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Abstract. This paper considers the question of which strestustrategies and
practical activities large firms can use to sucit#lys create a sustainable
innovation environment within an organisation. Treper has a special focus
on communication activities used to support thiange process. Using the
ADKAR change management model as the underlying dvaonk, this study
analyses the story of a large professional serfifogs national innovation
program to show and discuss a successful exampke p@per shows how the
firm successfully managed both the change projedtthe stakeholder change
to transform the nature of their organisation. Tgeper provides valuable
insights for professionals, practitioners, consuiaand academics involved in
or studying the creation of innovation and how féea this within large
organisations.
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1 Introduction

The growing interest in innovation within large anjsations has developed alongside
major changes in the academic, technical, politieatl business environment.
Especially intensification and rapid changes in¢bhepetitive environment (Siguaw
et al., 2003), fostered by factors such as gloatdie (Gummesson, 2002) and faster
technological development (Santoro and Chakral#062), increased the need for an
immediate adoption of these changes and the dewelopof innovative products,
services, processes and business models (Szed), 200

Whilst innovation, which can be understood as thecassful introduction of new
products, services, processes or business modetxke and Katz, 2003), has been
shown to be a key driver in organisational growlugker, 2002; IBM, 2006),
innovation is still not completely understood ocegted by those involved in large
firms. The responsibility to shareholders, neednmage risk, lack of understanding
of innovation (including its benefits and appropgiprocesses to facilitate it within
the organisation), and desire not to be distrafrtad current business are some of the
reasons for this.

With there still being no commonly accepted metliod establishing a successful
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firm-wide innovation program that can be used iffedént sectors and with the
development of innovation strategy theory stilaigrowth phase (Davey et al., 2008),
still far from reaching maturity, the ability to tgeesources committed at the executive
level can be difficult. Whilst the Google approawhallowing staff to have 20% of
their time dedicated to new venture creation (CafQ7) has been successful in
achieving growth within the software industry, ibynnot be realistic for most large
firms.

Establishing a common definition for innovation aridion of how it can assist the
firm’'s objectives is a vital first step in establisg an innovation program. This
process however can be extremely problematic withige firms owing to the
complex nature of large organisations as well asdfien difficult task of getting
buy-in from key personal at the top level of thgamisation. Conversely, getting
understanding, trust and acceptance of the benafits process of innovation by
employees, suppliers, customers and shareholderalsa create significant issues in
getting momentum for an innovation program.

Therefore, the objective of this paper is to creatbetter understanding of which
structures, strategies and practical activitiesgdarorganisations can use to
successfully create an innovation environment withh organisation with special
focus given to communication activities used topsarpthis change process. In order
to do so, this paper uses the case study of a [a@fessional service firm and its
innovation program — a program recognised as aesgéd example in how to

engender a more innovative corporate culture.

A further objective of this largely exploratory diuis to develop a framework for the
infusion of innovation into a large organisatiothex than how to build an innovative
organisation. This paper therefore is targeted w&dfepsionals, practitioners,
consultants and academics involved in or studyliegcreation of innovation and how
to affect this within large organisations.

This paper is organised as follows. Firstly, thextnsection briefly reviews the
literature with respect to the creation of an iretgyn environment as well as to
organisational change. Following an outline of thBKAR model (Hiatt, 2006)
acting as the theoretical framework, section fougspnts the research design of the
present study. Chapter five then introduces tha’§iinnovation program as well as
describes the methods they employed in building emdom for the innovation
program within and outside the firm with speciatdie on communication methods
used. The paper outlines the full context of thegpem so that the reader can
understand the way in which the firm combined granternal and external
communication with hands-on innovation activitiasorder to win over stakeholders
in the organisation. Following a discussion of tesults, the paper closes with a
conclusion and suggestions for future research.

2 Literature review

Research on creating a sustainable innovation @mvient within enterprises is
closely linked with the concept of entrepreneursimg especially with the concept of
intrapreneurship. Following Schumpeter (1934) asll was Drucker (1985),
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entrepreneurship can be defined as “the processodvering and developing an
opportunity to create value through innovation” {@mcic and Hisrich, 2001) which
is also the core of organisational innovation. Morecently, research on
intrapreneurship (Pinchot, 1985), which is alsolechlcorporate entrepreneurship
(Zahra, 1991) or corporate venturing (Stopford Baden-Fuller, 1994), has evolved.
This research stream focuses on the applicatioth®f entrepreneurship concept
within existing organisations (due to the commoagesof the term entrepreneurship
this study stays with the term but refers heredfbeits application within existing
organisations). Today, broad consensus is reattaddstering entrepreneurship can
help to enhance a company’s growth and profitab{itahra, 1991). Acknowledging
this potential, the question arises whether or aat organisation can foster
entrepreneurship, if so, how? Since entreprenquitakis place in interaction with its
environment (van de Ven, 1993), organisations ntedorovide an innovation
supporting environment in order to enhance motgtinspiration and drive (Russel,
1999). Most researchers believe, that environmefatztbrs such as organisational
cultures, social networks, reward systems and ateqesource allocation can foster
entrepreneurial spirit and help to extract entrepweial value (e.g. Hisrich and
Peters, 1998; Gnyawali and Fogel, 1994). Moreoslear goals, strategies and tasks
are needed to encourage employees to act as emegjps. Given the required time,
space and monetary as well as non-monetary resuecgrepreneurs are able to
exploit their full potential and to develop new éderesulting in organisational growth
and competitive advantage.

