Ml get down to within an hour orsa. C3-I
Failure iz no big deal, and leaming is what fit's nota biggie. Then theysayokay, wu leamed and that's good ., Es goeod that
3 erironment for sk matters youtried and now we all know whatthe resultis and well take leaming form this.  C2-8
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ol b ifyou geta lotofne's and then suddenlyyou don'teven wantto think
yourself. Thatkeeps us bbnyofthe managers were betre this, salesmen. Sothey
hawe worced their wayup theyhawe been whar |am. Once ortwics or 20 and so
theyunderstand whene fm coming Fom, which makes iteasier or me to get

Leadership expeience enhanczs something thmugh to them. Because theyean see why Im doing something, vou

2 BEzyfomssto Decision higkers  communication lmow, or whoewer does it. c-B

we haw ourhbondaymestings, we haw a meeting evryhbnday, which makes it
quite easyto getin contact with both our alma managers, and where we can ask
questions. k this okayis this working out, oriz this notokay wher do we draw the

2 open channals Can azk questions on weekymestings line. C2-1

2 open channels Quickand clear eedback Sod theye werydearin getting us answers fist, Lk
50 we are alse able tointeract with each other, if we need to ask questions with

2 open channels Inter- shore team communication other stoms or sormething like that. c-B

2 _open channels Fitmnet with w eelyin b rmation we getaweelyind on ourintranet, So and also them w e hawe chat groups i
we haw dailyink ifsomething is broken, theyimmedigtely say, we gotthis one,

2 open channels Fastinfrmation distribution take it offthe shelf quicky, s0 on 5o we get inf, really, really fst C2-i

Both waye, we haw something called let's sayCreative Academy, whes
(Company2) let's letus trydifierent things that are new onthe market, or old on the
rmarket that we are going to keam about. And o we need to rythese things, and
thatgives uz an idea ofhow we can wor with the matenals in a new way; which
gives alsathe staff or mystaff diferenti deas thatobay, mabe we should try
2 moouncss Cregtive academyleaming something new with thiz. Lk

Sotheytryit out, and i fitw o, itwodds ifit Gils it fails. Nk =l give the infomiation
on ourirtranet. Wiz can yes write samething small that we tnpthis, it doesntwark,

histant communi ction about success and justorinfmaton. o then wa indrmthe fll company fom tap to battorn, in what

2 open channels Bilure we haw dore. Kz great. C3-I
communication ofautenomyand  Theydothe creativtythings whenewrthey .
4 et b fime Wihenever we hawe time. ok

There are fimes that theyw antus allto do these diferent courses  it's kind of like
the chonus that wou da. Okany; now oo should do some painti ng, o now wu need
Some things are mandaterydeaming about to enterthe painting Academy, and then we get a cerfii cate thatwe haw done
2 msoures the products ewenthing and leamed ewrithing . C2-1

Imade ato-do list. i Bl because Im a mentor, thatmeans fm notaciwe inthe
store dl the ime, in miystore, Butto et magelfzome slack Ineed to kind ofback
off 5o ldecidad to rake a list of whattheyre supposed to do ewenyday, and they
can fll this one out. Aerthat theymre fee to do whatewer is needed in the store, or,
otherthings around sd ling and that you also need to do. But, 50 Mried this out, and
- . . naw M applied itto, [think it's three stores maybe that now are tnyng itoutts see
Taok initative: to optimize how things ar whatmey'ffﬁnk. #od ifit's working out for him. f-‘;?:l Ihope 'rtt:loes.‘n"-|g

3 emironment r sk dane ik
esources No innowgti on speciic traning Ma,no training. Mo, Ihawenthad anyiraining, G-k
#od 1do beliewe that everybody; you l=am in difierent ways and Ithink that ywu
should ind 35 3 manager, Ineed to ind the easiest and most efective wayto
lenaraging people ®orinnowation  Takes personalitybype into accourt teach somebodysomething. C3-I
Leaders should actess whatpeople can but mivjob is 1o access whatewrtheyhawe to give to the company; and make the
leveraging people forinnowation give and male the best of it best ofthat. And that biings us to 2 greatteam. c-B
ntangible incentives Wtinsi cally motiated to optimize her store lwould saythat when | started it was just, orme. Butnow it kels like it s mystore. s

but theyreallyda inspire us to do &ven more, Because theywdo suppot me inthese
things , like now when | did this. | fed ewerhing with ezl and everthing and then
|presented itto myarea manager and he was amazed and impressed and said
intangible incent ws Recognition for hard wark thatthis is awesome. G-k
Can vou getthiz to wodd,when, then Nl pezent itto the restof (Company2), and
zee whattheyzayabout it. So, think, and alzo thatthewdo uze us o, or diferent
things . Imean, and what Im good at, theafl ask meto help oot in,and what
communication ofaurtonomiyand somebodyelse is good attheyl contact wu and ask youto help oot and Ithink
st Trustin ahilties that's that's weryinspining. c-B
Ao Ithink | hawe actud lyshared most ofthem, pat vbecause ke to, not ask
pemission, but askifthers are anybetter solutions than the one that Me come up
3 emironment fr rish Axeryopen emdrenment fr sharing with, oI
Idontknow if | hawen't presented anghing Im not sure about that. Buti fhatwould
Onhiieeps things to herselfif she bnows  have come up,then [think [would hawe tied it ot and then presentad itand ifit
3 ernironment for ish Ahveywi Il not work: ot wouldnt hawe workked out.then |wouldnthawe presented it. C2-I2
Ithinkthei rmind=et in giing good and creative suggestions to our customers
would totall ydie aut, fwould notworkout. That's just the waywe are suppozed fo
Thiz mindsetis nutured thmugh tpe of - think. [mean we hawe to be creatie, yu get, wu hawe 3 costomerthat comes in,

creative work place work and produdts “Hi, lwould like to make a solar swwtem, what do you haw™, | Ci-i
The product cregtes a creative work: S0, you hawe o be creative in our line ofwork, and if you dont havwe it then you will
cregtive work place Bnuironment get aguestion, who has it. C3-I

