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Preface

With this thesis | will complete the Master of Business Administration at the University of Twente, As my
specialization | have chosen the track Inrovation Manzgement. Ir this track attention has espacially besn
paid on the different types of innovatior and arganizational thinking that are found in science, and what

the implicatiors of all farms of innovation are on organizations,

The University of Twente, with the Dllab Benelux in particular, has provided me the cppodunity to
exarmine the behavior of organizations in he search for discontinuaous innavaticns. Therefore | would like
to thank Rick Middel ard Klaasjar Visscher for giving me this opportunity and helping me thiough the

‘rallercoaster” graduztion is.

During my graduation | hawve Feld office zt the department of Operations, Organizztion and Hurman
Fesaurces [DCHR], within the faculty Management and Bestuur of the Universizy of Twente, |t has bean
2 pleasant and educaticnal stay, i which the door was always open for questions or coffee breaks, |
Fave shared an office with other “ellow graduates, wko have created an ambiance in which parfaormance

znd fun walked hand in hand. Withoot therm it would rot have been possible for me to get to this result

Wy research comprehended interaction with crganizations throughaoat the whale country. | would like to
thank the contacts within these organizations for their valuable time and their proactive rale in this
research. If they would not have cooperated in such a3 positive way, | would have left with nothing more
but a thearezical review on the topic. Their positive, motivating interes: in this research strengthens my
aginton that there is 3 need for knowledgze about discontinuous innovation and | sincerely hope that the

attempts to shift the Dl _ak Benelux to 3 higher gear will sort out.

Finally, | wauld like to thank mw mother, farmily and friends for providing me a3 solid basis, fram which |
cauld start ry education and fulfill this master thesis, even if things did not go as they were planned.
Last, but certainly not least, | am Els wery grateful for her patience, support and interest in the last

period,

This leaves me with nothing bus o wish yvou a pleasant stay in the stary of my acventure in the world of

discontinucus innovatian!

hlartin Wanschers

Barchem, 10 January 2002
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Management Summary

Organizations need o innovate in order to sustain or create a competitive advantage and maintain a
right of existence, This can be done through small steps on an existing basis or big steps in unknown
places, In the field of innovation these big steps ir unknown places are referred to as discontinuous
innovations, These types of innovatiors have the cammon characteristic that they are hard to reccegnize
far arganizations ard have mayor impacts on the way an arganizetion is daing business, The problem is
that if an orgamzation does not cevelop these discontinuous innovations fram time to time it faces the
danger of lasing ground to competitors; it endangers 15 competitive advantage. The process of achieving
such discanti nuous inrovatians is characterized with 2 differert phases: search, select and imgplernent.
Organizations are continuously aroused at the front of this process by weny different triggers of
discontinuity, which way have big impacts on the way the arganization does business. The problem for

most organizations is to recognize these triggers, or in ather words, to search far discontinuizies.

& gualitative research has been executed in order to provide insights an how organizations search for
discontinucus inrowvations. Therefore a distinction is made between 12 different search strategies, as
formulated by wvon Stamm and Bessant §2007), These strategies have been examined ir both a

questionnaire and case studies. The central research question was as follows:
‘In whiich woy can comparies organize search strategies for discantiruoos innavation @

The purpose of :his research is to identify apgroaches that organizations use in their search for
discontinuous irnovations, The exarnination of these approaches has been guided by the 12 search
ctrategies (von Stamm & Bessant, 2007) and the caommon organizational characteristics, as described by
Burnes (2004}, The qualitative part of the research has bezn done with use of a guestionnaire and case

stucies.

Within the results of the questionnaire no relazion has been found between the contingency sector and
the necessary investment in resources for a search strategy, but what came forward is that the strategies
that reguire few investments i resowrces are more successful than those that require mediom
inwestment in resolrces. Also, organizations that use a pull strategy use more extemally ariented search
stratepies, arganizations that use a push strategy do not discriminate betwesn internally and externally
ariented search strategies. The externally arierted search strategies of organizations with a market pull
strategy are more successful when comparad with their internally oriented strategies and also when
campared with bath the externally and internally oriented strategies of oreganizations with a market gush
strategy, Mext to these general firdings three patterrs have beer recocenized in the data of the
quastionnaire;

1. Organizations choose to use the strategies that need few invesbments in resources mere
afzen than those that require a larger investment in resources.
2. Deep Dive is used as a loeic addition to the use of Active Users, in which the main

purpase is to mcrease the quality of the generated irsights.

WA R, Wanschers
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3. Corporate Yenture Units is vsad by High-Tech ard Pedium to High-Tech manufaciurers

anly, due to the specific characteristics of the strategy [is has the purpose to avaid risks

that come with the innovation].

The resul:s of the case studies have indiceted several guidelines for the search far discontinuous
innovations. At first a difference must be made in the maturity and experience of an arganizetion in
relatian to -he search for discontinuous innovations. Organizations that are relatively inexpenenced with
the topic ar which have no: developed their search for discontinuous innovation tharoughly will not be
zhle to implement search strategies that require mere resources 2nd guiding, During the use of these
stratepies it is impartant that top-management gives the employvee the necessary freedom to actively
search for discortinuous innavation. This means thatitis not necessary for the top-maragement izself to
search actively, but it must create the necessary space and freedom to make it possible for
disconzinuaus innovations o be recognizec by employees. The role that top-management plays i1s best
described as supportive, in which they need to create an atmosphere in which he exchange of
knowledge and infoermation on all levels is encouraged. The research indicated that in most inszznces the
cearch far discentinuous innovations is still bottorm-up, the employee needs to ‘sell” an idea to the right
perscn in the organization, 2 process of trial ard error. That is why an employ2e needs to enjoy a hiegh

degree of freedom to make the process waork, 1t asks 3 ot of patience from the arganization.

If organizations are mare experiencec with the search for discantinuows innavatiaons they can proceed to
the use of search strategies that require move resources, To be implemented these strategies are
campelled with a clear corporate strategy, they address very specific resources [whether internal ar
extermal] and are differant in nature and cuteome. Also, the actors that execute the strategy can be
different, even top-management itself car use these strategies. For example, Futures an strategic level
and Corporate Venture Units are hest sxecated by top-managemert. The benefits of the more
sophisticated search strategies, compared to the strategies that require less rescurces, lie in the sources
af infarmation they address and the in“onmation they gather. The more sophisticated search strategies
zddrecs sources with very specific infarmaticn ard knowledge, they can be successclly usec only if the
arganization provides a direction about the information and knowledge it wants to beccme. Therefare
these strategies are better applicakle on argarizatiors that are maore developed in the search for

discontinuous innovatian.

Ancther guideline that comes from this research i1s that some strategies are successful in specific
situations. Firss, the use of Corporzte WYenture Units is applicable for High-Tech ard Medium to High-Tech
manufacturers ir particular and can be very sLccessful for these types of organizations, Second, when
Deep Dive and Active Users are combined, if the context and characteristics of the organization allow

this to happen, then Deep Dive creates major beneits for the use of Active Users.

Ancther important aspect that comes farward from this research is that zll arganizations underpin the
impartance of discontinuous inrovation for their argarization, but when they have to choose they prefer
chort term profit and growth instead of long turn investments on discentinuities. This has negative

influences an the develaprment of discontinuaus innovations in general and the search for discantinuities

Y
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in particular, because these activities ask for different actiors of an organization. To prevent this of

aceurting the search for discantinuous irnovations needs ta be defined, in which the resources that have
to be wade avrilable need o be described. This creates a situation that when the arganization
encaunters cifficult decisions cn the investment far the shors or long term, it hizs resources availakle for
lang term imvestment, wkich discontinuities often are.

Within this research very different interpretations or the operationalization of the search strategies have
keen found. The difference lies within the interpretztion of the strategies and smezll adaptions to the
rantext and specific characteristics of the argarization, What almaost all arganizations had in common is
that they used the strategies that were formulated, witk exception of ane. This specific organization uses
an Innowation Studio next to the search strategies, ir which ermployess have the opportunity to spend
three maonths an research an 2 or 3 speafic topics. This fonm of searching for discontiruous innovations
was 3 unigque practice which has not been seen within any other case. It creates major benefits for the
argarization, it makes it possible to imvestigate certain topics ard innovations that waould narmally be
laft out dus to a lack of available timme and connectedness of the topic with the arganization. Because the
Innovation Studio was found in cne arganization only, it is not said that it is apelicakle on the specific
situation of that organization. Actually, it creates opportunities for other arganizations as well, as long as
the resources, bath financizl and nan-financial, zre avzilable it can create major Benefits for almost any

organizatian,

¥
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In this chapter the background anc organizztion of this research will be presented. &t first the mative of
this research will be autlined. This will l2ad to a research cuestior, which is divided into sub-queszions,

Subsequently the research approach will be discussed, but at firet 3 shart introduction will be given,

1.1 Initroduckion
Today's marke: econarmy is characterized by a continaoushy changing environment. Product
develapments and technologies are rapidly following each other and end-users are ever more
demanding. Jrganizations need to cope with all dynamics within their environment. Adnd not anly by

improving their existing products or technalogies. but also by developing new anes.

Organizations need o innovate in order to sustain or create a competitive advantage and maintain a
right of existence, This can be done through small steps on an existing basis or big steps in unknown
places, In the field of Wmnovation a distinction is made between two different types: continuous
innavation and discantinuous innovation. Cortinuaus inrovation is characterized by the improvement of
existing products andfor technologies, cor as won Stamm 2nd Bessant [2007) put it, recrementod
exploitation innowvation is gbout ftighlly structurad processes and often high freguency smoll scole
fnnavation corded out within ppercting units’, The appasite of continJous innovation is discontinJous
innowvation, or as defined by Kassiecielk et al, {2002} Discontinuous inncvaiions pravide step-function
iy overrests fo current product market parodigms or praduce the physicol and service praducts that
fnfkiate new industries or markets thot definre o rew and differing product platform from which

fncremental innovations are gensroted’. This resaarch will focus on the latter, discantinuous innowvations.

The pracess af achieving discontinuous innovations can ke characzerized, as Gertsen et al, [2007] Fave

done, by 3 cifferent phases, wkich is visuahzed in Figure 1.

UNTHINKABLE EVENTS
NEW BUSINESS MODELS @  DISCONT Mous %

-\

ERRY | SR

E:EAR,(H 2 SELEL'J'IGH-+ = IﬁF’lEfIEHTATIBIJ-,

w ' .
.EﬂRHETS \f FROBING) L 1 "rn

NEW o1 e B W
: *\DL SRR
TECHNOLOGY \-f\h 1:““\
REGULATORY REGIMES B S _ o
POLITICAL REGINES RERCTIN

SEACHANGE IN HHR}I;EVH'ITfTHDE}fEEHHH OR

Figure 1: Discontinuous innovation process madel ({Gertsen et al., 2007}
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As visualized, the process starts with the search for new inncwations. At the “ront companies are

cantinuously aroused by very different trigeers of discontinuity {Bessant, 2005). The first trigger is the

occurrence of ‘unthinkable” events. These are ewents that are thought of they will never happen,
kecause of their unimaginable character. The second trigger is the ariginaticn of 3 new business model,
which rmay change the way of successfully daing business far crganizations, like for example NIT or LEAM.
Third, just as products, rmast markets evolve through a process of growth and segmentasion, but at
certain times caompletely new markets emerge. The problem with these new marke:s is that they cannot
ke predicted in advance using conventional techniques, but these reed a whale different way of
explaring, And just as markets emerge, technologies are replaced by moaore promising ones. The fourth
trigger is the changz in regulztory or political regimes. These pressures lead to shifts in the regalatory
framewaork ard enable the emergence of a new set of rules. & pood example is the need for
arganizations in the zutomotive industiny to equip their cars with a rew way of measuring the timing and
tempearature of ignitian o diesel-fuel. Therefare a whaole new technology had to be invented in arder to
meet with the demands, The final paossikle trigger of discontinuity i1s the slow shift of the public apinion
ar behavior, until it tips over inta a naw maodel. Tar example, the sccisty is beceoming awere of the need

ta be mare careful with the eartk and its resources, which will at 2 certain point change a lot of markets.

The examples of these individual triggers all have in common that <hew impact is immense, 2t least a
camplete market ar sample of organizations is affected by them. It might alse be that de to a
cambinztion of triggers a speci®ic arganization has to innovate in arder to stay in business. Far example,
Wadas BY [wwww wadus nl) has developed an application which exists of an air/water warmntk purap and
systern regulation which is 2pplicable in both private and commercial use and has the purpose to make it
possible to meet the demwmands for durakle building. The application fulfills a change ir demands, cacsad
kv a regulatcry shift, a new technolopy and a change in market/attitude/behavior, The regulator, shift
Fas been farmulated by the NEN in name of the government of the Metherlands. This so-zalled ERC-
calculation is recorded in the “bouwbeslvt’ and 1z compulsory when a new application is applied for. This
is for a large part caused by the shift in attitude towards a more durable environment. To be able to
fulfill these needs, a whaole new technology is necessary which comkines knowr technologies of
zbsarking energy from the earth with new potentials, zhsorking energy fram the air. This application has
keen invenzed by Wadus BY.

For companies it is most difficult to detect and recognize these trigeers of disconzinuity, whether it has
an impact on a complete market or the organization izself. If the triggers are not detected in time, an
arganization faces tke danger of losing its competitive advantage, perhaps even Bankruptoy, In arder to
prevent this of happening, the organization needs to search for these triggers of ciscontinuous
innavation, the search phase, In recent work a lot of attention has been given an the recognition of
different search strategies in practice (Bessznt, 2005, 2008; Gertsen et al, 2007; Lynn, PMorone &
Paulson, 1995 von Stamm & Bessant, 2007). Most of these studies have focused an the theoretical
foundation of di“ferent search szrategies. The mare practical part of he research, how arganizations
aczually aorganize far DI, lacks such a diverse source of scientific work, In arder to try to fLlfill the need for
these practical insights, 3 group of scientists started the Dllab at first in the UK, Denrark and Germany
in 2006, These labs have the purposs of provicing insights on how O's wark in practice. |r autumn 2007

the DiLlak Benzlux was established with the goal to trenslaze and extend the reszarch done in other

2
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cauntries to the local environment. Daring the first cenference by the Dllab Benelux, it became clear
that a lot of practical guestions akout DI are not answered. Therefore the DILab Benelux set the goal to

at first give insights on how the first phase, the search phase, is arganized in practice.

1.2  Rescarch guestions
The goal of the Ollab Berelux is to gain insights on the topic of discontinuous innovation, As mentionad
in the introduction, the innaovatior modal can be divided into three different phases, o which the search
phase is the first. For organizazions it is wery difficult to structure the search for discontinuous
innavations, due to their unpredictable characteristics. This research has the purpose to provide insights

Fow arganizations can search for discortinuities, which is formulated as followvs:
In which way can campanies organize search strotegies for discontinuowus innovakior
The most impcrtant core elements of the main research guestion are defined below.

Core element Cefinition

Discontinuous innovations Inhigwat ans that provide step-function improvements to current aroduct marlct
parad gms o procducea the physical ancd sa-wice prodocts that initiate new indostries
ot narkets that define < new and differing product platfo-m from which
incremental innowat ans are genaratad [Kassicieh et al., 2003)

Search strategies The: zearch zctivity to create ar identify sources of variation which might hela an
prgAanization survive in competitive environmants [von Stamm & Bassant, 20017)

Organlaing The deployment of organizztinaal resaurces to achiava strategic goals [Jaft, 2971

Table 1: DeflnlHons of cere elements of the central guestlen

The goal of this research is to arswer the main research guestion, as fonmulated and defined above. To

ke able to do this the question needs to be decarmpaosed into the fellowing sub-queastions:

1.  Which search strategies are being used by organizations?

2. How do componies organize their search strategies?

Each of these guestions serves a different purpose. The first question is formulated with the aim to
investigate whick strategizs from the theary are used ir practice. In this way insights can be given
whether which anc how frequently the strategies are used. The second guestion has a differen: purpose,
it 15 farmulated with the goal to retrieve insights or how companies actually organize these strategies. To
ke able to investigate this, question 1 needs to be answered at first, Both questions togzther will make it

possikle to answer the main research guastion and fulfill the purpose of this research,

To answer these questions and in the end the central question, a distinct number of methods will be
used. The methods that are usec to create the thearstical framewark will b2 discussec in this chapter.
The methods that are used to provide arswers on the research questions ard those tha: are used to
analyze the data will be discussed in chapter 3. All methods will be discussed using the work cp Cooper
and Schindler {2003}, Eisenhardt (1982 and Yin (1987}, At first an overview will be given of the research
zpproach in general,
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1.2  Rescarch approach
The resezrch cansists of 6 steps. The first step is the

proklem definition and methodology step, as discussed

cantinuousilm

1. Problem 2. Thearetical

in this chapter and chapter 2. The second step definition and m framewark

embraces the cevelopment of the theoretical methodolazy

framewark. Within the third step the guesticnnaire
will be done and thke results “rom the guestiornaire i
will be analyzed, The fourth step encormpasses the case
studies  that will be held with partcipating
argarizations. Within the fifth szep the results from the 4. Case studies e 3. Questionnaire

rase studies will ke analyred. Over the results of bath

the guestionnaire and the case studies a cross-case
analysis will be done. Zventually all these steps

togethar will lead to the conclusions, which should
5. Cross case

analysis e 6. Conclusicns

provide an answer on the research guestion. These

steps are visualized in Figure 2.

rlgure 2: Research approach

1.4.1  Thenielical sludy
Tc be able to give the research direction and provide a firm ground for the further steps to be taken, a
thearetical study is necessary. The search for literature has been done through a distinct rumber of

databaszes and key-wards, An averview of the used databases and key-wards is recorded in appendix A,

Because of the wide range of articles that will be gathered with use of these key-wards, a first selection
Fas been made by reacing the abstracts of the articles and selecting on times-cited, Mot databases give
the possibility to sort on the times that an article is cited in other articles. This gives a pood indication on
the relevance and quality of the article. This methad has been used for the key-words that described the
topic in general. The retrieved articles for each key-word had to be sited at least 10 times or more to be
relevant and of high enough guality. One major concern needs to be taken for in account; recent
published wark will nat be cited aften. Therefare this criterion will only be used for aracdes alder than 2
vears. For the articles that are yourger each individual abstract needs to be read in arder to judge
whether the article is relevant. The articles that hawve been retrieved with the key-wards that apply on
the search strategies Fave been first selected by reading the abstracts. There is not made use of the
times-cited meshod, bacause the key-waorcs are used to find articles on a very specific topic {search

strategy), but they mavy also refer to cther topics as well, This does not apply on the gereral key-waords.

After having selected the articles an the abstracts and citeticns, all articles have been read. When an
zriicle was found very use’tl, a closer loak has keer given cn the reference list within the article,
whether more articles that were not already retrieved are listed (snowball sampling {3abbie, 1998)).
When citations were focund that on the first sight were ought to be useful, they were retrieved with use
af Istor and GoogleSchalar, Wizh the articles from these selection procedures a glain collection of articles

is created, which provides enough insights to create a well funded theoretical framework.

El

WA R, Wanschers



innovationldl

Ovatlon W L . The Netherlands

2. Theoretical Framework

In this chagter the theareticz| framewacrk will be presented, The framework will szart elabarating in shaort
aon the different types of innovation that are recogrized in literature. Subsequently the difference
between cortinuous and discontinuous irnovation will be explained. The facus will ther be on
discontinucus innovation and the search phase of discontinuous innovation in particular, which will

kecaome clear in this chapter.

2.1 Innovation
As glready mentioned in the proklem analysis, today's market economy is characterized by 3 continuous
changing environment, ard organizazions need tao mnmnovate in order to sustain some farm of competitive
acvantage. Ir the field of innovaticn a lot of different definitions are used to label the type of innovazicn
that is discussed. Te be able ta cefine what the different types of innovations are, it must be clear what

an innaovatior is in general,

There is 3 difference between an innevation and an invention. A discovery af whatsoever that goes no
further than the laboratory is an invention, If the discovery mowes further into the process and adds
economic value, whetker positive or negative for the arganizatian, it is an innovation. So if the idea is
developed and eventually taken inta production, whethar seccessful or not, anirnovatian is at hand. The
discovery ar idez generation can be initiated in almost every laver of the organization and by any
employee, whether top-management ar Blue collar. & cdear definition of innovation is given by Fresrman
(1991} Tnnavation is or itarative process initicted by the perception of & new rarket anddor new semnice
opporturity far o tecnnalogy-based fnvention whlch leads to development, production ond marketing
tasks striving for the cormmercial success af the invention”. As defined, an innovation is a process, and not
just a product or task on its own, As said befare, this process can have very different initigtions and
autcomes, depending on the type of innovation and the place from where the innovation is being lookad
at. An innovation can be experenced as just a minar change on an existing product ar service by a
manufactuver, but cormpletely new by an end-user. The point is what the state of knowledge i1s of the
actor through which one locks at the inncvation. In scientific wark dane an wnavation management a
few direczions can be recognized when discussing the impact o an innovation. This research will use the

wark of Tidd, Bessant and Pavitt {1999) as the guidelire, which will be discussed in the following pages.

Tidd, Bessant and Pawvitt discuss sevaral different ways to look at innowvations, In their work they argue
that four different focuses of innovation can ke recognized, which describe pathways that an innovator
ran use to s2arch for gocd ideas, The first focus of irnovatian is the improvement or development of
products ar senvices [product innovation], like a new maodel of a mobile phone or 3 type of car (Mokia
MAE, W Mew Beetle), The second focus is the improvement of a part cr the wheole process of an
arganization (process innowvation), far example the use of Just In Time (NT) in 3 factory, Qnce a process
Fas become standardized for produc: innowatians, process innovations will evolve to improve the ousput
productivity [Calantone, 199%: Freeman, 1991; Utterback, 1996]. The third focus is the repositioning of a
product ar s2rvice to create new rmarkets {positioning innovation], ke Lucozade, which at first used to

ke a rmedical drink and was repositioned as a sports drink. The last is a majar shift in thinking which

5
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causes change fparadigm innowvation), for example the current change towards durable erergy. The

general opinicn reeds to be influenced, for which many resources are necessary, which in rost cases
anly the leading, biggest companies have available [Davis, 2005),

2.2  Discontinuous innovation
An important stream in research on innovation maragement is the distinction between cantinuaus and
discontinuous innovation developed by Tidd, Bessant and Pawitt (1299], Continuous innovaticns
determine a canstant improvement of the product or service of an organization. With continuous
innaovations organizations search, select and implement product improvements, line extensions, market
developrments, etc. [Tidd e al., 1999, p. 13),

Discontinuows innovations can be seen as the oppeosite of continuaus innavations. Where in continuous
innovations creanizations strive to improve what they already do, discontinuous innovations change the
situation an creganization is in. The precise perception of what discontinuous wnovation really is defers in
scientific work, but what all perceptions have ir commeon is that it akways has an encrmaous impact on
the way an arganizatian is doing business, A& key part for organizaticns to deal with discontinuity is that it
requires 2 very dif‘erent set of capabilities “or arganizing and managing innovation. Searching in unlikely
plares, building links to strange partners, allocating rescurces to high-risk ventures, exploring new ways
af locking at the Business — all of tkese challenge the way organizations agproached irnovations in the
past {Bessant & Tidd, 2007]. To determine what discontinuous innovations actually comprehensives, the
scientific woark done on the topic gives useful handles, As discussed in the previous pavagraph, many
different directions car be found. Some of the most researched topics are radical and disruptive
innovation. To be able to compare these two types of irnovation with discontinuows innovation, at first

these innowvations will be discussed.

The disruptive innovation concept is at first wsad by Christensen, who differentiates between sustaining
innovation and disruptive inncvation based on technological performance and market segmentztions
[Christensen, 1997, 2003} Sustaining innovation refers to technalogizs that help companies to sustain
their growth in the existing or established market place to ensare market growth and domination, in
which the focus is an improving the perfarmance of current preducts and services. Such improvements
ran be either incremental or radical. Disruptive innovasion accurs when new technologies witk lower
perfarmance are introduced, which may be atiractive to certain markets owing to some features which
zre notwvalued by the established marketplzoe (Bower & Chriszensen, 1395)]. The cecmmon characteristics
af these disruptive innovaticns is that they are cheaper, simpler, frequently more convenient to use,
largely igncred by incumbents and agpplied by entreprensurial firms fDanneels, 2004). Typically the
disruptive technology 15 being intreduced in the low-end side of an existing market or in a new market
with lawer demands. & low-2nd market cantains vsars which are not looking far a product with superior

perfarmance features, but whao are price-canscicus, they judge price over gerformarce.

In the radical innovatior concept Leifer (2000} differentiates between incremental ard radical innowatian
through a clear delineztion of the technological feztures that are commercialized, either in existing ar
rew markets, According to Leifer [2000), a radical innowation has atleast one of the following potentials:
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+ Tcrcreate an entively new set of gerformance features

= Tocreate improvements in known performarce features of five times or greater
= Tcsignificanzly reduce costs (=30 &)

Because of thess characteristice racical innovation has been promoted as a means of gaining and
sustaining campetitive advantages to create growth potential for incumbent finmsz. A radical innovation
zgims at a high-end market, which conzains users that are searching for superior performance features,
they are not searching for a cheaper solution. Typically, they judge performance over price. When
looking at the potentials discussed by Leifer (2000% the first should ke interpreted as a set of
perfarmance features thaz have a whale new potential to outrun the existing products ar processes. The
cecand potential is based an the current performance features of a product or process, inwhich a Fuge
step can be taken when applying the radical innovation. The last paotential makes it possible to

significanzly recuce costs without affecting the perfarmance feztures.

It seems that a disrugtive innovation has meny similarities with the third potential of a radical
innaovation, but the difference is in the change of performance features. Where a radical innowvation
reduces costs without affecting the current pesformance features, a disruptive innovation changes bozh,
Artually, the basic prirciple of a disruptive innovation is that it satisfies demands for a product with a low
price and performance features that do not have o be the same as that of existing products, they may
ke much lower. Another major differerce between disreptive and radical innovations is the difference in
the perception of the end-user, the market {Hang, Neo & Chai, 2006 & disruptive innowvation is
zpplicable an the low-end side of an existing market ar 2 new market which has ruch lower demands on
performance and different price perceptions, & radical innavation is typically applicakle an high-end side

af an existing market ar a new rmarket with higher demands cn perfarmance.

In fawar of this research, the corcept of discantinuol s innovatior af Hang et al, {2006) provides 3 way for
th= visualization of the relation betwaen discontinuows, radical and disruptive innovation. This concept is
wisualized in Figure 3. Wkhen considering technological innovaticns, the concepts of radical and disruptive
innaovation together form the caoncept of discontinuous innovation. This means that a discontinuous
innovation can botk ke a racical as well as a8 disruptive irnovation, Both disruptive and radical
innovations can be initiated in existing anc new markets. Far the introduction of radical innaovations intao
rew markets there are two possihbilities. The first is that the innowvation is based on the blank spaces
ketween a firm's existing businesses, The seconc is that the innovation falls cutsicde the firm's strategic
eartext.

As koth radical and disraptive innovations are discentinuous, they chare four comman characteristics
that are different from those of continuaus [sustaining and incremental) innovations (Christensen, 1997,
Hzne et al., 2006; Leifer, 20000, At Sirst, it is very likely that the innovation will be ignored by incumbents.
Secand, these types of innovations are extremely difficult to execute, Third, they face 3 tremendous
market uncertainy when a new market is involved. And last, there is a frequert need for creating a new

business model to apply the innavation.
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Flgure 3: Concepts of dlscont Inuous innovation (Hang =t al., 2006}

Mext to these similarities that disruptive and radical innovations have when compared to continuous
innovations, there are also important differences between disruptive and radical innovations. First,
radical innowvations are driven mainly by technelogical breakthroughs where disrugtive iInnovations only
require well-enough technologies which hawe some special features not yet appreciated in the
estaklished market place. Second, the targe: groups of the innovations are different. Radical innowations
typically erter the marketplace a: the higher-end where performance is more impartant than cost and
disruptive inmovatians are typically targeted =t the low-end where the read is nct satisfied in the past.
The third difference is in the role that entrepreneurs have in entrant firms. Radizal innavations take 2
wvery long time and require 2xcessive resources, so they favor large established companies. Disruptive
innovations are the opposite, it is paossible for entrants to start small and kecarme profitable very fast
kefore expanding Fourth, the way both innovatiors overthrow incumbents is different. Radical
innaovations have the characteristic that they put incumbeants that are not aware of the enrance of the
innovation out of competition. Disruptive innavasions need two conditions 2o be present; there must be
2 performance overshoot and incumbents must find it attractive to move to higher-end, higher-margin
markets when attacked by low-2nc, low-margin entrants. When these conditions arise, the ircurmbents

will choose te ‘runaway’ each time they are attacked, until they run out of opticrs [Harg et al., 2006),

The concept of Hang et al. [2006) is suitable as 2 way o visualize the relation between the concepts
diseontinucus, radical and disruptive, but i= has limitzticns as well. The strict pasitioning of both radical
in a market with high-end charactenstics and disraptive in a market with low-end characteristics can be
nuestioned to be carrect, A radical innovation can also be repositioned in a low-end market when anly
the first potential of Leifer [2000) is being fulfilled and a disruptive irnovation can be repesitioned in a
Figh-end market when the perfarmance features are reshaped to the boundaries in which it is relevant,
Imagine for example the introduction of a car which has a maximum speed of 140 km/h, This will fulfill

A
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the neecs for drivers within the Metherlands, because areis only allowed o drive 120 km/fh, This creates
the possibility to reduce costs an many aspects of the car, but still serve the same market. A third
limitation is, in line with the third potential o* Leifer (2000), that a cisruptive innavatior can have high
perfarmance feztures that are nat recognized as such by current players cr markets, who may perform

in a high-end market.

Because of these limitations 1 cifferent definition of discontinuauos innovation will be used in this
research. The definitian that will be used is derived fram the wark of Kassicieh et al, [2002]. They define
discontinuaus innowvations as Snnovotions thet provide step-funckian improvements ta corrent prodoct
market parodigms ar produce the physicol ond service products thot initiore new inadustries or markets
thor define o new and differing product platform from which incremental innorotians are generated’,
This definition is useful beczuse it encompasses both disruptve and radical innavation, in line with the
discussion of Hang et al. [2005]. From this definition it seems that a discontinuous innovazion can be
recognized intwo cistinct ways. The first is that it is based cn sormezhing elready existing, a constellatian
af canvictions, values and proceedings accepted by the members of a certain market ar society. It is
zhout how the market perceives the inrovatian, based on the perceptions of the market on what is
‘narmal’, and the impact the innovation has an this ‘normal” situazion, The second way a discontinuous
innovation can be recognized is in both the radical and disruptive side of innovation. |t can create a new
platfarm frarm which continucus innovations will arise, These platforms can ke characterized by a high-
end market and a low-end market, as in the market farms aof Hang at al. {2006). In fact, it suggests that 3
discontinuous inrovation will abways precede a continuous innowvation, which is true, because a

cantinuous innovation must ke done cn sametking 2lready existing.

2.3  Innovation modcl and the scarch phase
As mentioned in the first chagter, the process of innovation can be characterized through <hree different
phazses. The fundamental medel o innovation is based an the werk of Tidd, Gessant and Pavitt [1939],

which is visualized in Figure 4.