Today no accepted method for creating a successfdl sustainable innovation
environment exists. Rather, vague concepts suciheagoncept of ‘organizational
slack’ which allows staff to have a certain amoahtime (15 to 20 percent in the
cases of Google and 3M) dedicated to new ventweation are known (Carr, 2007;
Bartlett and Mohammed, 1995). However, to expldie tmentioned potential,
organisations need a strategic approach to chahgenselves to create an
environment suitable for entrepreneurship.

The following section briefly reviews the literaguon firm-level innovation models
as well as change management — the two parentiébsexfrthis research.

2.1 Firm-level innovation models

The use of innovation models to explain and/or guithovation management has a
long history. In his seminal work, Rothwell (199dharacterised 5 generations of
innovations models, from the 1950s until today.

First generationinnovation models (1950s to mid-60s) are simphedr sequential
process models focused on technology push. Heeeetphasis is on the research
and development (R&D) process with the market/qusts just being the ‘receiver’
of the innovation, thus not being the initiator tbe innovation and/or shaping the
innovation in the commercialisation proceSecond generatiomnovation models
(mid-60s to 1970s) are still simple linear sequartiowever with the market being
the starting point of innovation. Also called markmill, customers / consumers
represent the source of innovation. In these mo&&DH reacts based on the market
needs identified. Compared to first generation t@ion models, these models focus
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more on marketingThird generationinnovation models (1970s to 1980s) combine
the key aspects of the first and second generatiodels, namely technology push
and market pull. With the first two generationsnoesequential models, marketing
and R&D are integrated in the third generation viitadback loops existing between
the different stages of the mod@&ourth generationinnovation models (1980s to
1990s) are focused integration of parallel teanmdepartments / activities (e.g.
marketing, R&D, product development, product engiimgy, manufacturing). The
models consider not only the integration withimf, but also the external integration
with external organisations and individuals suchsappliers and customerBifth
generationinnovation models (1990s till today), also cal®dtems integration and
networking models, are fully integrated paralleivelepment models. The main
differences to fourth generation innovation modale the extensive usage of
information technology (automating and speedingnamy processes) as well as wide
integration of network partners, both horizontat/well as vertically integrated.

As the above described development illustratespvation models have become
more and more complex, inter-disciplinary and inségd over time. Innovation
models and firm-level innovation management are cmisidered anymore as a
simple linear process containing a small numberdatfvities only, but integrates
various aspects from a wide range of disciplind®sk aspects, often also mentioned
in literature as key success factors, include orgat(e.g. Amabile, 1988) and
entrepreneurship (e.g. Drucker, 1985; Burgelman Sanles, 1986), cross-functional
teams (e.g. Baldridge and Burnham, 1975;) and mtoflyproject champions (e.g.
Rothwell et al., 1974), team structure (e.g. ScH®§3; Frohman, 1978) stage gate
processes (e.g. Cooper, 1983), leadership (e.gk @d Fujimoto, 1991), customer
and user integration (e.g. von Hippel, 1976, 1%@&thwell, 1972), innovation culture
(e.g. Burns and Stalker, 1961), integration of mxdksources and organisations (e.qg.
Chesbrough, 2003), absorptive capacity (e.g. CalnenLevinthal, 1990) and internal
and external communication (e.g. Marquis, 1969;hietl, 1972; Rothwell et al.,
1974).

Due to the multi-facetted nature of firm-level iwation, introducing a new, or
restructuring an existing, innovation program witlsirganisations can be considered
as a highly complex and time-consuming activity. iAgovation programs have an
influence on the work of many employees in an oiggion, change management is
often applied to increase the chances of success whw innovation programs are
introduced or an existing innovation program isatbed. Therefore, the next section
will briefly review existing literature on changeamagement.

2.2 Change management

Due to the increasing need of (corporate) renewaloday’s knowledge society,
fostered by factors such as faster technologicatldpment or globalisation, change
management has attracted a lot of interest in #s¢ gecades. Various starting points
for discussions on change management can be iigeniif literature, e.g. discussions
on incremental vs. radical change (e.g. Burnes4R(flanned change vs. continuous
change (e.g. Burnes, 2004; Peters and Watermar?) 188 the discussions on
ambidextrous change (e.g. Duncan, 1976). For a restensive review on change
management literature please refer to lles ande8atid (2001). In this section,
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however, the focus will be on different definitiormd perspectives of change
management.

Change management definitions primary focus onettdferent perspectives: (i)
change management as a systematic process, (ligehaanagement as a means of
transitioning people, and (iii) change managemesrd avay to achieve an outcome /
make an impact. While some definitions focus on quee or two perspectives others
integrate all three. Ryerson (2011, pp. 4-5) pressesome example of definitions,
primary from practice. Key elements of these d&bfins include:
» to approach systematically and apply knowledgedgse perspective),
» tolead, manage and enable people (people pergpgcti
» to help people transition (people perspective),
» to accept new processes, technologies, systemgctists, and values
(outcome/impact perspective),
* to transition employees from their present way ofking to the desired way
of working (outcome/process perspective).

A definition that integrates the three perspectivas been developed by the Change
Management Learning Center (cited through Natioemining Consortium, 2013, p. 1):

Change management refers to “the application of #e¢ of tools,
processes, skills and principles for managing thepte side of change
to achieve the required outcomes of a change projeinitiative.”