#od ifwou tnyir 3 week ortwo and you just get backto me on what you el iz not
working out for vou, lean maybe make the changes and see if lean implement
2 open channels Iiter- shore coll aborati on themin all ofthe atherstoms az well. So,zothat's how [Hind out. C2-
use people’s gths and alzo their weakn . Because 3 weakness is sl
something that vou can build on. #nd Ithink manypeople fomet that, that you are
People's strengths and wealneszses are  onlyas good as wourteam. And Ithink thatit's weryimporantthat if you can'tdo it,
leweraging people ®rinnowtion  looked autir then dontazk arbodyelseto do it i
whatthe goal ofthis is because the feedom and creatiityand inspiration and j oy
ofcoming to wok everydayis not something ewerodygets to hawe, things can be
1 brand/ahos Job satizfaction eiting to doifyou justhawe the dght people around. C2-1

#od the one thing thewall said is that we lowe going to work. Wi lowe laughing ewny
dayand we getinspired, and even ifwe hawe a bad day. Imean, you know that if
you go to work, wou go home, [aughing and wu're happyand ewerghing i=. And |
thinkthat's servimporantthat value, &wery, wenyparsan in whatewer wayyou can.

cretive work placs: nspired byworplace 2.
Pod we will work with our hearts . So Ithink that's 3 so wenyimpotant. And wu see
when ywu enterthe store you see that we ane happyat whatwe do and we are
Employees work with their hearts and are  engaged in comersations with our customers and we laugh withthem, and we
1 band! ghos happy might haw 3 sad story. C3-I
1 brand! ghos Famnilycompany K= a famil yeompany, Thats the term. C2-B
“feah, butthat means that nothing i = too smallto bring up inthe board actually,
2 Basyfoeesstn Decision hikers  Energhing is weleome to bring up thats the biggest difierence C2-1
2 BEasyfoeessto Decsionhdakers  Bwerwone is listened to no one istoo small to be listened to, Ci-B
1 brand/ahos Entreprensurship is 3 core wdue we hawe the core wlues and one ofthem is errepreneurship ik
Freedom to achiewe the goal howewrywou  [like that patt because that means that everghing i = olayas long as yu do itwith
1 brand! ghos warnit respect and wu trio hit the goals, C2-1
Ithinkw e, mwe accepta lot acuallywand we are wrygood attesting things. And we
3 emironment for rish Experimental and not scared oftning see thatwe hawe a high lewel on entrepreneurship, lower down. C-B
Sees more entrepreneurship lowerin S0 we acuallyhaw store managers who hawe 4l ofideas . Ad, and theyare
3 _enironment £ sk hierarchy acuallybeen gtthis than the board, we are good atbeing on a board. ik
Ewnwne has acess tothe same Ard ewenbodyhas the same actess 50 theyre posting allthe good ideas all the
2 open channels infomation time [l ]
the managers, reacting to all the pasting and we ke some of the ideas and post
3 emironment Br sk hianagers interact and reactto ideas in the: sbore. Ci-B
Wik stated @ pmject called Enpower store manager so we selected 10 store
managers and gave them powerto do whatewertheywant, just ewenthing that
madethe good forthe store 0 ywu got 3 big budget, justto do exerghing, and they
U Aprojectto empower store managers didn'thave to do anyhing bythe concapt. Wi just wantto test whathappened., s
3 lot ofdifferert boards that ifwe kawe salected stor managers who's come with
Store managers ame put on boands to inputto the assonment, then theyare with us onthe assofment mestings so we
MESONrcRs miake suggestions and corme with input g theirinputte it. That's ene of the thing=  yeah. G-
Butt [ think that the idea just, just bing itjust come. W justdo itbecausze we are
2 ernironment sk Geneml operness to listen to ideas listening, Lap
Idontthinkthere's 3 dayin mycalendar, when Thawen't spokento a store manager
Lones being in daily contact with ard acuallytheyshouldn't, don'thawe to speak to me. Theyjust, that's just natural

2 Basyfocessto Decision hakers  employees to call me or anyone else inthe board. To sell theirideas, or c2-pB



Neverreject anidea, abuays letthem
experiment and tryit out

3 emvironmentfor risk

“reah, there was no bridge, law no limitforwhatwas doayandwhatwas notokay. |
think e beliewe in all of them they are full afideas. Andwe have to aceeptthat they

3_ervironm ent for risk Hothing is off limits to bring up do differenthythan we thoughtwuas the rightwwayto do it C2-13