Time

Figure 4: The innovation process (Tidd =t al., 159993}
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The model visualizes the process of innovazion in 2 few steps. [t starts with the search far new

possibilities for innovation, called the sezrch phase. From these possibilities 3 restricted number of

aptions needs to be selected, the select phase, |t is thus essential that = selection is mace of the various
opportunities, which fit with the owverall business strategy and that these choices are build upon
established areas af technalogizal and marketing competences. When some optians are selectec and the
stratepic decision is made to pursue them, the next key activity is to pat these ideas into practice, the
implementation ghase. With tke implementation the available resagurces have to be connected to the
possikle innovations. This skould, in the end, lead to rew markast opportunities, and the arganization
should be able to sustain some form of competitive advantage. The learning loogp accomplishes the
innovation model, The purpose of the learning loop is to create a eyele, which creates input for a new

process of innovation.

This research has the goal to give insights or how arganizations should organize their search stretegies,
Therefore the search phase of the innovaticn process will be discussed in more detail. As mentioned, the
godl of the search phase is to generate possibilities for wnovation in gzneral and disconzinucus
innovatiors in particular. & discontinuous innovation is at some point tripgered by different, diverging
events. These might be about technaology, markets, competitor kehaviar, shifts in the palitical or
regulatory enviranment, new social trends, etc, [Tidd et al., 1299), For arganizations it is difficult to be
zhle <o recognize these trigeers and to value them the way they should be valued, The search phase is
zbout recognizing these trgeers, in order to create new products or services, With these new products

ar services same forrm of competitive advantage amongst their competitors can be maintained.

Howvewver, there is a difference between the search far continuous and discantinuous irnovatians. As can
ke imagined, the search for cortinuous improvements goes along the path that the crganization Fas
keen following far a while. The search for discontinuous innavaticns cantains in mast cases a shift in
paths, As defined in the previcus paragraph, the nature of discontinuous innovations can be wery
divergent, but at a certzin level they are all comparaklz — the impact of a discontinuaus wmnovatian is
irmmense, Therefore argarizations have to ke aware of the changes a well thought-out search has on

their competitive advantage.

The search for discentinuaus innovatians is characterized by Bessant in several arzicles with the use o® a
metaphar, Consider a man wha has lost his keys in the dark. Mear the man stands a lamp-post. As logic
25 it 15, the man starts searching for his keys in the ligh: beneath the lamp-post, while its not said that
this is the most logic place ta search. The same hapgens with aorganizaticns. When looking for
innovations, organizations are often searcking in the known places, using the rescurces, netwarks and
knowledege they hawve zlways used. This is in fact the problem with the search for disconzinucus

innowations, to search inand far the unknown.

When anzlyzing how firms search for discontinuities, different aspects of in“luerce have to be taken far
in account, Consider the impacts of environrmental change, different cultures and Fierarchical structures
can have on the success of the search for discantinucus innovations. These influence the innovative
rapacities of individuals within arganizations. not to speak o the effects on inter-orgarizazional
perfarmance an innovation, “The more dpremic ond unpredicknble top monagers percalve the externol

erviranment to ke, the more fovorable they perceive it to be to innovadon™ {DeTienna, 2002). An cften
10
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recognized trend in discontinucus innovation is that new organizations are the first to place a product ar

service into the market. giving the established order a problem. When the established firms are
ranfronted with these discontinuaus innovations, initizted by new entrants, they need to react. For
example, they can choose to let the storm come ower 2nd see what the future brings. Also, they can
choose to crezte @ new venture and pursue the discontiruous innovation themselves. Or perhaps, one
that is even more difficult, they could create some form of ambides:zerity {Tushman & O'Reilly 11, 1996),
and even mare options are imaginable. It is a simple logic that a firm does not prefer the first option,
bkecausz in that case they are ccmpletely depsandent on what athers da. This means that, in arder to
prevent zhis, arganizations need o search for the discontiruities themselves. The form they choose to

purs. e these discontinuities depends on the situation the arganization isin.

2.4 Scarch strategics
The way organizations s2arch “or discortinuous innovations can be describec with the use of 12 different
ctrategies, which are based on the wark of von Stamm and Bessant [2007], These strategies will be the
primary guidelires far this research, because of their conneczedness with the Dlab, For each strategy a
short description will be givan. Where possible practical examples of the strategies, as found in
literature, will be discussec. The impartant concepts of each strategy will ke discussed, kecause they

fund a majer part of the research in arcer to be able to arswer both research questions.

The aim of these strategies is to give organizations the opportunity to develop a search capability “or the
detection of triggers of discontinuous innovation, This does not mean thas these strategies are not use Ll
for continucus innovation. If ar arganization aims to remain baoth competitive and durakle, these
stratepies give them a yardstick to becormme that (Bessant & ‘Yon Stamm, 2007). The strategies are

summarized in Table 2.
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Seek aut and wark with those users who actively want to change and improve existing

Active Lsers ..
af‘erings

Idea Hunters Someane whao is preactively looking outside their organization for interesting andSor
potentially threatening ceveloprments
Use the power of the web ta access and explore cifferert developments — connecting
Using the Web to multiple sources of irformation anc operazing various forms af web-enablad
markatplacs
Term coined by design and innovation consultarcy 1220 [www IDEQ.com) to really
Deap Dive wnderszand how users operate, what they wart and need, building heavily an an
ethnographic zpproach
Brokeis Erokers are people who are making connections, internal as well a5 exzernal.
Develop ways of loaoking at tke world which do not necessarily follow the curvent
Futures trajectory, Can be trend extrapolation or ‘standzrd’ forecasting techrigues but can
zlsc be mare acvanced scenario-kased approaches
Yarious ways of mabilizing high invelvement innovation across the organization
around not only continuecus improvement but radically new ideas. Very simply put,
IntrapreneLrs o i ) o i
Intrapreneurship s Entrepreneurship practiced by people within established
crganizations
Bringing-in and nurturing people with a2 mindset that is different from the

Deliberate Diversity e
argznization’s cultural norm

Corporate Yenture & fund set up by a company to ke invested in internal or extermal vertures

LInlts

Mobilize Fefocus the core tasks of groups like procurement, sales ar finance staff to pick up
Mainstream peripheral informaticn about trends in the wider world

Deliberately think up alternative hypotheses and then explare them - for example,
loak far oppartunities in the segments of the market you are not active or sireng in.
Frobe and Learn L ) i )
Lock for the cpportunities at the ‘low end’ low price/good enough productfservice
of erings
|dea Generators The use of third party agencies to do the scarnirg and searching for you

Tahle Z: Twelve search steategles [von Stamm & Begsant, L0407}

For each strategy the same routine will be used when describing what it enhances, At first 3 short
descrigtion will be gwvan an the strategy in generzl and what is perceived with the strategy by won
Stamm and Bessart (2007). subsequently the different forms that may be found in literature will be
discussed. The implications for organizing these strztegies within an organization, as described in

literature, will fulfill the description o each strategy.
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2.4.1 Aclive Tlsers

Artive [or lead) users are active players in the innovation process, not passive players as in the previous

strategy [using the wek]. Crganizations try to recagnize discantindties by irvolving thase users in their
innovation process, bacause of their knowledge and experience abkout the topic, These users are known
to be well developed in the knowledge tha: the argarization wants to kecome. The integration of

customers ino the innovation process, for example by | onil
RANd UARS

Cantme-cial pranuscts ava'lable
T Treate

»

soliciting new product cancepts from them and pursuing

v

la
I~
the most popular of these ideas, can help arganizazions aolutior ..>I
zwoid costly product “ailures [Ogawa & Piller, 2006), The

position active users take is visualized by won Hippel et

RovLtino usnes

zl. £1992) in their lead user curve, which is visualized in
Figure 5.

PROpI= v D 2R snlt.rin’m

Censider the programmakle Lepo toys Mincstorms RCX
[Rttp:/ fmindstarms. lego.com). Witkin a few days after

the introduction of the first wersion of the toys,

advanced highly skilled users already cracked the

lear users

|
|
|
I Larly acaakars
|
|
|
sourcing code and developed updated wersions, Lego |

took its lessans from it, ard in the cevelopment of 3 new >
Trrme

wersion of Mindscarms they invited some leading users  Figure 5: The lead user curve [ven Hippel, 19299

to participate in the development of the next
generation.

The vse of active users can add walee to the

develaprmen: process of concepts for needed i
. Commerclallzatlon i Customer Idea
rew products [Herstatt & van Hippel, 1992), /‘M jpr——

~

, - peneration
The annual szles of lead user procuct ideas at

Am are projected to be more than eight times
Figher than forecast sales for the average

traditicnal project (Lilien, Morrison, Searls,

connack & won Hippel, 200Z). When using Product &

zctive wsers as a search strategy for sapvice

discontinucus innovetions an arganization

reeds to be aware of the fact that the D

stratepy 15 applicable an product and process e " *
Decipn, testing

innovations anly [Desouza et al., 2008). These and refnemeant

scholars developed 2 model which connects Figure & The customer |rncwvatlon program (Desouza et al., 2003)
the use of users in the innovaticn program to

the phases ininnovation.

Their ccncept, as visualized, shows some connection with the innovatian model of Tidd, Bessan: and
Favitt, Where the inncwvation model stats with the search phase, the cuszomer innovation program
ctarts with the idea generaticn. This is sart of the same, because ane of the ways o search for
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innovations is the generation of ideas. The idea generation is then followed by the design, testing and

refinement, which can be canneczed to the salect phzse. The commercialization of the customer-bas=d
innaovation can ke seen as the implementation phase. The major difference is the learn phase, which is
the fourth phase in the innovation model bat is not as such at stake in the customer innovation program,
The major reason is that the customer innovazion program locks at a specific product or process, in
which the customer has a big influence in the development 2nd the product or process at the end is
made available to the customer again {whether direct or indirect), which does not have to be the case in

the innavation model.

The idea generation phase of the customer innovation program has a rmajor implication of which an
arganization needs to be aware. The way an organization cormmunicates witk its customers 5 very
impartant, As Desouza et al. [2008] stated ‘orgoenizoticns need ra hove ke right cammuounicatian taals to
get the right kinds of ideas from the right resowrces, vha may reside anpwhere’, This means that in order
to access these global custemers and their knowledge, zn arganization needs to have information and
cammuncation technologies that can reach them wirtuzlly and communicate with themw in their local
languages and in real time. The customers that participate in the innovation pragram need to be
gpprogriate for the purpose of the program. This mears that customer segmentation is very important
[Descuza =t al., 2008) for organizations in order to be able to get access to the right type of knowledze,

because ideas fraom novices are different than the ideas of super-users,

242 ldea hunter

This strategy involves the use of an Idea Hunter, whao's role is to search actively for new ideas to trigger
the innovation process (Bessant & Von Stamm, 2007). An |dea Hunter is alsa referred to as 2 scout,
which can be full time or part time attacked to the searck for discortinuities, The primary task is to
cearch things out, often in unexpected places, The task of these |dea Hunters is to articigate cornections
ketween currently unconnectec fields, which are ofter outside their sector, The purpose of an Idea
Hunter is tc generate new directions “cr an arganization in which it could develap itself. Howell and Shea
[2005) ciscass in their wark that the use o° Idea Hunters has 2 positive impact on the outcomes of an
innovation process. & good example of the use of |des Hunters is Procter & Gamble's use of 2O
‘technology entrepreneurs’, which zre scouts that are licensed to roam the world with a wide remit to
find and kring back interesting new ideas {Huston, 2006),

Wany organizations that incarporate same form of 2 RED degartrmen: within their argarization are not
aware of the fact that shey already employ potential |dea Hunters. Consider employees from the RED
department that attend confarences and waorkshops an their field of knowledge, whether it is private or
businesslike, Because of the new knowledge that will be availakle at these meetings the employees will
cantinuoushy develop ard extant their own knowledge kase. The preklerm with this kind o knowledge is
that when an organization is aware of the opportunity, it ofter lacks the formalized systems procedures

that are necessary to make the krowledge acressible.

The vse o Idea Hunters is one of the purest forms of searching “or discontinaities by arganizations, The

scauts have the purpose anly to recognize oppotunities and deliver them to the resouarces that have to

develop these oppartunities. |5 is impoartant for an arganization that when it uses ldea Hunters it creates

an appropriate culture. Culture refers o the unique canfiguration of naorms, values, belie®s, ways of
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kehaving and sa on, that characterize the manner in which ercups and individuals ccmbine to get things

docne (Bumes, 2004} 1t defires how those in the arganization should behave in 2 piven set of
circJimstances.

T operate efectively in 3 dynamic environment |deg Hunters need ta wark in a loase structure and a
Figh degree of decentralizatior. So far Idea Hunters it 15 necessary that they have freedom within their
tasks to search where they think oppcortunities will arise, Reid and de Brentani (2004) propose that the
process warks in the direczion zhat the timing and likelihood of argarizational-level involvemnent is at the
discretion of individuals, Such individuals perform 3 boundary spanning function, by identifying and
understancing emerging pattems in the environment, witk hittle or no direction from the arganization.
Often, these individuals also act as gatekeepers by deciding an the perceived value of externally derived
information, as well as whetber such infarmation will be shared. Consequently for discontinuous
innovations, irformation search and related problemsfopportunities are unstructured and are at the
individual level during the search for discantinuities, As such, the direction of initial decisions about new
enviranmantal informaticon tencs to be imward, towerd the corporate decision-making level, rather than

the other way around.

2.4.7 [Using the Wehk
This strategy can be used for different purposes. A distinction is made betwaen the use of the web asa
supportive tool for search zotivizies and as 3 place ta search in far discontinuities [von Stamm & Dessant,
2007]. When it is used as a searching place it has different levels on as well brezth as depth in which this
ran ke done. Inits simplest form it is a2 passive irformation resource ta be sezrched. Consider it as an
additional spece where arganizations can search for discontinuities. In a more sophisticated fanm
arganizetions are offerad focused search capabilizies by specialized companies, ar they perform a more

in-depth search thermselves.

The secand possibility for the web as a tool to search far discontinuous innovations is the use af the web
25 2 supportive tool, which can ke done thraugh both intranets ang extranets, With the use o* a web-
kased communication system organizations make it easier for thermselves to get the information that is
gathered with the use of search strategies for ciscontiruities at places where it 1s needed. Consider the

upcoming online laboratony of Secord Life [www secandlife.com). Founded by Linden Lak, Second Life ic

zn orline role plaving game with millions of users, Peaple can assume themselves as what they want to
ke through different identities, and live a different life. This creates the possibility to recognize trends

[perhaps discontinuities) that might be applicable to the real wearld,

As Woolear et al, [1998] discuss, the necessity far SME's to search outside their own crganization for
disconzinuities, in this case technolagies, is high becausa these types of crganizations lack in most cases
the resources o create discontinuous technologies themselves. Because of the fact that discontinuous
technologies are often developed by universities, they suggest that the use of a web-based databank
with technalagies discoverec by universities should be created in order to maksa it passible far SMC's to
zcress these technologies mare easily, Large arganizations can zlso profic from the wse o such a

datakank, but in most cases these organizations use different metheds.
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Z.4.4 Deep Dive
Deep Diving is a technique which is mare often used in current business, which aims to indicate what the

cause is of an expression of customers [wan Stamm & Bessant, 2007). This mezns that an crganization is
rat interestec in the first expression of customers, for example the demand for an electric drill, ket in
the actual need to put a whale in a wall, Organizations and scientists have recognized that what people

say and what they actually da is quita different, 2 topic referred ta as customer need assessmeart.

An essential abjective far customer need zssessmert activities in companies i€ to produce useul
information for the early phases of product innowvatior, to be utilized for instance in the planring,
evaluation and prioritization of new product development projects [Kiarkkdinen & Elfvengren, 2002).
Customer reed assessment is understood broadly as the activities concerned with the recognition,
gathering and clarification of customer needs and their impaortance to determine neec specifications and
objectives far new products (Halt, 198<). In most firms there are few key people, if any, who understand
the critical impaortance of propery assessing user needs, who will nsist on making such assessments
kefore embarking cn major RED projects and whao will make the necessary arrangements for systematic
reed assessment studies, As Haolt suggests (2984} a successful product innavation represerts a coupling
ketween a user need and an zppropriate technelogy, ir which the technaology should rot be considered
25 an end product, but rather as a mears of satisfving human neecs. It is not the development of 3 new

techneolagy but its application which is the basis of 2conomic and sodial progress.

The planning, intreduction ard aprlication of a system for need assessment will be influenced by fartors
such a@s business concept, corporate strategy, type of market, driving force behind technological
developrment, structure of the user sector, 2ccess to the user sector and attitude of management. The
responsihility for mantzining and developing the system for need assessment skould be clearly stated,
Marmally it should rest with the unit or committee in charge aof product innovation planning [Karkkainer,
Fiippo & Tuocminen, 2001), However, all persons participating in the innovazion process should master
and use appropriate methods in connection with their wark. Alsa, implemertation of systermatic ne=d
2ssiessment requives top managemens support, and paricipation of ane ar several staf* mermbers who
are thoroughly trained in neec assessment methods and can assist in intradaction and diffusion within
the company [Holt, 1284,

Halt 11984) discusses that an array of me:zhods is availzble for need assessiment purposes. Existing
infermation within the finm, suck as complaints, inquiries and suggestions “ram custarmers and oral and
written reports from salesmen or service staff can reveal existing needs and In rare cases “Lture needs,
Outside irformation such as government laws and regulations, products and activities of competitors,
trade fairs, proper literazure and expert contact car provide wuseful in“ormation about existing needs and

in some cases future needs.

Kelley et a3l {2001] have done an intensive research on how ldea [http:/fwww.ides.com) makes a

cantinuous stream af innovaticns through different markets and technelegies work. One of Ideo’s mest
impartant technigques 15 1o carefully observe the behavior of pzople who will be using a product or

service. The aralysis of the Eehavior creates the foundation for the whaole development trajectory,

16

WA R, Wanschers



s . N
18 novatlon ] | : . The fl'EfﬁEf'-faﬂ[fi

2.4.5 Brokers

As van Stamm and Bessant {2007) suggest, much innovation happens at tke boundary between one

cantinuousilm

knowledge s=t and arather razher then at the frontier of any chne particular knewladge field. This means

that organizations have to be awgre of ——————— —— — — — — — — — — — —

. L | Part A PartB |
the fact that many opportunities lie in |
combining mukiple knowledge fields. | Knawledge ' [ Knowladga : Knovidladge |
There are twa possibilities on how the | . set i [\ \::iﬂjj SEtry,/jl
S e "
argarization can use he unconnected | “’«—TM I - %e o T |
sets o° knowledze (Rose. 1999) First, ° %o, o
| \ 4 | < |
they can transfer he knowledge from
| Brokar | | Braker |
one damain to znother [Figure 7 part &),
Second, :hey «tan  combkine the | . [ : |
knowledge from bath sets in a new | v | i |
knowledge set [Figure 7: part B).
& [Figure 7: part B) | Knowledge [ Knewled ge |
When organizations use Brokers it is | . - / | Set f{! |
irnpartant that they recogrize that they | S [ B |

Fave to make a cheice which knowledge Figure 7; Two ways of transferring knowledge by Broke rs {Rose, 1999

sets the bBrokers car access, But [2004]
descrikes the importance of structurzal hales in a network ar knowledge set. With the use of structural
Faoles a broker can access more resources, because less activities neec to be done in arder to maintain a

kigger amaount of [non redundant} resources,

Z24.6 Fuluies
Arccarding to wan Stamm and Bessant (2007 a way of sourcing for ideas zbout possikle innovation
triggers is to imagine alternative Futures, especially those which do not necessarily fallow the current
trajectory, & good way of explaring such Futures is the use of scerario planning (or scenzrio learning),
Scenario planning is, as Fahey and Randall pot it (1998): ‘the development of scenarios and their
fntegration Into decision making’, The use of these scenzrios has twao purposes. First, it has the goal to
enlazrge the decision makers’ understanding of possikle Futures. Second, it enbances the decision
making. The scenarios have the purpose to give direction to the strategy a company tries to achizve, The
focus of Futures is on the long run, which also is the bottleneck, Because aof their leng bForizon hey are
incansiszent wizh the short-term focus of most larger organizations. As de Geus [1997) puts it: Tr the
longuage of economics, companies are espected ta aperafe with profits as their primary gool”. With
other words, a large organization can pursue 3 long run strategic planning 25 ambitious as one can
imagmne, but eventually it will bz forced to pursae short term profit and growth, and will fine troukle in

imvesting in what on the long term is necassary.

Schwartz {1991) descrikes that scenarios should b2 used in on-going “strategic conversations” within
arganizations. Rather than usirg them as a one-sheot method for evaluating a specific decision or
direction, arganizations shauld make tham a consistent, informal and creativa pat of arganizational
dialogue and learning The implication of the use of Futures is, as in line with de Geus [1997] anc Fahey

and Randall |1?98], zhat they are maost applicakle on the larger arganizations, because of its purpose of
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providing the arganization a grip to combine the short term targets with a long term strztegy [Smith,

2005), For example, Shell has pioneered the use of explaring Futures in their Game Changer program.
Through a cedicated spzce [www.shell comfgamechanger) extensive use is made aof alternative Tutures
ta help identify issLes that may have impact on their business and change the Future,

This strategy is very dif‘erert wken comparing it with the previous strategy. |dea Hunters. Where the
stratepy of ldea Hunters actually embraces pecple within an organizazion, the use of Futures is a form of
information generation that encompasses input for the strategic decision making within an arganization.
The most important aspects for the implemenzation of this strategy are the awareness of an organization
an the antinomy hetween the short and long term goals of the arganization. Also, an organizatior needs

ta realize that for the source of Futures it needs to be open-minded, just as with Idea Hunters.

When an organization wants to use Futures, it needs to keep a few important aspec:s in mind, First of all,
for each issue 3 number of scenarios needs to be zid out, in which each scenaric represents a different
picture of the Future that is carefully developed around clearly identifiec trends (Fahey, 1983), The
driving principle is that the Future of an arganization is pluri‘orm, wkick means that there is not one
predictable Future, but several scenarios are thinkable [de Geus, 1997), second, the purpase of scenarios
is to recognize opportunities and threats, to create new insights and ideas about the landscape of the
arganization. To achieve this, scenario planners need tao go inte “wide world”® and lock at the organizatian
fram a cifferent perspective. Third, the people who will fulfill the role of scenavio planner need o be
apen-minded and innowvative. and have ta ke placed in the core of the glanning process {de Geus, 1997,
This can be either in a separate department, cor in the form of a3 multitask strategic team. -ourzh, the
rumber of scenarios tha: are developed is essential for the decision making or which scenario to adapt
in the strategy of the organization. Too many scenarios confuse the manager. An uneven numker of
scenarios give the manager the possikility to flee, because he has the opportunity to choose for the
middle caurse. Fifth, after the scenarios are formulated they need to be tested and gquantiied wath the
use af simulation medels. By quantifying the scenarios are judged on cansistency, which will result in a

sel of consistent. plausible Futures 'de Geus, 1997; Fakey & Rardall, 1998).

24.7 Inmapreneurs
With intrapreneuring arganizatiors start up a new organizazion within an existing arganization, in order
to be able to do different things than the arganization is used ta do [Carrier, 129&), In this way problems
can be overcome, because innovations can be used within the organization without affecting the current
aperations of the organizaticn. The di*ference between entrepreneurs and intrapren=urs is the fact that

the first innaovate or behalf af their own and he latter innovate on behalf of someone else.

When intraprenaLring is used in the search for discontinuities it inzludes various ways of mobilizing high
imvalvement innowvation across the organization and attempss to build cn ideas generazed within and
agcrass the organization. The maos: important variakle to make it passible for inraprenzuring o be
successful is the climate of an organizatian. Intraprenauring requires 2 commitment of rescurces but also
2 set of mechanisims to take bright ideas forward. This includes various internal development grants and
zn ofzen complicated and fickle intenral “unding process {von Stamm & Bessant, 2007, Fry {1987} has
developed a8 number of important factors which are primary meant for the management, because they

zre the cantrelling factor ower the arganization:
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1. Provide intrapreneurship the necessary time and resources

2, Besure management sponsors the concept. Management also must convey;

® Trust

o Expectation of excellence

o Alongterm focus

o The practical rewards of the sponsorship

e Ar openness to criticism

o A willingness to facilitate change
Give intrapreneurs freedom; a lot of rope. Sponsar, do not manzge their program
Forgivensss, freedom to fzil, leeway to chznge directions

LEES

Enrich the climate by shanng goals. People like to work ir realistic directions, and do net want to
Fave their time wastad,

Intrapreneurs differ frarm Idea Hunters in the fact that they naot only recognize an opportunity, but also
Fave the possibility to actually develop and commercialize it. The success of an intragrensur car be
enlzrged by forming a team, in which tke members of the team caormpensaze ezch other's weaknesses,
The use of a team will lead to better results, although it still is & long process and to reach success a long

time passes.

Z2.4.8 TDeliberate Diversity
This strategy sLggests that argznizations should think abaut how they brirg topether teams that handle
discontinucus innovations. As imaeginable, the compesition of a team is highly dependent an the puarpose
far what it is called to life. For example, far a new design of 3 production plant different knowledge is

recessary than in the creation of a2 prometion campaigre for a new cellular phane.

When discussing the search far discontinuows mnovatior in teams, organizations should ke aware of the
zdvantages of a team which consists of a diversiby of membears, Ancona and Caldwell [1922) discuss the
two core praperties of 2 team member: its specific function and backeground and its tenure. These bwo
properties hawve their owr distinct effects an the teem’s performance. As they “cund, the greater the
functional diversity, the move team members communicated outside the team's boundaries. This
cammunication was with a variety of groups such as marketing, manufacturing, and togp management.
And maybe even more important, the more the extemal cormmurication, the higher the manaegenal
ratings of innovation. Terure diversity had its impact on irternal group dynamics rather than external
cammunicaticns. Terure diversity is associated with improved task work such as clarifying group goals

and setting priarities. In turn, this clarty is associzted with high team ratings of overall performance.

On the same principle Curnmings (2004) discussed that 3 struczurally diverse work group is ane in which
the memkers, by virtue of their different organizational affiliations. roles, or positions, can expose the
graup to unique sources of knowledee, When discussing 2 team’s composition an arganization shaould
loak a: the corve capabilities and properties of an employes. The analyses showed that esternal
knowledge sharing was more strongly associated with performance when work groups were more
structurally diverse. This counts far arganizatians that search for discontinucus inngwvation as well,
kecause of the impartance of thinking cut o the box in order to be able to recognize discontinuities.
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But as Ancana and Caldwaell [1992) discuss, the civersity of a team coes not cnly have a positive

influence an the outcome. & diverse compositior does produce internal processes and external
cammunications that “acilitete performance, it also directly impedes performance. As their research
chows, the owverall effect of diversity or perfarmznce is negative, even though some aspects af proup
wark are enhanced. The problem solving and product development aspects of the teams purpaose benefit
frarm the team's diversity, but when it comes to the implementation the team's diversizy has a negative
influence wken compared to homogereous teams. The gereral canclusiaon is that when an arganization
chooses to use teams withk a diversity of mermbers, it should think about Fow to harvest the positive
process effects o diversity and to reduce the negative direct effects. As Ancona and Caldwell suggest
(1932} “ot the tearn fevel grecter negotigtion ond conflict resofution skifls mop be necessary, At the
arganization lewvel, the teorm may need to oe protected from extsrnal palitical pressures ond rewarded for

teqrm, rother than functional outconres,”

2.4.9 Cotporale Venlure Uails

This strategy involves the setting up of special wunits with the remit and budeget to explore new
diversi‘icetion options with the aim to secure scme rirg-fenced resources dedicated to the exploration of
rew opporunities that may not be acceptable in the parent organization fvon Stamm & 3essart, 2007),
The reasans why arganizations choase to create Corparate Yenture Units are verny diverse, It might be
that the innowation at hand has a toa small potential for the firm 2nd it falls cutside the strategy of the
arganization. |t way also be that the innovation is expected to be so risky that a possikble “ailure waould
Fave a tremendous negative effect on the current business, & |3st possibility is that the innowvazian is not
close enough ta the exiszing portfolio.

The ways Carporate Venture Units are actually organized range from a simple venzure capital fund for
imvestments in internzl and extarnal generated ideas through To pro-active search for investment
apportunities, unrelated to the organization’s currert range of activities fvon Stamim & Bessant, 2007].
There is a cistinct difference in the way large arganizations ard small arganizations benefit from he use
af Corporate Yenturing (5mith, 2006} A larzer aorganization uses in most cases the possibility to take a
financial stake in a2 smaller ane in return far a share ir its development. According to Smith these types
of arrangements occur mast often in high-technology sectors. It reflects the developments towards the
trend that larger organizations invest in smaller ones, as is the case in Silicon Valley, The larger
arganizztions then have the opportunity to let the irnowation evalve and see whether iz has the
paotential it is ought to have, When the innovation does, the arganization can mare easily adopt i into
the organization, but when it lacks the potential that is necessary for success, it can easily step out
without big cansequences. The reascn why the smaller argamizations choose to use Corporate Venturing
ic that they can benefit from the resaurces of a larger firm when they lack the ocpporturity to chtain
them on :heir own, Alsc, when considerirg for example expensive technologies the use of Corporate
Yenturirg makes it easier to abtain funds and the managerial expertise that is necessary to make an

innovation wark is also easier to accass,

Yan Stamm and Bessant found that the success of Carporate Venturing, measured in terms of their
ctrategic and financial contribution, is driven by the degree of ergagement by Corparate Yenturing units

with the wider venture capital community, Those Corparate Wenturing units that engage actively with
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the wider wventure capital community are more successful than those that do not (Buckland, Hatcher &
Birkershaw, 2003},

2.4.10) Maohilize Mainstream
This strategy dezls witk the issue that whilst understanding the need to s=arch for potential
discontinuities most arganizations are already stretched, lacking resources far new and different search
activitizs. They are used to do zhings the way they vsed to, and have developed over time a certain
stancard in working, even witk discontinuities. The chaice in Fow to use their resources by organizations

is very importans:, because they can only use those aones,

The basic principle 15 that arganizations look at how they use their resources, and then relocate these
resaurces in arder to be able to, in this case, generzte ciscontinuous innovations. Yan Stamm and
Bessant {2007) found that companies have developed new ways to amplify their search capacity by
making better ar different use of existing resources, i.e. mabilize mainstream plavers that could offer
insights as by-products of their day to day activities, For example, sales personnel is in constan: contact
with customers and tries to generate new customers, in which they should be aware of changing

demands ir the market and innovations cone by competitars at their customers.

Z2.4.11 Piobe and Learn
This strategy aims at the prablemn that comes with the development of Futures. Futures can have the
troubling characteristic that they are so radically different than the way crearizations are used to, thatit
is hard far them to get 2 clear understanding about the future [van Steomm & Bessant, 2007). The Probe
and Leam strateey gives a possikility for crgznizations to investigate whether a future has potential. The
kasic principle of the Frobe and _earn strategy is that organizations put protoypes and/or coneepts into
the market before the actual product is going to be pat inta the market, in which they focus on the

reactian anc perception of the users.