This definition integrates the systematic processthe resources used in the process
(tools, skills, principles) and the “people sidd"tlbe change, and states that a certain
outcome/impact is expected.

Indeed, transforming an organisation towards arovation-friendly environment,
and convincing the different internal and extestakeholders of innovation is often a
very hard task due to the necessary (often largene of change in an individual's
thinking and acting. There is a growing view thasistance to change is a natural
phenomenon (Buchanan and Huczynski, 1985) andrtitiating change often results
in a process which is accompanied by competitiahtarstility (Lindblom, 1994). As
a result, organisations need to find appropriagaizational structures, strategies
and activities to force a change of their differstatkeholders which, in turn, results in
greater innovation activity, new income streamswa#l as organisational growth.
Figure 1 shows a conceptual framework covering ehtsee elements and the
perspectives derived from the definitions preseatsolve (process, people, impact).

Organisational Greater innovation
structures, strategies| | |ndividual change | activity to create
and activities to force[ 7 (stakeholder) d sustainable new

change income streams and

nrAanicatinnal Armw

Fig. 1. Conceptual framework

In the next section different change managementetsaate discussed to identify the
most suitable one for this research purpose — nammelerstanding the creation of a
sustainable innovation environment within largeceptises.
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3 Theoretical framework

Literature refers to a variety of models which t&nused for explaining and fostering
organisational change. For instance, the McKinseWodel developed by Peters and
Waterman (1982, 1990) breaks down an organisatitinsieven elements which make
up an organisation, namely shared values, stragtgicture, systems, style, staff, and
skills. Since these elements are linked to eaclerptthe model can be used to
diagnose organisational issues and to plan ord#mish change processes. Another
change management model developed by Lewin (194d)sés on the process of
change. Lewin's model refers to a three-stage ahamgcess of unfreeze, change,
and re-freeze. Basically, this means that inegfgtance has to be overcome first
(unfreeze) before change can occur (change) andethesituation can be stabilised
(refreeze). Yet another model can be found in K&tt€1996) book ‘Leading
Change’. Kotter proposes an eight-step processreating organisational change,
including (1) establishing a sense of urgency,ofeéd by (2) creating a guiding
coalition, (3) developing a vision and strategy), ¢dmmunicating the change vision,
(5) empowering broad-based action, (6) generatiogtderm wins, (7) consolidating
gains and producing more change, and finally (&haring new approaches in the
culture.

While all three models provide valuable insighttoichange and its management,
none was seen as optimal to investigate the chafigen organisation and its
stakeholders towards an innovative culture. McKyise7s Model focuses on
building blocks, but neither on the change prodessf, nor on the individual’'s
change required. Lewin's unfreeze-change-refreezmein on the other hand,
provides a too simplified look at the innovationanlge process not being able to
handle its complex nature. Lastly, Kotter's eigteps model provides a detailed
reflection of the change process, but does nothmufocus on the individual which is
recognized as being a key component in change reamag in respect to innovation.

Since people rather than processes are seen amtheriority of any successful and
sustainable change management approach (Tiern&g; McAlpine and Jackson,
2000; Dawson and Jones, 2003), the ADKAR model t{H2006) has been highly
valued for its separate consideration of the chgmgeess for employees and has
been chosen as the theoretical framework of presady. Consisting of five building
blocks (awareness, desire, knowledge, ability, r@ntforcement), the ADKAR model
looks at individual change management, meaning blbange can be fostered at a
personal level (x-axis in figure 2). However, thedal also considers the phases of a
change project, namely business need, concept asmyrd implementation, and
post-implementation (y-axis) since successful ckaogn only happen when both
goals are achieved (project level as well as engadgvel goals).

In contrast to the original ADKAR model, the modeded in this study has been
altered slightly. Rather than simply looking at tleange made by employees, this
study considers all stakeholders involved in thangfe process (e.g. employees,
suppliers, customers or investors). Figure 2 shdes slightly modified model
graphically.
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Post-

implementation Successful

change

Implementation

Concept &
design

Phases of a change project

Business need

Awareness Desire Knowledge Ability Reinforcement

Phases of change for stakeholders

Fig. 2. The ADKAR model (following Hiatt, 2006, p.59)

According to Hiatt (2006) the five elements of theodel (awareness, desire,
knowledge, ability, and reinforcement) must ocaursequence and are cumulative.
This means that all building blocks need to be gmeso execute a successful and
sustainable change. Furthermore, organisations teeestablish the five elements in
order meaning that they have to start with raisingreness before awakening desire,
creating knowledge, forcing abilities, and lasthstering reinforcement. In the case
that one of the first elements is weak, the whdlange begins to break down. For
instance, change will fail if stakeholders are awaf the importance of innovation
and have a desire to take part in creating newviathmns but lack the required
knowledge and ability to innovate. Therefore, oigations need to look at each
element in sequence and foster their achieveméset.fdllowing table 1 shows some
factors influencing the success of each element.