And sometimes we think "Oh my God, itwill neverwork.” But if vou don't give them
that res pect or thatway of doing itthen theyjus tstop it And then theyjust dowhat
wou tell them to do. CZ2-13

Evperienced people fom mare

hierarchical cuttures hawe foubles taking

“feah, butin Germanythey just dowhatyou tell them. Yeah, didrit do anything at all.
“eah, thatwas awake up callwho can do. Yeah, they all didn't do anvhing.who

3 ervironment for risk inifiative wias 'twuritten dowen inthe manual or concept or amthing. cz-12
People have mandate which encourages  And fo be effecthe ifyou, fvou have eventhing written down in a manualthen
3 environm entfor risk thirking peaple juststop thirking. C2I3
3 environmertfor risk E:coulaged tobe ore atfve and think in new Ithirk justthatwe encouraged him to do diferentthan the firstthought. Cola
= alot ofthing how, how canwe do thatits nothow can you do that, t's akways we
3 ervironment for risk People are notalone Hs ateam and cz-12
Managers received moneyto hire
employees for more time avail abilityto They got esdra moneyfor salary in s tores, becaus ¢ ittakes ime.
resources experiment C2-13
Without resources and time, innowation “eah, theyhave to getthe time for thirking diffzranth. So, | don'tseeyousucceed
resources won'twark withouts etting the ime for it C2-13
Wie actually haven'tdone, butthat could be the nedstep in empower store
resources Hotraining butwant to introduce t manageis i concept. C2-13
the hardestward to to land was the entepreneurship, they didn'tkn oy what it
Experienced difficulty with explaining meant. Sowe hawve to, we were forced to explainwhatdomean when we = ay
1 brandfethos ertrepreneurship ethos enfreprensurship. cz-12
Sointhe beginning wewill, wewere forced to tell them thats okay. Thats okay.
Contruous reinforcement of Thats ckay, and s ometimes we were s aying too much, thats deay. Yeah, but
1 brandfethos erntrepreneurial valus othenvise we didn'tsucceed. C2-13

2 BasyAcoess to Deckion hakers  hWanageris available and apart ofthe team

Maybe itz becaus e fm abuaw onthe floor. | ke to be outthers, | ke to spedowith

the people | ahways encourage them to call me orwrite an email, its newer a bad

time for calling me and fm newver too busyforgood idea. And 1 Oh, and | call them

too. Cz-13

FAcks to hearthings directhy from
2 Easyfccess to Deckion Maiers  employess

Tjustasked direcliyto the source, irs tead ofthrough the area manager and then
thatworks | get another point of view. s just different e ah, again no fiter. veah |

Canwolunteer information to execifives
2 Easyfccess to Deckion Makars  freely

lice that, then | can be the filter. CZ2-12
And its the same thing the board nothing is toos mallfor me to knock on the door
one thats CZ2-12

1 brandfethos Founder leading by example

Imean, he goes wild and crazy and he's just he's just he's venycre ative. veah,
maybethats one ofthe reas ons, every product s cre ative. liyou look at our office
youwillsee oh my god,what a mess we have no dress code. There's no rules, or
anvihing, achually, s o that maybe you have to. ltwas a big step for me butwhen |

came from top toy. | lked it better, itwwas beter for me. C2-13

communication of autenomy and  Instantres pans ibilitywhen joining

The biggestdifierence was back in top toylwas stll told whatto do. In [comp any 2]
they just gave me the goal and then just doityeah I'ls ee you in a month. And |
think | like that better but itz als o a big res pons ibility, and ¢ ometimes itz a bits cany

tust company for s ome. Cz-13

3 ervironment for risk Failure means having fried which iz good Butfailures are no problem. Actually | dor't like thes e who never maces failures cz-12
Employees who fail more often areviewed Sovyou have to look for thos e who never mace mistaes. Because my point of view

3 ervironment for risk in a better light iz theyden't make arything cz-12

2 EasyAecess to Decision Maiars Sees no apprehension to contact har

Idontthinkso and | dorfthopeso lreallydont hope so. But have you, were you

daing an inberview with the store managers orthe s ellers. veah, we're having one

wiith, lwould like you to ask there actually, | don't hope youwill getinthattoo scarny

to callthe manager cz-12

Wie have almostzaro Wow, Butthat can also be a problem. But, thats notnormal.

1 brandfethos A0 % employes retertion cz-12
Aceredits retention to employees being " . . "
3 intangible ineantives ceen and haard Ithirk theylike to be there Hhink they lle to be zeen, |think they likewhattheydo. coz
And then lthink theylke allthe produck, actually. So, the thingwe sell, our
creative work place Appreciatian for product employees love it Colz
creative work place Employees love the product o will auto maticalby love the product 213
“es. | asked for tbutifs hardto see butyou can ask. t's hardto see, butyou can
lock atthe previous, job they have had. s, butwe asked for . fndwe ask if they
fsk for entiepreneurs hipwhen hiring, asks Iket.o do rishys tuff, Ye.ah. risky things yes, and we give hamsomehmﬁ actualhy
. . . . wie hire them for a day justio be astore managers per dayjustio che dk out
leweraging people for innovatinn _for risk Co.I3

2 open channeks for nem product

Gathers inputframstores, and found idea

depending onwhat i & And differenty, Aobialy we jus{bne days ago, we had in
auruniform we gather input for the [locatior]. and theyhave inputto how o be
differently and actually we now have a definitely, 5o |was witing out, c23