The stratzgy can have two different purposes. The first is the visualization of the future a5 soon as
possible, As Thamke (2013} proves visualization of a future has a positive influence on the innovation
process. (Hten the problemn with discontinuities is that they are so radically different with the way
arganizztions are doing business that it's hard to imagine for them what thece discontinuities aczually
lock like, When discussing a product 3 piciure can help, when discussing a process a rough wodel can
egive good suppart, The second purpose is the pilot-scale testing of an innovation before taking it to the
market. The selection of a small but relevant testing grounc offers a deliberate learning strategy., It may
zlsa ke that experiments are designed with the prime intenzion of getting maore information akout what
and what not to do [von Starmm & Bessant, 20071,

Lyrn e: al. {2996} supgest that the experimmentation with an early version of a preduct or process only
adds value if it serves several purpases. First, it should create a vehicle for learning about the technaology,
and whether how it can be scaled-up. Second, it should indicate imporzant charactaristics akout the
market, and which applications and market segmen:s are most receptive to the various produrct features,
Finally, the influence of exopenous factaors should become clear, such as changes in government

regulations angd the need for regulazory approvals, They alsa say that ‘the devajoprrent of o
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discantinuous innovotion becomes @ process af successive approximatian, probing ond learning sqoin

ond agoir, soch time striving to toke o step closer ta o wirring combinaetion af o product ond 2 market.”

When it comes to searching for discontinuities, the Probe and Learn strategy does not create major
kenefits for the recagnition of triggers, The strategy is basec on an already known product or process,
which has such akstract characteristics that the arganization is naot able to get a full understarding of the
innaovation, This means tkat whken an arganization uses the Probe znd Learn strategy, it will not be to

search for discontinuities, but rather to examine wkether an innovation has any potensial.

Z2.4.12 ldea Generatnrs
An ldea Generator can be found in two different ways within organization. First, organizatiors are
recognizing the opportunity of using their stakehaolders as sources of new ideas, including its customers,
coftware developers, managers, and support staff [Florida & Goodnight, 200%). Their framework for

managing creativity ress an three guiding principles:

#+ Help employees de their best work by keeging them intellectually engaged and by remaving
distractians.

+ Make managers responsible for sparking creativity and eliminate arkizrary distinczions betwean
"suits” and "creatives.”

4 Engage customers as creative partners so you can deliver superiar products,

The underlving idea of the framewark is to create an arganization in which interaction is stimulated,
Through this interaction new possibilities open up, and people stay motivated inarcer to perform better

gach time.

The second way ldea Generatars can be found in organizations is in the use of exterral agencies. These
zgencies kelp an argarizazion with the creation of ideas with discontinuous potential, They serve as an
early warning systerm for weak signals about changing trerds {ver Stamm & Bessant, 2007]. Trend
2gencies are a good example in their provision of general insights to arganizations on, for example,
cocio-cemographic developrment. The paint at which value is added is the intergretazion o the company
cpecific context,

[warnura and log 11M91] ciscuss the difference between innovative “irms and non-innovative firms. They
found thzt innovative firms have developed ketter cammunication channels, both internally and with
their customers, but the most significant difference that separates innovazars frem non-innovators is the
management of the ider generaticn pracess, including concapt ganeratian and management's suppart.
As they conclude innovotors tend to oporogeh Jdeg gereratian in the following ways: they employ o
variety of fdeq sowrces, both internal ond external; they assign @ specific persar or groug o be in charge
of developing rew id=as; they encauroge employess ot all levels to generate new ideas; they use o variet)
af innovative technigues fo stimuwlete creativityr they reward their employess by ron-maonsiary TTE 355

ond they encouroge gravg-level porticipotion ir evaluation decisions.”

This shows that when searching for discontinuities the use of external Idea Generatars can be mast

Felpful as a source for recogritior. But an organization needs to be aware of the danger that the
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extermnal ldea Generator is not conscious o the arganizetion’s specific characteristics, and that it still

reeds to make its own judzment on the applicability of the discortinuity.

2.5 Theoretical discussion
In this paragraph the previous discussion of the search strategies will be taken forward into a thecretical
discussian. In this thearetical discussion the specific characteristics of the szarch strategies will be
cannected to the common crganizational characteristics, in which use will be mace of the contingency

theary,

The contingency theary emerged in the 19605 aut of a numker o studies of organizational structure and
managerment [Scott, 1987]. In essence, the contingency theory is a rejection o the ‘one best way’
zpproach flike the Classiczl approach §Taylar, 1211) and the Human ZFelations approach [WMeoGregor,
1250)), previously scught by managers and profound by academics. The wiew o the contingency theary
is that the structure and operation o° an arganization is dependent an the situztional variables it faces.
The main variables are the environment, technalogy and size [Burnes, 2004). From these variables it
fallows <hat no two organizations will face exactly the same contingencies, Because aof this fact the
structures and operations of these arganizations will differ ta, This implicates that the ‘one best way’ for
zll organizations is replacec by the “one best way’ for each organization, Scott [1287] mentioned that
ane of the clear distinczions beswesn the ‘ane best way” approaches (Classical and Human Relaticns) and
the cantingency theory is that ‘the previauws definitions tend to wiew the arponfzation as o closed system,
sepormte from its enviromment ond comprising o set of stoble ond easify idertified porticipants. However,
arganizations ore ot closed systems, sealed off frorm their environments but are open to and dependert

an flows of personnel ond resources from ootsida,”’

One of the wain characteristics of the conzingency theory is that the orgarization is influencec by
situationzl variables, contingencies. The same argumert can b2 vouched far the search strategies, The
strategies are influenced by specific situational contingencies, which determine the applicakility and
chance o success of these strategies. The contirgencies influence the specific characteristics of the
search strategies, which will be discussed in the next paragraph. The contingencies itself will be

discussed afterwards, from which propositions will be formulated.

2.5.1  Variely in search sualegies
T struciure the strategies, at first a distinction is made between strategies that are internzlly arientad
and strategies that are externally ariented. The difference between internally and externally arizntad
strategies 15 raused by the window in which the stratepy cperates. The intemally oriented strategies
wark wizhin the boundaries of the organization, the externally ariented strategies go beyonc these
boundaries, This coes not mean that the people or resources that are used are within or outside the
boundaries of the arganizatian; it is abcut the arigir of the triggers that are searched far. There are also
strategies that combine both fields of arientation. The alignment of the strategies is at first given in Table

3, a*ter which the place of each s:rategy in the table will be discussed.
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Internally oriented Externally oriented  Internally and

externally oriented

Intraprenauring Idea Hunters Artive U serg

Delibzrate Diversity Muturas Usirg the Web

Corp. YVenture Units Deep Dive Frobe and Learn

hobkilize Mainstream Brokers ldlea generatars

Table 2: Internal and external arlented search strategles

The first strategy that ic internally oriented ic Intrapreneuring, a strategy that focuses on the creation of
internal wehicles, which have the purpose to create new discontinuous innovations cr examine the
potential o such innovations |Carrier. 19292). It always stays within the arganization and encompasses
ways of mabilizing high invalvement innovation across the arganization. This includes varous internal
develaprment grants and an often complicated and fickle internal funding process fvon Stamim & Bescant,
207). The stretegy focuses primarily within the bourdaries of the organization, so it's internally
ariented. The secand internally criented strategy is Deliberate Diversity. This strategy focuses on the
cansciousness of arganizaticns how they should create ard bring together teams that handle
discontinuous innavations, Attention should be given to two core properties of a team’s members: its
cpecific function anc background and its tenure (Ancona & Caldwell, 1292), This indicates that the
stratepy focuses on the creation of the cptimal compaositicn of a team, it does not give direction to the
zczual goal and stratepy of the team. This indicates that the stratezy is internally onented, it does not
pass the boundaries of the organization, The zhird internal oriented strategy is Corparate Venture Units.
The specfic reasons why argarizations choaose to crezte Corporate Yenture Units are very diverse, but
the general purpose of the use of Corporate Yerture Units stays the same; to make it possible for an
arganizztion to investigate the potential of 3 discantinuaus innovation, which may hawve negative effects
an the organization, without losing total control owver the inncvation. The control is maintained by
keeping the Carporate venture Unit near or even mside the arganization, Alsa, the wmnovation is in most
rases already internally availakle. This means that the strategy focuses primarily within the boundaries
af the aorganization, so it's intercally arented. The fourth znd final intermally orierted srategy is
Mabilize Mainstream. The basic principle within this strazegy is that arganizations lock 2t how they Lse
their resources, anc then relocate these resgurces in order to be able to generate discontinucus
innavations (wvon Stamm & Bessans:, 2007). One of the weays this can be dcne is to make better use of
mainstream plavers (e, sales personnzl} and make iz possible for thern to offer insights an discontinuous
innovations next to their day to day activities. This strategy focuses on the optimzl use of mainstream

players within the organization in the search for discontinuaus innowations.

The first externally oriented strategy ic |dea Hunters, who have the goal to search for new ideas to
trigger the innovation process, One of the primary tasks o these scouts is to anticipate connections
ketween currently uncocnnected fields, whick are ofter cutside their sector [von Stamm &% Bessant,
2007), As Reic and de Brentam (2004) discuss the ldea Hunters perfarm a boundary spanning functian,
by urderstanding emerging patterns in the enwiromment. This clearly indicates that the use of Idea
Hunters in the search for discontinuous innavations is externally ariented. The second external oriented

strategy is the use of Futures, Futures have the purpase to solve the antiromy between shart term and
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lang term goals within an arganization (de Geus, 1297 Fahey & Randall, 1998}, As de Geus (1997} also
discusses, ane of the most important aspects of the use Futures is the recoznition of new opportunities

and threats, to create new insights anc ideas about the landscage of the organization. The landscape of
zn arganization is an external factor and the use of Futures makes it possible to look at the landscape
and the creanization from a different angle in order to be able to recognize discontinuities, The thid
strategy that is primarily external ariented is Deep Dive, which is also referred to as custarmmer nesd
zssecoment [Karkkdinen & Elfwengren, 2002), It has the purpose to indicate what the cause of an
expression of a customer is, This means that the sorategy focuses an the recognition of 2xternal needs
and behaviors, in order to be able to adapt to these reeds, which irdicates that the strategy is externally
ariented. The last externally criented strategy is the use of Brokers. hMuch innavatior happeans at the
boundary Getween one knowledge set and anather rather than at tke frontier of any one particular
knowledge set. The opportunities, or discontinuizies, for arganizations are found between these
koundaries, As Burt (2004} discusses, when crossing these boundaries and combinirg insights from these
fields new knowledge sets can be created. These fields between the knowledge fields have in common
that they are unknown to the arganization, which characterizes the discontinuaus part af it and explains

why this strategy iz externally criented.

The first strategy that can be internal and external orienzed is Active Users, Within this strategy users
that are known to ke well developed in the knowledge an arganization wants to become are given an
active role in the innovaticn process. These users are in mast cases consumers ar kusiness custamers,
but can also be internal parties {Ogawa & Piller, 2008), These users are integrated inta the innavation
process to pursue the maost popular iceas, because it is proven that this strazegy enlarges the success
and avoids costly prodact failures. The strategy can be baoth internally and externzlly ariented, it focuses
a2t the integrazion of parties within the innovation process. The second internal anc external arientad
strategy is Using the Weh. A5 ciscussed by von Stamm and Becsant (2007), the strategy can be used for
two different purposes. When it is used as a searching place for discontinuities, the purpose is to
recognize possikle triggers of discontinuities which lzy outside the organizazion (Woolgar et al., 1298},
When it is used to serve the other purpose, he use aof the web as a sLpportive tool, it has the gurpose to
serve the other search strategies. In this situation the orientation of the strategy can as well be external
[extranets) as internal {intranets), The main purpose of the stratzgy will be to serve as an additional
cearching place for discontinuous innowations, which is externally criented. The third strategy <hat can
ke as well internally as externally oriented is Frobe and Learn, which can, as discussed, have bwo
different purpcsas. The fist purpose is the visualization of a future (Thamke, 2003], which has the goal ta
create a clear understanding of what the innovation loaks like, which is internally oriented. [t has the
godl to amplify the understanding of a discontinuity for internal stakehalders. Within the second purpose
of the strategy, pilot scale testing (Lynn et al.. 1996), the strategy can be both inzermally and externally
ariented. It depends on the arigin of the testing sample, whether these are internal or external ertitiss.
The last internal ard external criented search strategy is ldea Generators, which can be vsad in bwo
different ways. Ohganizations are recognizirg the oppartunity of using heir stekehalders as sources of
rew ideas, including its custarmers, software developers, managers and suppart staf® [=lorida &
Goodnight, 2005). The second paossibility is the use of exterral agencies for the generation of radical
different ideas {lwamura & log, 1991} In the first way the crientation of the strategy can zs well be

internal as external, the second possikility 1s only external ariented.
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What all externally ariented strategies have in comman is that they have the purpose to address new

sources of information which might lead to discontinuous innowations, which are always outside the
physical boundaries of the arganizazion. This is contrary with the sources of innovation that the
internally ariented strategies address, they all focus within the boundaries of the organization. This is a
major difference and can have zreat impact on the outcome of the innovation process of an
arganizetion. Due to the differences in awvailability of internal and extermal resources, different
gpproaches must be used to address these resources, The corsequences that are allied to these

gpprozches will ke discussed in the next parzgraph.

The secand wariety in search strazegies comes from the different pradations af irvestment for the
implermentation and operation o the search strategies, becavse of the specific characteristics aof the
stratepies. The dif*erent gradations of investment are summarized in Table 4, far which the differences
will subsequently ke explaired. The gradations are based on the nercessity of rescurces for the

implermentation of the strategies, classified in time, employees and funds. This means that the

investiment is determined by the amount of resources that is necessary for the specific strategy
[lohnson, Scholes & Whittington, 2008]. Also, the extert of resourcecs that an crganizaticn devotes to

innovation is a determinant of its innovativeness [Marayanan, 20431,

Averzge investment in

Funds resaurcas
Artive Lzers kedium Lo Ly Loy
Idea Hunter Loy hedium Loy Loy
Using Tke Wehb Lo Medium Lo Lowe/Medium Lo/ Lo
Deep Dive High Loy kedium kedium
EBrakers High Loy Lz kedium
Mutures High Loy L kedium
IntrapreneLrs hedium hAedium hedium hedium
Del. Divarsity kedium High Loy hedium
Frobe And Lezrn Medium/High Medium/Medium  Mediom/High Medium,/High
Cor. Ventura Units High Lot High High
haob, KMainstream High High hedium High
|dea gzneratars High kAedium High High

Taklz 4: Corplexity of search steategles and degree of resourcas

Active Users have been describec as users that are known to be well develoged in the knowledge that
the crganization wants to became [von Hippel, 1593}, When ereanizations want to develop and produce
productsfservices they can be helped with the invaolvernent of these users. PMaost arzarizations have the
possikility to aderess the knowledge of thair customers [whethar business or consumer] in the searchk for
discontinuous innovations, becausse the arganizetion is zlready familiar witk these custcmers. This
zrpues that relatively few funds are necessary for the strategy to be implemented and few employees
are needed to retrieve knowledge from these Active Users. The time that needs to be mace available is
more important, because the Active Users need to be convirced what the added walue far their

participation is. alsc, the importance for the Active User to participate will not always be wvery Figh,
2k
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which deterrmines that the organization needs to be patient in the participation. Organizazions that

incarporate some form of R&D departiment already employ |dea Hunters [Hustan, 2006, This suggests

that an organization only needs to become aware of the presence of these employees. Because the Idea
Hunters are ofter already employed by the arganization the necessity of resources is relatively low, The
arganization does not have to make much time available, because most ldea Hunters already search for
discontinuous innovations in their day to day activities. Also, the necessary funds to implement the
strategy withir the arganizazion are also relatively low, there is no need to facilitate the Idea Hunters
with large amounts of money, Within Using the Web an organization has two choices to use the sirategy
[wan Stamm & Bessanz, 2007). When an organization uses the web in its simplest form, it incarporates
the use of the web as a passive information source, which is hard to ignare in tocay's society, The
recessary time for employees to searck the wehb for potential discontinuous innovations is relatively low,
most employees are well known with the use of the internet. The necessity for funds is relatively low,
kerause of the world-wide availakility of the inernet as a low-bucgat resaource. Causec by differing
interests of employees {an engineer has other interests as a salesmar} the necessary employees to make
tha implementation of the strategy successful is higher when compared to the necessany time and funds.
The mare sophisticated form, the use of the wek as a supportive toal, needs mare coordination and has
2 higher barrier, To create some form o intranet ar extranet the arganization needs to make more funds
availzble, berause the development of these applications calls for specitic knowledge, which is often not
available within the arganization. Tke time that is recessary to implerment the strategy is the same as
within the more simple “orm, for the same reasans, The number of employees that are necessary is
lower, just few employvess will be known with the ceveloprnent of such a tool Ones the tool is
developed it will again ke usad as the maore simple form, which means that than the necessary resources

will chance to those that are necassary for the simple farm.

The first strategy for which the average investment in resources can be labeled as mmedium is Deep Dive.
The purpose of Deep Dive is to study what people actually do and what <heir needs are, rather than wkat
they say they do and want, The necessary time to address these needs is relatively high, because itis a
tirne consuming activity to address consumer behavior (Haolt, 1984), The employees that are necessary to
implement the strategy is relatively low, because just few employees have the passibility anc ability to
recognize the needs, Ta be able to get in cortact with these customers an arganization needs to make it
possible to go to the customer, whethar it is physically ar mdirect, which makes it necessary to make
some funds available. Also, when an arganization prefers to address the customers indirect, it needs to
inyest in forms of commanication with these customers. The Brokers have the purpose to connect sets
af knowledge to each ather, witk the purpose to penerate new insights for discontinuous innovations,
This irmplicates that the necessary time to implement the strategy is high, [tis relatively time cansuming
ta cannect the fields of knowledge to each other, but hecause the fields are already known there does
raot have to Be a large investment in time to recognize these fields, Witkin an organization there are just
few people wha are known to be aware of the existence of the different knowlzedge fields. Alsa, the
funds that are necessary to implement the strategy zre relatively low, because the people that are
invalved are already accompanied by the organizazior and no large investments have tc be made to
recagnize the fislds of knowledge, Futures are used as a method far scenario planning. in which it shauld
ke used in on-going strategic conwersations (Fahey & Randall, 199%8). This implicates that they are

zpplicable or the strategic management of an arganizetion orly, so few employees will actually get
a7
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imnvalved in the sirategy. Also, there are relatively few funds necessary to formulate the Futures in an
early stags which the search far discontinuities is. On the cther hand, the formulatior of Futuresis a very
time consuming activity, because it is influenced by a lat of cifferent factors {i.e. corporate strategy,
market position, etc. ). This implicates that the necessary time is relatively high, As is discussad by Fry

[1287], the use of Intrapreneurs in the search for discontinuous innovations reguires = cammitrnent af

resaurces and also a set of mechanisms o take bright ideas forward, The availakility of recessary
rescurces is mediocre, It starts with the availakility of a specific type or group of employees, which have
the characteristic that they are entrepreneurial. This implicates that if this bype of people are nct already
emplovec they need to ke recruited. Second, the necessary time far the use of Intraprereuring within an
arganizztion is also meciocre. A potential to be dewveloped by aone or more employees within an
arganization asks for patience to cevelop, Alsa, the developrment of such 2 potential may require
investments in, for example, assets, which implicates that the necessity of available funds is there to.
Deliberate Diversity suggests that arganizations should thirk about how they bring topether teams that
Fandle discontinuous innovations. These innovations can be wery diverse of nature [Bessant & Tidd,
2007), which indicates that for each innavation different knowledge, and thus different mermbers of a
tearn are necessary. This asks for a diverse cormmpaosizion of employees witkin an arganization, in order to
ke able to successfully cazer to each discontinuous innovatian, The composition of such a team is very
tirme cansumirg when it is done the first time, but when it is done ones a certain form of repetition
cames in. The necessity for funds to be available is much lower, because the compasiticn does not
divecthy ask for large investments [only when new emplovees need to be recruited).

The first strategy far which the average irvestment can be labeled as high is Probe and Learn, which can
Fave two purposes. If it 1s used with the purpose to visualize the future, whether a picture or a madel, it
seems to come with a low investment in resources, but this is in “act not true. Because of the aftan
radical different nature of 3 ciscontinuity, it i€ hard for arganizations to even imagine what the
innaovation will look like [Thomke, 2003), which has the consequence that there are more resources
recessary as ore would expect on first sight. If the strategy is used with the seconc purpase, as a pilot-
srale testing, the resources that have to be availakle are much higher. The testing of a prototype 15 time
consuming, which implicates that relatively much time needs to be available. Also, the creation and
testing aof a prototype can be very expensive {imagine a protatype car), Not all employees are known to
ke akle to play an active role in the creation and testing of 2 prototype, so the avzailability of employeas
is mediacre. wWith Mobilizing Mainstream the cifficulty lies in the use of resources that are often already
averloaded with work., n most arganizations, especially those that perfarm well, day-to-day activities
glready swallocw down all availakle resources in order to be able to satisfy market demands (Tidd,
Gessant & Pavitt, 2005). This leaves no room for extra activities, which are necessary to be able to pursue
disconzinuous innovations. The relocation of resources is a time consuring activity, espacially whan
recreating rousines in activities. The strategy is formulatec around the availability of employees, which
implicates that the necessity far the availability af these ermployees is relatively high, The anly funds that
reed to be available are thoss that are cannected to employees, whether it ke salary or recruitment
casts. The use af Corparate Venture Units carmes with a high investment in resources for arganizetiong
25 well, because of the demarcation thraugh contracts anc engagernents (Buckland et al., 2003], The
process of creating contracts and building up relations asks for large investments in funds and is very

tirme consuming. The strategy is initiated and farmalized from the top maragement of an arganization,
2R
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which compreherds that just few employees are able to participate in the strategy. When discussing the

recescary investments far the last swrategy, the Lse of Idea Generators seems to have a low zverage
imvestiment on first sight as well, but this in fact is not true, wamura and log [1991) discuss that the
difficulty far the use of dea Generatocrs lies in the perception of the organizztion’s specific
characteristics, |t is hard for external agencies ta identify what the specific characteristics are, esperially
in the complex situations the orgarizations seem to be, This requires the investment o a lot of funcs in
arder to make it possible for an external agency to became familiar with the way an organization coes
business, This process is very time consuming, which implicztes that the time it @kes to be successful is
relatively high, Mot all emplovees are suitakle to get invchred in this strategy. The primary contacts with
zn external agency will be an a high level within the argarizazion. subsegaertly, if meore irfarmation
fram within the arganization is necessary ermployees from differert levels within the organization can get

invalved in the strategy,

2.5.2 Contingencies
In this researck a distinczion is made between two contingencies. These contingencies are based on bath

the common cantingencies from <he theory [Burnes, 200£] and the specific insights on the search
stratepies for discortinuous innovaticn, Also, some generally excepted understandings on the search for

discontinucous innovations have influenced she recognition of cantingencies.

2.5.2.1 Cantingency 1: Sector
The first contingency is cescribed as sectar. Sector refers to the market in which an arganizztion coes
business. A first distinction is made between manufacturing organizations and service arganizations
[Daft, 1291), which is characterized ir Takle 5.

Manufacturing organmizations Service organlzations

Produrce physical goods Produce nonphysical goods

Goods irventaned for later consumption Simultanecus prodecion ard consumption
Cuality measured directly Cuality perceived and difficult to measure
Standardized output Custormized ocutput

Freducticn process removed from the customer Cuszomer paicipates in production process

Facilities site moderately impartant to business success  Facilities site crucial to success of finm
Capizal intensive Labor intensive

Table 5; Dlfferences between manulacturing and serviee organizations (Paft, 1931}

The cifferences hetween manufzciuring and service arganizations are very diverse, z€ comes forward
frarm the table akove. Manufacturing arganizations are those that produce physical gocds. In cantrast,
service organizations produce nonphysical outputs, such as mecical, educational aor transportation
services pravided for customers, which also include the sale of merchandise, Altkough merchandise is a
physical good, the service company does not rmanufacture it but mevely sells it as a service to the
custormer.

Geryices differ “rom manufactured products in tweo ways (MNorthoraft & Chase, 1985). First, the service
customer is involved in the actual production process, The patient actually visits the doctor to receive

the service, it is inescapakle. Second, manufzciured poods can ke placed in inventory, whereas service
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autputs, keing intangible, carnot b2 szored. Manufactured products can all ke put in warehouses and

solc at a later date. However, a service must be created znd provided for the customer exactly when he
ar she wants it

Mext to the difference between manufacturing and service arganizations alse a distinction between
manufacturing arganizazions can be made. A classification 15 made by Eurostat (2006), the statistical
af‘ice of the European Communities, which caollects data on a range of dif‘erent statistical topics, mainlky
from the 27 Member States of the European Union, Gut alsa from the three candidate countries and
frarm the four EFTA countries. The statistical dzta are often only collected at national level, but very
many statistical fields also have statistics at regional level, which gives a more complete picture, The
classifications of the different industries are given in Appendix B, ir which the numbers in the brackets
refer to the ariginal sector defined by Eurostat. The classifications are based on the ratio of RED
expanditure ta GDP ar REDr intensity. The service arganizations are also classified by Eurostaz, which is

presented in Appendix B to.

The classificatiors gprovide a method for classifying the organizations that will ke used in this research,
The classificztions are based an differing R&D expenditures ard R&ED intensity, which proves that the
sector in which an arganization operates influences the necessary resources for innovatiors. |t is also a
cantingercy which influences choices that have to be made in the use of search strategies. In this
research a distinction will be wade in the manufacturing group between High-Tech manufactarers,
Mediurm to High-Tech manufacturers and Low-Tech manofacturers. In the service organizations a

difference will be made between Knowledge-Intensive services and Less Knowledge-Intensive services.

The classi‘ication in which an arganizazion can be categarized has influences an the use of strategies,
When considering the categorization of manufarturers 2 distinction has been made between High-Tach,
Mediurmm to High-Tech and Low-Tech manufacturers, The cateporization was besed on the RE&D
expenciture to GOP or RE&D intensity, because a High-Tech manufacturer makes much mare expenses on
R&D than a Low-Teck manufzeturer [Curostat, 2006). The R&D expenses are based on the uze of
rescurces, which exist of time, employess ard funds, This implicates that an organization that uses many
F&D expenses will use many resources in their RED activities (Eurostat, 2008} One o the important
steps in RELD is the search far discontinuaous innaovations, which means that High-Tech manufacturers will
Fave high expenditures of resources in their search far discortinuaus innovations. This implicates that

the investment in resowces of a stratezy has a connection with the classification of an arganizatian,

Organmizations will choose to implement the strategies that require relatively few investments in
resources first. This implicates that Low-Tech manufacturers will invest in the stratagies that require a
relatively low investment in resources (green strategies), Medium to High-Tech manufacturers can invest
in strategies that require an average as well as a low investment in resources {green and ocrange
ctrategies) and High-Tech manufacturers can invest in all strategies, These arguments are forrmulated in

the propositions below.
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Froposition l1a:

A Loww-Tech marufacturar USes search |
strategies which require o low Investrment in | Actlve Lsers
FESOUITES, | Lows-Tech |dea Hurter
| manufacturers .
Proposition 1h: I Using the Weh
A Medivim to High-Tech monufacturer uses I Deep Dive
sedarch strotegies which require o fow and
. ) | Brokers
medium investment (N resources. I Medi Hiehe
edium to Hig Futures
Proposition 1c: | Tech manufacturers
) I Intragreneurs
A High-Tech manufocturer wses sagreh
strategies with aif levels of Investments in | Deliberate Diversity
FESOLUTES. | Frobe and Learn
: High-Tech manufacturers Corporate Yenture Units
I Maobilize Mainstream
| Idea Generators

Figure & Relatdon between manufactudng sector and necessary resouroes

The ather category of organizations contains the cervice arganizaticns. These arganizations are not
categorized in three sections, as within the categorizetion of manufacturing organizations, but a
distinction is made between Knowledge-Intensive and Less Knowledge-Intensive service arganizations,
The categorizaticn of these arganizations is based upan expenses that zre related to the investments in
rew 2quipment and personnel and 380D intensity. This relates to the expenses in resources as it is
discussed for the meanufacturing organizations; aorganizations will at first invest ir strategies tha: require
low investrent in resources, If their budeet is high enough, they will be able to invest in the strategies
that require large investments ta, The propositions that come forward from this argurment are given next
to Figure 2, which visualizes the relation between the service seczor and the relative complexity of a

strategy,
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_ Intensive service |dea Hunter |
1 FESaUFes. | organizations |
| Using the Web ]
Proposition 2h: . N
¢ | Deep Diva
A Enowledge-latensive service organization uses I ; |
search strotegies with ofl levels of investments I Brokers 1
i ROl e I Futures |
| Intraprensurs 1
|
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: Frobe and Learn I
I Knowledge-Intensive | corporate Venture Units - |
service organizations - - C
ohilize Mainstream
| Mahilize kA t
|
| |dea Generators : I

Lo o o ——— |

Figure 9: Relaton between servlce sector and nedessary resources

2.5.2 2 Contingency 2: Market entronce

The secord contingency is referred to as market entrarce, 'With market entrance the role and position
the organization takes ir the market, and the stretegy that is used when entering the market is meant,
The market entrance strategy of an organization determines to a laree extend how it deals with
emvironmental uncertainty and dependence. |t provides an arganization handles to deal with
uncertainties, in which a difference is made between market pull and market push. As Naravaran (2001)
discusses ‘market pull is the odvancement of techinalogy oriented primorily toward o specific market
need, ond only secondorly towsard increased techrical pedfarmance’. The idea far an innowvation
ariginates with communication about a customer need, followed by a search for techrical soluticns to
meet that need. This is different from @ market gush strategy, which is defined as ‘the odvancement of
techinmiogy oviented primanly toword increased technical performonce, and only seconoarily toward
specfic mareet needs (Marsvonor, 200107 It are two opposites, whick determine in which way an
arganization behaves in a market. An organization that caters to spacitic market needs can best be
characterized as market pull. An organizatior that determines the market needs, or in other wards which
puts technaologies, procuct or services on the market witbout a distinct market need, can best be
characterized ac market push,

What these strategies implicate is that an arganizazior chooses to either adapt to market demands ar to
create markst demands. These strategmes ask for twao different approaches in the search for
disconzinuaus innevations, An organization that chooses to adapt to markat demands needs to be aware
af these demands, so it has to create strategies that are akle to absorb signals on changing demancs. On
the other hand, an arganization zhat chooses to create wmarket demands needs to obtain strategies that

zre able to create imnovations within the boundaries of the arzarization. These are two very diverging
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gpproaches, which ask for dif*erent use of search strategies for discontinuous irnovations, As discussed

in paragragh 2.5.1, it is possible <0 mzke a distinctior between internally and exterrally oriented
strategies. These strategies differ in one important characteristic,. The internally criented search
ctrategies focus within the boundaries of the organizaticn and hawe the purpose to recognize
discontinuous innowvations =t internal sources. The externally oriented strategies cross the boundaries of
the arganization and address external sources inthe search for discontinuities. The strategies that can be
internally as well as externally oriented can use both marke: entrance strategies. The propositions that
ran be made from tkis discussion are given besides the figure that wisualizes the relation betwesn
market entrance and strategy arientation,

.. Market entrance
Proposition 3a:
If an orgonizatian uses o push strotegy in the
) . Pull 3 Fush
way it hondles market entronce more internally

ariented search strotegies will be usea.

| |
| |
| |
| —— |
Proposition 3h: |— — —/— l\— — _/i _ — —
| |
| |
| |
| |

4 y
if g organizoatian wsas g pull strategy in the

) Internal and
way it hondies morket entrance more

External Internal

. ; . . external
externally ariented search shrotegies will be

used,
Strategy orientation

— — — — — — — — — — — — — — —

Figure 10: Reladon hetween market entrance and strategy orlentation

2.6 Orpanizational characteristics
Mext to the contingencies that influerce the applicakility of the strategies on a certain arganization and
the rale complexity and corientation play, the organizational characteristics that create a situation in
which discontinuous irnovations are stimulated ave alzo impartant. These characteristics will be
discussed, with the purpose o give direction to the research, parzicularly the case studies, which will be

discuszed further on.