Table 1. Factors influencing each element of the ADKAR mdgatt, 2006, p.45)

ADKAR element Factors influencing success
« A person’s view of the current state
Awareness « How a person perceives problems
of the need for ¢ Credibility of the sender of awareness messages
change ¢ Circulation of misinformation or rumours

< Contestability of the reasons for change

« The nature of the change (what the change is andthaill
impact each person

* The organizational or environmental context for ¢thange (his
or her perception of the organisation or environntieat is
subject to change)

« Each individual's personal situation

« What motivates a person (those intrinsic motivatbes are

Desire

to support and
participate in the
change
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unique to an individual)

¢ The current knowledge base of an individual
Knowledge « The capability of this person to gain additionabwhedge
of how to change * Resources available for education and training

« Access to or existence of the required knowledge

« Psychological blocks

« Physical abilities

Intellectual capability

The time available to develop the needed skills

* The availability of resources to support the depeient of new
abilities

Ability .
to implement required .
skills and behaviours

* The degree to which the reinforcement is meaningfal specific
to the person impacted by the change

» The association of the reinforcement with actuaholestrated
progress or accomplishment

« The absence of negative consequences

« An accountability system that created an ongoinghagism to
reinforce the change

Reinforcement
to sustain the change

Amongst other applications of the ADKAR model, Histates that it is a “learning
tool for teaching change management, especiallynwdigalyzing case studies of
successful and failed changes” (Hiatt, 2006, p.8@yeeing with Hiatt's statement,
the ADKAR model was chosen to act as the theoidtiamework of present study.

4 Research design

According to the problem of successfully carrying a change in the behaviour of an
organisation’s stakeholders with respect to innovatthe aim of this paper is to

contribute to the research stream of creating ke innovation environments

within large enterprises. In this context, a laeggerprise can be defined as having
250 or more work units and having either 50 millBuro or more annual turnover or
43 million Euro or more annual balance sheet t#akropean Commission, 2003). A
more precise research question is as follows:

Which structures, strategies and practical actestican be used by

large organisations in their quest for infusing am® innovative culture

by instituting a firm-wide innovation program?
In order to answer the research question preseatddscriptive, qualitative research
method was applied. In contrast to exploratory aadsal research which explore
circumstances and coherencies (Kotler et al., 20063criptive research aims to
picture “specific details of a situation, sociattegy or relationship” (Neuman, 2000,
p.21). Due to the fact that setting up an innovapoogram within large enterprises
and convincing different stakeholders is still @ nell researched field, a qualitative
approach was chosen. Strauss and Corbin (1998)edisaw Denzin and Lincoln
(1994) state that qualitative research is an apjatgp method for understanding

http://www.open-jim.org 62



Journal of Innovation Management Kliewe, Davey, Baaken
JIM 1, 1 (2013) 55-84

phenomena which are rather unknown so far, and éoploring new
perspectives/concepts. According to Yin (1984) whggests to choose the research
strategy by evaluating three criteria (type of agsk questions, the researcher’s
control over behavioral events, and focus on copteary events), case studies were
identified as the most suitable method for thisagsh project. Case studies aim to
investigate contemporary phenomena within theiurshtsettings (Benbasat et al.,
1987) and are appropriate to research ‘how’ andy*wduestions (Yin, 1984).
Generally, case studies can be undertaken in ¢odgrovide description, test theory
or generate theory (Eisenhardt, 1989, Kidder, 1%8@field, 1986; Gersick, 1988).
The interest of present study is neither to gepenat test theory. Rather, it aims to
provide description how a company achieved the goflconvincing their
stakeholders of innovation. As a result, the stoay an illustrative character.

When undertaking case study research it is cracigklect a case which contributes
to answer the research question. Therefore, thearesiampling was applied instead

of statistical sampling. Theoretical sampling refer a selection which is based on a
case’s richness of information (information-orightampling) and does not take into

account how representative a case is (statistaraping) (Glaser and Strauss, 1967;
Strauss and Corbin, 1990). In regard to choosiegright case, different strategies

can be applied. Flyvbjerg (2004) outlines that aesleers can use extreme/deviant
cases to study unusual situations (problematicspe@ally good cases), maximum

variation cases to determine the significance afucnstances, critical cases to allow
logical deductions with maximal ramifications father cases, or paradigmatic cases
to establish a school for a certain domain.

Since this study’s purpose is to look at a successfse, the extreme/deviant strategy
was applied anthe Firmhas been identified as an appropriate example emddes

a remarkable success stolhe Firmis a professional services firm who recognised
innovation as a pathway to bring greater ingenaity efficiency to the company’s
market performance with clients. It started a n&lannovation program in 2004 to
encourage people to explore innovative ways ofkihipn and applying different
perspectives to solving business issues. More th@00 employees regularly
collaborate on the in-house social media channiéh an equal number attending
service line and national client-focused idea cafié$ workshops aimed at complex
problem-solving and creating opportunities in tharketplace. The premise is that
everyone is an innovator.

As of 2009, with some 80% of the firm’'s employee&sively participating in the
innovation program, more than 20% of the firm'seeue is generated through new
or substantially different businesses and servitaerings. The innovation program is
regarded as highly profitable due to its returnilmvestment of more than 300%.
Having successfully set up the innovation progr#ime, firm was awarded a CFO
Magazine's Accounting Services Firm of the Year Advan 2006 and 2008 with the
commitment to innovation noted as a differentiatfegture, and was named ‘most
innovative firm’ in Australia by another major bness-oriented magazine (2005).