Higherlewel managementnewver taes

3 emironmentfor risk creditfor employes ideas

“Tharks tothis, the team on [ocation] e now have introduction, introd ucing you o
anew apron.eah, s owe give the creditbade, | will never take the creditfor having
anew apron. Yesh c213

Cutture & the reas on. Peaple justwartto
1 brand/ethos share ideas

Theideacame | got a chatfrom aseller. And = ince he sent, And |justs end itover

open channek Pus hes for s hortimplemertation times tothe compary makes aprons. The process i veryshart Cz-12

its a culture [ think. So its nothing that| think about Mond ay merning, hom da |
encourage youta blah blah blah, are jus tuery they have, theyhave aways been
doing it c23

communication of autonomy and
tust Instantres pons ibility

And then Ithink that 1think we give them a respons ibilityfor day one, to = how them
that thats okayto do, butde itdifferenthy Cz-13

1 brand/ethos Mentored in the way ofthe comp any

e puta mentor on one or s eme of fhe bast,s tore managers, mentoring them for

half ayear. So |think it comes through that A o, its notjusttop down. Sathe
anboarding k& notperfect becaus & actuallywe have the onboarding on this strategy

for nedye ar. e wantto be better, butits alreadygoad. Maybe a lotcomes from

the onboardingwith when you go alongwith the another store manager. And its

notthats caryte ask c23

When we have a meeting, fiere's abums one ofthe, one of e peoplewho have
anther wayof doing it Have another pers pective orthey have done s omething at

3 _ervironment for risk Board members are ak o ideatnrs home or lnok atthis bla bla bla, and then it goes thatua: Cz-12
And he also called store managers and ask him, | have s een s omething out for
1 brandfethos Founder =till inolved and call the store woman magazine] Cz-12
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iz a question of notbeing lackadai sical about anyofthe things thatwe do, going
out there and being able to change to the emimonment, change tothe specic

Companyethos iz a driving forcs for needs that, and now | need to diferentiate again between the costomers and the
1 band! ghos adapiability Fcual consumers. C3-1
Yo bnow, 50 3 ot ofthis inmowation is driven bysensing whatis happening out in
1 bmnd/ahos Custorner focuzed innowati on the word and then adapting to the changing dmurstances. 31

Nhere |personallythink wa could be better,is onthe innovwation, Beuszing on the
interma workings of the organi =tion, the efidencydrives, the abilityto do change
management quicker, etc, those aethe amas where [thinkwe potentally hawve the

1 band/ahos Mot wery ficused on intemal innowetion opportunity C3-1

Comiminication ofautanamyand bt is that people get fustrated when they el theyre not being heard.

3 tnuest ‘hiarits to ensure that peopl e ame heard e
Emighit niot be relewant to wou butthe nale of playis that wu will look throogh what
Niants to creae 3 wayior people to be vou get,and see ifthere's anywhing elze that stimu ates yourthinking around the
2 open channels expozed to other people's ideaz concept, 3t least ofa cargo bike . C3-1
Beliewes there should be 3 better wayof - . o .
7 open channels evaluzting ideas the frick i = being able to saywhetherthis thing is going to work or not. ]

Wihere previously you wene able to getto intormation on a personal lewel becauze
2 open channels No wa et indorn ation them was a relational element. How its behind i mw alls -1
credtiityis one ofthose things where if Igive you an apple, ywou've gotone apple,
bt ifwe each hawe one idea, and [give yu that idea we each hawe two ideas atthe
end ofthat, and that's, that's the power inideaz, and that's whatwe need to

2 open channels “lues idea sharing capiure. C3-1
thas something to be said orit. b the sensethat it allow £ 3 wnenyconsensus
2 open channels Heas are shared organically driven decision making process. e}

iranably somebodywoul d know somebodyelze that has had a zimilar problem
ora pmjectthatis adjacent or native to thiz, taking thatthen az a baze fom which
hsufficientinformation and knowledge to hawe that discussion. And maybe just because ofthe factthat [work relatively
2 open channels sharing doseto the top ofthe riangle C3-1
“feah, [love bouncing ideas and concepts and weryopague thinking and
cnetallizng that inta zomething conerete. 5o forme, it's werymuch self motiated. ca-n

3 Inangible incantiws Entrepreneurial mindset
Idontneed organization to do that, [sense 3 problem and [just @t ring o figue

3 In@angible incent ws ritemall ymotivated out can lixhis. ks 3 wenvsort ofengineers mentd iy C3-Nn
¥z just one ofthoze things that you alluded to eadi er when you talked about te

2 open channels Collaboration driven ideation companycutture. The curent companyeuturs is eollaborative. cn

3 ernironment for sk Team-work and collaboration Fod mavbe that's also how do we getmaotivated iz aciuallythis collaboration . C3-1

Resoum:e restraints an: a bamer for #od Im going to diferentiate between the tio becauze the one is shills and it

2 resources innoation depends onthe lewl of skills that yu need. 3-11
#od in the process we might nothatwe direct access 1o the resourcing funding this

2 open chanrels Metwork driven idea devdl oprment is now , but we would be able to connect you with the personthat has the funding. -l