The first importan: characteristic af organizazions when discussing the behavior towards discentinuous
innovatiors is the distinction betwesen 2 mechanistic ard arganic form of management systerm, A
mechanistic management system is appropriate tc stable conditions, the aorganic farm is appropriate to
changing cenditions [Burns & Stalker, 1962), These twao systems represent a polarity, not a dichotomy.
This mears that the wwo farms are at the axtremes af 1 line, and that there are many less radical forms in
ketween, As discussed by Tidd et 2l (1999} an organization hat is affected by z discontinuous
innovation or which searches for such an innavation has to operzte ir an unstable envircnment with
rapidly changing conditions, This implicates that, in discantinuous conditions, an arganization should aim
zt 3 more arganic form of arganization. The characteristics of the mechanistic and organic organizaticn
zre sumrarized in Table &.
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Specizlization of tasks Wuch greater flexibility

Closely defined duties, respansikilities and technical  Adjustment and continual redefinition of tasks
me:-haods
A clear hierarchical structure with insistence on A network structure of contrel, authoriby  and
lovalty to the oreganization and obedience to  cammunication
SU et ors
Lateral corsultrtion based on infarmation and advice
rather than instructions ard decisions
Commitment to the work group and its tasks
Impartance anc prestipe being determined by an
individual's contribution to the tasks of their work

eraup rather than their position in the hierarchy

Table 5: Characterlstles of the mechanlsde and organlc organlzatlen {BEarnes, 20404}

These characteristics provide the opportunity to analyze whether an arganization in this research is
closest to being 2 mechanistic or an arganic manzgement system, As already mentioned, for the search
for discontinuous innovations the arganic managernent systemn is rmost zppropriate, it gives the
employees the necessary freedom to be innovative. As Moare and Tushman [1982] ciscuss,
arganizations that use a management systerm that is best characterized as arganic are much meore
successful in pursuing discontinuous innovations, they car more easily adapt to environmenzal

turbulence.

Within an organic managemant system it is impaortant that certain specific factors are created. Lynn and
Reilly [2002} have identified the most common factors that contribute to successful product
developrment, forusing on what they call ‘hlockbuster’ products, which zre innovaticns that are more
radical and successful than most new products. They idertified & key practices that contribute to the

successful developmert of ‘blockbuser” products:

1. Commitment of senior management
2. Clear and stable vision

3 Improvisgtion

4. Information exchange

5. {Collabaration under pressure

All “ive practices operate as a system and blockbuster development teams should adopt all practices,
These steps are applicakle on the innovation process in its entirety, bat each step has imphcations on the
search phase as well. The implications of these practices or the search for discontinucus innavations will

be discussed.

At first, as Lynn and Reilly [2002] argue, those teams that had full support and cooperazion fram senior
managerment were able to develcp ‘Blockbusters’. These senior managers functioned as sponsors for the
project and took on an active and intimate role. Also, managemens: must create an atmosphere of trust,

caarcination and control, because key individuals or champions often play a critical rale during the
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innovation process [Bessant & Tidd, 2007)], Secand, it is important to have a dear and stable visicn, with
cpecific and enduring parameters, These parameters zre the key reguiremenze for the innavation.

MWisston awareness is a strong predictor of the success of RED projects, the degree to which depends on
the stage of the project. For example, in the search phase. missicn awareness explains zround twea-thirds
af the subsequent project success {lahnsor et al.. 2008), Leadership clarity is also associated with clear
tearn objectives, high levels of participation, commitment to excellence and support for inrovation,
Leadership clarity. parthy mediated by good team processes, s @ good predictor of team innovation
[Bessant & Tidd, 2007). In the third practice Lynn angd Reilly 2002) argue that nobady is so brilliant that
they can see the end product from the beginning. This leaves that :heir needs to be room for
irmprovisation during the search for discantinuities = the steps that are taken in the search need to be
flexible and adjustable to unforeseen events. Also, the searck for discantinuities is characterized by the
unfaresaen charactar of it, these avants zre hard to recognize, which asks far a flexible approach. Fourh,
effective communication and information exchange 15 another key gpractice. Exchanging information
apenly and clearly can be challenging It is important to provide the right infarmation at the right time at
tha right place, ctharwise the cutcoame of the process can ba negatively influenced. Craployees call on
each other through a variety of informal and personal ways like casual conversation, phone calls and
meeting. In addition maore farmal knowledge exchange happens through a system far recording, staring,
retrieving and reviewing irformation [Bessant & Tidd, 2007). The fifth practice cames from the external
arientaticn of some strategies, as discussed ir paragraph 2.5.1 These strategias are addressirg externzl
sources of information in their search for discontinuous innaovaticns. Callaboratior in the face af
canflicting functions and other sources of internzl and external pressure requires @ number of facilitating
factors (Bessant & Tidd, 2007}, Orgarizations need to be aware of the pressure that can accur when

internal and external sources wizh very diverging interasts are comhbined.

What can ke argued is when arganizations want to search and pursue the best ciscontinuous innovations
they need toc make sure that the five key practices are implemented in the organization, Also, it s argued
that a more organic form of management systern creates the best circumstances in which an
arganization can pursue discontmuous innovations, These key factors together form a basis for the
analysis of the case s:udies; they make it possikle to perform 2 cross czse analysis on the cases to

detenmine which factars are crucial for the search for discortinuous innovatian.
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3. Methodology

In this chapter the methodalogy, as already briefly discussed in chapter 1, will ke extensively discussed,
with the purpose to provide insights on the appreach that has been wvsed and whas specific stepe Fave
been taken in order ta be able to answer the research gquestion. The metkods thet were uzec to shape
the thearetical frarnework have already been discussed in paragraph 1.3.1 and will not ke elaborzted on
eny more. This chapter will focus on the empirical part of the resezrch, which exists af hoth the

nuestionnaire, case studies and the analysis.

21 Questionnaire
The first empirical step o this researck consists of the vse of a guestionraire. The goal of the
questionnaire is o develop insights on whether the search strategies, as formoulated within the theory,
are actually used in practice, This calls far a formal study (Cooper & Schincler, 2003}, because it begins
were the literature search leaves off. The guestionnzire is used to give insights on which search
strategies are being used, and how well a strazegy waorks for the organization. This means that there is no
power to produce effects in the variables [ex post facto), and the stady will be communicative. The
guesticnnaire is concerned with finding out who, what, wkere, when and ko moch [Coogper & Schindler,
2003) and has 3 descriptive purpose, Because the questiormaire is held at a certain moment in time, the

time dimension is cross-sectional.

The original questionnaire has been formulated by the Dllak, by dr. Betzina wan Stamm. The same
questicnnaire has been used, except for adaption to the Benelux. The reason why this is done is baczuse
this way the results will be representative with research that has already Eeen done by octher Cllab’s and

the results will have wvalue far the Dllab community,

The guestionnaire contains questions abcut whether one ar more search strategies were recognizad
within the carrespondent’s arganization and the experience of the usefulness of these strategies,
whether these strazegies rezlly worked for the arganization. With the results of the gaesticnnaire an
zssumption can be drawn on what the most used search strategies for discontinuous innavation are, and
whether aorganizazions use ane distinct strategy or more strazegies cambined. These conclusions are
used cnly for 2n indication, they do not have the furction to generalize these findings to a greater

popJlation, The results of the questiornaire will be used to shape <he case studies that will be dane.

The guestionnaire has been send tc 10 organizations in the Benelux {the questionnaire is recorded in
Appendix C). The oriteria that has been applied is the following. The selected arganizations have to play
an active rale in the research done by the Dilab Berelux In total seven arganizations returned the
nuesticnnaire, The reascns why three of them did not respondent are Gecause of a lack of availakle time

ar dechning interest.

The oreanizations that have returned the gquestionnaire can be categorized with use of the classification

of Eurcstat fas discussed in paragraph 2.5.2], asrepreserted in Table 7.
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Sectar Organization [Curastat category]
High-Tech manufacturers Company E {33}
Company D {32}
Wedium te High-Tech manufacturers Company A [29)
Low-Tech manafacturers Company H {26]
Company G (36to 37
Knowledege-intensive service organizaticns Company C{72]
Less krowledge-intensive service argamaticns Company B [B0)

Tahle 7: Rezpondent organlzation grouplng

3.2  (Casestmdies
The second empirical step in this research is the fulfillmeant of case studies. The case studies have the
podl to investigate the patterns that have been gathered with Ls2 of the questionnaire, and to examine
Fow the cases relate to the specific organizational characteristics, as ciscussed in garagraph 2.6, The case
studies that will be usec are a tyge of formal study, in which thke data 1= gathered by
interrogationfcommenication (Cooper & schindler, 2003), There will be no power to produce effects in
the variables under study, because the design is ex post facta, The study has a clear descriptive purpose
znd iz done on a cross-sectional base. The research environment is a clear field setting, in which typical

rases are irvestigated in order to get a broad and in-depth irsight aon the topic.

A cace study is defined by Babbie [1998) ac ‘the in-depth exomingtion of o single instonce of some sociof
phenomenon, such as a village, 2 family ar o juvenile garg’. or as Cooper and Schindler {2003} puat it
Cose studies ploce mare emphasis on g full contextual analpsis of fewer events or canditions and their
interrefotions”. Case studies are useful because they provide answers to 'how and why” questions akout a
cantemporary set of events aver which the investigatar has little or no cantrel [¥in, 1987). To give good
insights on the management of search strategies within organizations an in-depth exarmination is
requirec. By using case studies it is very likely that the *how' guestions [research cuesticn 2 and the
central question] are elaborated and answered and thus give detailed information about the most

impartant search strategies in arder to answer these questinns.

The case studies will be executed as a qualizative field research, A gualitative field research is useful for
several togics such as relationships, roles, practices, orgznizations and settlements (Babbie, 1998].
Locking at the care topic of this research, how crgznizations organize themselves, all these topics can be
recognized, The purpose of the case studies is to gather insights on the way arganizations search for

discortinuities.

3.2 Description of case shudics
In this section a short description of the selected cases will be given. The zeneral characteristics, the
division of the crganization from which is being participated and the rale of discontinuaus innowation
within the organization will be discussed. A mare cetziled desoripzion of the cases is recorded in
Appendix E. In Table B the cases are summanzed, after which for each case 2 short description will be

Eiven,
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A ) C D C
Core businass R& D of rator Consultancy, Consulting, Applying Ceveloping
blades and achisory and Technology technologies and producing
nacelles for de<ign in the Laryicas and into first af a Sensors and
wind turbines  railroad, water dutsourging kind products Controls
and erergy
market
Eurgstat categary 29 o0 2 3z a3
Tvpe of Subsidiary Halding Subsidiary Subsidiary Subsidiary
argarization
Lecation Hengelo Utrecht [n.a)  Utrecht {Paris) EindFoven Almelo
[Headguarters] {Amsterdam} [Eindhowvern} [Attlebara,
Mass. LS4
¥ Employees 45 {45000) 1200 [n.a.] 7500 {RO0O03) 1000 (70000) 300 [#0040]
[corporata)
Turnoeear Mot reported £ 138 million € 200 millian € 702 millicn Mot reported
[corporate) separately im.a.l [€ 1.64 billian} (€ 25 hillion) separately
[32.2 billicn) {51.3 hillion)

Tahle &: Case study descrptlons
The cases can be grouped in koth High-Tech and Medium ta High-Tech manufacturers and Knowledge-

Intensive and Less Knowledge—Intensive service arganizetions, but unfortunately it lacks arganizations
that can ke cetegcorized as Low-Tech manufacturers. These “irms were not willing to get involved as a
case study, because of z lack o available time and resources, This has implicazions for the cross-case

analysis, which will b2 discussed in chapter 6.

324 Lascstndy data collection
According to in [1987) there are six sources of evidence in case stuadies; documentation, archival
recards, interviews, direct observations, participant abservation and physical artifacts. In this research
interviews are held with employees fram within the arganizations as described above in the cases, Also
the corporate wehbsites znd where zpplicable the divisionzl websites have been skinimed for
information. Due to the limited use of differert poirts of view from within the cases, the level aof
triangulation is limited. There are two reasons why there is not made use of a higher level of
triangulation. First, the case stucies are founded on the retreved questionnaires. Therzfare the Barvier
far a third persor to be akble to answer the guestions witkin the case studies is relative high, bacause
that person would not be familiar with the train of thought that is necessary to discuss the topic, The
perscns that have filled in the guesticnnaire are known o ke familiar with the topic of discontinuous
innovation, because they attended in the first workshop of the Dilab Benelux, Second, the purpose of
the research is to retrieve insigh:s or the way companies organize the search phase for discontinuous
innowation. This means that the data callection within the case study will be based on a representation
af the way a company argenizes itself, which 15 not influencec by a3 person's interpretztion of the

cituation of the arganization, at most by the perception of the specific guestion.
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3.5 Interviews

The main source of evidence will be the intervisws that are held witk the contac: persons within the
specific case. Interviews provide a targeted and ‘occused direction for the case study. However, poorly
canstructed guestiors can lead to a3 hias, and there ic zlsa the risk of 3 respondent bias, when for
exarmple the interviewee provides answers what the interviewer likes to hear, Howsver, interviews are

seen as an essential source of case study informatan (Yin, 1987),

The intarviews have keen semi-structured, This way it is prevented that the respandents arswer the way
they think the interviewer wants them to answer (survey research bias (Babbie, 1998)). During the
interviews also some space has been left for any addizioral information that is not included in the
research questions in arder to ohtzin as much relevant and useful infarmation as possikle. This way a
broac wiew on the arganization of the search pkase for discontinuous innovation within the cases is
zcquired, The sequence of the questions is dividec into 4 sections. The first section consists of three
eeneral questions, with the purpose to start the conversation and ta be able to sketch the context from
which the conversation is cone. The secand sector centzins questions founded by the results of the
guestinnnaire. The answers on these guestions maks it possible te analyze the inncwation strategy that
an organization uses anc which organizational characteristics can be recognized, Also, the relztions
ketween the search strategies will become clear from these gquestions. The third section zocms in an the
stratepies that were judged as successful by the cases. The goal of these guestions is to gather insights
an the use o these successful strategies. Witk these mnsights 3 clear underszanding is generated on the
gpproach that the specific case study uses in the use of the search strategies. The most important topics
in these guestions are the availability of resaurces, the target of each strategy. the arganization of the
strategy and the specific characteristics of each sucrcassful strategy, The final section lzaves room far the
interviewese to discuss topics that did not come up in the interview. The protocal that belores to these

questions is recorded in appendix D,

The interviews have taken place face-to-face. Tao make it as comfortzble as possible for the interviewee
tha interviews tock place in their natural environmert and the outcomes have been remained
canfidential, This brings in the advantage that the interviewees could speak freely, Befare the interview
Fas been executec the protocol was explained, includirg canfidentiality, and it was asked befare each
interview if the interviewree agreed that the interview wolld be taped fnone refusad). In total a number
of 5 interviews were held, in which the lergth varied between 50 minutes znd 98 minates. The
interviews were transcribed anc send to the interviewee far cantral, The reason why the interviews
were recardec and transcribed ic that this provides 2 more accurate rendition of zn interview than any
other methed {¥in, 1987). For transcribing the interviews the guidelines as described by fMclellan et al.

[2003] have been used, as summarized below:

1.1 Precerve the morphelogic natdralness of franscriptior. Keep word forms, the form of
carmmentaries, and the use of punctuation as close as possikle to speech presentation and
cansistent with what is typically acceptable in written text.

2.1 Preserve the naturzlness aof the transcript struczure. Keep tewt clearly structured by speech

markers {i.e. like printed versions of plays or movie scripts),
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3.1 The transcript should ke an exact reproduction. Generate a verbatim account. Do nat

prematurely reduce text,

4.1 The transcription rules shoule be universal. Make transcripts suitakle for both humen/resezreher
and computer use,

5.1 The transcrigtion rules should be complete. Transcribers should require anly these rules to
prepare transcripts. Everyday language competence rather than specific knowledge ez
linguistic thearies) should be recuired,

6.1 The transcription rules skould be incependent. Transcription standards should be ncependent
af transcribers as well as understandable anc apglicable by researchers or third parties.

7.1 The transcription rules should be intellectually elegant. Keep rules limited in number, simple and

edsy ta learn.

The transcription of tke interviews has been done as lhiterally as passible ir order to stay close to the
taped interview, which enhances the accuracy of the transcribed interviews. In the transcriptions also
the nates that were made during the interview were ircorporated. Within the protocel for each question
different bullet points were formulated in front, which cauld be checked aff if the interviewee would
mention that specific topic. These bullzt paints were also recorded in the transcription. The interviews
Fave been executed, transcribed and analyzed by the same researcher which enhances the zccuracy,
kecause the same person does all the wark and ne transfer of data cccurs between different people. The

average size per transcriptior is 8 pages and contains on average 4000 wards,

3.6 Dala analysis
Tc make it possible to anzlyze the large amounts o extended data a selection of data is necessary, The
data is analyzed with the use of a twao step approack. At first the within-case data is analyzed in arder tn
ke able to understand what is gaing in that specific case. Subsequently a cross-case znalysis is done in

arder to make it possible to search for cross-case patterns (Eisenhardt, 1989),

Within the first step the cases have been described with use of the theary, in order to be akle to analyze
the specific siteation of that case, In this way it is possible to became intirmatebly familiar with each case
25 3 stand-alone entity {Sisenhardt, 1952). Within the case description the search strategies have bean
discussed, ir order to allow unigue patterns to emerge and give the researcher the opportunity to
becarne familiar witk ezch case and so accelerate the cross-case analysis, The second step has been to
search for cross-rase patterns. The tactic of selecting dimensions and to look “or within-group similarities
caupled with intergroup differences has been used (Eisenhard:, 1989), This analysis should result in
knowledge on how organizations could search far discortinuous innovation. The state of the art
literature Fas described what strategies are available in general, but no specific insights on the actual
arganization of these search strategies are availlable., Wher the practical findings are linkad to the
current theoretical insights, recommendations can be given tao the Dilak Benelux and the participating

arganizetions on possikilities for argarizing the search phase for discontinuous irnovation.
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4, Questionnaire

In this chapter the practical insights, based on the results frowm the guesticnnaire on the search
strategies for discontinaous innovation will be discussed. In the theoretical frameweork the search
strategies hawve been discussed, which has led to @ number of propositions, With the use of a
questionndire 3 first attempt has been made to investigate the usage and successfulness of the cearch
strategies. These results will be presented in this chapter.

4.1 Strategy use
As discussed i previous chapters, each organizaticn within the DILab Benelux has received a
nuestionnaire. Far each strategy the respondents were asked whether they used a strategy within their
arganizztion, by givirg therm a short description of the stretegy (see appendix C for the guestionnaire].
On bkasis of these descriptions and the shared perception on the topic of discontinuous innovation, as
achieved in the first workshop, they were ough: to be able to provide insights on their usage of the
strategies. The first purpose of the analysis of the catz is to provide insights for the propositions, as

discussed in chapter 2, Therefare all proposizians will be discussed separately.

4.1.1 S[ector and investment in resources
It was aszumed that thers is a relation between the sectar in which an erganizaticn operates and the
investiments in search strategies by the arganization. This should carme forward in the use of the search
strategies by organizations. The relations between the sector znd the necessany investments for a

stratepy are visualized in Takle 9, which will subsequertly ke discussed and explained.

r - BN S B B . S .. .. I \\\\'\\\\\\\\"L\\\\l\\\\
Artive Lzers Mo Yes Yes Yes E Yes Yes Yes N 1]
|dea Hunter I Yes Yes Yes  yes E Mo Yes Yes E B
Using Tke Wekb I No Yes Yes U yes " Yes Yes Yes B

. e
Deep Dive I No Yas Yes U No -+ Yes  Yes Yeg 5
Brakers : Ma Yos Yes U yes Mo Yes ¥es 5
Tutures : Yes Mo Yes : Mo Yes Yes Mo 3
Intrapreneurs : Mo Yes Yes : Yes Mo Mo Yes 4
Deliberate Diversity : Mo Yes Yes : Yes Mo Mo Yes a
Frobe And Lezrn ; No No No : Mo Mo Yes Yes 2
Corporate Wenture Units I Yes Yes MNo | Yes Mo Mo No 3
hlokilize Mainstream I Yes No Yes ; Mo Mo Yes No 3
|dea generatars I N N No I Mo Yes Mo No 1

Total I 4 8 =] I K =} 7 8

Table 9: Scarch strakegy use and necessary redaurfes

In Takle @ the propositions from chapter 2 are visualized with use of the dotted lines, The purple datted

line represents the assamed use of search strategies by the High-Tech manufacturers anc knowledge-
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Intensive service organizations, the orange line represents the use by the Medium to High-Tech
manufacturers and the green line the use by the Low-Tech manufactarars and the Less Knowledge-
Intensive service organizations. If the data would have bea=n in line with the propasitions, than the
ansywers within the dottec lines would have baen es' ard the answers autside the datted lines would

Fave been ‘Meo’. What can be argued is that for this sample the propositions are correct up to a certain

level, The organizations within the green dotted lire use the strategies they were expected to [except for
Idea Hanter by Campany H). They use strategies outside the bax as well, which could incicate that the
categorizetion of these organizatiors is incorrect. Arother possible explanation is that these
arganizetions have a R&D budpet that exceecs the average RED budget of their category, which gives

them the opportunity to use more strategies than just those that need a low investrment in resaurces.

The arganization within the arange line uses & out of 9 sirategies within the box and 1 out of 3 cutside
the box. The strategy that the crganization was not zssumed to use {Carporate Yenture Units) will be
discussed in paragraph 4.2.3. For this specific organizazion the proposition seems to ke correct, baczuse
it uses maost of the strategies it was assumed it would use; the proposition does not say all strategies in

that specific category have to be used,

Far the arganizations in the purple box both Cormpany O and Company C use a composition of search
stratepies chat is up to 3 cerain extend in line witk the proposition, What is not in line with the
proposition 15 that Company E ases a totally different approach. The rezson why the approaches aof these
arganizetions differ cannat be given with the results of the questionnzaire salely, this should become

clearin tke case studies.

4.1.2 Marlict cotrance stratepy and search strategy oricntation
It was proposed that there was 2 relation between a market entrance strategy of an organization and the
arientatich of the search strategies. [t was assumed that creznizations that use a market pull szrategy

waould use externally oriented search s:rategies and that crgarizations that use a market push strategy

— e o o o e o . . BT AEEALIEEE R LT RRLI R R R R TR R R E R R AL LW RN Y

Idea Hunter N Yes N
[Mutures Mo Mo Mo X Yes Yes Yes Yes E 4
Deepn Dive Yes Mo Yes \ MNo Yes Yes Yes N
Brokesrs Yes Yes Yes \ ;\'\u\n‘\\‘.\\‘NP‘\\‘\EES‘1“\\\EES\\“E 5
Intrapreneurs Yes Yes Yes Mo Mo Mo Yes 4
Celiberate Diversity Yes Yes Yes Mo Mo Mo Yes 4
Corp Venture Lrits Yes Yes Mo Yes e Mo No 3
kaokilize Mainstream Mo Mo Mo Yes Mo Yes Yes 3
Artive Lsars Yes Yes Yes Mo Yes Yes Yes &
Using the Web Yes Yes Yes Mo Yes Yes Yes B
Frobe and Learn Mo Mo Yes Mo Mo Yes Mo 2
Idea Generatars Mo Mo Mo MNo Yes Mo Mo 1

Total 8 7 B 4 f 7 |

Table 10: Strategy use and internal ar external arientation 47
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use internally ariented search strazegies, The relaziors have been visualized in the Tzble 10.

The table wvisualizes the relation as follows. Orgdnizations that vse a market pull sirategy are
characzerized by the preen dotted lines, the arganizetions that use a market push strategy are
charzcterized by purple dotted lines. These lines are connected to the distirction hetwsen internal
[purple} and external {green] arierted search strategies. The strategies that can be Goth interral and
extermnal do not have a color, becacse they were not recorded in he propasition. According to the
propasitior, it was assumed that the organizations that used a market pull strategy would use external
ariented search strategi=s and arganizazions that use 2 market push strategy woulc use internally
ariented search strategies. This is visualized with use of the dotted baxes. In line with the proposition it

was expected that the answers insidz the boxes are "Yes" and the answers outside the baxes ‘Mo,

When comparing the results of the push and pull organizztions, there seems to be same relation as it is
farmulated in the propasition. n the push-graup use has been made of B cut of 12 {=0.6R) externally
ariented strategies, 8 out of 12 [=0.68) interrally oriented strategies and 7 out of 12 (=058} strategies
that combine both, In the pull-grovp use has been made af 12 aut of 16 {=0.75) externally ariented
ctrategies, & out of 16 [=0,38) internally oriented strategies and & cut of 16 [=0.50) strategies that are
internally and externally arented, In the push-group the fracticn varies between 0,58 and .26, they are
relazively close to each other. This indicazes that ir this group no major difference is found between the
internal and external strategies and those that combire both. In the pall-group the differences in the
fractions are much mare diverse. The strategizs that were assumed o be Jsed have a fraction of 0L75,
the strategies they ware not assumed to use have a fractan of 022, This incicates that these
argarizations use a different composition of strategy orientation. Therefore the proposition “ar the
push-group seems to be inapplicable, but the proposition for the pull-group seems zpplicable. The

reason why this difference cccurs should became clear ir the following chapters.

4.2  Patterns
Mext to the recocgnition whether the propositions were found in a positive or negative way in the sample,

there zre different patterns recogrizable in the datz. These patterns will ke discussed in this section.

4.2.1 Strategy use and need far investment
The first pattern that is recognizable is that the use of 3 strategy seerms to have relation with the nead
for investment. The strategies are sorted on basis o° need for investments, the strategies at the right in
Figure 11 neec :he largest investments to ke implemented. What can be se2en is that if the nead for

investment enlarges, the strategy is used less often.

43

WA R, Wanschers



|k
1

1S}

L]

discoantinuousl||

Innovation

F
Y

University of Twente
The Netherlands

Strategy use (n=7)
_—..k |

b I SR ST TR Sy 1
1
I—

S L0 e 5 o o . T e’ e
ST VORI S k"’\é & S &
VO e RS SE YN S

ST PN MR AR I\ S
RSP PO <@ o
v N S g @ >
Y & & o 4
R N
P C
Fipure 11: Strategy use

Az can he seer in the figure above, & out of 7 arganizations use the strategies that require a relative low
investment in resources [green bowx), Alsc, the strategies that require a3 medium investrnent in resources
ta ke implemented (arange box) are much more often vsed than those strategies that require relative
large investrments in resaources to be implemented [purple box), This indicates that organizations choose
to use the strategies that need few investments in resources more often than those that require a large
investment in resources. Bercause of the small sample size the external validity of this stazement is
relazively low, What must ke roted is that the use of Probe and Learn does not follow the path of the Lse
af the stratzgies. In chapter 2 is was discussed that the strategy can serve two differen: purposes (Lynn
et al, 1295 Tramke, 2003}, This mizght lead to the situation that the strategy s used as the mere
sophisticated farm by the ovganizations, which has a high averzge investment, while it is visualized asthe
farm whick requires a medium irvestment in resources, Becazuse the questian in the questionnaire was
raot based an this dichaotomy it is hard to say whezher this is the rigkt explanation, but it should Eecome

clear from the case study.

4.2.2 DeopDive and Active Dsers
The second pattern that can ke recognizad is the use of Deep Dive in addition to the use of Active Users,
In all cases where Deep Cive is used there 15 also made use of Active Users, which seems to have some

cannection. This is summarized ir Table 11.

&

Active Lisers Mo Yes Yes Yes Yes Yes Yes

Deep Dive Mo Yes Mo Yes Yes Yes Yes

Tahle 11: Deep Olve and Act e Users

Deep Dive is used five times and Active Users is used six times, Whan lookirg at the theoretical
discussion on both strategies there might be an explanztion for the relation between these bwo

strategies,
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The first ghase in the madel describing the customer innovation program [Desouza et al., 2008) contains

the idea generation with use of Active Users. For the sezrch for discontinaous innowvazions this means
that an arganization uses users that are well developed in the knowledge that an organizatior wants to
kecorme in the creaticn of possible innovatiors. & major implication thzt an arganization needs to be
aware of is that the way of communication with the customer is very important. As Desouza et al. (2008]
put it: “argonizations reed ta hove the rnght commuonicatian tools to get the right kinds af ideas fram the
rigft saurcss, vwha may reside arywhers” This indicates that the added wzlue for creanizations tao use
Deep Dive within the Active Users is presant Alse, as Kirkkdinen and Elfvengren (2002} state, the
essential objective of the use of Deep Dive is to provide useful information for the early phases of
innovation, This means that the use of Deep Dive, cornected to the use of Active Users, is most
zpplicable cn the “irs: phase of the customer innovaton program, the idea generatior. These arguments
lead to the understanding that Deep Drve is used as 3 logic addition to the use of Active Users, in which

the main purpose i€ to increase the guality of the generated insights,

4.2.3  Corporate Venluce Uails
The third pattern that can be recognized within the data is the restricted use of Corporate Yenture Units,

75 iz wisualized in Teble 12.

Corporate Yenture Units Yes Yes Yes N Mo No Mo 3
Table 12: Use of Carporate Venture Units

As already discussec, the organizations were categcrized in five different sectors. As can ba sean in Table
12 Corpovate Venture Units 15 used by the High-Tech and Medium tco High-Tech manufacturers only,
When looking at how won Starmim and Bessant [2007) describe the strategy, three possible reasons why
the s:rategy is used come up. The first is that zhe innovation at hand has a too small potentizl for the
firm, and therefore falls outside the strategy of the organization. The secand is that the innovation i
expacted to be so risky that a possikle failure would Fave a tremendous negative effect an the current

business. The thirc possibility is that the innovation falls outside the current part olia,

Censidering the dynamics o the High-Tech and Medivm to High-Tech manufacturers, all three
argarizations operate witkin a market that is very dyramic and in which they undergo a high degres of
campetition. Alsa, the irnovations that they place in the market are best described as radical
innovations. The market of the Low-Tech manufzcturers an the other hand is less dynamic, and the
campesition is not as much based on radical inmowvatiors, kut more cn disruptive innovations, The risks
cantained ta the intraduction of radiczl new innovations for the High-Tech and Medium ta High-Tech
arganizations are high, because of the rmarket characteristics and the type of technologies that are
integrated in the products. Within the Low-Tech manwfacturers the innovations are more disreptive of
rature, which means that innavations are kased on a more zecepted principle. & possible failure has less
regative side efects on the organization and therefore the necessity to use Corparate Wenture Units is

much lawerin the Low-Tech sector as within the High-Tech and Medium to High-Tech sectar.
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The service arganizations do not create market demands in such a way that they develop and produce
rew products, The speci‘ic charzceristic of these service arganizations is that they always waork together
with their customers in arder to create new services ard agplications. This means that the cegree of risk
for innavaticns is much lower as “or the High-Tech arganizations, beczuse the innovations that are done
are based an a shared perception between the customer and the consultant. Thersfare, the banefit for
the service organizations to use some farm of Corparate Venture Units in that situation would be much
lower when compared to the High-Tech and Mediom to High-Tech rmarufaciurers. Also, the main
characzeristic of a service organization is that it delivers services, which are based on a cer:ain
cantractual peried. This means that if they irtenc to ose Corparate Yenture Units within their
argarization the contractual pericd of their services needs ta be quite lang in order to give the Corporate
Yenture Units the opportunity to ke profitakle,

4.3 Sirategy success
In the paragraph 4.1 the use of the strategies has keen discussed. Mext to the use of the ssarch
stratepies the questionnaire contained a question on the perceived success of the search strategies to.