For the empirical data collection, a triangulat{omethod) data collection method was
applied to maximize the internal validity of theidy. The data collection method
chosen included a mix of in-depth personal intewgievith key people within the
company, use of confidential proprietary internadtenial provided by the firm,
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promotional material (including internet and maihet collateral) and personal
experience (Blaxter et al., 1996). A series of tnviews were undertaken whilst the
personal knowledge of two of the authors, one amésr consultant within the

Innovation team, was accessed. Those interviewadudad a partner of the

Innovation Group, a Director who oversaw the inrimra program’s development

and a further Director associated with the impletatton of some of the activities

described in this paper. Candidates were selecssgdoupon their high level of
knowledge of the innovation program. The interviemese transcribed and checked
by the interviewee for accuracy. The notes from ithkerviews were manually

synthesized and then reviewed by the interviewgador accuracy.

The ADKAR model and its success factors outlineds@ttion two provided the
framework for data collection and analysis. Intemges were provided information
about the ADKAR model prior to the interviews, ahe interviewees supported the
process of data collection providing evidence obgpess, either verbal or
documented.

Following a call for great transparency and perkodisclosure of possible
Author-bias and involvement with the organisatidrthee centre of the study (Dyer
and Singh, 1998), it should be noted that two ef¢h-authors worked with the case
organisation in the past. The first author spembesdime working within the case
organisation in order to create a greater depthumderstanding of the case
organisation. The intimate knowledge created thinotingse associations allows for a
much greater depth of analysis and explanation whiguld have otherwise not been
possible. The first author has held the resporisitilf challenging claims made by
the case organisation and ensuring objectivity. idathlly, where possible,
third-party validation of claims has been soughtitalerpin the papers objectivity. It
is acknowledged that a limitation of this paperIdooe the potential bias resulting
from these associations, however it is believed this approach has allowed the
paper to reach greater levels of depth of inforamatind therefore use in practical
implementation.

Table 2. Research design overview

Attribute Characteristic(s)
Research strategy Case study

Aim of the case study Provide description
Type of case study Qualitative

Target population Large enterprises
Industry sector Professional services
Case selection strategy Extreme/deviant cases

Intranet and promotion material, non-structuredrviews
Data sources with key people within the company studied as \asll
personal experiences

The following section now outlines the firm’s inration program and takes a closer
look at the structures set up, the strategies egppiind the practical activities
undertaken.
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5 The case of a large professional services firm

5.1 Introduction to the firm’s innovation program

The firmstudied is part of a larger corporation, a glopafinnected network of firms
in more than 140 countries employing nearly 200,@@0fessionals. The firm
employs more than 4,500 people who provide audk, tonsulting, and financial
advisory services to public and private clients.2009,the firm achieved revenue
growth of 11 per cent in spite of the toughest itrgdconditions in decades after
maintaining growth rates of more than 20 per centtlie previous three yearbhe
firm’s commitment to innovation has supported this dhothrough the development
of new products and services. Known as an employerhoice for its innovative
human resources programs, the firm is committetieiping its clients and people
excel.The firm'sprofessionals are dedicated to strengthening catpoesponsibility,
building public trust, and making a positive imparctheir communities.

Nine years agothe firm recognized the importance of creating and sustgimin
innovation environment in order to archive its atigiois growth plans. Regarding
this, the biggest challenge was to transform thgugaconcept of innovation into a
solid activity for its partners (joint owners andosh senior position irthe firm),
employees (in order of seniority: director, managensultant/analyst, graduate), and
other stakeholders (e.g. clients, industry groygsdors, universities, etc.). Apart
from communicating the significance of innovatioegardingthe firnis overall
business and growth strategy, it was seen as triwiareate a sustainable work
environment which encourages stakeholders to dgtparticipate in and contribute
to innovation.

Since 2004the firm has been addressing this challenge with its naltimmovation
program, which sought to transform the work enuvinent at the deepest level. The
central premise of the program was that “everyoag the right to innovate.” This
means that everyone in the organisation must haxmipsion and encouragement to
“play in the innovation space”. The innovation mam educates and supports
stakeholders who then generate and develop ideakownto improve internal
processes or service delivery to clients, as veetliraating ideas for new products and
services to bring to market. As a structured anthprehensive business process
covering targets, funding, resources and accodiitalthe program covers the whole
innovation process from helping people to geneidgas to the successful launch of
disruptive and breakthrough innovations.

The firm’s initial strategic vision and approachsazased on the framework presented
in figure 3:
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Fig. 3. The first innovation framework

Innovation StrategyThe heart ofthe firnis framework is the innovation strategy.
Defining the role of innovation within the orgartisa, the innovation strategy
provides the context and guiding principles for tthesign, implementation and
operation of the innovation program in alignmentte overall business or growth
strategy. By determining the program’s goals angailves, its boundaries, and its
measures of success, the innovation strategy enatganisations to clarify the vague
and intangible concept of innovation. Most impotianthe innovation strategy is
aligned tothe firms overall business strategy and has a strong ctment by the
CEO/board.

Culture The innovation program aims to create an inneeatulture, and to embed
and continually improve an innovation capabilityast organisation. The objective is
to educate employees (ability), and, most notatdyencourage and maintain their
interest and engagement in the long run (willinghe®inning over the hearts and
minds is seen as a key to drive the quantity as agetjuality of ideas, and finally to
extract value from the program. In order to do gbe firm uses strong
communication, networking activities, a Reward &cBgnition program and relates
the innovation program to the company’s businedti®y which is shaped bthe
firm’s award winning communication campaign.