Orwe would be able to mature the business caseto a lewel where, because we
kniow those requiremenits we would be able to actuallyputthat on the table ofthe
fight personthat wu socialiae, going back to that concept again. That wou go
1 ervironment for risk Collaboration through and socialize it. &N
Sothoze sortofincentives intime, so now stepping awayom the shills and
mzourcas, bt time iz highlhypoweril. | found that, wou know, especalbywhen it
CoMmes to creative people, especiallywhen it comes to people who are intrnsically
motinated not by moneyor pow er. Those are the things that actuallymake the

3 Itangible incenti vz Time incentives ratherthan financial difierence . C3-1
I's & and far betweean where people will not allow yu to at leastysomething.
Communi cation afautonomyand 50,35 long as it doesnt impactthe business as long 2= itdoesntimpact wur day
3 tnust Amost complete autonomy o davw ark etc etc. .-

#od, and dnance, so budget. Rezourdng, simplybecauze we am an omganization
thattends to hawe vervhigh aspirations, and therziore there's 3 constant need for

2 Resourcas Rezoum:e [3ckis 3 bamier highly=killed people. C3-1
Good ideas are not, does notget pushed to the side because of a moneyissue,

3 _emironment for rish Openness to ideas ‘eah it's nine imes outof 10, resourcing and skills. C3-1
Twill s3ythat paople will allow wou much mars |zewayto axpeiment, than most

1 band! ghos Bthos drives experimentation omanizations and it goes backto this Ereative]. philozophy. C3-1
o bmow if you wantto do, it's almost an agile wayofworking, i fyou wantto

2 BEazyfomssto Decision bakers  Haw an idea and instanthytryit out improwe something, go and tryit and then come back. C3-1
Y, ftwas ane ofthe frstthings that lwas able 1o do was to tryideas into, wou

communicaton ofaurtoenomyand kniow, 3 minimum wable product, right, getitinto 3 pmof ofconcept, ete,etc, and
3 tnust nstant trustin skills some ofthose work and some ofthose don't, .-

Ithinkthe @dthatzomebodylike me can be s@ring up, outside ofmydayjob,
elements that might or might notword, arthat Imature to 3 lewl where then
cOmmunication ofaurtoenomqyand connect w ith somebodyelse to me is 3 wrygood indicator that thers is 3 tolerance
3 tnust Adtonomyand toleran ez of filure lenel. fec]
#od he said well, we acuallyencourage that sot ofthinking, we actuallywant
people, not necessanlyvto hawe a night job, he was wrydear onthat, but to ask
3 Leneraging people frinnowation  Entrepreneurial mindset guestions to be open to spaming with other people on concapts e}
what hawe wu done that is brawe. hathawe wu done thatis thatis insightial, what
hawe you done, ste, ete. Es infrinzic in our DA, thatthere's an expecation that you
3 _emironment for rish Braeryis desiable will do these things. -1
“feah, yeah butwe hawe, we hawe wryill days. tes. Sothis is whyl sort ofstill
jokinglyre®rto a lot ofthese things as mydayjob, because sometimes it will just
3 _Itangible incertives rimentation ouside ofwork happen, that you know e
¥z the chain afcommand, quits long . Yau know, nathing, nothing, nothing mowes,
url ess its been kicked off bythe CED. Angthing and evenghing that you do has a
list ofstakebol ders a5 long as wur am. And evenbodyfeels thattheyarne entted

Past expedence iz opposite type of to know everghing and give vou their opinion and fwrther the manager alzotells
2 Bsyfomssto Decision higlers  wordiplace you how to doourjob. =3-N

somy | didn't answerthat earier, but ther is 3 companycutiure ofapproachability.
Fod aou ko it doesn't matker who you are, ifsomebodynesds to speakto you
theywill. So that's not an issue. There's no prevention ofinformation flow.

2 Bazyfomssto Decision Mlkers  Openness ard approachability C3-1
tlich more strateqic, much mare fnnard looking, and much more willing to inest
ingood ideas, because theyare notwatching the sEkeholder reportin e e
quarter. ik are now curmentydeing inmestments which will onlybear futin, mayks
iz to 10 wars, butitwill andamentallychange the wayin which we are
2 moouncss Beliefin inwesting in good ideas positioning oursehes and that absolutel yis not enen negatiable; e ]
Wea and failure sharing throwgh word-of
2 open channels ! trd cfmouth. masty 3
2 resources hnonation training is ofered to people Meah, it's something that's offered to other people. 3-11
Companyethos drives the entreprensurial . .
1 bmnds ahos mindet people getinto the (Company 2)mindset. 5l

Exmpany?]is wrycreative omanization and 1hinkwe see thatboth the products,
the denelop,but alzo Ithink in how the brand and it's been presented owrthe last
1 band/ ahos Creativtyand dizcipline Ewears, e}
Imean, people work here because itis a mission. Notjust a job. Fstue. There are
3 handful ofthese companies in the world. lwas ludoyl experenced one other. |
think most people gothrough their li #&tfime without experiencng one. Aod fompany
3

1 band/ahos ritemalized mission to wark forthe brand  3]is ane. -1
2 cregtive work enimnmert Ernfmnmentriggers creat iy Ithink it's in=piring and wou &el it in the hallwaw and everdhing that we do. C3-1

ther's so much Bious on Eonsumer] and amund their well being and what's fight
Horthem. lthink we probably people dontrealize we sayno. Wik hawe had unique
imiations to interesting commercial parnerships . e got unique business
opportunities that could tum [company3]int 3 massive company, ifuou warted to,
oremight. Wit select whynot done itbecause we keep our mission srongto us,
which iz pmbablyrelated to the fctthatwe are a faimilyowned buzsiness .