The perception of this success will be discussed in this paragraph.

4.3.1 [Ise and success comhbined

When the use and the sucress of the search strategies are combined the following figure can be derived.
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Flgure 12: 5trategy use and success

The figure is in line with the representation as it is abtained in paragraph 4.2.1, with the difference tkat
the red line in the figure is new, it represents the average success of the strategy, as it was indicated by

the participating organizations in the questionnaire.

The strategies that require a high investiment in resources will be left out of discussion, because these
are used just a few times, which wmzkas them highly dependent an ane low jLdegment. Frabe and Learn
will alen be left out of discussion, for the same argumert as in paragraph 4.1, the strategy can be used in
two different ways and with the cuestionnaire iz cannot ke said which way is assessed by the

crEanization,
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The strategies that require few resources to ke implemented (green box) have an average cuccess that
varies hetween 3,3 (Using the Web) and 3.8 {Active Users), The strategies that require an medium
imvestiment in resources have an average success that wvaries mach mare, from 3.6 {Desp Dive and
Brokeys) to 2.3 (Deliberate Diversity], This indicztes that the sirategies that require few resources, which
gre used mare ofter, are more successful than those that require 2 medium investment in resources,

4.3.2 Sueeess of individual nrganizations and market entrance greup
The second contingency that has been discussed in the previous paragraph was market entrance. In the
data a relation was found between this contingency and the origntation of search strategies,
argarizations that use a market pull strategy use more externally ariented search strategies. This
canclusion lezves the success of these strategies out of discussion. Therefore the success of these
strategies has been visualized in the fallowing table ard will subsequently b2 discussed.

. N RN RS BN RS BN B L R R R R R R TR R L R R R W R R R R L RRR R R RR R,

ldea Hunter 3 M.A. 3 Y 3.67
Mutures 4 a 3 E 3.50
Deep Dive MLA, a 4 E 31.60
Brokers \\p,i&g\k‘\r\]{&;x \\x\\\‘“\s 3.60
Intrzpreneurs M A NA MA ? 2.75
Deliberate Diversity MA N.A MA. 2 2.25
Carp, Venture Units 3 MoA. MNA MLA. 4.00
Mokilize Mainstream 4 3 MUA. d 3.67
Artive Lsers ML a1 ! 4 3.83
Usirg the Web H.A. 3 3 4 3.33
Frobe zind Learn MLA, 3 ML M_A. 3.50
ldea Generataors A MoA MA ML WA 3 MLA. 3.00
Average success 363 210 363 3.50 350 357 133

Takle 13: Strategy use and internal aor external crientation

The table is aorganized in the same manner as is done in paragraph 4.2.2. The di‘ference lies in the
rumkbers, these regresent the success of each strategy. The rate of success waries from 1 [wery
unsuceessful) to 5 fwery saccessful). The strategies that heve not been used are represented with MLA.
[nat awailakle}. First the average rates of success of the individual arganizations and the groups {push

and pull) will be discussed.

When looking at the rete af success of the strategies of the individual organizations the success of the
internally arientec search strategies at Company A are relatively low, What the reasan is why Company A
judges Intrapreneurs and Deliberate Diversity [and zlsa Using the Web) cannot be given with the results
frarm the guestionnaire, kot this should become clear in the case studies, The average score of the push-
eroug is 3.39, the average score of the gull-group is 3.46. These vary not much, which indicates that the

overadll score is relatively balanced.
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The arganizations in the push-group did not wmake a distinction between internal and extarnal orientad

search stratepies, as was discussed in the previous paragraph. In the pull-group a distinction is made in
the use betwesn internally and externally oriented search strategies. The rate of success of the three
groups af strategy crientaticn in the push-group are as follows, The externally criented search strategies
Fave an average scare of 3,38, the internally oriented search stratzgies hawve an average score of 3.13
and the strategies that can ke koth irternally and exsternally arierted have an average score of 3.71. The
rate of success of the three groups of strategy orientation in the pull-group are as follows. The 2xternally
ariented search strategies have an average score of 3.75, the internally arientad search strategies have
an average score of 3,00 and the strategies that can be both internally and extermally oriented hawve an
zverage scare of 3,38, With the results of the use of the strategies in mind, the most interestirg averace
is. that of the externally ariented search strategies in the pull-group, which are higher as the overall
average score of the pull-group and alse higher of the average scare of the externally ariented search
strategies of the pusk-group. This indicates thet the arganizations that can be characterized with a

market pull strategy use more externally orienzed search strategies, which arz also more successful.

4.4 Summary results questionnaire
In this chapter the results from the gquesticnnaire hawe been discussed. These results have led to a
rumker o understandings and irsights on the fermulated propaositions and to @ number of patterns that

Fave been recognized. These insights are surmmarized as follows:

¥ Ma relation has been found between the contingency sector and the necessary irvestrment in
resources for a search strategy [proposition 1 and 21,
¥ QOrganizations that use a pull strategy use maore externally oriented search strategies {proposition
3a), organizations that use a push strazegy do not discriminate between inernzlly and externally
ariented search strategies {proposition 3b).
¥  The externally oriented search strategies of organizetions with a market pull strategy are mecre
successful when compared with their internally oriented stretegies ard also when comparec with
bath -ha externally and intarnally ariented strategies of crganizations with a market push strategy.
% The strategies that require faw investments in resources are more successful thar those that require
rediurn investment in resources.
¥  Three patterns have been recognized in the data:
4, Crganizations choose to use the strategies that need few investmeants in resources mors
afzen than those that require a larger investrnant in resources.
5. Deep Dive is used as a logic addition to the use of Active Users, in which the rmain
purpase is to mcrease the quality of the generated irsights.
f. Corporate Yenture Units is vsed by High-Tech ard Pedium to High-Tech manufaciurers
anly, due to the specific characteristics of the strategy [is has the purpose to avaid risks

that came with the innovatian).

These results will be taken forward into the case studies, which will be ciscussed in the next chapter. The
insights from the case studies and the data and the patterns that have been recognized from the dzta
will ke combined in the cross case analysis, which will eventually lzad to tke answer on the central

questian, the final chapter of this repart.
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In this chapter the case studies on the organization of the search strategies for ciscontinuows innovation
will be discussed, wWithin these case studies the specific use of the search strategies far each arganization
Fave been discussec, As already menticned, a part of the input faor these case studies is based aon the
resulte of the guestionnaire, as discussed in general in the previaus chzpter. Therefore for ezch case the
individual results of the questionnaire will at first be discussed, Within the case study insights have bean
gathered on the arganization of the strazegies in gereral, which will be the third part of each case
description. Subsequently the specific implementation of the strategies that the arganization indicated
75 successful will be discussed in detail. This will lead to conclusions for each individual case, which will
ke a part of the input far the Cross case analysis ir the rext chapter, Each case study will start with a
short case description {large case description can be found in Appendix [ = Carmpany profiles), which will

ke followed by a discussion an the specific crganizaticnal characteristics.

5.1 Company A
Company A is a young organization where wide experierce in the field of composites technology has
keen unitec. They specialize in design and development of rotar blades for wind turbines. They intend to
deliver a turn-key solutian, which entails that in the area of applied composites, such as rotor blades and
racelles, zpart from the aerodynamic and structural design, also the selection of materials and process

aperationsis dane.

The parent company of Company &, Campany F, has the ambition to kecome within the tap 3 of biggest
players in the market for wind energy, They intend to da this in such a way that they become technology
leaders. This means that discontinuous innovatians could play an impartant role in the path that they
intend to fallow to become within the top 3. With the innovations that Company A carries through they
intend to be the first-to-market. The problem wizh discontinuows innovation in generzl, ard the search
phase in particular, is that Company A lacks the time and resources to pursue them. The market
demands for wind energy in India and China, where Caompany F resides, are growing “aster than possible

far the organization to grow.

5.1.1 COrganizational characteristics
Company A can be charzcterized with use of the arganizrztional characteristics thet have been discussed

in parazgraph 2.6, These characterictics are surmimarized in the table below.

Company A

Managemeant system Mechanistic - Organic
Commitment of senior management  Low  Medium - High
Clear and stable visian Loww — Medium — High
Improvisation Low  Medium - High
Information exchange Loaw  Medium High
Collaboratian under pressure Low — Medium — High

Table 14: Grganlzatlonal characterlstles of Company A
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The management system of Company A can best be characterized as arganic, The tasks that employees

Fawve to fulfill are for a large amount flexikle and continuously readjusted and redefined, There is a3
retwork structure of control, auzhority and communication, Within the arganizetion there are just three
prirmzry layers anc the organization itself hzs to pay respansibility 1o Company F only. Also, the
impartance znd prestige af an individual 15 determined by its contribution to the tasks of their waork

eraup rather than their position in the hierarchy and is highly cormmitted to the work growp and its tasks.

The commitmert of senior management is higk, they are highly invalred in the innovatior process of the
argarization. Actuzlly, they make critical decisions an the arganization of the innovation process and the
path that will be taken. This is partly caused by the flatness of the organizazion, there are anly three
main layers within the crganizetion. On top there is the management of the organization, which
cammunicates with use of the R&D manager. The RE&D manager gives directior to 7 different
departments, which are represented by a degpartmenzal manzger. These departmental managers run
their departments, which can be subdividad in several teams. This makes a decision to have to go at the

longest thraugh twao layers.

The orgarization has a clear and stable vision what it wants to become and how it wants to get there. A
was mentiones during the case study: We are g part of Campony £, the fifth Bigoest player in the market
for wing energy, and they have the ambition ta became the third biggest player. They Intend to do this by
being progressive on terms of technology ond performance, not by improving whot we currerthe do,” The
arganizztion wants to become a technalcey leader in all aspecis of the crgenization, which has the

ransequence that Company A has to make progression on their specific field of knowledge to.

The impravisation of Company A can be characerized zs higk, which is emphasized with the following
statement: the argorizotion af aurinrovatian (s very adiioc, we odiust ta things that come into our poth
ond try to stoy apen minded. The couse of this approach s that aur actians are very diverss, fromr the
orguisition of on orgonization to the development of 9 patent, there is wo predefined path for the
execution of aur vision,” This indicates that the organization is wery well akle to improvise to changing
canditians fram outside the arganization.

The in‘ormation exchange within Company A is characterized as low, Therz 15 barely any use of any
mears of commurication within the arganization. The organization recognizes the need for a form of
idea management and is workirg on the application for such @ management tool, but currently it lacks

zny application of such nature,

The collaboration under pressure of Company A can be characterized as medium, because of two
different factars, The first is that the employvees of Company A are very entrepreneural, they have the
carmmon aspect that they think out-of-the-box, This indicates tha: the degree of collabaration under
pressare should be high, bat this is in “act net true, The employees have to cooperate with other R&D
facilities of Cormpany F, which are ir different countries. The employess of the R&D “acilities in
developing countries like India and China are by far not as entrepreneurial, their culture and society does
rot give thern the possibility to think out-of-the-box in a way that Company & is used to. This mzkes that

the collaboration under pressure is characterized as medium.
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5.1.2 Q(Questionnaire results

When taking a look at the specific situztion concerning the use of search strategies for discantinuous

innovation at Company & the

fallowing figure is derived, In
, Company A and DILab Benelux
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success of three strategies, i
Figure 13: Campany A and DiLal Benelux

|dea Hunter, Active Users and

Corparate Venture Units, The second is the bad assessment of Deliberate Diversity, The third is that

Company & does nat use Futures and Deep dive, where most companies do use does strategies. At first

the positiaon these strategies take within the organization and the innowvation palicy of thke organization

will be discuszed.

5.1.3 How Company A uses the scarch strategics
The parent company of Company A, Comparny F, has the ambition to become within the top 3 of biggest
players in the market for wind 2nergy. They intend to do this in such a way that they beconie technology
leaders. This means that discontineous irnovations could play an important role in the path that they
intend to follow to become within the top 3. With the innowvations that Company & carries through they
intend -a be the first-to-market, The proklem with discantinuous innovation in general, and the search
phase in particular, is tkat Company A lacks the time and resources to pursue thern. The market
demands for wind en2rgy in India and China, where Company F resides, are growing faster as possible “or

the arganization ta grow.

Because of the ambiticn af Company F the general palicy of the arganization is being reshaped because
it was aut of line with the strategic patk that needs to be taken. This has the consequence that the
innavation policy does not fit with the overall scrategy anymore, which leads to low scores on success for
the individual strazegies. The arganization has come to the conclusion that, in order ta have a long term
right to exist, they need to arganize the distinction betwean continuous and diseantinuaus innawztion
better.

5.1.4 Successful strategics
The first successful strategy within Company A is the use of ldea Hunters, At the raoment <his strategy is
creanized through the managers of departments, they where ought to hawve the ambition to be
51

AR Wanschers



| ﬂﬂ Ovatl O n "I l The Netherlands

techrology leaders and have to be aware of oppartunities and treats. This has led to the common

understancing that each individual within the arganization with the possikility to add walue to the
innovation process must have the ambition to be the best in that specific position, espedally those
within R&C. Currently this is changing, because the arganization recognizes the threat of not pursuing
any discontinuous innovatiors anymore. On the dermand side of the crganization this is changing
towards a distinction between a product manager and an innovation meanager. This should lead to an
zppropriate balance between cantinueus imprevement {prodact manager] and discontinuous innowation
[innovation manager], The innovation manager has to stimulzte the use of thke search strategies
throughaout all eppropriate functions and departments within the existing arganizazion, On the supply
sige of the organization 3 specdific demand for techrnological knowledge is growing, causec by the
ambizian of the organization. The change is done within the existirg cregamzation, which Fas lead to the
situation that more employees with specific knowledge need to be educated ar hired, The crganization
does not have these employees available within the arganizazion vet, which means that the [dea Hunters
are in particular found at the demand side of the arganization [in the farm of the already employed
departmental mznagers]. The change towards the new distinction between a product ard an innovation
manager does not mear that the deparbmental managers are not supposed o be ldea Hunters any
more. These managers still need to be aware of the changing market demands and opportunities and
threats, but the more sophisticated search actions will be organized and done by the innovation

IManager.

The Active Users are used within long term programs, like for example the technology board within
Compary F, Within the zechnology board the managers of business urits thet can add value to the board
are brought together in order to collect information akout current business and future expectations. Far
Company A these Active Users are those that use the blades ar racelles in their operations. This diverges
fram de actual uszrs of the rotor blades and nacelles, the service arganizations and the erganizations
that maintain the wind turbines. Whet all these users have in comman is that they all operate within
Comparny F. This means all users are internal customers, which 15 caused by the philosophy that
Company F uphalds — they intend to deliver energy, not just wind turkines. Tke custormers of Company -
are In the “irst instance organizations that sell erergy to private persons. These arganizatians are not
interested in the developrment of rotor blades and nacelles, they are anly interested in price and volurme

af energy, which results ir the existence of anly irternal Active Usars.

Corparate Venzure Units is used in two distinct different ways within Company A The first is the use af a
Yenture Unit based on a contract with a third party, in which the third party will develop a certain
innavatior. In this contract the emphasis lays on the intellectual properties that are associated with the
innavation. The reason why there is made use of these contracts is the avoidance by the arganization of
certain already investigated topics. These are in most cases innovations that have been discuss=d befare,
but for which the canclusicn was that there seermed to be na added value within the innovaticn. With
use of the contracts these innowvations can be re-pursued without having the resistance of the

organizatian,

The second way Corporate Yenture Units are used is through the participation within promising startups,

but this is not used as a stretepy. The goal is to idertify specific knowledge anc knowhow or a certain
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topic or within a sperific field and absorb it in the organization. On first sight it seems that Campary A is
z form of Corporate Wenturing to, but it actually is nct. Company A is taken over by Campany F in 2001
and already existed bkefare that. This means that Company A is not founded by Company F, but it is an
zcquisition. Within the Carporzte Venture Urits that Compary & creates it plays an important role, As
soon as they think the Yenture Urit has enough potertial ard it has grown hard 2nowgh, they aksark the
Yenture Unit withir the arganization, whether it be Campany A or Company F.

51.5 Case summary
The case study at Company A& has identified interesting findings with relation to the search for
disconzinuaus irnovation, These include the findings that have been discussed in the previous
paragraphs and some general points that relaze to the orgarization of the search far discontinucus
innowatian.

¥ {ompany A has an organic management systern, which is ir line with the expectation in
literatura

¥  The contribution to zhe five key praciices differs from low finfarmation exchange) o high
[commitment of senior maragement, clear ard stable vision and improvisation)
Artive Users exist only intern and are used in long term programs
|dea Hunters are departmental managers
Corporate Venture Units are used on a contracte al besis to avoid resistance within the
argamzation on known innovatians

% Stratepies are being reshaped towards the disintegration of centinuous and disconzinucus
innovatior bacause of a current lack of discontinuow s innovatior, which explains the low scare
far some strategies

¥  The driving principles in the search “or discontinuous irnovation withir Company & are freedom,
safety, creativity and stakehalder managerment
Discantinuouws innovations are present in all layvers of the organization
The arganization reacts adhos to discontinuous innovations, caused by the diversiby in
discantinuaw s innovations {e.g, process, product, acguJisitions)
Thera are few mears of communication used in the sezrch phase within Company A
The suceess of an innovation is determined by the person that initiates the innovation, the right
perscn with the right 2ntrances

% Spme stretegies are successful because they are perceived to be easy imglementakle and the

arganizations needs to provide little suppaort

5.2 Company B
Ccmpeny B is an organization that originally was an engineering agency for the Company L. It helps
clients in the Metherlands, but alzag across the barders, in the railroad, water and energy market. As
mentioned, Company B ariginated as an engineering agency with the Company L as their only major
client [90% of turnowver) At a certain mement they came to the conclusion that they were wery
wulnerable with the Company L as their major costomer. The Compary L is owned by the Dutch
eovarnment, which generates another major implication for Company B. The income of the Company L is

based an twa differant streams, the zales of railway tickets and the subdivision af taxes by the
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povarnmert. The Company L Fas no influence on this last part, and is dependent on what the

povernmert decides to do with the division of taxes. This means that wher the Cormpany L has less
incame from taxes, they will have to cut in cost, which will almost immeciatzly lead to cease of activities
with Company B, Therefare Company B has started dairg business in two new divisions, Infra and
wWobility & safety, The participation far this research is done out of the divisian Irfra.

The restructuring of the arganization subscribes the role of discontinuous innovation within Company B
25 a good example. The restructuring is done to spread risks cancerned with the dependence an ane
argarization as vour major customer [Company L), Another example is the use of @ one of kind
Innovatior Studio, 3 plece where employees are given the opporzunity to explore innovations, often

discontinuous.

5.2.1 Organizational characteristics
Company B can be characterized with use of the argarizationzl characteristics that have beer discussed

in paragraph 2.6, These characterstics are surmmarized in the zable below.

Company B

MManagement system Mechanistic - Qrganic

Commitment of senior management Low — Medium - High

Clear and stable visian Low  Medium - High
Improvisation Low  Medium - High
Information exchange Low  Medium - High
Collakoratian under pressure Low — Medium - High

Table 15: Grganlzatlonal characterlstles of Company B

The management system of Company B can best be charzcterized as mechanistic. The organization has a
Figh sperialization of tasks, each emplovee has his owr speofic field of knowledge. For a service
argarization the duties, responsibilities and technical methods are closely defined, zhey are for a large
extend farmalized. Also, the hisrarchical structure is very clear, bus it is rot as strict that the employees
Fave to strictly obey their superiors, there is a cerzain amount of freedom in each task. This concludes
that the managemant system 13 overall more mechanistic of nature, bus it has a minar arganic

characteristic when it comes ta freedom o tasks.

The commitment of senior management is characterized as medivm, The size of the argarization and the
rumbkber of layers makes it impossible to be closely connected to each ard every part of the arzgarizazion,
Also, as is defined in the corporate code of conduct ‘the maragement af Compory B wonts fo mafntom
the feading positian of the orgorization and will therefore make it possible for the emplovees to keep
their knovdedge and skills of an adeguate level,” This clearly indicates that the senior management of the
argamzation does suppart the development of their emplovees, but it does not take ar active role in

their behavior.

Compeny B has a clear and stable vision, with a very long term focus [2040) in which it ckanges the
perception of the curren: approach, keing reactive, towards 2 new approach, bzing proactive. Their

intend is ta indicate the demands of the “uture saciety, and make it possible tc ke able ta fulfill them
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wher they accur, rather than adapting to it. This has resulted in a clearly defined plan, which arients
towards these new demands and shapes the boundaries in which the organization has to behawve and

what kind of innovations need to be searched far.

Due to the lene tarm plan that Company B Fas formulated, the possibility to improvise is under pressura,
The lang term plan has three drivirg gillars, “or which it is expected that they will become very important
in future socety, This mdicates that the organization “ocuses primarily on the development of these
pillars, and has little room for improvisation. On the opposite. the arganizatior has the possibility to
adjust to specific market demands, because of their consulting nature. Company B irtends to develop
solutions that are based on specific customer demands, which are hard to recognize in advance. This

makes that the degree of improvisation is medium.

The information exchanege is organized with use of SkarePoint [www microsaft.com), a browser-based

collaboration and document-management platform. This applicaticn makes it passible to deliver
information and knowledge throughout the whele argarization, with the passikility to imit reader’s
zcress, For example, if an employee has an idea than the idea can be made available for other
emplovees, for wham the employvee thinks the idea is useful This makes that the infarmation excharge
is characterized a5 medium.

The degree of collabaration under pressore 15 high, kecause of two reasons. First, the organizatior has
the primary goal ta fulfill custormer demands, which has the consequence that employees have to be n
close contact withk he customer o idensify the demands and to define the boundaries in which they
Fave to aperate. Second, the organization originates from 2 governmental agency. The comimon
characteristic of such an organization is that it is wery hierarchical and bureaucratic organized. Ta be able

to adapt to these twao influences the employees have to be zble to collaborate under press.Jre,

5.2.2 (uestionnaire results
The specific situation corcerning the use of search stretegies for discontinuous innovation at Company B

ic visualized in Figure 14, In the figure 2 means that a stratepy is not used, and for those strategies that

are used, the higher the scare

means the batter the strategy Company B and DiLab Benelux

warks for the cregznization

with 5§ as the maximum score.

When discussing howe

Comparny B searches  for rmzniztion

discontinucus innowvatians, 2

distinct cifferent ways have
keen recognized. The first is
their completian on the use of Benelus
come of the twelve strategies,
whizh will be discussed at

first.

e SErabe Iy sLDOESS Nl

orks zverage ML ak

== Tirnes used Dl _zk Benclus

Flgure 14 Company B and DiLab Benelum
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523 How Company B uses the search strategics

Comparny B innovates with two separate but interconnected goals. The first is that employees are given
tha opportunities and pessibilities to impreve themselves and achieve rew competences and skills. The
secand is that Company B needs to bensfit from it. This is done in both continuous ard discantinoaus
innovatior. & ast inmowvations that are achieved within Campany B are contiruous, These encompass for
exarmple the improvement of existing processes, techrologies and means of production. A good example
af a discontinuous innovation for Cormpany B is the ws2 of cold bendec glass within tunnels and alsa the
use of solar cells in these unnels. These innowations anginate auzside the arganization, the technaologies
zre nob invented within Campany B, The reasan lies within the core business of Company B, it uses
techrologies and innavations on bekalf of a customers demand. As car be seen in Figure 14, Company B
uses ir total & strategies, of which & strztegies are indicated as successful. These strategies are not
chasen intentional, they zre recognized aftenwards, This does not mean that there has been ne thought
zbout the way Cormpany B searches for innovations, but the train of thought does not match with the

way the strategies are formulated in theary.

The reason why 4 strategies are not used comes from specific choices, Company B has made the specific
chaice not to use any hird parties outside their customers, The arganization incorparates a high nurmber
af enginzers, which rnakes it possikle to deliver solutions for each request, If this backbone of knowledge
does not offer the right saluzion, the customer needs to queastion whether Company B would have been
the right party to cooperate with and Compary B needs to question itself whether the customer’'s
proklem fite with the portfalio of the organization, The use of Futures has no large benefits for the
arganization, because Compary B cooperates with the customer an specific demands. These demands
may be very divergent, which means tkat it is hard to predict in which path the Futures need to be
developed. The use of Corporaze Yenture Units has na benefits for the arganization, because the risks
cancerned with the services that Cormpany B delivers are low. The reason why the risks are low is
kerause of the use of Active Users and Deep Dive, the demand of the customer is made vaiy clear before
any solutions are developed. The solutions are developed in close cooperation with the custamer, which

decrenses rizks ta.

Ideas ard innowvations car ke done at three different levels within Company B. The highest level ic
Comparny B-level, where maost external contacts are meintainaed. The secand level lizs at the division
level, far example the diviston Rail and the lowest level is that of the departments, Innovations can be
made available at all lzvels, independent from each other. The principle is that most innovations are
made availzble at the departmental level at first. If it comes aut that the innovation goes beyand the
boundaries of the department it can be made available at a different level, in most ¢azes at first the
divisional level, If the innovation goes ewen beyvond the boundaries af the division it will be made

available at the corporate level,

5.2.4 Soecessfol strategics
The first successful strategy 15 the use of Idea Hurters, which is done throuvgh participation in the Battle

of Concepts [www battleafeencents.nl). The purpose af the Battle of Cancepts is that arganizations can

put a proklem online, Subsequently iz is possible for students and voung professionals ta try to come up
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with a salution for the prablem. The best salutions are rewarded with 3 sum of money. At the moment

Comparny B has a cancept whick concerns the reduction of noise pollution by trains and trams.

The seconc strategy that is successful is Using the Web. The web is used both a5 an extra dimensicn in
which employees can and should search for discontinuities and 3s 3 supportive tool, As the extra
dimensiaon it is clearly a passive information source ir which information about innovations is being

retained. As the suppartive tool it is arganized through the use aof websites like Battle of Concepts.

Mot using Active Users is urthinkable for Company B in the way it does business and pursues both
cantinuous and discontinucus innovations, Espercially the cooperation with Company | has besn
successful, which has led to satisfying results far bath Company B and the customer Company | One of
the reasans why the use of Active Leers is successfil lays in the use of Deep Dive together with Active
Users, norder to grevent the entrance of the Mot Invented Here syndrome Company B operates in close
caaperaticn with the custamer, in which the proeblems and needs of the custemer are very specifically
laid bare, The use of Deep Dive ic done in a wery early stage of the process, as soon as the risks zre
insulated. The innovation process, when using Active Users, is formalized in the following steps. At first
the customer makes a reed known to Company B. This need i beirg examined in arder to make the
zoczual meed known: Active Users and De=ep Dive ore exscuted ot the some moment, they ore
complementary ta eqch other and are wsed i ordsr to make the core need of ike custammer ofeor’.
Subsequently Company B makes the right resources and knowledge availakle for that specific customer
and delimits zhe liakilities and the rights of the intellectual progperty. When these interests are farmalized
in a4 cantract, the actual process can be started in order to fulfill the need of the customer, which is

zlways done in close cooperation with the custamer,

In paragraph 2.4.6 two ways have been discussed an haw Praobe And Lezrn can be used. One of them is
the use of the strategy as a visualizetion tool, it does not proceed as a prototype that is being taken into
production, The purpose of the use of Probe And Learn is to give a clear and comman view on the

proklam and to be akle to direct the process in the right direction.

5.2.5 Inoovation Studio
The secand way Company B searches for innovatiors is within the Innovation Studia, The purpose of the
Innaovatior Studio is to make it possikle for employees ta do things they nonmally cannot do, kecause of
the acresscry restrictions that come with their functions, Employees get the opportunity to step into the
Innowvation Studic for 3 menths so they can investigate togics or innovations far which they normally lack
the time ard resources. These togics can b2 very diverse, and may come from the persoral interest of
the employee or as a possibility suggested by the management. The driving principle of the Studiois that
the emplayees are free to do whatever they want and whatever they fird interesting, At the szart of the
three-maonth period they are presented a blank sheet with their goals — no goals, As was mentionad
during the case study: Wher we have the first explarative conversation with the emplopee Hhot is qoing
to be in the Studio, we present him o blonk sheet with no goals or anpthing like that —it's up ta them how
they put their research in practice. 5ome pecple get nervaus and ponic, Becawse they are nat ussd to
having ric goals or fargets, but for the mast it works perfect.” Company B recognizes the danger that lies
within tkis approach, Peaple need to ke able to handle <his amount of freedcm. For the employees that

choose to get invalved in the Studio and the approach does not seem to woaork the passibility is open to
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eet back into their ald function at ary time. |If it works out that an emmployee is really urable to get used

ta the radical different way of working within the studio he flows back inte the “unction that he
performead kefore he enterec the studic, The contractual function that an employee fulflls is not

changed kecavse o the entrance into the studio, it stays the same.

The topics zhat are investizated in tke Innovation Studio are very diverse, Twa of the latest topics are
Open Innovatior, farmulated within Company B as a weay to innovate in cooperation with another
argarization and the passibility to coun: passengers with use of mohbile phones, The results of these
topics are very diverse. For the Open Innovation topic the result was ar advice whethar there were
opportunities for Company B to innowvate in cooperation with other arganizations. The result of the
calculation with use of mobile phones was that this principle was not applicable. Each employee that
enters the Innovation S:udio has at first the opportunity to bring up topics to investigate. If these topics
seem to be inzpplicable the management will come up with topics that are interesting far the concerning

ernployee,

When consicering the three levels where innovations can be done ard made availzble, the innovation
studio comes at he middle level, the divisicn level. Each division within Company B has his own
innowvation studio. Within the division Rail the studio is populated by three employees all the time. The

ather divisions have less rezources available, these have together 3 places available.

5.2.a Case summary
The case study at Company B has identified interesting findings with relation to the search for
disconzinuaus rnovation, These include the findings that have been discussed in the previous
paragraphs and some general points that relaze to the orgarization of the search far discontinucus

innowation.