Idea management softwarghe firm’s idea management software is a web dhaea
management solution providing the primary contamihipfor employees to interact
with the innovation program and with each othere Tentrepiece of the software is
the ability to collaboratively improve submitteckab in order to extract the maximal
value at the end. However, the interaction is moitéd to employees; rather the idea
management software is aligned with the other mgldblocks of the framework and
supports the whole innovation process, includingaigieneration, idea capture, idea
review by an innovation council, idea development Eunch.

Funding & GovernanceEffective governance is vital to achieve the wedfi goals
and objectives, and to manage funding in an apaty manner. The firm has
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employed a multi-tiered governance structure, idiclg an Innovation Executive to

direct the program at the strategic level, and immvation Councils, which perform

the more tactical role of filtering ideas. Finaricéand other resources have to be
identified, approved and tracked to set up and gpare program respectively to

develop and implement ideas. Furthermore, long-temented management and
operating structures need to be developed as ttidbae of the program.

Value: In order to reach the program’s objectives, ancnsure that the program
contributes to the overall business and growthtesgsa specific tangible and
intangible targets have to be defined. These tsrgsbrking as both goals and
measures, ensure in conjunction with costs andfiterieacking, a target-oriented
execution of the program.

Innovation Acceleration TeanT.0 ensure that business as usual does not gbein t
way of high potential ideas with a crucial speedntarket, a specialized team
accelerates the development and implementatiorintd-¢ritical ideas. This team,

focused on maximizing and capturing value of arajdeas expertise in intellectual

property (IP) management, rapid prototyping, bussnease development and go to
market strategies.

Pipeline ManagementThe program’s pipeline management component define
criteria, tools and templates to provide a strieduprocess for moving an idea from
its generation to launch. Different stage gatesv(idea, active concept, funded
prototype, and market expansion) ensure to drigeythality through the program, and
hence to extract the maximal value of an idea.

Due to its internal succesthe firm took the strategic approach of its innovation
program to market and has successfully appliedptbgram to a number of clients
across varied industries, e.g. a large bank inraligt a leading general insurer, one
of the world's leading commercial real estate sewiand money management firms,
and one of the world’s largest news media companies

Over the past nine yeartthe firms innovation program has gone through both minor
and major changes as part of an overall continiilmpsovement cycle. There have
been four distinct points at which the direction thle program changed. Not
surprisingly, these changes correspond with chaigése program’s leadership and
governance structures:

1. Inception (2004) — the program was run by a snedint comprising one
director, a part time communication director anchager. There was a small
provision for operational funding with the focus @eommunication and
socialising the concept of innovation acrdiss firm as a whole. Funding for
innovation initiatives was appropriated and apptwe a case-by-case basis
by an innovation council arttie firmexecutive.

2. Integration and Acceleration (2006) — the prograas aligned and integrated
with the mainstream investment and growth functwinthe firm and a
dedicated pool of funding was allocated. Finanaiglerational, governance
and project management processes were establishedldition, a team of
innovation specialists were assembled to help iatuland accelerate ideas.
This resulted in the creation of a new business (iocussing on the digital
business side) and several spin-off companies.
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3. Innovating Innovation (2008) — To continue to driveovation deeper into
each service line so that innovation could be dmnfily regarded as
embedded in its DNAthe firm developed metrics and KPIs to benchmark and
monitor cultural impacts and portfolio performanégrly results highlighted
the need to enhance ways for staff members tobmidie across its national
offices, industry groups and service lines. A naleation and education
platform was rolled out along with social medialsoimcluding Yammer. The
innovation team of four fulltime and two part-tirmeembers including two
directors and a manager, facilitated departmental @op gun’ ideation
sessions as well as firm-wide initiatives. To ferthtest the assumptions,
experiments with new types of funding models, igeatechniques, execution
strategies and governance structures were condaotéthe resulting impacts
were analysed using the new metrics.

4. Re-vision (2010) — These experimerttse firms successes and track record,
and the economic marketplace led to identifyingoiration as one of the five
pillars of the firmis 2015 business strategy. To ensure tight alignnuén
innovation strategy witlthe firnis organic development strategy, funding and
governance structures have been adjusted and ttesegl. The more mature
innovation program of 2010 will now develop intorde more distinct
functional components comprising a:

 strategic radar for identifying innovation oppoiities
e culture and capability development and
» portfolio management.

5.2  Applying the theoretical framework to the firm’'s innovation program -
Phases of change project explained

Considering thathe firm provides services in the areas of audit, assuramck
advisory, tax, corporate finance and consultingntyato large and middle sized
corporate and government organisations, it perfapgd not be considered to be a
typical environment for innovation. Resistance hamge and the long time-frame to
create momentum for the innovation program actiessirmare common challenges
faced by large firms when seeking to embark on lemm cultural change. Owing to
the nature of the industry in whighe firm competes, with few employees familiar
with innovation,the firm needed to overcome a lack of understanding arsd &fu
innovation and its ability to provide the desiregbwth levels. As a first step, this
required the creation of a structure (InnovatioarRework), strategies and activities
that would drive this change. This created a thu@nge management challenge that
required a multi-faceted change management appnoébha robust communication
strategy at its core.