1 band/ahos Strong customner centricity. liraudible) i are interested in Bmilyaluss ey )
Ithinkit's related, you know consensus driven. Now everone would like their
decisions as a group as ateam, we don't like people to make decisions ontheir

1 emironment for rish Collaboration and consensus own. coll ectively this iz on your own, justtake ywourtme, dsions, C3-B




Imean e experienced that recentywherz Me done a ®wthings thatjustmake
complete senze. And hawe, had Ibroughtitto people ahead offme and showed it
tothem it would hawe been dne. But [didn't, ljust skip the ine and wentjustwent
straight forit,but | smashed a wall and then lwalled back. And Ihink, you know,

1 _brand/ethos Erftrepraneui d mindset itz zoitwasnta good lesson. C3-13
L' d =0 communicating that verymuch in that cortest, and o ead wand oten
3 erndronment for risk Communication and transparency and repetitively. 313
3 emironment for rish Sat iz that we are ower communicating, w e are creating a =3k =pace rus to innoate Ca-B
‘feah, we dontreallyeare about the process and how yau get there just, vou know,
communication ofautonarmyand its Luhen_wu getthere thats imporllam. So now itis mare kiqq ofopwome driven
2 pust Geal ouar process werzus, like, what's the process we're doing to getther. Oh,it's a litle messy g
Because innowation and doing new things and creatiityis 3 e mes:sy, or diftyis
a litte bt fi ke vou know whatit's mere dizappeinting than itis happiness.
Happiness is when wou inallyvhawe 3 eureka momenit, bacause ywu hawe 1gured
something outand then wu mowe on fom there. Buturl thathappens . it= alot
3 emironment for rish Embracing creativty and messiness likee, for lack ofa betterword, 5 HIT. C3-B
3 leveraging pecole Brinnoation E:J:::;ﬁdo;:;::nd personalitytne to WNhat [e seen clearyis, it realhydepends onthe person and their personal it i
So itz about giing people the confdence, you can't just go innoation schoal,
there are methods and toolkits and we canteach you those toolkits and methods
and you could, you know there's 20 wrsions ofit butatthe end ofthe dayits how
you decide to approach the problam. Wihen ywu decide to throw wurselfint it,
3 emironment for sk Givng people the conddenceto be brave  anone can hawe a famework and applya famework. C3-13
Ithi nk: Ithink: individual leaders are tnying to promote that behavior ortnfng to
incEntivze that behavior through other wae to do thatthrough exposure. Yeah,
right. There's someone on myteam here with 3 reallycoool idea about. he came
intxthe BLT and presented, you know,and | just satback and enjowed the show.
And Ithinkthat's what people do to incantiyze, Imean how empoweaning it iz, this
3 In@angible incentiwes Giing credit was in 3 werysenior meeting C3-13
Ithinkit's happenz in an informal way; it goes back to what |zaid eadier, zome of
the adwantages ofower communicating and a big group ofpeople to make
decisions is that you also hawe good historybooks that go with it,each person iz a
historybook o ftheir last §-10-15 wears at fompany?2] and their past experences
sowhen ywuwould use wu know sayvheywhatdo wuthink about doing that ,and |
igured this outac dentally, suddenlyw entto people who sayoh wu know what
2 open channels Omanically sharing leaming and Gilures  we did thiz 3 couple ofwears age and this happened, akay. ( C3-13
Speaking of, like, we dont haw access like Imean,iflwanta ile, like if lwantte
look at 3 dle of something we did two wears ago like a PowerPoint presentation or
. . or Insights report or anyhing at d | like, unless the person =till works ©rus and |
P Need Brinfmaton acsess t b ki them and somehow | can rack them down, but ther's ne depository.
open channels optimized C3-B
2 ppen channels Loerghelpful openness K=z been super helpiil just to getthat lewel ofopenness. C3-13
Think itz more self d ected. Vil it's outthers, Wehe got subs criptions with all
sorts ofcampanies,leaming and dewelopmernt like Linked b eaming and now |
hiawe a list of 20 ofthem wou know so [think Twantto getinta online courses and
5 resoume | sarming and tmining silable fuanted innoation, design or designer product design. There are no izsues, theyre theme. Cap
Here, and the three ofthem are all that's let and the new members are completaly
difierent, and difierent fom each other, and radically. One is fomthis big
consulting i who chose to show up onthis drstdaywith a nawblue suitand 3
tie, wou kmow this other guyl mean i f [didn'ttell him notto wear shorts he would
wear shorts . And verydiferent perzonalities and guass what, and the two ofthen
actuallyget along reallywell together. Some ofthe bestideas come fom them
getting in @ reem tegether and working tegether %ran hour,and guing outa
3 leweraging pecple forinnoation  Hires dierse teams problem C3.1
I’z actuallykeeping eallyclose tothe CED. The CEJ,and the CEOandthe only
person who can judge it, presuming the CEO, obuously, Imean ifthe CEOD would
presumethat he iz or she iz an innowative mindset CEOthemsehes, it = about
Feelz innowation teams need more allowing things 10 happen, giing the space, hawing just kavng to say'oh the CED
2 Easyforessto Decision hBkers  mandate wants it", 3k
Ithinkit's all about mindzat. There are wans to change people’s mindsets in
Spends tirme tning to change people's organizations , [think we need to spend waymore ime doing that. Ratherthan tmin
3 leneraging people forinnoation  mindzet on specific capabiliies, it's reallyabout changing the mindset ofpeople. C3-B
thatis, its wnysupportive. kcer@inly Bompany3]. The idea oflivng up to the
Eompany 3]walues is weny; wery wrystrong and inthe fght place strong, but its
almost. kiz built into what iz a werysupportive emironment, becauze he been
1 brand/ethos Companyalues are important mpletelyonboarded virally, remote, it's a2
2 enrenment for sk Supportive enirenment =till 'eels reall ysupportive. [fed pretygeod aboutthe team. $o, yeah, marpe, C3-H
3 ammonment for sk Difierant fom other companies £ 3 big departure fom the presous companythat [eorme fom. So, its good. C3-H
don’tknow ifyou'e ever beentothe ofice there's just 20 much thatinspires wu
and triggers creativity. Ae adults, we &l that eveny, everyroom is ke, E's lilke, @he
1_creative work ernironmert Dfice iz builtto trigger cregtity your breath away, C3-H
3 ?;Zmunlcanon ofautonomyand imimediat respansibility lwas dropped into tw o signifcanthdamge piecs ofwork. CaM
sothe help that's been provided interms ofthis is how its done in Fompany3].
3 emironment for sk Supportive Thiz is bow we dothings to keep our elues aligned. 3-H
Thoze are weryreal experiences ofhow itis communi cated, people will ke wou
through. And there's neer a moment in historyw here people hawe become upset,
3 enrenment for sk Plzasantand kind emironmert Im sure theydid. C3-H
3 emironment for rish Strong group cohesion #nd even when thewdo getupset, a difierent wayw Fs not competitive, C3-H
e seen oneteam, [hawn'tseen one fompany3]in acion, mavbe we're about
3 _ernironment for sk Ore team Aarther away o that, but [got one team, Ci-H
2 open channals e than one frum for sharing ideas sa,we hawe a e differert Hrumes. C2-H
iz hawe Brnightly meetings. fod thase. tis el lynothing is offthe eeord,
3 emironment for rish Teamn meetings ane an opan frum nothing's offthe shelf to dizcuss what piece ofwork we're working with. Ci-H