¥  Company B innovates with twao separate but interconnected goals, formulated within the
strazegy
o The first goal is to provice emplovees the possibility to develop themsehes
o Thesecord goal is that Company B always needs to benefit
The arganization has an mechanistic management system
The contribution to the five key practices differs from medium (commitrment of senior
managament, improvisation and information exchange) to high (clear and stable vision and
callakoration under pressure]
% {ne of the ways Company B searches “or discontinuities is within the Innovation Studio
o The studio is placed at the divisional level and has the purpcse to investigate specific
topics
o fLompany B discussed that the Innovation Studio will work for (almast) any organization,
it provides the opporturity toc explore new ideas en refine the tecknical skills aof
emplayees

o The studio alsa enlarges the commitment of employees

L4

Idea Hurters are used within the Battle of Concepts

L4

Using The Web is both a suppartive tool and an 2xtra search dimension
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¥ The Aczive Users are sxternal customers ard is fundamental for the way Company B does

business
Deep Dive 15 3 necassity to ke zhle to develop proper salutions
Frobe and Learn is used ac a way ta visualize 3 concept
The success of the search strategizs is determined by the involvement of the customer in the
process, it is perceived as essential to prevent the Mot Invented Here-syndrowme of accurring

¥ Because the customer is actively inwalved in the innovation process fespecially the search phase)
the risks attachad to the innovations are limited, which explains the absence of Corparate
Yenture Units

¥  There is made use of means of communication in the form of sharePoint

5.2 CompanyC
Company C is located all around the globe, with its headcuarters in Paris. Their mission i1s to enakle its
clients to transform and perform through technalogies, in which it wants ta lead by providing its clients
with insights and capahilities that boost their freedom o achieve superior results. t delivers three
different but intercannected services ta its custamers. At first, Campany C provides consulting servizes
that cantribute to the business transfarmation and economic performance of organizations, based anin-
depth knowledge o-client industries and processes. Second, Company € designs and integrates
techrology solutions, creates innovation, and transforms clients’ technical ervironments. And third,
Company C provides bath Business *rocess and |T Outsourcing Services, They manage and improve non-
care functions, such 2s Finance & Accountirg, Procurerment and IT, enabling its clients to focus on their

strategic agenda.

The importance of discontiruous innovetion for Caompany C is very high, of which ane of the core
businesses of the organization, cutsourcing, is a gocd esample. Outscurcing in itself can have huege
implications on an organization and a market, depending on -he magnitude and sczle on which it is done,
The principle in which cutsourcing is used at Compary €. 15 that activities that lay outside the core-
businass of the customer are taken cver. Subsequently these activities are aptirmalized and standardized,
and where possible autsourced towards upromirg economies like India ar China, This way it is possikle
to do these services on a cheaper base as the customer is able to. Company C recognizes the impartance

of discantinuous innavation, which turns out with existence of the unit Business lnnavatian.

5.3.1 Organizational characteristics

Company C can ke characterized with use of

the arganizational characteristics that have Company C

been discussed in paragraph 2.6, These Manage ment systam Mechanistic - Drganic

characteristics are summarized in the table | Cammitment of senior management  Low — Medium - High

below. Clear and stahle vision Low - Medium - High
Improvisation Losw = Medium - High

The type of management system that - ; .
Information exchange Low — Medium - High

Company © applies is best chavacterized as - - -
Callaboration under pressura Lews — Medium - High

arganic. The employees experience a high
Takle 16; Qrganlzatlanal characterlsthos of Company €
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degree aof flexibility in their tasks and there is 3 continual adjustment ard rede‘inition cf tasks. An

employves’s importance and prestige is determined by his cantribution to the tasks of the work group
rather than their pasitian in the Fierarchy, The arganization is characterized by a higk degree of flexibility
znd 3 low degree of formalization and centralization, employees can plan their own activities up to a3

certain level.

The commitment of senior management is high. As was menticned during the cese study: tog
management focusss or the navigation of the organizotian and 15 open far influences fram belows.
Actoally, within Company C the common way (5 that ot @ certain moment some individuals came op with
o new idea, wikich originotes from the market, ond that specific idea s abtalned by the top management
ond resources are mede ovallohle to pursue thot specific iden.” This clearly indicates that the top

managerment is very involved in the day-to-day activities when it comes to innovations.

Cermpany € has clear and stable vision where it wants to be in the future and Fow it wants to get thare,
In this vision a lot of roam is left for innovatians, botk cantinuous and discantinucus. The argarizaticn
focuses on these innavations, baczuse they think that the time of aptimizing and cutting costs has come

to an end, and for organizations to be able to cormpete it is necessary to innovate.

The degree of improvisation is high to, the organizetion has the ability to adjust to changing demands
wery fast. This is made possible by the environment in which Campany C operates: ‘the Dutch are very
loose compelled, they are not a5 hierarchic as our nefghbars, e are learned to think for ourselves, vhich
comes back &7 alf strategies and policies of the organization, o lot af freedom is given to each individual’
This indicates that the arganizaticn reccgnizes the necessity of a certain amount of freedam to be able

to impravise on changing conditions.

Far the exchznge of information a lot of different applicetions are available, for example the intranet of
Cempany €, the communities o° practices and SharePaint, Emploveess are given the oppariunity to
participate in 2 community, but the participation is nat centralized. also, the use of the intranet is

encauraged by the top management, but the employees are not compellec to.

Because of the external crientation af the organization the need to collaborate under pressure is
relazively high. The organization does husiness by fulfilling customer demands, These demands are very
diverse, whick has the consequence thas the arganizztion reeds ta be flexible to fulfill these demands.
Also, the sources that are recessary to fulfill these cemands ave wvery diverse, and they all have different

interests. Therefare the need to collaborate under pressure is relatively high.

5.3.2 (uestionnaire results
The discussion on how Company © has organized the search phase for discontinuaus innovation is done
frarm the perspective of the headquarzers in Utrecht, The results from the first questionnaire, which is
discussed in general in the previous chapter, are visualized below. In the fipure 0 means that a strategy is
raot used, and “zr those strategies that are used the higher the score means the better the strategy works
for the organization. The way these strategies are arZanized within Campany C, with the accent on the
more successful strategies, will be discussed in the following paragrapks.

0
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does not use Probe and

Fipure 15: Company € and DiLab Benelux

Learn, Carparate Wenzure Units and Idea Generators, which seems ta be in line with most crganizations,
At first the position these strategies take within the organization znd the innovation policy of the

arganizaticn will ke ciscussed.

5.3.3 How Company £ uses Lhe search stialegies
When discussing the importance of discontinuous innowvation for Company C, the principle of cutsourcing
is 3 good exarple. Qutsourcing in itself can have huge implicatiors on 2n organization and 3@ market,
depending on the magnitude and scale an which itis cone, The principle in which outsourcing is used at
Company © is that activities that lay outsice :the core-business of the custamer are taken owver.
Subsequently these activities are optimalized and standardized, and where possible outsourced sowards
upcaming economies like India or China, This way it is possible to do these services on a cheaper base as
the customer is able a. Compezny C recognizes the importance of discontinuous innowvatian, which turns

out with existence of the unit Business Inrovation.

The way Company € handles the discontinueous innavation in genaral, and the search for discontinuities
in particular, is a matter of corporate culture. The top-management of Compary C is the driving force of
the cantinuing business, in which the emphasis is or profic and growtk. Therefare the structure, culture
and mechanisms ir the organizazion are designed around thesz principles. When discussing
disconzinuaus innowation wizhin an organization, the major implication is that an organization needs to
create same fonm of balance between the short term growth and profit goals and the long run strategic
right to exist { 2eTienne, 2002). The proklem is in the discrepancy between these two. The shareholdars
are far the biggest part intevested ir shart term profit and growth, they make money on thaz. The
stakeholders, especially employees, are maore concerred with a long term right to exist. Within Company
C the balance between the short term and long term is creazed through their corporase governance. The
driving prircigle is that the market mechanisms concerning a startup are created inside the crganizatian,
This means that far each new concep: or innovation new funds have ta be addressed in order to creats 2

kasis from whick it car be developed. This starts with sameone who believes in a cartain concept and
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whao Is given the opportunity by the povernance inside the aorganizatior to convince the enviranmert of

the potential of the concept. Subsequently the market has to prove whethar the cencept has the

potential that it can generate profits.

The reason why certair strategies are not used is expliczble in the typificaticn of Campany C. It is a ¢ash-
flow arganization, which means that no investrnents zre done in assets, the balance sheet is almost
empty. This is 3 distinct choice, Company C wants to have a certain flauibility and scalahbility, in order to
ke zhle to adjust rapidly to changing situations, Far Probe and Learn, Carparate Venture Units and Idea
GGeneratars large investmerts have ta be made to make them successful, and the busiress model is nat
prafted for these investments. The only large mvestments that can be made are the takeover of proven
concepts in the market or crganizations that in a cerzain way add value to the organizaticn. The working
principle of Company Cis based on projec:s that are skort in duration, the longest projects last for just 4
months. Because of the business madel -his rmears that all investments that are made need to have a

pavback period shorter than the duration o the project.

The reasan why both Intrapreneurs and Deliberate Diversity are jLdged as unsuccessful lays in the
kusiness madel and the charzcoeristics of the arganization. The crganization is focused on specific goals
and targets, and adjusts the composition of the emplovees to those goals and targets. When a strategic
shift is done, new knowledee is necessary, Far some instances this knowledge needs to be adopred from
autside thke organization. If this is the fact then these new employees are brought inside (Deliberate
Diversity] on 3 slow pace, in order to prevent the organization to shake up te much., Censidering the
Intrapreneurs the corporate opinion is that each individual that finds itself in 3 position that gives the
freedam to urdertake new things needs to have a certain amount of Intrapreneurial characteristics, In

the specific rmarket and situation Company © 15 in these employees are Fard to find,

534 Soeeessful strategices
The most important reason why some strategies do hawve success within Company C lies within the
kusiness madel. The services that Company C delivers are bazed on 3 short oyele time, the average time
is not mare than 3 to 4 maonths, This has the consequence that some strategies are better applicakle on

the arganization.

Each incividual employee has adopted 2 certain topic in which the organization operates, an which the
emplovee is ought to know everything that s known for that specific topic, The strategy Using the Web
makes it possikble for these employees to search an the internet and intraret far information and
knowledege on that spacitic topic. This means that tke mternet is not usec salely as a searching place, but
zlsa as a suppaortive tool and a place where they depaosit their knowledge in order to get into dialogae
with athers. The use of the web is vary important for the arganizetion and alse for its customers, it is
used as 3 fundamental tool to make certain things clear to customers and to pursue discontinuous

inncvations.

Coempany € uses Active Users both internal and exterral, The internal Active Users zre those that are
known to ke lead users or specific topics. For questions on their topics these users are acdressed to
provide direciions ar answers on a shor: term, approximately £ to 3 days. The external Active Users are

cantacts tha: are known to b2 progressive knowledgezhble users who are closely connected to the

2
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innovation process of Company €, What these Active Users all hawve in comrman is that they are vsad
kecause of their knowledge on a certain topic, not because af their experience with certain products [as

discussed in literature].

Deep Dive is used in areas were business is assamed to ke done in the futdre, This means that
knowledege and infarmation akout tapics in certair areas is retrieved in crder to absork this befare
business is dore within these topics. As formulated this shows similarizy with the description of Futures,
but there is a difference in perception. It is not about the prediction of pathways to the future, But about
the specific awareness of a cartain phenomenor. The organization has the amkition 2nd recognizes the
rercessity that they need o understand the needs that cause a certain signal that is recognized and uses

Deep hve to execute this,

The use of Maokilize Mainstream is dane through a smezll and zlite group. The individuals within this
group are both internal and external and are 21l in 2 certain way Ietraprereurs. Company C recoanizes
this in the farm of a community, in which a certain topic or 3 certain specific type of knowledge is
zccammodated. The geaple within the group are all specialists on thas specific opic, but they come from
different backgraunds. The community starte as a smzll znd select group anc grows towards a certain
mainstream, ir which it becomes the mentioned strategy,

5.3.5 Case summary
The case study at Company C has identified interesting findings wizh relation to the search for
disconzinuaus rnovation, These include the findings that have been discussed in the previous
paragraphs and some general points that relaze to the orgarization of the search far discontinucus

innowation.

The arganization has an arganic managemen: system
The contribution to the five key prac:ices is high for each practice
Active Users are bath internal and external and zre used as mformation sowrces an specific
topics

% The external Active Users are known to ke progressive knowledgeable users who are closely
cannected ta the innovasion process of Cormpany &
Using the Web is both a suppartive tool and an extrz search dimension
Deep Dive 15 used to understand signals fram the market about future business areas
hohilize Mainstream is done with use of both internal and external stakeholders, who act ina
cOMmmLunity
Discontinuows innovation 1s 2 matter of corporate culture within Company ©
The absence of certain strategies is explicable by tha typification of Company €
The top-managemert of Company Cis focusing on profit and growth, nat direczly on
discantinuous innovatians

¥ Only form of large investments that can be made is the takecver of pravan corcapts or
crganizations

¥ Top management suppart is not essential as a form of searching for ciscontinuous innovations, it

reeds to create the necessary freecom
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entrepreneurship and the recogniticn of supporting strucsures
The necessary structure to suppart and manage creativity is absent
The success of certain strategies is determined by the persons that execute the strategy in
carnbinatian with the business madel, which is short oyclic
% Means of communication are used to suppart and facilitate the search for discontinuaus

innoWatians

5.4 Company D
Comparny [ is a contract Research and Development arganization that supports the development of
products, applicetions and technical salutions, They intend to bring customers’ ideas ta life through
innavative technologies and consultancy services. Company [ can draw on an extensive exparierce and
track recoard of 40 years of successful releases. This way they are able to make it possible for customers

to improwve their competitive advantage by developing the cost-effective salutions they need.

Comparny D is known to ke the technology-house of Company 1. Carmpany [ is part of the division
Innovation & Emerging Business within Company 1. The core business of Company D is the
trans‘ormation of new technolaogies irta first-of-a-kind products. This means that they intenc to
transform new technologies inte usable products. Their main customer is Company 1 but this is
changing. Campany [ has recogrized that their added-value, utilizing new tecknologies into woaorking
produrts, is rot restricted to Company 1 alone. Therefocre they are slowly extending their business
outside Company 1, and intend to have 3 50/50 distribution on the internal [Company 1] external
turnaver in 2014,

Discontinuows innovation plays a very important rale within Company 0. Because of the characteristics
of the products that Company O develops, first-of-a-kind. the extert to which discantinuaus innowation

accurs within Campany D is very high.

5.4.1 Organizational characteristics
Compary D can be characterized with use of the argarizational characzeriszics that have been discussed

in paragraph 2.6, These charactenstics are surmmarized in the zable below.

Company D

Managemeant system Mechanistic — Organic
Commitment of senior management  Low — Medium — High
Clear and stable wision Low Medium - High
Improvisation Low Medium - High
Information exchange Low Medium  High
Collakoratian under pressure Low — Medium — High

Table 17: Grganlzatlonal characterlstles of Company O

The maragement system of Company D is best characterized as organic. The emplovees experience a
Figh degree of flexibilizy in their tasks and there 13 2 continual adjustment and redefinition of tasks. An

employee’s importance and prestige is determined by his contribution to the tasks of the wark groug
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rather than their pasitian in the Fievarchy, The arganization is characterized by a higk degree of flexibility

znd 3 low degree of formalization and centralization, employees can plan their own activities up to a

certain level.

The senior management of Campany D is highly committed to the innovatians that take place within the
argarization. Where necessary they get involved in the process, in arder ta provide a clear direction and
make sure the right path is taken, This happens wher the potential of an wmnovation can have mavor
ransequences for the whole orgamzaton, The senior management creates an environment of trust,

coardination and control, in order ta make it possikle “‘or employess to perform as aptimal as possible,

Comparny D enhances a clear and stakle vision. They adapt to the carporate vision, which states that all
aperations should be stated arcund simpliciby. This has the consequence far Company D that the
services it delivers and the innowvations it creates bFawve to condurct to the principle of simplicity.
Technolagy exists fo help make awr lves easier and more productiva, 5o why is it 53 oft=n such o hassle,
full of compiexity ond frustratian? At Campony 1 ve beffeve that techrofogy shouid be as simple as the
box it cames in. s this very simolicity ERat trensforms o tosk Into on oopartunity, o burden into o
pleasura’. Because all aperztions within all divisions hawve to conform to this general principle, the
arganization will stay foclsed on what poals to attain.

Compary [ has the purpose to bring customers ideas to live, which has the implication that need for
improvisation is relatively high. It is hard to predict what the demznds from the custamers will actually

lock like, these demands underga a lot of changes.

The principle of nformation exchange is ‘o it afd fashionrea, There are no resources avaifable ta focifitats
the inrovatian process, if sormeone has ar ideq Re needs ta fabby with it [t is ol about knowing to find
the rignt doors. In fact this has opportunities for our organization, certoinfy Becouse we already have
mary technaiagies i Aousa which car fulfill these demonds.” This clearly indicates that the infarmation

exchange is relatively low, but the arganization recognizes the oppartunities that lay there.

The degree of collaboration under pressure 15 high. The organization has the gprimary goal to fulfill
customer demands, which has zhe consequence that emplovess have to be in close contact with the
customer to identi<y the demands anc to define the boundaries in which they have to operate. This

implicates thas thke need ta callaborzte outside the arganization is Figh.

5.4.2 (uestionnaire results
The specific situaticn cancerning the use of search strategies for discontineous innavation at Carmpany O
ic visualized in Figure 16, n the figure O means that a strazegy is not used, and for those strategies that
are used, the higher the score means the better the strategy works for the arganization with 5 as the

MAXIMU M SCore.
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strategies Probe and Learn,
kaohilize Mainstream and ldea Generators are not used. At first the positior thase strategies take within

the arganizatian and the innavaticn pelicy of the organization will be discassed.

543 How Company D uses the search strategics
The core business of Company D is the transfarmation of technalagies into first-o®-a-kind products. This
mezns that they intend ta be first-to-market, which literally means that they want to be the first to put a
product in the market, kefore competitors do. These characteristics determine the necessity and

importance cf discontinuous i novation for as well Company | ingeneral and Company D i particular.,

When lockirg at the use of Futures, it seems logical that Company D does not use this strategy, Other
parties {both internal and external] deliver technologies to Company D, which are subsequently
developed by Company O into first-of-a-kind products. Therefare they do not have to be aware of
possible innovation triggers in order to be able to predict the future, the future comes to them. On the
other side there is made use of Technology Roadmaps by Cempany D, These are developments and
trends in the tecknclogies that come to them, in which the market perspective is left cuz. From the
perspective of Company D the Technology Roadmaps could become Fuiires when the market
perspective would ke taken ir, but the rezson whey this is not done is ‘hecouse of g fock af necessity to dix
it, wee get the rew technaiagies anyway because of cur nome . Because Company D is efficiency driven

some strategies are not implamented, because the sdded value af those stratepies is not recognized.

For Idea Cenerators the same arguments are in force, There is no need “or Company D to use externz|
zgencies for the ganeration of ideas with discontiruous potentizl, because these iders are delivered to
them. One could argue that the parties [both irternzl and external) that deliver the technalogies to
Company O are used as |dea Generators, but this does not apply. The principle of [dea Generators is that
extermnal agencies serve as an early warning system for weak signals about changing trends, they do not

deliver the autcome of these signals.
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Bath Procbe and Learn znd Mobilize Mainstream are also rot usec within Company O, When searching

for an explanztion whether this would be anintentional ckoice no znswers are faund, This surprises both
Comparny O and undersigned, kecause the ase of other srategies is based on 2 solid founcation, A
possible explanatian might lie within the efficiency approach of Company D or the way of daing business
of the arganization, but there is no reasonable explanation for the absance of these strategies,

The reason why ldea Hunters and Celiberate Diversity are jucged as average lays in the lack of steering
an recruitrmient. At the moment Campany D 2rmploys mostly technizally criented peaple, but Company O
is conscinus of the fact that this should be more divers. There is being adaptec towards a more balanced
campositian o employees, but anly in the direction of sales. The average scare far Brokers is caused by
the type of crganization that Campany D is, it ic 3 technolegy-house ware technologies are developed
into produrcts. There is no reed to connect different technolagies to each other, the principlz is to
develop products for one techrology at a time, The wvse of Deep Dive is not fonmulated as explicit in
zdvance zs is done far Active Users, but it is adopted in the use of experts on specific topics and the
search for neads in a2 simulator, as will be discussed further an.

5.4.4 Successful strategics
Company D uses 4 successful strategies, of which Corparaze Venture Units 15 judged as very successful,
The Corporate YWenture Units within Company [ should be seen as a place where people and money are
brougkt together, with the purpose to develop ard esploit prospects. These prospercts are in most
instances basec on technologies. The use of these Corporate Venture Units is strictly puiced by principles
that are farmulated by the corporate management of Company O, Within the group, to which Company
[ belongs, Corporate Venturing is being apphed as 2 part of the core business. The purpose of Corparate
Yenturing is to expand the scope of Compary [ and generate new markets in which it does not operate
zt that rnoment. The possible reasans for the Lse of Corparate Wenturing arve all found (paragraph 2.4.8).
Within the principles and guidelines tke possibility of a low potential, risk of image damagz and the
inapplicability with the current portfolio fvon Stamm & Bessant, 2007) are all assimilated, &lso, the
Yenture Units have the possibility to easily address the resources of the halding {Buckland et al., 2003),

This generates maore possibilities for a Yenture Unit to develop the prospact.

Within Company [ the Web is used as a supportive toal within the search far discontinuites. The
cansciousness about the possibility to use the Wek 25 ar extra dimension where to search for
discontinuities is thare, but therz is no direct adjustment towards this. Company O recognizes the
apportunity o use the Web aon a much maore frequent and in-depth basis. to be akle to sclve really
difficult praoklems with use of anline marketplaces, like far example the Battle of Concepts as used by
Company B, At the moment the Web is Lsed as a supportive dimension, not supportive in the way it is
dene by Campany B or Company € with use of an IT application, bat in the form of the World Wide web
25 4 checkup for id=as and their potential, It is very basic, there is no possibility vet o facilitate the
search for discontinuities with |T apglicaticns or a form of intranet. r the faciitation of the search phase
we are q bit ofd foshion=sd, If someane fas or fd=a he or she needs ta shop watk thot (dea /n order fo find
the right persan, e hove na internal organization that directs this, out there certoinly e chonces for

Campany 0, especialfy becouse we are o techirology house”.
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The use of Active Users is done within Company [ with use of a simulatar. The simulazor is located in

Gingapore and cansists of an apartment wizh all chambers that are found in a real-life apartment, 3 shap
were the Users can actually buy a product and a hospital. Within these three environments a product is
tested on all kinds of characteristics, The simulator is operated by 10 employvess and is operative since
205, Another simulatar is being created in Finland and should open its doars in 2009, Onlky those
products of which the concerning business unit thinks the testing would create benefits are zested in the
simulator, These products consist of twa groups. The first contains products that are already put into the
market and which ganerate prablams within the market. These proklems can be wery diverse, from
proklams with the installation of the product ar defects caused by wrong opening of the packaging. The
second proup contains products that are ought to have problems likely to those within the first group,
but which are not yet put into the market,

The way Intrapgreneurs can be found witkin Company D is caused by the chance in business madel in
recent yvears, Campany [ used to be an internal supplier for Company 1, ard it did not have any cutside
customers, Do to risks and incompetitiveness the decision was made to ckange the business madel of
Cermpany O and also look for outside customers, The goal is to have S09% of turnover generated by
outside customers in 2000, the results of the first half year of 2008 were 3004, Because af these goals a
different climate was created, which resalvec in the recruitment of different types of employees.

54.5 Case summary
The case study at Company [ has identified interesting findings with relation to the search for
disconzinuaus rnovation, These include the findings that have been discussed in the previous
paragraphs and some general points that relaze to the orgarization of the search far discontinucus

innowation.

The arganization has an arganic managemen: system
The contribution to zhe five key practices is high for each practice, excep: for information
exchange, which is low

¥  The absence of Futures and |dea Generators is explicable, the absence of Prabe and Learn and
kaokilize Mainstream is nat

¥  {orporate Venture Units are used kecause of the risks irvolved and are structured by strict
gdidelines

% {orporate Venturing is strictly guided by principles that are farmulated by the corporate
managernent of Company
Using the Web is a supportive tool and has potensial to became an extra dimensian
Arctive Users are used within a simulatar with use of externz| customers
The use of Deep Dive is not formulated as explicit in advancs as is done for Active Users, but it is
adopted in the use of experts on spacific topics and the szarch far neads in a simulator
Caused by the chance in business model | ntrapreneurs wera recruited
The success of the search strategies depends on the person that executes the strategy and the
care business of the organization; searching for new applications of technalogies

¥  The discontinuous innovation process is bottom-Lp; ideas need to ke *sald” within the

arganization to the right people
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¥  Employees are intentional placec on places in the organizatior to execute the strategies
¥ The success of the search strategies is not determired by the top-imanagemert, they can only

eive direction and suppert the innovazions and provide the necessary freedar to make the
cearch for discontinuous innovations possible
% There are nc means of commuricationie. g, SharePaoint) available for the discontinuous

innovation process

5.5 CompanyE
Compary E is formally knowin as Company 4, 2 developer and producer of Sensors 2nd Controls,
Company E was ariginzlly founded in 1916 under the rame Seneral Plate Company, After a number of
mergers it became in 2006 praoperty of an external investor, and from then on it became an independent
campany under the name Company E In 20800 Company = [then known as Campany K} reshaped its
strategy to the current procuct renge. This range consists of two major groups: Sensors and Electrical
Protection. When talking about Sensors, Suspension Pressdare Sensars ard Fuel Level Sensors are
exarmples in the automotive industry. Electric Cooler Thermostats and Window Lift Maotor Protecticn are
exarnplas af Clectrical Pratection in the auzameotive industry. The automotive industry is for S0%

respensible for the revenues, angd thereby the most important sector for Campany E.

5.5.1 Organizational characteristics
Cempzny E can be characzerized with use of the arganizational characteristics thet have been discussed

in paragraph 2.6, These charactenstics are surmmarized in the zable below.

Company E

Kanagement system Mechanistic - Siganic

Commitment of senior management  Low  Mediom - High

Clear and stable wision Low — Medium - High
Improvisation Low  Medium - High
Information exchange Low  Medium - High
Collakoratian under pressure Low  Medium - High

Tahle 18: Grganlzatlenal characterlstics of Company E

The managemen: system of Company E is somewhere in between 2 mechanistic and an arganic form,
The employees are restricted to clear defined Boundaries, in which they can operate with freedom. This
indicatas that their tasks are both specialized fmechanistic), but also flexible (organic). Their zasks are
closely defined by use of duties, responsibilities and technical methods o fulfill specific needs

[rmechanistic] but they are alsc frecuently reshaped to acjust to changing needs (organic).

The commitment of senicr management is characterized as high, ' The monagement is strangly connected
to ot RED activities that happen within our organization, These activities combine actions fram as well
our commerc sl side a5 our development side and olso 7 specific task force which has the purpose to
indicate Aew grawth engines for the orgonizotion.” The imporzance of commitment of senior
managerment is very high, becavse Company E operates in highly instakle market, and needs to

cantinuously adapt to the changing environment. If the senior management is not aware of changing

9
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demands in time, the organization 5 not able to adjust to these dermands and subsequently looses

eraund on campetition,

Company E enkances a clear and stable vizian, which is “ta improve safety, efficiency, and saviranment
privvection for mitlions of peaple avery day’. This shapes clear boundaries for the arganization ir which it
should operate. Also, to ke able to shift innovations it generates = hancle to discriminate between

innavations that fit with the corporate strategy and innovatians that do nat.

The markat in which Company E operates is cantinuoushy changing, This calls far a high degree of
improvisation, ane never knows where the marke: will evalye o, To be oble to invest in specific
demonds, ore needs to know what the actuo! demond is. The problem (s thot ones you think that vou
have g cleor understanding of what the maorket wants, these demand slightly change, which has the
corsequence that pouw hove to odivst again, And this Raopoens off the time, over ond over again ™ This

clearly illustrates that the need to be flexible and to improvise is high.

Company Emakes use of SharePoin: to, as in line with Compary B and Company €. For the exchange of
information they also use what they call biweekly highlights. This is 2 communication medium in which
emplovees are aught to report their activities, the history and the approach that will be zaken in the next
few weeks to solve any problems. It is perceived as a good toal to keep the crgznization focused on what

it does and where it wants to be.

The neec for ccllabarazion under pressure is relatively high, Company E has to develog techrological
solutions far specific customer demards, which Fas the consequence tha: employees have to be in close
cantact with the customer to identify the demands and to define the boundaries in which they have to

aperate, This implicates that need to collabarated outside the arganization is high,

5.5.2 Queslionnaiie cesulls
The discussian on how Company E has orgarized the search phase for discontinuaus innowvation is cone

from the perspective

of the divisior in
Almela. The results

Company E and DILah Benelux

from the first

questionnaire, which

a
Fave been discusszed :
, , 3 4 K -
in general in the ?E f \]. e SETALERY SRS
2 crgan ation
1

previcus chapter, are

~iliviclual

visualized below. In == [imes used Lllab Senelux
the figure O means C- . — o

that a strategy is not a‘gjﬁ \fz“c}‘l&q&ﬁi&*ﬁ&s}J«:?'&lé:gﬂ\.“é? cﬁﬁé‘iaﬁfg‘ntq Ee:rlleﬁ:al:rc seblas
used, anc for those ?ﬁa\ba'*io@;p T n.iiﬁ;v &*33‘2{;}2:;@(15;?,@ %?5@’

strategies  that are d ¥ q@‘csgf‘é@t‘} &

used the higker the o Lo&o o

scare means  the

ketter the strategy Figure 17: Company E and Lab Benelux
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warks “‘cr the organizaticn,. The way these strategies are organized within Compary E, with the accent an

the more sucressful strategies, will be discussed ir the following paragraphs.

When taking a closer look at the “igure that visualizes the search strategies tha: are used by Company E,
the first and most chvious finding is that just a few strategies are Jsed, This is contradictary with the
ather case studies, they all use at least 7 strategies, The reason why Company E uses just 4 strategies will

ke discussed in the next paragraph.

55.3 How Company F uses the search strategicos
Company E mnnovates with use of three different approackes, but which all Fave one collective goal -
enlaree growth and profit. The first approach is the use of the already esisting technolcgies within the
argarization, which are used to create as many products as possible to serve market needs, This first
farm of inncovazing is kest characterized as continuaous innovation, The second approach thas is used
within Company E comes forward through a distinct group of employvess which foclses on new aspects
which are rot associated with day-to-day activities, The focus of this group is on innovations which are
market driven and incermally criented, This mezans that the innowvations that this group creates reed to fit
ta the current portfolio of the organization. The peaple within this group make use of congresses,
current and potential customers and innovations from witkin the organizaticn, This apprcach 15 best
charzczerized as discontinuous mnovation, the purpose is to create irnovatians that are different from
current business. The third approach that is used witkin Campany E is the use of Mergers and
Arcquisitions to fulfill 3 recognized market need. When a certain market need is recognizaed by Cormpany C
and the perception of the pozential of that market reed meets the demands for successful application by
Company E. then the possibilities are there to zcquire the technaologies that can fulfill the market need.
The technaologies that are acquired through these Mergers and Acguisitions are best characterized as

discontinuous innovations, providing that market need is relatively naw.

As can be se=n ir Figure 17 Company E uses 4 stratepies, of which ldea Hunter and Corporate Venture
Unite are judeged as average, These strategies are combined ir the use of the Yergers and Acguisitions,
The Idea Hdunters are the amployees that look at global level at the Mergers and Acquisitions, These
employees facus on the lorg term, in which they keep products and markets with patenzial in mind, The
results of these |dea Hunters can have three different results. The first is that they might paoint the
subsidiaries on the existence of a certain potential, with the note that the potential needs tc be
investigated further. It can also be the other way around, it might be that a subsidiary comes up with a
rertain potential and questions whether iz might be possible to investigate in it, or parhaps even acquira
the arganization or innovation. The third possibility is that the market approaches Company E with the

questicn whether they are interested in the acquisitions of thewn.