The firm’s innovation program will now be evaluateding the ADKAR change
management model. Firstly the phases of a chargegvwill be analysed.
Business need

The initiative to develop innovation withithe firm was as a pathway to bringing
greater ingenuity and integration to their marketf@rmance with clients. Further,
the commitment to a long-term strategic focus efting a culture of innovation was

http://www.open-jim.org 68



Journal of Innovation Management Kliewe, Davey, Baaken
JIM 1, 1 (2013) 55-84

seen as something that could potentially offeranable growth for the company.
The primary business need therefore was deterntimdat the creation of growth
through innovation particularly focused on imprayiourrent business and creating
new business streams designed to create new revEnmigewas recognised at the top
of the organisation, was pushed tne firmis executive and supported by partners
nationwide.

The firm’'s ranking amongst the ‘big 4’ national fassional services firms was a
point continually communicated internally with tdesire to ‘move up the ladder’
being emphasised. Being a professional services fliat deals primarily with
finance, the communication of current market poritas well as growth objectives
was emphasised to staff using financial data wherewssible. The key message
was: the firm would not achieve desired growth (20% growth tewgewithout
innovating into new services. This message was aamuated and reinforced by
partners and directors in a coordinated ‘sell’ pang to employees.

Concept and design

The firm set out to transform the work environmanthe deepest level, to essentially
changethe firmis DNA. This required a comprehensive strategy,oagzanying
structure and subsequent activities in an innomagimmgram framework in order to
achieve this objective.

The program incorporates five strategic elementst thre integral to ensuring
sustained success (compare also section 5.1):

1. Defining the strategy for innovation and its perfiance based outcomes. This
was about aligning their innovation goals with theverall business strategy
and seeking to embed a sustainable innovative dapafito the organisation.

2. Building a sustained process for translating ide&s value consistently and
over time. Redesign processes to define and reafineidea pipeline. This
included decisions around which criteria would Isedifor progressing ideas
through to the next stage, how would ideas be itised, and how they could
be funded.

3. Implementing a governance and funding model foipsujing and delivering
innovation.

4. Driving a cultural change and communications plan gngaging, educating
and rewarding staff (to be explained in greateaitlat section 5.5).

5. Implementing the value based tools and templatesnéasure and report
through on innovation to monitor and manage thewation process.

Implementation

Implementation ofthe firms innovation program began in mid-2004 with the
mentality that ‘everyone is an innovator’ and sgpyees were empowered to seek
new innovative solutions for their customer’s besis problems. Innovation #ie
firm starts from inside the company and is firmly basada culture that encourages
people to explore innovative ways of thinking arffedent perspectives for solving
business issues. As such, capturing the ‘heartsn@inds’ of the firmis employees
was seen to be crucial in the success of the pmagra

Crucial to the implementation phase was the involet of volunteers (‘many voices
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and hands make lighter work’). Staff members haddowilling to contribute to a
process of personal and professional change. Tured&dion for building innovation
capability insidethe firm was the formation of a team comprising partnerd an
directors who had gone through workshops to gair support for the program. This
team, before the commencement of the innovatiograro involved representatives
from all areas othe firm The workshops also seeded the network of volustee
known as Innovation Champions. The voluntary comityuaf innovation mentors
draws from acrosshe firnis industry groups and regions, and help to inspine
motivate employees to participate in the procedmnipions support employees to
generate innovative ideas and participate in age®designed to select winning ideas
and then develop them into business cases.

The firm strategically involved many levels of itvement but focused its efforts
across three paradigms with objectives within each:

1. The Individual
* Recognising individuality
« Encouraging internal entrepreneurs
« Inviting the individual to contribute and to makelifference
e Attracting talented individuals
« Fostering passionate entrepreneurship

e Pushing innovation creates an environment wheentadl individuals
choose to work there and so assist recruitmentbibgs

2. The Team
» Using the power of combining individual intelleatdatalent across the
firm

* Forming teams that cut across hierarchies and éssinnits
« Creating ‘tribes’ of participants who work together

3. The Organisational level

« Redefining traditional relationships between cusgnsupplier and
even competitor

e Pushing the boundary of the organisation to blue thoundaries
between organisation, networks and supply chains

e Bringing in other organisations to create a network

Post-implementation

The innovation program is an on-going concern whanetinual improvement and
fine-tuning is sought. The firm's commitment to tleeeation of an innovative
environment is seen in their continued investmenthie program with human and
capital resources. Their commitment to this corfrdirection requires them to
continually seek a better return on investment frim program and thus involves
continued dedication.

Most of the activities outlined in the change mamagnt process above are
conducted withinthe firm in the continuation of the innovation. This funthe
reinforces the commitment to innovation within trganisation.

New ways to engage and motivate employees aremta@tly sought and are achieved
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through innovation promotional campaigns, recognitof innovation activities in
performance reviews and being an ever-present ismged in team meeting and
appearing in the inbox and intranet of employees.

Post-implementation activities can also be seethéncontinual monitoring ofhe
firm’s idea pipeline through the idea management soéiviyy the Innovation team
and Executive as well as the objective to rechasé with proven talent in innovation
or are keen to work in an innovative environment.