Smaller more inimate groups with moe

Then we haw smallertransfmming groups. Sothese are more tighter, wheane we

3 _ernironment for izk detzil actuallydizcuss what are some Ci-H
challenges and zome ofthe amazng things we're working on. The 4nthing, all of
2 open channels Discuss both fan things and challenges  this. Ci-H
2 open channels Egernal partnerships also collaborative thinking external parnerships that are broughti nto the team . Ci-H
2 resoumes Ongoing leaming sessions leaming sessions, leaming things and all ofthat goes on. C3-H
Aodunless anideais reallyrewoling, ithas never been struck down, 3t least so fr
3 enrenment for sk Open-mindedness lhawentseen it. C3-H
3 emironment for rish ‘bryencouraging team leader myteam leader he is weng wnencouraging. C3-H
Aodthe wayhe does thatis he opens up the forum, the ooums its all aboutthe
2 open channels Open frum people. ks about people. 3-H
S0 we are a fairhyfiat organizstion. You dont hawe too manylayers and hierarchy
here . Thatbeing said, it s particularto the projectthat fm olaybecause itis a
3 Ezsyfozessto Decision hikers  Flat organization highhyconddential project. C3-H
communicgtion of aronomyand  On signidcant pmjects theyneed to check  Sothe implicatons ofthat are Gifysewers and signif cant. Sure. And because of
3 trust in that, its just, | checkin, and notjust me C3-H
communication of autonomyand  Ongoing chedeins to be on the zame the restofus, to kind ofmake sune that we're all making sure we make te dight
3 trust page decisiorns, the right calls . Ci-H
3 :ngunlcaﬂon ofautonomyand Less significant praject give total autonomy Sothatwas the other project which, again, Me had total avtonomyin what | do. o
communication of autonomyand justmeans that | because in myarea ofespertise people beliewe [nmow what 1am
3 trust Trustin abiliies daing and what |am @lking about. Ci-H
communication of autanomyand Soifit dozsnt itin withthe goals ofthe projectand whatis thing to ba achizwed.
3 frust Small steer to align with goals ‘fou geta |itde bit ofa steer, Ci-H
3 :zr;mumcauon efautnomyand Feeountabili butit iz a high degree ofautonomybut also accountability Ci-H
3 :ngunlcaﬂon ofautonomyand Steers to goal more intermz ofdealing with itbefre itbecomes a Gilure. o
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3 entonim ent for Hsk ldeas ate neverrejeded, they're reapplied

And [ think when | wa s bringing in m youtside perspective because it was just so

fresh. | we = guided in along with support saying "heythisis howswe will do it for

this particular ane”, whydon'twe try it this way orthe nest one. So this is done in a

wery s up poive way Mmost coaching C3-14

com munication of autonom yand

we'te novwirying to explore more ways to incorporate Agile ways ofworking. &nd we
asateam we're all learning, tring to get ceifications and things like that. So that's