The focus within Company E is on the recagnizion of a certain rend and to develop a product which
fulfills the need of that trend. Thearefore also Corporate Werture Units can be used, which is closely
connected to the use of Idea Hunters, Within the arganizatior funds ars available to invest in potentials,
It needs to be nated that these Yenture Urits are always used internal, rot external as described by
Smith {2006). Recently the acguisition of an organization has been finalized. All resources have bhesn
agdopted in the organization escept for the R&D activities of the organizatior, which have been left

independent in arder to develop the already existing innovations. This a form of Corporate Venturing
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with use of an external VYenture Unit, but for Compary E this is a anes in a lifetime experience due to a

lack of success, This explains why these strategies are judged as average.

554 Soecessfol strategics
Company E alss uses Futures and Maobilize Painstream, which are judged as successful. The Futures are
used at different levels within the organization. The lowest level is the use of scenarios far different
products ar market segments, which are used to identify different pathways for the fulfillment of certain
market needs. The highest level of the use of scenarios is at the corporate level. This is where a
perception is made of the fareseezhble “Lture, There are always at least three sceranaos developed in
arder to make it possible to cater to future needs and demands. These scenarios are quantified in order
to make it possible to adjust to fluctuation during the development of the scenarios. The guantification is
done with use of a cash flow analysis. Within that analysis a farecast is made o what investrmeants have
ta be made and what these investrents will return. All costs within the period, both divec: and indirect,
are acccuntec for in order to be akle to give a precise judgmens: of kath the profit that will be made and
Fow long it takes before the breakeven goirt is reached. The basic principle in the judgment of the cash
flow analysis 1s the rule of twao, "At the erd of @ scenaria it has cast fuwice os much, it has token us bwice
o5 long ta get there and the profits ore twice s low o5 expected”’, The scope of the scenarios is 10 years
and each year adjustments are made, which creates the possibility for a very optirnisic scenario with an
even more optimistic outcaome to ke revaluec each year and step out if it has not the perspective it was

aughs to have.

The use of Mabilize Mainstream is done through project teams, in which emplovees from marketing,
finance and engineenng, including project management and process preparation, are brought together,
These employees are always the best available at thet mament and are mazde full available far that
cpecific praject. Such a project team has the purpose to develop a recognition of a specific need ar
innaovation into a concept which is waorkable for the arganizazion. The pecple wha work wizhin suck a
tearn are always cthers than those that reccenize the need for innovation. The reason why different
people are used lizs within the characteristics of those people and zheir specific neads: ‘the people thot
ore obfe to develap g svccessful concept are goad at creative thinking, those Yot recognice o reed are

ohie to osk the right questians to the right psople”.

5.5.5 Case summary
The case study at Company E has identified interesting findings with relation to the search for
disconzinuaus rnovation, These include the findings that have been discussed in the previous
paragraphs and some general points that relaze to the orgarization of the search far discontinucus

innowation.

%  {ompany E has an organic managerment system
% The contribution to the five key practices is high for each practice
*  Company Einnovates with use of three different approackes:
¥ Use already existing technologies to enlarge market share [continucus innavaticn)
*  Mew aspects which are not associated with cav-to-day activities (discontinuaus
innowvation]
¥ Mergers and Acguisitions to fulfill rew recognized market needs
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Idea Hunters are employees at corporate level who focus an Mergers and Acquisitions
Cerporate Venture Units is used espedially internal through Acquisitions of proven concepts or

high potentials
¥ Futures are used at two levels:
¥ |dentify different pathways for the fulfillment of cetain market neads
¥ {reate different perceptions of the fareseeahkle (10 yvears) futures
Futures ave gquan:ified with use of cash flow analysis ard evaluation moments each vear
Waobilize Mainstream is dene through preject teams, consisting of emplovees from marketing,
finance and engineering, with the purpase to develop an innowation ar identify a need
The arganization uses strategies that are applicable on their specific situation
The success of the strategies is dependent an the strategy itself and the goals iz has and the
fields of knowledze is addresces (for Idea Hunters failure is a necessity 7o become succassful)
¥ The search for ciscontinuous innavation has ane commoeon goal: accelerated grow wizh emphasis
an exploiting creanizaticnal strengths
¥ 4 difference is made betwean searching an carporate level and searching on a lower [eval:
¥ {orporate level: ldea Hunters and Corporate Yenture Units
¥ lower level Futures and Maobilize Mainstream
¥ The search for discontinuous innovation is supparted by Fighly developed means of
cammunication; SharePaint and biweekly highlights
%  Top-rmanagement of Company E is as well actively invalved in the search for discantinuaus

innavatiors as suppaortive far the employees; it regulates and controls employes actians
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6. Cross case ahalysis

In this chapter a cross case analysis will ke dene, This analysis will include Both an analysis an the case
studies ard an zanalysis on the results of the questionnaire, ccmpared to the retrieved insights in the case
studies, The analysis contains 3 diferent areas. At firs: the organizational characteristics of the cese
ctudies will be campared, after whick the usage of strategies, which are judged zs successful by the
argarizations, will ke compared tc ezch other. Subsequeantly the insights that are gathered in the case
studies will ke applied on the assumptions that have been done in chapter 3. Finzlly the different groups

af organizations will be compared and analyzed with 2ach other.

6.1 Orpanizational characteristics
Each oreganization has heen discussed with use of the organizational characteristics that have been
autlined in paragragh 2.6. These characteristics will be compared and ciscussed with each other, The

charzcteristics are at first surnmarized in the table below.

A B c D E
Kanagemeant system drganic  Mechanistic Organic drganic KMechaniszic f organic
Commitment of senlaor management High kedium High High High
Clear and stable vision High High High High High
limprovisatian High hedium High High High
Information exchange Lo kedium High Loy High
Collaboratian under pressure kedium High High High High

Table 19: Grganlzatlanal characterdsties

As is discussed in paragraph 2.6, an organization that operates in discontineous conditions, either in the
searching or ancther phase, should aim at a meore organic form of management system. Such a system
creates benefits for the organization, it makes it possikle to adapt more rapidly to changing canditions.
As can be seen in Table 19, not all organizations in the sample have implemented such 2 management
systern. Company B is the anly oreanization which has adopted a more mechanistic management system,
due to the specific situation i which hey cperate. Their market is guided by strict rules and proceduras,
whick hzs had its influence an the organization. Also, Company B originated as a part of the Company L,
which used tc be owned by the government with the consequence tha: a high degree of formalization
znd centralization is stancard. The ather argarizations are more entreprenecrial of nature, the tasks af
their employees zre much maore flexible and the operations are less farmalized and decisions are mare
decentralized. Company E is in between, it has charzcteriszics that are familiar with 2 mechanistic
managerment system, e.g. highly sperialized tasks, as well as charactaristics that are familiar with an

arganic management system, e.g continual redefinition of these tasks.

Arnangst the practices for successful development the caommitrment of senior management is ane of the
most important, As Bessant & Tidd (2007} discussed, the support and cooperation of senior management
is very Important for an innovation to be successful, Mane o the organizaticns is characterized with a

low commitment of senior management, which indicetes that the arganizations recognize the
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impartance of the practice. Actually, cnly Company B is characterized as mediurm, which is caused by the

kureaucratic organization through many  different layers. The other organizations apply shert
carmmunication lines when it comes to discontinuaus innovations, which creates the benefit that actions
can be taken swiftly when carditions are changing ar possibilities apen up.

The practice of a clear and stable vision is the onby practice wkich is indicated as high for all orgarizations
in the sample. Wkat all arganizations have in comman is that they shaped their overall strategy arcund
ane generally accepted goal. All actions and behaviors have to adapt to be aimed a: the fulfillment of this
godl. The main characteristic of the poal is that it is formulzted at corporaze level and is applicable an the
whaole arganization. This implicates that the type of organization, either a subsidiary or a helding, may
Fave no influence on the emulation of the general goal. All crganizations in the sample have canformed
to the general goal o the haolding. This indicates that the awareness of the importance of one overall,
penerally accepted goal inthe pursued o a discontinuous innovation is high, the arganizations underpin

the importance of a clear and stable vision in the search for discontinuities.

The degree of improvisation is very impotant when 2n organization faces discontinuows conditians, All
arganizztions recognize the impartance o “lexibility, they intend to create mechanisms that make them
zhle to adjust to a changing envircriment, bacause they are aware of the fact that it is impossikle to
predict the future. The market in which Campany B operates 15 less changeakle as those of the other
arganizations. Company B cperates in a market which is parthy cwned by the government. These markets
Fave the cormnman charactenstics that changes can be mere easily predicted and that these changes are
less frequent. This explains why Company B is the anly arganization that does not have a high degree of
improvisation present. The overall picture that comes from the sample is that the degree of
improvisation 15 highly dependent on the market dynamics: the only organization that does not operate

in a highly dynamic marke: has a lower level of improvisatian.

The infarmation exchange is the anly key practice that is characterized twice as low. |t is essential far a
successful innovation development that the rght information s available at the right time and 2t the
right place. The organizations that are characterized as high all use SharePoint, as discussed a browser-
kased collabovation and docurment-management platfarm. This platfarm gives the oppartunity to make
information available at any time at any place, which is key for a successful search and cevelopment of
an innowazion, Alsa, Company © extends the use of SkarePoint with communizies of practice and the
intranet of the organization. These platforms combired give the organizaticn the opportunity to monitar
information flows and adjust to changing conditions even mare rapidly. Botk organizations that do not
use any digital means of comrmunication work in a maore traditional way = 3 good idea needs to be sold’
within the arganization to key players in that organization. The benefits that a platform like SharePoint
pives for an organization are recognized, actually both arganizations are working on the implementation
af such a platfarm. This indicazes that the organizztions underpin the importance of wformation
exchange in the search for discontinuous innovations. Cormpany E makes, additional to SharePomnt, use of
their bivweekly highlights, a toal which helps the arganization to observe and control the progress of their
innovation process on 3 frequent base in an easy manner.

The need far callakoraticn uncer gpressure is especizlly impartant when an organization addresses

external resources ir their search for discontinuous innovaticns. As discussed in chapter 4, all
75

WA R, Wanschers



! oniis i R

.rJ5fcni|"-||-:u'~.'ﬁ;l--;~| s v
= The Netherlands

iInnovationl

arganizetions use at least 2 externally oriented search strategies. Within the cases only the need for

callaboration under pressure of Campany & is characterized as medium, the others are all higk. The
difference is caused by the general focus of the arganization, far which it develops products ar services.
Coemparny A innavates an behalf of internal cornected custormers, the halding (Company F) is ir contrel
af the entire chain, The ather arganizations all inrovate on behalf of external customers, which Fas the
camplicatior that the communication always crosses the boundaries of the organization. Also, the
possibilizy that the interests of external customers and internzl interests collide is relatively high. This

implicates that the need for collaborztion under pressure is much higher.

6.2 Successful stratepgics
Within the case studies severzl strategies have been examined, which wers evaluated as successful or
wery successful by the participaticg organizations in the guestionnaire, The argamizaticn of these

successful strategies will be compared between the companies.

6.2.1 Aclive TTsers
The strategy Arctive Users is ewvaluzted as successful by Campany A, Cormpany B, Compgany C and
Compary O The use of Active Users has been summarized for each case. These summariss are combinad

in Tahle 20. Also the rate of successful {succassful ar very successful] is given for each case,

Summaries af the use of Active Users
A

The Active Users exist onby inzern and are used in long term programs Successful

B The Active Users are external customers and is fundamental far the way  Successful
Company B coes business

C Active Users are both intemal and external 2ind are usad as infonmaticn Successful
souUrces an specific topics

D Active Uzers are vsed within a simulator with use of external customers Successful

Table 2t Summares of the use of Actlve Lzers

The Active Users are used in diverse settings withir the cases, the users have cifferent purpaoses and
autcomes, Both Company A and Carmmpany © use Users that are situated within the arganizaticn, The
purpase of the Uszrs within Company A is to cevelap long term programs in close cooperation with
internal stakebolders, in which the interests of all parties is accounzed for, The goal of the Active Users
within Company C 15 to make it possible for employees to deploy difficult questions at internal Lead
Users, in order to retrieve information and knowhow that they normally would not ke able to acdress
that easy. The di*ference is that Company A makes use of the internal Active Users for strazegic decisicn
making and Company € uses both internal and extemal Active Users to provide knowhow to employees
in order to get to a higker level of services, What these Active Users Fave in comman is that they are
kath Lead Users in their own paticular field of knowledge, The internal stakehalders of Company A are
supposed to be leaders in their own particular area, the Users of Company C are Lead Users on their field

of knowledge,

The use of Active Users within Company B is explained in the way they da business. All services that are

delivered to customers are based on close cooperation with that customer. The process is shapsd
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zround the involverment of -he customer. The use of external Active Users within Company D is done

through a simulatiaon, These users are rot typical Lead Lsers, thay can be anybody,

This discussion indizates that the characteristics of the Active Users do not correspond ane on one with
the deccription that has been done in chapter 2 for all cases. The Active Users were indicated as Lead
Users, people who are known to be well develoged in the knowledge that an organizatior wants to
kecarne, typically because of their superior knowledge on a specific topic. Within Compary A and
Comparny C the Active Users do are Lead Users, they are known to ke progressive knowledgeable users
which are closely connected to the wnovaton process of Company € ar the decision making process
within Company A The Active Users of Company B are actually their customers, which is a different
perception on the use of Lead Users, caused by their business model. Therefore these users ars tao a
farm of Lead Users, with the comrment that they are vsad in a different approach. Only the Active Users
that are used within Company [ are not referred to 23 Lead Users, they can be anvone that uses their

produrcts.,

a.2.2 Idea Hunters
The strategy Idea Hunters is found as successful within Company & and Campany B, far which the
summaries of the use of the sirateey are given below, The rate of successfulness [successful or very
successfulyis alsa given for each case,

stummaries of the use of Idea Hunters

A |dea Hunters aperationalized with use o departmental managers Successful

B Idea Hunters is done through the Battle of Concepts Successful

Table 21: Summares of the use of Idea Hunters

The use aof Idea Hunters i1z cone in two very different ways within the organizations. Company A used to
arganize this strategy with use of deparbtmental manzgers, but this is being reshaped towards a
distinctior between demand and supply side. On the demand side a distinction is made betwesn a
product manager, who's invelved with continuous improverment, and an innovation manzger, wha's
responsible for discontinuous innovation. On the supply side of the arganization a change is made
towarde 2 demard for specific knowledege, which leads ta need for employess with specific knowledge,
Mt all knowledge is available within the arganization at the mecment, which means that the knowledge

reeds to be trained or hired.

Compary B uses the Battle of Concepts as their appraach towards dea Hunters. This is 2 whole different
gpproach as that of Company A. The Battle of Concepts creates possihilities for orgenizations o adcoress
knowledege in a fast and easy way. Subseguenthy that sperific knowledze can ke apphied and spread

within the organization.

The two approaches used for the strazegy are completely different, but both arganizztions seem to
kenefit frown it. Tke approach of Cocmpany B with the Battle of Concepts i1s applicakle for almost any
argarization within any market, which comes farwsard through the battles that are being held at the
moment. It is 2lso a seemingly easy strategy to implernent, because it requives almast no resources and

time af employees, and provides contacts that the arganization normally cannot zddress that easily. The
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gpproach of Company & is more soghisticated and needs more resources and time from employees to

) g
discantinuous|lea s

kecomse successful, A4 major advantage is the distinction between cantinuouws and discontinuaus
innovation which generates a better balance in the attributian of rescurces to both activities. This way it
ic more easiby for an organizatior to adjust the balance between both activities, in arder to be able to
zdjust faster to market developments,

6.2.3  Corporale Venlure Uails
Cerporate Venture Units is used and evaluated as successful by bath Company & and Company 0. The

summary of the use of the strategies is given in Table 22

Summaries of the use of Corporate Venture Units

A Corporate Yenture Units is used an a contractual basis to avoid resistance Successful

within the organization on knawn innovetians

n] Corporate VYenture Units are used kecause of the risks invohed and are Yary

strucsured by strict puidelines successfil

Tahle 22 Summares of the use of Corporate Yenture Units

There is 2 difference between the organization of both srategies. Company A uses Carporate Venture
Unite in a more easy way to implemen:. Some innowations have already been exarmined within the
argarization, but they have been judged as unsuccessful or impraczicable. For these inrovations the
possibilizy 15 there to be re-examined thrcugh the cooperation with a third party, which is referred to by

Cempany A as Carperate Yenturing.,

Within Company D Corporate Venturing is formulated within the strategy, |t is seen as a necessity for the
argarization to ke akle to avoid risks that are associatec with discontinuous innovations. Within
Compary D the use of Venture Units 15 done as described in literature; a big arganization uses small
argarizations to examine the possibilities of an innovation, If the imnovation seems to hawe high
potential, than the arganization can easily retrieve the innovation for izzelf. If the innovatian has few
potential, the organization can easily step out. This is in fact the purpose of Corporate Venturing within

Comparny D, to be able to avoid risks, but to have the cpportanity to s:ill examine high risk innovasions.

6.2.4 Using the Web
The strategy Using he Webk 15 evaluated as successful by Company C, Company B ard Campany D, for

whick the sumrnaries are given below,

Summaries of the use of Using the Web
C

Lsing the Web is both a suppeortive tool and an extra search dimensicn Successful
B Using The Web is both a suppartive tool and an extrz search dimension Successful
D Using the Webh is a suppoirtive tool and has potential to become an extra dimension Successful

Table 23: Sumimarles of the uce of Using the Web

All oreanizations use the strategy at least as a suppodive tool. As discussed ir paragragk 2.4.3 this can be

done through hoth intranets and extranets. The difference is where the boundary o° the supportive tool

is set, irtranets stop at the boundary of the arganization, axtranets go bevond that koundary. Within

Coempany C© the Web i used as a3 supportive tool both within and acrass the haundaries of the
Th
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arganization. The purpose is to gather information and make in‘formation available for others, in which
the Web facilitates these actions. Company B Jses the supportive part of the Web within the application

SharePoint, With use of this apgplication it is made possible to0 make ideas and innovation avzilakle at
different levels within the organization. It is a form of informmation sharing which exists within the
koundaries of the arganization. Company D uses the Web as a supportive tocl only, butin a very imited
way. The anly possikility that the toal gives is to record ideas and innovation in the “‘orm of a projert

management toal, it cannot be used as within Campany B, whao uee it as 3 sort of netwaork taal,

Baoth Company C and Campany B use the Web also as an extra dimension where they could and should
search for discontinuities. Both crgenizations recognize it as a fundamental way and glace for the
recagnition ard search for discontiruities, The differance bebween both arzanizations is the use of the
Web as a searching place. Company B uses it as a passive information saurce, it is clearly ore-way traffic.
They absarb the infarmation zhatis availakle and do not intend to provide information an the Web fwith
z few exceptions like the Battle of Concepts). Company € uses the Webk as a dynamic information source,
they both absork infarmation and make information availakle on the Web, Actually, they reccgnize the
Web as 3 necessity for the way they da business, They get in dialogue with Jsers on specific topics, users
af whom they normally wauld not know they existed, Cocmpany D recognizes the possibilities of the Wek

25 an active searching place, especially in the form of active market places like the Battle o Corcepts.

2.5 Deep Dive
Both Company B and Ccmpany C have evaluated Deep Dive g5 successful, as summarized helow.

Summaries of the use of Deep Dive

B [Deep Dive is a necessity ta be able to develcp proper salutiors Successful

Deep Dive is used to urderstand signals from the market about future business areas  Successful
Table 24: Sumimares of the use of Deep Olve

Ac discussed by Karkkdinen and Elfwengren [2002) one of the most essential chjectives of D2ep Diving is
to produce useful information for the early phases of product innovation, which can be utilized in the
planning, evaluation and priontization of new product development projects. Bath organizations use the
ctrategy with this objective as the main imparzance, but with cifferent inzerpretztions. Company B uses
Deep Dive actually through their Active Users, in line with pattern 2. It is a necessity for Company B to
use Deep Cive in cooperation with Active Users to be able to scructure their innovation process, The
caoperation with the customer is essential for the outcome of the process, for Company B it is
unirmaginakle to innowvate without using the customer as an Active User, The use of Deep Dive is dane in
the initial phase of the innovation process, it is dedicated to the recogrition of the actual nead of the
custamer,

Within Company © the use of Deep Dive has a very different purpose. Where Company B uses the
strategy to recognize the actual naed of a customer, Company Cuses the strategy to rezrigve knowledge
znd information about topics in which future business is expected to be done. \With the strategy they

intend o clarify the needs that cause a certain signal to carme to the arganization.

)
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6.2.68 Mohilize Mainstream
Both Campany E and Cormpany C have evaluated Mobilize Mainstream as saccessful, as summarized

belaw.
Summaries of the use of Mobilize Mainstream
E Wabilize Mainstream i1s done through project teams, cansisting of employees from marketing, Successful

firance and engineering, with the purpose to develap an innovatian or identi<y a need
C WMuohilize Mainstream is done with use of both inzernz| and external stakehalders, who actina Successful
camimLnity
Taklze 15: Sumimarles of the use of Mobllize Malnstream

The way organizations look at their resources and relacate them in order to be able to generate
dizcontinuous innovations is referred to as Mobilize WMainstream by von Starmim angd Bessant (2007). Bath
arganizations that judged this strategy 25 successful, Company E and Company &, use the strategy in a
similar way but with a different perception. Company E uses the strategy within rulti-disciplinarny teams
with the purpaose to actually develap an innovation or identify a need. These teams have 3 specific goal
and task, the right of existence is defined. This is in contrast with the way Company C uses the strategy,
The goal of the strategy within Compary C is to invalve people which are all specialists on a sgpecific topic
but wha come From different backerounds, in arder to solve difficult problems. These are brought
togethar in so called communities. These communities show similarities with the multi-disciglingry teams
within Company E. One af the major differences is that not all people within the cammunities are
‘awned’ by Company O, most of them are working for external parties, This 15 in contrast with Cormpany
E. which uses only employees fram within the arganization w their molti-disciglirary teams. Another
difference lies in the goal and purpose of the teams ard commurities, The purpose of the teams within
Company B is twofold, always “ocusing on the development of actual innovations ar perceptions of
reeds, The goal of the communities within Compary © is to be zhle to address knowledgze and

infermatian an specific topics which is not available within the arganization,

6.2 Patierns
In chapter 4 three patterns have been recopnized, bzsed on the results of the guestionnaire. Each
pattern will be re-discussed, in which use will be made of the insights that have been gazhered in the

case studies.

65.3.1 Strategy use and oecd for investinent
In chapter 4 the assumpton has been made that the vse of 3 strategy is determined by the average
investment in resources that comes with the implementatior of the strategy. This means that the more
resources 2 strztegy reguires for implementation in an arganization, the less it will be used in the search

for discontinuous innovations.

The difference between the freguent used and the less used strategies is in the necessity of availakle
resaurces. -or the most frequent used strategies, Active Users, Idea Hunter and Using the Web, just a
few resources need to be available in arder to use the strategy. The use of Aczive Users is done with use
af different types of cantacts witkin the case studies, buz what all these contacts have in common is that

they are already connectec to the arganizatian. This makes it mare easy to use these Active Users within

a0

WA R, Wanschers



discantinuous||m |

|ﬂﬁ0”ﬁ.ﬂ’at|0n s : o ﬂlﬂ.ﬂﬂﬂlﬂf'-famf;

the idea generation of the innovation process [Desowza et al, 2008). Huswon [20068] discasses that

arganizations often alreacy incorporate potential Idea Hunters in their RED departments, they are just
rat aware o their potential which has the consequerce that the use of |ldea Hunzers does nat have to
lead to the use of mare resaurces. As von Stemim and Bessant (2007) discuss the simple famm for Using
the Web, as an additional spare where organizations can search for discontinuities, is a passive
information source which the organization car easily address, The overall picture that cowmes “rom the

case studies in respect ta these sorategies is that they are used in the simple forms.

When comparing the insights an the strategies that reed large irvestments, for example |dea Generatars
and Corporate Venture Units, it comes forward that the crgenizations that do not use these strategies
Fave made a specific choice to do sa. The specific reeds of those strazegies is that they will repay
themselves on the leng run, which has the consecuence that an organization needs to be akle to invest
an the lang run, The products ar services of the arganizations that do not use the stratepies czn be
characterized as shart tenm, which has the consequence that the strategies do not fit to these products

oF sEFVICES.

For Corporate Venture Units and Probe and Learn muck mare resources are nesded, The use of a
Corparate Wenture Unit entails the investment of a large amount of financial resources into a smaller
entity {Smith, 2006) by a larger organization. This means that if an organization chooses to establish 2
Wenture Unit it has to invest finarcial resources in order to make it possible for that Yenture Unit to start
doing busiress and develop the innovation far which it is bewg created into a fruitful product or service.
The kasic principle of Proke and Leamn is that an arganization puts a prototype or a concept into the
market in order tc investigate the reactions and perceptions of actual users {won Stamm & Bessant,

2007), This entails meost af the time large investrmerts in as weall financial and non financial resources.

6.3.2 Deoep Dive and Active Users
In chapter 4 the pattern was discussed that Deep Dive 15 used as a logic addition to the use of Active
Users, in which the main purpose is to increase the guality of the generated insights “rom the Active
Users, This has been investigeted with use of the organizations that participated in the case studies,
Company D, Company B and Carmmpary © use bath strategies, of which the surmmaries are given in Table

20,

Summaries of the use of Deep Dive and Active Llsers

B % The Aczive Users are external customers ard is fundamental for the way Campany B daes business
%  [Deep Oive 15 3 necessity to ke zhle to develop proper salutions
C x Active Users are bath internal and external and zre used as imformation saurces on specific topics
¥ The external Active Users are known to be progressive knowledgeakle users who are closely conrected to

the innovation process of Company ©

x

Deep Dive 15 used to understand signals fram the market about future business areas

D x Active Users are used within a simulator with use of exzemzl customers

The use af Deep Dive is adopted in the Lse of experts an specific topics and the search for neecsina
simulatar

Table 26: Summarles of the use of Deep Dlve and Active Users
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Ac won Stamm ard Bessant [2007), Holt (1984} and Karkkdinen et al, (2001} discuss Deep Dive [or
customer need assessment) has the goal to indiczte what the cause ic af an expression of customers,

This has the consequence that, from the perception of von Stamrm and Bessant, an arganizazion that
uses Deap Dive needs to be in cantact with its customers. The way Company B uses Deep Dive isin line
with the approach described by won Starmm and Bessant. Company B develcps salutions for customers
which are based an the specific needs of those customers, which are adoptec through a close and
intensive contact with that specific customear, The zpprozch Company O uses with resgpect toc Deep Dive
i with the use of a simulator to address the perception and needs of their Active Users, The organization
af the szrategies in both arganizations is different, but the purpose and outcome is almost the same —
they both intend ta identify specific cLstomer needs, The difference is in the possibility to generalize the
outeome to other customers, which is present for Company O but aksent for Compary B.

The approach used by Company C is different when glanced from the orgarization of the strategies,
Within Company C Deep Dive is used in areas were business is assumed to bz dane in the future. This
mears that knowledge and infarmaticn abous topics ir certain areas is retrievad in arder to absarb this
kefore business is dore within these tapics. This is nat stricthy done with use of customers as within
Cecmparny B and Company D, the sources can also be nor customers ar 2ven campetitors. The purpose
znd outcame cn the other hand is tke same, the intertion is o identify future business areas basad on
retrieved signals, The use of Deep Dive is a negessity for the organization to identify future business

areas, but it does not necessarily Fave to ke done witk use of customers.

This leacs to the understanding that the use of Deep Dive is complementary to the use of Active Users,
but it is not a necessity to use it through customers {Active Users]. It can zlsa be dene, as seen within

Compeny G, with use of non customers ar competitars.

6.3.3 Corporate Ventuie Unils
The pattern is based on the observation that the use of Carporate Venture Units depends an the type of
arganization fHigh-Tech or Medium ta High-Tech manufacturer), Subksequently, when locking at how
these argarizations judge the success of the strategy, it shows that the strategy 15 judeed as mediocre
[Company E), successful {Company &) and wery successful (Company D). Especially the difference
ketween Company E and Cocmpany O is irteresting, As zlready discussec in paragraph 2.4.9, the success
af a Carporate Venture Units is influenced by both the size of the organization and the rale the

arganizztion plays in the venture, The specific case conclusions per case were as follows:

Summaries of the use of Corporate Venture Units

D Cerporate Yenture Units are used because of the risks involved and are structured by strict guidelines

A Corporate Venture Units is used on a coniractual basis toc avoid resistance within the organization an known
innowations

E Ccrporate Wenture Units is used especially internal zhrough Acquisitions of proven concepts ar high potentials

Takle 27 Summares of the use of Corporate Venture Unlts

What cormes from the case studies, is that the difference between being the large and small party wizhin
the venture does not alweys correspond to the propositicns within the literature. The benefit for the

large party is that it can exarcize ricks and/or low potential contained to the innovation, the small party
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ran benefit frcm the resources of the large party in arder to develop and utilize the innowvation. Within

Company [ the reason why an innovation is being developed by them is the risks contained ta the
innaovation for the other party. The anly comment that needs to be made is that there is na diszinction
ketween the large and small pary as is done within literature. The parties that place 3 technology inside
Comparny [, in order to develop it inta a first-of-a-kind product, are not typically larger, The reason why
they outsource the development of the innovation i1s that Company [ has the specific knowhow that is
recessary to develop the technology intc an actual product, while the party that outsaurces often lacks

this knowh o,

The situation with resgect to Company & is different They use Corparate Venture Units in the form of
cantracts. The reasan why this is done is to avoid the resistance of already excluded innovations, The
parties with whom Company A uses these contracts car ke both bigger and smaller as Company A, The
purpase 15 always to make use aof knowledge that Company A does not have but needs to develop the
innovation, Also, on first sight Cormpany & can be irdicated as a Corporate Wenture Unit of Company F,
whether it is that the reasons for the use of a Wenture Unit like Company & are not in lire with the
regsons found ir literature, Company Fmakes use of Company & because of the specific knowledge that
is availakle within Company &, just like Company A makes use of cantracks in crder to obtain knowledge
fram third parties. This daes not stroke with the purpose for the foundation of Corporate Yenture Units

75 farmulated ir literature, the avaidance o risks.

The use o Carparate Yenturing by Company E is maore irternally focusad, and comes hard in hand with
the use of Mergers and Acquisitions recognized by the |dea Hunters, This makes the strategy different
from those at Company & ard Company D, the purpose is o invest in petertials that are recognized by

the |dea Hunters at corporate level and then abscrb them within the organization,

Another point of interest is that the use of Carporate WYenture Units comes with large investments for the
long run (Buckland et al., 2003). The consultancy firms are aorganized around projects zhat typically have
2 lifetirme of no loenger than & months, This has the consequence that every investment that is made
reeds to have a payback period no longer than the lifetime of the praject for which the inves:ment is
made. For the High-Tech manufacturers this problem does not occur, the products that they develop are

typically applicakle for a lenger time,

6.4 LCase comparison
The final part of the cross-case analysis will exist of an overall case comparisan. In this case comparizan
the most important findings of this research will be cutlined, in order to provide a salid grourd for the
canclusiaon. In chapter 4 the results o the questiormnaire have besn discussed, in which a difference has
keen noticed in the use of the search strategies by the participating organizations. These results will be
discussed, in which Campany H and Company G are left out of discussior, because these orzanizations
Fawve naot tzken part in the research in the form of a case study. In this discussion the “indings on what

determines the success in the search for discontinuities will also be taken along.

The abservation was mace that the composition of sezrch strategies at Campany E is very different when
camparec Wwith the other oreanizations, Mo paossible explanation could be given an the results of the

nuesticnnaire sclely, but with the insights of the case studies the observation can be explained. The
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difference in composition of searchk strategies occurs because Company E has a explicit strategy toweards

disconzinuous innavations, The arganization knows what type of ciscontinuities it searches for and
where it can finc these. To be able to address these saurces of information it uses a cambinatian af an
easily implementable search sirategy (ldea Hunter) znd rnore sophisticated search strategies 'Futures,
Corparate Yenture Units and Mobkilize Mamnstream). The stratepy [dea Hunter is used at corparate level
and has the goal to identify Mergers and Acquisiziors, a very specific focus, The Futures are developed at
different levels within the organization and have the purpose to give direction to the strategy of the
argarization and to provide the organization the necessary flexibility to adjust to changing demands, The
Corparate Yenture Units are acditional zo the |dea Hunters, it gives the organization the oppertunity to
explara a specific potentizl, Mokilize Mainstream is done with the specific composition of teams, these
are camposed basec on the characteristics of the employees. What all stratzgies have in commar is that
they have a very specific focus and are supportec by the organizational characteristics as discassed in
paragraph £.1. Senior management is committad in two different ways; they give the employees the
recessary freedom to make the search for discontinuities successful and they search for discontinuities
thamselves. Tha specific “ocus of the strategies comes from the vision of the organizatian, in which a
care element is what the arganization wants to search for. This is continuous adjusted to changing
demands, but has ane common goal: accelerated growtk. All steps in the innovation process are
supported by wery advanced means of comrmunication, which appearad to ke 2ssential in a8 more

sophisticated search.

When arguing that Company E has a more sophisticated and “urtber developed composition of search
strategies, it must be argued why the perception of success of the strategies is not higher. The
arganizztion indicated that both =utures and Mabilize Mainstream are successful, but Corporate Venzure
Units and Idea Hunter are not (medium). This is caused by the perception of the orgznization on what
success actually is, which the organization explained to be twofold, The perceptior of success is based on
the outcarne of the stratepies, these gererated both very success®ul and unsuccessful 1nowvations,
During the case study it became clear that it is a3 necessity for the sirategies ldez Hunter and Carparate
Yenture Units to be allowed to penerate unsuccessful autcames, |t was argued that if the strategy was
zllowed to anly generate successful oatcomes, it would exclude risks as much as possikle, but often the
innovations that are wmost risky on first sight have the highest potental. Therefore these two strategies

should actually ke judged as very successful,

Comparny C can e characterized as more developed too, The organization has a balanced campaosition of
search strategies ard support mechanisms. Senmior maragemant ases 3 bottom-up approach, they
support new ideas but do not search “or these ideas tkemselves, The organization has characterized two
ctrategies as unsuccessful {Intragreneurs and Deliberate Diversity] which is caused by the market
entrance strategy of the organization anc the orientasion af these two swrategiss. The means of
cammunicaticn that the aorganization has implemented zre very developed, from the basic tocl
SharePoint to more complicated communities of practice, Also, the organization has a very specific visicn
af wkere it wan:s to become, how it wants tao get there and which sources of information are necessary
to take these steps forward. In this vision a lot of room is |8t for innowvations, both contiruous and

discontinucus. The oreganizatior focuses on these inrowations, beczuse they tkink that the time of
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aptimizing and cuttirg cos:s has come to an end, and for organizations to ke able to compete it is
recessary o innowvate.

Company B searches far discontinuities in a very different setting when compared to the cther cases.
Use iz made o the Innavation 5tudio, as discussed in paragraph 5.2.5, which is a perception of searching
in which differant strategies are combkired in one searching place. In the Innovation Studio the
employvees have a lot of freedom to investigate certain specific topics — these can be brought up by the
employee or the top management. One of the chararcteristics of the Innowvation Studic is that failure is
rot condemned, the arganization recognizes that failure cames with the search far discontinuities with
Figh potential. This creates the opportunity for employees in the Innavaticn Studio to investigate topics
that would novmally have hac no change, they would Fave been judgze as inappropriate in an early stage,
The Innovation Studio is not the only way Caormpany B searches far discantinuities, also use is made af

different strategies, but it is the most impertant strategy far the arganization.

Cermpany O has a high overall score an success for the search strategies, which indicates that the current
camposizion of the search strategies works far the arganizaziaon, During the case study it became clear
that the strategies are working for the arganization, but they are not supported in 3 way that is
gpprogriate far the organization, Ma supportive tool 15 implemented in the arganization, which could
rause the loss of retrieved knowledge and infonmation. The arganization recognizes this danger ard is
currently investigating which ool is most approprizte to their setting. Also, the strategies are used in 2
way that seems to work for the organizazion, but if the arganization wants to adwvance to 2 mare
sophisticeted search far discontinuities changes hawve to be made. Sapporiive tools and means of
carmmmunication need o be implemented in order to make information and knowledge available at the

right zime and the right place, for example as done by Company E.

Company & has the lowest average score for success when comparing the average success of the case
ctudies, The reason that the arganization identified to cause the low scores “or some strategies is in the
reshaping of the organization towards a better focus on discontinuous innovation, But when tzking the
argument forward that an arganization can develop itself through time from a mare general composition
af search strategies 1o a more sophisticated, specific compaosition a different explanation can be derived.
The arganizazion identified that the composition of search strategies that are present did nat satisfy their
reed, they did rot generate the necessary discontinuities. This indicates that the orgarization has been
using a composition of search strategies that were on first sight thought of generating the necessary
discontinuities and has come to the recognition that some of these strategies do not perfarm the way
they were ought to. This implicates that the organization is investing rescurces ir search strategies that
doc not pay themsehlves back, which explains the low scare for some strategies. This relates to the
arganmizational characteristics as follows, The commitment of senior managawment and the clear and
stakle wisicn are characterized as high, but when comparing it with the completion of Company E it is
different. The commitment of senior management is high, they sapport the search activities of
employees anc give them the necesszry freedem, but they not perform any searches themselves, The
wision has recently been changed, berause it lacked the focus that is necessary to make the searck for
disconzinuitizs successful, The necessity of a good working idea management tool is recognized, but

Company A has not implicated zny mean of communication,
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7. Conclusions

The conclusions based an the case szudiss and the cross-case analysis will be presented in this chapter,
which have the purpose to pravide znswers for the mezin research question. The research questions have
zlready been answered in the previous chapters, therefore these will not be elaborated on anymore.
Mext to the canclusions an the main research guestion also the limitations of the research znd the

suggestions for further research will be discussed.

71 Answering the central gquestion
The aim of this research was to irvestigate in whick way organizations can search for discontinuous
innaovations. Actually, the central question embraces what organizations have to do in arder to make the
search for discontinuous innovatians seccessful. This research has indicated several guidelines far the

search for discontinuaus innovations, which will be discussed.

At first a difference must be made ir the matunty and experience o the organization ir relation to the
cearch for discantinuous innovation. Organizations that ave relatively inexperienced with the topic or
whick have not developed their search for discontinuous innowation thaoroughly will not be able te
implement search strategies that require mare resources and guiding. This research has shown that
arganizations that are relatively new with the topic can best choose search strategies thaz are easy to
use, those that require few resources. The advantage of these search strategies is that they are often
zlready used in the organization, ba it in a different type of innovation (e.g. continuaous), Also, the search
ctrategies that require few resaurces are judged successful more often than those that reqguire maere
resaurces. This is caused by the discortinuities that are recoenized with these search strategies; they
address very diverse sources of infarmation and knowledge, which mzakes it possikble to recognize maore
diverse discontinuities for different parts of the arganization. Also, because very diverse sources of
infermation and knowledge are addressed a possikle lack of direction in the search far discontinuities is

reduced, the chance of recagnizing potential discontiruous innovation in advance is enlarged.

Curing the use o these strategies it is important that top-management gives the employee the
recessary freedom to actively search far discontinuous innovation, This means thas it is not necessary for
the top-managerent itself to search actively, but it muast crezte the necessary space and fresdom to
make it possible for discontiruous inrovatiors to be recognized by employees, The role that top-
managerment plays i1s best cescribed as supportive, ir which they need to create an atmmosphere ir which
the exchange of krowledgze and information cn all levels is encouraged. The research indicated that in
most instances the search for discontinuaous innovations is still kottom-up, the employee needs ta sell”
2n idea to the right person in the arganization, a process of trial and error, That is why an employee
reeds to enjoy a kigh degree of freedom to mzke the process waork, it asks a lot of patience from the

crganization.

If organizations are mare experiencad with the search for discantinuaus innovations they can proceed to
the use of search strategies that require more resources. The previouwsly discussed strategies are often
glready present in the orzanization, and if nct they can be implemented without many intentional

cancerns, the more sophisticated stratepies ask far a different zpproach. To be implemented these
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strategies are cornpelled with a clear corporate strztegy, they address very specific resources fwhether

internal or external) and are different in nature ard cutcome. Also, the actars that execute the strategy
ran be different, even top-management itself can use these strazegies. For 2xample, Futures an strategic

leval and Carporate Wenture Units are best executed by top-managemert.

The kenefits of the more sophisticazed search strategies, compared to the strategies that require less
rescurces, lie in the sources of information they address and the infarmation they gather. The maore
sophisticated search strategies address sources with very specific infarmation and knowledge, they can
ke successfully used only if the aorganization grovides a directior abous the information and knowledge it
wants to become. Therefare these strategies are better applicable on organizetions that are mare

developed in the search for ciscontinuous innovaszion.

The search stratepies need to be suppcrted by means of communication. The complexity and
edvancement af these means of communication can be very different, it follows the path of complexity
of search strategies. The more easily to adopt search strategies can be supportad with a general toal, e.g.
SharePoint, When the organization is mare advancad in the search for discontinuities the necessity for
more sophisticated sapportive tools comes in. Because the organization searches for werny spedific
knowledee and information it needs to make it possikle to store this knowledee and irformation and
make it availzble at the right places in the organization. Also. these tocls should make it possikble to

zddrecs very specific fields of knowledege ard infarmation,

Ancther guideline that comes from this research is that some strategies are successful in specific
situations. Firss, the use of Corporate Yenture Units is applicable for High-Tech and Medium to Higk-Tech
manufzcturers in particelar and can be wvery successful for these types of arganizations [Buckland e: al,,
2003: Smith, 2006), The research indicated that the use of this strategy is perceived as a necessity by
arganizztions in these sectors, it provides them the cpportunity to avoid risks that are connected to the
develapment of certain irnovations in their arganizations. The operationalizztion of the strategy can be
wery different, bus the main purpose stayed the same for all cases — to avoid risks that are concerned

with same innovations and o prevent them of being eliminatec from the crganizatior due to these risks.

The secaond spenfic situation considers the use of Deep Dive in combination with Active Users. Whan
these two strategies zre combined, i* the context and characteristics of the organization allow this to
Fappen, then Deep Jive creates major banefits for the use o° Active Users [Desouza et al, 2008;
Karkkimen & Elfvengren, 2002]. The purpose of both strategies is to identify certain reeds, in which
Deep Dive can create a mare sophisticated level of deing sa. Also, the requirernent of resources for these
stratepies to be used in organizations when they are comkined is relatively low, they address the same

resaurces, the major point that must ke noted is that the use of Deep Dive 15 very time consuming.

Another important aspect that comes forward from this research is that all arganizations underpin the
importance af discontinuous innovation for their arganizatian, but when they have to choose they prefer
short term profit and growth instezd of leng tumn investments on discontinuities. This has negative
influences an the develaprment of discontinuous innavations in ganeral and the search for discontinuities
in particular, hecause these activities ask for different actions of an organization {Tidd et al, 1999}, To

prevent this of ccourring the search for discontinuous inrovations needs to be defined, in which the

a7

WA R, Wanschers



| ﬂﬂ Ovatl O n ':: | The Netherlands

resaurces that have to be made available need to be described. This creates a situation that when the

argarization encounters difficult decisions on the investment far the shart ar long term, it has resources

availzble far lang term investiment, which discontinuities often are.

Within the case studies very different interpretations on the operationalization of the search strategies
Fave been found. The difference lies within the interpretation of the strategies and small adoptions to
the context and specific characteristics of the organization. What almost all organizations had in
carmmeon is that they used the strategies that were formulated, with exceptior o® one. This specific
argarization uses an Innovation Studio next to the search strategies, in which employees have the
apportunity to spend three months an research on 2 or 3 specfic topics. This form of searching for
discontinuous innovations was a unigue practice which has not bzen seen within any other cazse. It
creates major bensfits for the organmization, it makes it possible to investipate certain topics and
innavations that would normally be left out due to = lack of available time and connectedness of the
topic with the arganization. Because the Innovation Studic was found ir one organizzticn cnly, it is not
said that it is applicable on the specific situazior of that arganization. Actually, it creates opportunities
for aother organizations zs well. as long as the resaurces, both “inancial and nan-financial, are availzble it
can create major benefits for almast any arganization.

7.2 Limitations
There are several limitations with respect to this researck. This is not something unusual, all research
studies are likely to have limitations. In his section the mair limitatians and the influence on accuracy,

veliability and valicity will be discussed,

The first limitation lies in the selection af cases. In the categorization a distinction was made bebween
High-Tech, Medium to High-Tech anc Low-Tech manJfacturers an ane side and {nowledge-lntensive and
Less Knowledge-Intensive service organizations on tke other side. Due to a lack of participation no
arganization from the Low-Tech manufacturers was found willing to attend in the case studies. This
represerts a imitation for the research, because the ckoices for the use of search strategies by these
arganizztions have noat been investigated, This limits the cross case analysis, because it is imaginakble that

these types of arganizations have different motives far their choices.

& secand limitaticn is the use of the interviews. First, it is qguestionakle to what extent the results from
the field research zre reliable because interviews zre only held with top or senior management of the
arganizations that are involved in the case studies. This means that there iz only one level of analysis, nat
2 multi-level analysis on the different layers of the strategies [for example strategy making and strategy
execution), Second, hecause this research Fas bean a qualitative research the interviewer is ougkt to be
reutral and ohjective in order to prevent a respondent or interviewer bias of occarring. During the
reflection is has became clezr that the level of nectrality and abjectivity has not been eqaal in all cases.
This has the consecuence that the results have not been completely reliable, but large difference have
rot been recognized in the perceptions of core elements. However, more research seems to be

recessary as will be discussed in the nest session,

During the case studies the different gerceptions of care elements of the first questionnaire became

clear. Especially the percegption of the description of the search strategies has not always been in line
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with what the research expercted it to ke, The questionnaire criginazed from the DILak and in order to be

zhle o create a high degrae of comparakility the same guestionnaire has been used. With the insights
that were gathered in the case studies ane should consider whether this has been the right choice and
question if a sharpened description of each strategy would Fave been more appropriate, which can be

seen a5 a limitatior of this research.

This research has been based an the work of von Stamm and Bessant (2007), in which they discussed the
existence o 12 search strategies for discontinuous innovations, One needs to gquestion whether these
strategies are really stratepies. The use of another concept migh: be more appropriate, perhaps the
cancept af mechanisms as iz used by Gartser =t al. [2007] 15 a better ‘label” for the strategies. The
proklem with the use of strategies is, as came forward in the case studies, some organizations find it
difficuls to discuss the existence of 50 many strategies for a small part of he whole iInnovation process. I
it would have been labelzd otherwise, perhaps mecharisms or maybe approaches, this discussion would
Fave been avoided and the perception would have beer even better. especially within the first
questionnaire.

7.3 Suggestions for further research
This research has used a qualitazive apgroach in arder to provide insight an the organization of search
strategies for discontinuous innovations within organizations, because a good developed theary an this
topic is not present. This research has provided insights on the use of s2arch strategies far discontinuaus

innavations by arganizations with use of both a questiannaire and case studies.

Toc be akle to 2xtent the possikilities of generzhzztion of the use of search strategies a quantitative
research is desirzble. The questionnaire which has been used in this research had the purpose to identify
which strategies are used by organizations that participated in the Dllzb Benelux, anc what the success
af these strategies is. Jifferent assumptions have been made an the use of the stratepies, but these
zssumptions cannot be generalized due to 3 1ack of external validity, If 3 guantitative research would be
done with 2 much bigger sample, based an a design whick is similar to the questionnaire as usad in step
3 of this research, the external validity would be much higher and the possibility to peneralize would he
present. This way one could argue what search strategies are used in general, and whether same
stratagies are zpplicable in particular sectars {e.g. Corporate Ventare Urits in High-Tech manufacturers)
ar a relazion betwesan two or more strategies is present {e.g, Deep Dive and Active Users),

The secand suggestion for further research that can be made is based on the necessity far an
unambigwous uncerstanding of what is and what s not gathered in the topic of disconzinuous
innovation. This should lesd to a dear understanding of different sreams within literature on
discontinucus innovation, and if possikle should hawve the ouzcome of a unifarm definitior af
discontinuous innovatian. This shauld take the research done on the topic in general and the progression
made by he DILak ir particular to the next level. Alsc, the next phases in the innovation model should
ke investigated in order to provide insights on how argarizations should select and implement

discontinucus innovations.

Ancther suggestion for further research considers ar international comparison betweer the results of

this research and other research. This can include a comparizon between research that is already done in
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fareigr countries with these results as well as a research on how these results should be taken forward

outside the Banelux.

The final suggestion “or further research is basad on the current economic crisis. One could argue that
the cause af the crisis lies in the skort zerm fecus af many organizations which are listed at the stock
exchange., These organizations suffer from the aksence of a balance ketween shert and loneg term
strategic goals, which is in line with the discussion on the distirction between continuous and
discontinuous innovations, The society is changing rapidly, and possibly a new era is going to begin which
cauld shake up the current way o thinking about daing business. This can have many consequences for
each organizatior, for which research should be done 0 order to keep aon existing in the near anc “ar

future.
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Appendix A - Overview of used databases and Keywords

The databases that have been used in this research are:
* 18 Web of knowledge (selection on Sodal Sciences Citation Index [55C1])
Scaopus {selection on Social Sciences)

Jstar

L 4

GoogleSchalar

The key-warcs that have been used con the topic in genaral are:
¥ Discantinuods innovation

Dealing with discontinuity

Fadical innawvation

Disruptiee innovation

Innavation management

Orgamizing inhovation

LI B B

The key-words that have been used far the search strategies are summarized in Takle 28,

Cverview of used key-words per strategy

. Artive Jsers Lead users MWew product
Active Users
developrnent

|dea Funter Search for new ideas Eoout
|dea Hunter . ] ]
Mew innovation triggers
. Web Internet Online communities
Using The Web
Intranet
Deeap Dive Customer behaviar Deep dive Artual nesd
Brokers Brokers
Mutures Ecenarios Scenario planning
Futures ) )
Scenario learning
Intrapreneurs Intraprenauring IntrzpreneLrs Intraprenesurship

Deliberate Diversity

Deliberate diversity

Diverse teams

hlultitask temms

Corporate Venture Units

Corparate Yenture U nits

Corporate Yenturing

Mobilize Mainstream

hohilize mainstream

hainatream actars

Warket push and market
pull

Frobe and Learn

Frobe znd Learn

Concept testing

Protatyping

Prototype

Idea generators

|dea generatars

Creativity tools

Tahle 28: Cvervlew of key-words per strategy
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Appendix B - Categorization of organizations

Classificatian

Description of industries

High technology

manufacturing

wWanufacture of office machinery ard computers (340)
hManufacture of radie, television and communication eguigmert and apparatus [32)

Manufacture af medical, precision and optical instrements, watches and clocks [33)

Medivm to high
technology

manufacturing

wWanufacture af chermicals and chemical products (24)
wWanwfacture af machinery and equipmert n.e.c, {29}
Manufacture of electrical machinery and apparatus n.e.c. {31]

Wanufacture of trarsport and equipment (34 and 35)

Low technology

manufacturing

Wanufacture o food praducts, beverages, and tobacco: textiles and textile praducts;
leather and leather procducts; wood ard wood products; pulp, peper and paper
products; publishing and printing (15 to 22)

Manufacture af cake, refined petralewm preducts and nuclear fuel {23)

Manufacture of rubber and plastic products; basic metals and fabriczted metal
produec:s; ather nen-metallic products (25 to 28]

Warufacturing n.e.c. {36 to 37)

Tabla 29: Classiflcatlon of manufacturing Industrlas [source: Eurpstaty

Classification

Knowledge-intensive
SErvices

Description of markets
Water transpoirt 'E1)
Airtranspart [52]

Past and telecommunications (&4}

rinancial intermediatian (G5 to 57

Feal estate, renting ard business zctivities {70 ta 74
Educatiaon {80

Health and social veark (85)

Fecreational, cultural 2 nd sparting activities (92)

Less knowledge-
Intensive servires

WMaotor trade [50 te 52)

Haotels and restzaurants |5%5)

Land transpart: transpart via pipelines (60}

Supporting and auxiliary transport activities; activities of travel agencizs 163)
Public administration and defence; compulsary social security [75)

Sewage and refuse dispasal, sznitatior and similar zctivities {30]

Artivities of memkership organization n.e.c 191]

Other service activities (93]

Artivities of Fouseholds as employers of domestic staff (95]

Extra-tervitarial organizations and bodies {29)

Taklz 30; Classification of service organizations (seurce: Eurostat)
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Appendix C - Questionnaire search strategies DI Lah Benelux
Survey by the DI Lab Benelux, coordinated by Ir. Rick Middel; please send all responses to:

(L2

h.g.a.middel{@utwente.nl

B LT L =T PSS
b LT L oL T o T PSS
Y O AN IZEE I DE et ceneeseme e erensmne s e s anme s snrmns wem et s nmes s emm b men s wam e e
All data will be treated confidentially

[ntroduction

In a fast moving warld, one of tke biggest challenges facing organizations is dealing with discontinuous
innaovation, Most organizations understand that innovatian is an organizational imperative, They learn to
listen to customers and constanthy evolve their existing procucts and services, continucusly improve

their processes, 50 that they are not left behind by competitars,

The akility to deal with this continuous type of innovation - the constant storms of change within an
industry - is essential, Every 5o ofter, howewver, 3 whirlwind blows through an industry - a technalogy, or
2 product, sc radically different that it changes the shape of an industry completely and in daing so puts

many existing, successful companies aut of business.

Being ready for discontinucus innavation reguires a specific set of organizaticnal skills, not least the
zhility to search for signs of the potential whirlwind that may sweep through an industry, or, as with the
internet, across entire business sectars right around

the warld.

The Wheel of 5earch Strategies

In our research we have corme across 12 search
strategies, some of which are overlagping but were
still sufficien:ly different to warrant separate
menticning. Below the wheel vau will find 3 krief

summary of each of the 12 strategies.

It 15 impartant to acknowledge thatitis not a

questicn of “either or’ but very muck about:

Which are most relevant and appropriate to your

cantext, and

With the limited resouarces available, which mix af

ctrategies will offer the most extensive cover and

insights.
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What we would like to know is not anly whetber these strategies are used in yvour arganization, but also

whether yvou feel that they are being usec well, i.e. whether yvour crganization’s innovatior performance

kenefits from them. |n addition we are asking whether you think the way a particular strategy is used in

wvour arganization and how this is aperzticnalized witkin your arganization might serve as a case study

frarm which cthers might be able to learn: in zhat case please provide us with a contact e-mail for follow-

up: hary thanks.

Scarch Stratcpy

Idea huntar
Somanne whn is proactivaly laoking outsids their argasizaton forinterasting and or potantially Used "ot usad
threataning developments.
This strategy wiorks really well for s, Tozalby Tazally
AER disgree
Futures
Dewvelop ways of laoking ot the world which do not neeessarily fallow the corrent trajectary. Caqbe Used Not 4
5B ot 153
trend extrapoltian o standard” foracasting technigques but can also ba mora adwanca:] scenaric-
hiasad approachas.
This strategy works really well foros, Tutally Torully
Rre disaarec
Using the web
Llze the powar nf t1e web to access and exalore cifferent developments  coanecting to multiple Lzed Mot usad
sources o ivformation cnd oporating various farms of wea eqabled marketplace.
This stratepy works really well forus. Totally Tazally
AR disnren
Activa users
. . . L . Llseel Mot usearl
Saak out and work with those users who actively want to change an: improwve existing offerings.
This str atogy works really well forus. Testally Terally
Rre disaarec
Deep dive
Tetm coined by design and innovation corsultancy IDEQ [woww IDECLcom) to koo Iy undarstand how Ll zeerd Mot usearl
users aperata, what they want and need, huilding haavily on an ethnographic approach.
This strategy wiorks really well for s, Tatally Tazally
AR disnren
Probe and learn
Deliberately thinle up alternative hypotheses ard taen explore them  forexample, oo far
, . , , - Lserd Mot sl
cpportLaities in the segmeants o the market you are nat active ar strong in. Lock for the oppertunizies
ar the ‘lnw and’ low pricefgond enoush productfsarvice offarings.
This strategy works really well for s, Totally Terally
Rre disaarec
Mablllze malnstraam
Reforus tie core tasks of groups like procurcment, sales ar finance staff to p ek up peripheral Ll zeerd Mot usearl
informatica ahout trands ir th2 wice-waorld.
This strategy works really well for s, Tatally Terally
AR disnren
Corporata vanture units
. o Llzed Mot useail
A fund sat up by A corepany to be investad in interal or external vertures.
This strategy wiorks really well for s, Tozally | | | | Tatally
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Intrapraneurs
Variaus ways of mobilizing high involeoment inncvation across the o-ganizction around not anly
) , , L Lserd Mot sl
anatinuous irprovemant but -adically ner ideas. Very simply put, ntraprerearshipis
Entreprencurshia procticed by peaple within establisqcd organ zatizns.
This stratepy works really well forus. Totally Tazally
AR disnren
Brokers
, , Lserd Mot sl
Brokers are peaple who are making cannections, internal a3 wall as axternal.
This strategy works really well for us. Tutally Turally
AR disnren
Delibarate diversity
L . . ) C e Used Mot used
Bringing-in and nurturing paapla with a mindsat that is different from the organization®s coltural norm.,
This strategy works really well for us. Tutally Turally
AR disnren
|dea generators
\ , s Mot usearl
The use of third parby Agercies to da the scanning and searching far you.
This strategy works really well for s, Testally Terally
AR disnren

What are the barriars that discontinuaus innovation is expariencing in your arganization?

Barrier Mot at all

Sign ficant

Loelk of tranzfer within the srganizetion

Lac« of buy-in

Lack of carnactedness i sida the nrganization

Lacl of nzentive to particiaata

Infarmation is available but thore s no impetus foracting on it

If thera ara any ganersl commants or guastions, pleasa enclosa therm in the box baloa.

i
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Appendix D - Questionnaire search strategies 2 - case studies

Drpanizalie:
Conlaclpersoom
Functie:

Inleiding

De hedendaagse maatschappil is continue in beweging. “Yerwachtingspatronen van consumenten
wveranderen, grondstoffen worden vervangen door geavanceerdere wvarianten, nieuwe tecknologieén
trecen toe tct d2 markt, te veel om op e noemen. Dzaram is het gencodzeakt om inzich: te verkrijgen in

Foe creanisaties omgaan met deze veranceringen, hetgpeen ondermeer heaft geleid tot deze vragenlijst,

1. Watis het belang van Discontinue Innovatie voor uw organisatie?
2. Watis uw ral als het gazt arm Disconzinue Innovatie?
3. Kuntu eenvoarbeeld gaven van een Discantinue Innavatie binnen uw organisatia?

L heef: reeds medewerking verleend aan de eerste questionnaire vanuit het DlLab Benelux, waarvan de

kevindingen hieronder kort zijn samengevat,
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In de figuwr szaat O voor geen gebruil, Voor de strategie&n cie wel zijn 2ebruikt gelct hoe hoger de scare,
Foe succesvaller de strategie binnen uw arganisazie [Question: Does this strategy waork for your
arganizztion? Answer: Totally agree = 5) met als maxirmumscare 5. U geeft aan een aantal strategieén te
gebruiken Binnen ww arganisatie, Hierover volgen eer aantal vragen.

G549

WA R, Wanschers



discantinuous|mlr

| ﬂ T"[O’ﬁ.i’a“ O n I:i:-!- | : ; The Mffﬁff'-faﬂ[fi

4. Hoe pzssen deze strategiegn binnen het innovatiebeleid var uw organisatie? En hoe belangrijk
rijn deze strategieén voor ww arganisatie?

5. Is het gebruik wan de strategieén een bewuste keuze, of is dit een vorm van herkenning
raderband?

B. Heeft u een wverklaring voor het verschil in succes tussen de afzonderlijke strategieén?
7. U geeft aan een aantal strategieén niet te gebruiken, is hier een verklaring voaor?

8. ‘Worden de strategieér separaat pebruikt, of zijn deze op een bepazlde manier met elkzar

verbonden'?

De resultaten wan het eerste deel var het onderzaek (de guestionnaire] hebben geleid tot een aantal
kevindingen. Een hiervan is dat een tweetal strategiegn door de meeste organisaties warden gebruikt en

ack als succesvol warden beschouwd. Gezien de doelstelling var het onderzoek — een antwoard vinden

ap ce vraag hoe kedrjven kunnen cmgaan met arganiseren van de

roekstrategieén — zal daarom dieper worden ingegaan op deze twee DiLab's definitie

strategieén om inzicht te krijger in de werking van deze stratzgieén. Het ldea hunter

ketreft de strategiegr dea Hunters en Active Users. Owver deze strategiesn Samenre wha is proactivaly lnoking
zullen zen aantal speci‘ieke vragen gesteld worden, putside their organization for

intaresting anc for potantially
9. Watis het doelvan elke srategie? threatening develaprachts.

10. Hoeveel mensen/middelentijd is beschikbaar voor elke strategie?
11. Hoe zijn de afzonderlijke strategiegn binnen uw orgznisatiz g2organiseerd?

12, Welke communicatierniddelen worden gebruikt om de strategieén te ondersteunen en waar
wardt de verkregen informatie opgeslzgen 2n beschikbaar germaakt?

Dllabk’s definitie

13. Waarom zijn juist dere strategiesn sucresval kinnen sw organisatie?
; Actlve users

14. In hoeverre genietien) de Idea dunter(s] vrijheid ir bun zosktakan? Seak aut and war ¢w th those Lisers

wha actively want to change and

15. Kunt u een omschrijving geven wvan de Active Users? Perbs e i A FFaciTe

Een tweeds canclusie over het eerste deel van het orderzoek is het nie: furcioneren van een aantal
strategieen. Dit betreft vcorramelijk de sirategieén Intrapreneurs en ldea Hunters, Hierover zullen een

zantal vragen worden gesteld, met als slot een tweetal afsluitende vragen.

16. Heeft u eer verklaring woar het felen” van deze strategieén?
17. Wat is er nodig om ceze strategizén weal succesval te lazen zijn?

1B. Aijn er nog strategiegn die niet besproken zijn, maar valgers u wel in uw organisatie waorden

gehanteerd?

19. Heeft U zelf nog vragen Jf opmerkingen?
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Appendix E - Company profiles

Left out do to confidentiality

Appendix F - Case study reports

Left out do to confidentiallity
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