3 trust ‘Work towands the goal Mot process a clear indicaion that we are encouraged. 2314
2 resoutces Free dayto experim ent & wear days around the world where we are encoutaged to justplay and hawe Ln C3-14
2 open channels Exposure And we alzo have days where we can shadow C3-14
2 rES0UrE S Learning model and we have the 70, 20,10, 5o | knowihere is defnitely an attzm pt. C3-14

2 enronm ent for sk People stay for & long tim &

You knowthatthe people hawe bheen here for like 20 years 25 years 30 vears, and
theywill dearly tell you that theym oved around the organization and that's whyit's
heen o fesh for them c3-4

That theydont fee| the faticue of working, hecause think about it the product] hasnt
changed that much. Now, people have been here so long because there's always
newideas. There's always newopportunities . There are newavenues to ao and try

2 open channels Free career paths out som ething that you're interested in 2314

3 Intangible incentives Mo m onetaryreswards for expetimertation | can'tsaythatthere are monetary revards C3-14
it's great fun because we did an online vitual cooking session, reallysmall,

3 Intangible incentives Sodal incentives incentives  now we're going 1o be more innovative and those kinds ofthings . 2314
| think it's not =0 m uch aboutthe revard, a= it iz about recognition. And | knovihat

3 Intangible incentives Recognition 'when they hae leadership seminars and things like 34
wou can seethatpeople are like "oh | justgot this newe [product] which is just offthe
shelf, as anincentive . 2nd that's, that is an incenfive because it's, ywou want it.

3 Intangible incentives Sym bolic revards "We've com e up with som ething clever, fun and innovative " 2314
| can deatlysaythat within myteam we havwe no bavo people who are similar, or

3 lesetaging people for innowation Diverse backgrounds from similar backgrounds, all come fom diferent strencths to the table C3-14

| rem em berthatthe focus ofthe interdewwas intem s of where have you done
thiz hefore, but ahouthowhave you done this befre, and howis itdiferent. t wes
clear thattheyywere looking for how you thought around the problem  howyou hawve
done something that hasn't been done always. 2nd esenthe com petencybased

3 leveraging people for innosstion Looking for entre preneurial mindset iNtE W Was im ore C3-14
and creativity is a,is a big deal. &nd it's not just 3 good deal interms of saying tis

1 brand/ethos Emphasis on creatity a value for sure within the com pany, C3-14

2 cresfive work envronment Creativity everyahere but it's alzo just in term s ofthe physical environm ent ofthe ofice itself. ( 314
but | can just tell you that my colleague s will tell you whattheyare constartly
looking for. It is probablythe samething, program project mem bers are (ooking &t
the process and asking ifthis has to be done the same way, can be som ething

1 brand/ethos Constantlysearching for ways toimprove  more efficient. So, that mindsetis fostered 2314
| think it's the wery ethos ofthe company. wWhile it started, | mean ke | said the
[oroduct]iz atthe heart of everything you do. But howm anyways you can use itis,
iz amazng. There's countless possibilities . And that's the thina that is most

1 hrand/ethos Motivated by com pany ethos and products  esciting. And | al=o think that it's ahout looking at the people who inspire us. 2314
So t'sthe [consumers]. There's a lotof Let's look atthem  Let's see what we can
dowhen ve have people like wee seen stuffwith people like them cominginso

2 brand)ethos Custom er observation and |earning e can obserse and learn from them . i 3-14

Manzsgem entissues donotcom e through  Again fom what I read and seen and heard | don't think that theyallowed it to

2 open channels to stifie oreatit: com e throughtoo much 314
Because it is innosation but innovetion with & pumpose that m eets the fact that we're
able to bring up nevwtings beterthings in line with consum ers and customers

1 hrand/ethos Innovation to serve custom ers want. c3-14

3 enronim ent for sk Ideas not rejected, reapplied

Like | =aid earier, even ifthere is anidea which seems "ot right now!, you will get
the responsive "Okay, mavbe not ikt novwbecause itdogsnt itthis". Sure we can
tryit som etim e elze c3-l4

Innovation is new but with customers at

| think it just needs to be som ething that keeps us thinking difzrently, but ot the
sametime m eeting the needs ofthe [consum ers] that we are tring to cater fo not
justthe [consumer group 1] but also [consumer group 2], 50 to hem as well.

1 brand/ethas heart c3-4
intemally, ifyou turn itinward, it's also sboutmaking things interesting enough to
attractthe right talentinto the com pany. It has alweys been with anagernt. fwe
chose to dothings the waywe have alweys done, | don'tthink we'd be here . What
dowe look atinternally what can change, what can we improsve, what can we

3 Intangible incentives reovetion st the right talent progress with. That's the innavation that's going o keep the companyuptodate. o

Room toinnovate ideas and not just but it's alzo interesting to innovate, thing to innowate, ideas, not just products.

3 Intangible incentives products That's reallyreally interesting for us forme C3-14
Woneyand bonuses  that's at an enterprise level but we talk sbout howwe help

3 Intangible incentives Enterprize vs personal lenvel people feel that they are doing the rightthing. C3-13
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