There has also been a process of continuous impreniebased on feedback obtained
from participants in the program. Some examplethefminor post-implementation
changes include;

* New types of workshops and ideation sessions, sashmorning
“EyeOpener” sessions that introduce edgy new thipk{e.g. Serious
Games, Social Media, Data Visualisation)

* An upgrade of the idea management software tortheviation Academy —
a platform that encourages learning and collabmmads part of the ideation
process

e The rollout of social media tools such as Yammerptomote further
internal communication and collaboration

e Changes in the funding and project management appes — such as the
creation of “microfunds” which shorten the time ded to get funding and
eliminate bureaucracy from the approval process

» Helping teams that receive funding develop rapaqtyping skills

» Reward programs based on collaboration and paatioip metrics

» Development of a “FastTrack Innovation Challengedgram which takes
students from top Australian universities througbemester-long journey
from ideation through prototyping to business case.

Furthermore, the strategic context for the proghes been refined and aligned with
the firm wide strategy to drive from being a vendor to beiogran advisor, but
ultimately acting as a shaper of business and ypdfigure 4 shows the articulation of
the central “strategy” circle within the Innovatiénamework discussed at the start of
the section.

. Shaper of innovative vision
Innovating creating advantage and eminence through
in our country supporting positive transformation of our
nation’s innovation culture.

. Advisor with innovative solutions
Innovating Demonstrating a consistent ability to
for our clients think more creatively about our clients
issues.

’

. Vendor of innovative services
Innovating  secoming more relevant to our clients by

for our firm consistently providing unique, inspiring and
market leading services.

Fig. 4. The firm’s Innovation Strategy
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5.3  Applying the theoretical framework to the firm’'s innovation program
-Phases of change for employees explained

The source of the change withime firmto a more innovative culture was centred on
the need to engage and involve staff in a fun,réstitng and hand-on way. The
innovation program’s premise is that ‘everyonerisranovator’. Inthe firmthey like

to say that the company gives its employees peimnis® play in the innovation
space.

The process of innovate change was considered astnigh priority that it is a Key
Performance Indicator for all employees. A thousangloyees attended workshops
during the initial phase of the program to devdlopvation skills whilst a system of
rewards and recognition celebrate their achievesnent

In respect to the ‘phases of change for stakehsldeis of the ADKAR model, the
following activities were observes:

Awareness

Top-level partner ownership was seen as criticaltf® change to an innovative
culture: “Innovation starts at the top,” said thead of Innovation and Managing
Partner of Consulting in the Asia Pacific regioh.i$ important that the leaders in the
business are committed and understand how criticelvation is to increasing the
bottom line and competitiveness in the marketpl&¢igh targets in mind this ‘vision’
needs to be consistently communicated across tlwewbusiness with everyone’s
role clearly outlined”.

The vision for the innovation program was created @& subsequently updated
annually at the Partner and Director annual forhendfore engaging all senior within
the firm The firm embarked on an all-inclusive innovatiaining program for its
top leaders to clearly communicate what innovaisom@and is not.

Desire

Desire to be part of the program was driven throagtumber of key initiatives. The
creation of firm-wide innovation ‘champions’ to encage and support participation
and keep up the momentum in developing ideas atichgehem to market was seen
as crucial for the creation of a desire to change.

The firm engaged an ‘internal sell’ to introduce thnovation concept to employees
and the need fahe firmto become more innovative to achieve growth targehis
was achieved through presence at monthly meetpasting articles othe firnis
intranet, novel promotions and competitions as wslithe launch of the Innovation
Week concept. It was also achieved through thetfattthe senders of the messages
on innovation withinthe firm came from the very top (executive level) and pagn
The active participation in the program by partnees an example of leading from
the front to which many dhe firms employees willingly followed.

“It is important as a manager to provide the sesjponsorship necessary to drive
ideas through organisational barriers,” says thesgling director and partner tife
firm.

Further, by recognising innovation performance hgividuals in their performance
review,the firmgave employees the incentive to involve themselvdiseir program.
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Other mechanisms for the recognition of ‘early @dog of the innovation program
were also created. These will be elaborated ohduiih section 5.5.

Knowledge

The establishment of a knowledge-base in respecéhriovation was required to
ensure employees felt empowered to be involveterptogram. The emphasis firstly
was to build a knowledge base within individuaigividuals were then also engaged
using teams that allowed the mixing of employeessc different business units in
order to create a shared learning environment. Sofmthe knowledge building
activities included:

* Innovation training courses were made availablermployees at all levels
of the organisation

e Individuals were given a one week ‘innovation imgsien’ through
Innovation Week activities. This included seminansnnovation, speakers
from experienced innovators and hands-on involvémeaninnovation
activities

» Articles on innovation were posted on internallgessed intranet

» Specific coaching and/ or mentoring was providedthtose submitting
ideas through the Innovation Acceleration Team

Ability
A further ingredient seen as crucial for acceptamae to have the required resources
available to the innovation program. The resouveere in the form of:

» Financial resources — not just in terms of fundittee program’s
management but also in terms of funding the iddasugh either
dedication of chargeable hours or indeed througantial investment in a
business concept.

e Tools and materials — These elements were cruoialfdcilitating the
creation and development of ideas which were piljnaranaged through
the ‘innovation zone’. The idea management softwaeated an online
(although internal) access point for inputting, @leping and collaborating
on ideas.

» Access to mentors and experts — ‘Entrepreneurs esidence’ and
Innovation Acceleration Team provided personal boar to selected
employees in order to increase their innovatiotiteds.

e Time — Through the creation of an innovation weithle, firm prioritised
time for employees to focus their efforts on inrtiara Further, employees
were given small challenges by the CEO to commlateng work hours.

In the promotion of the innovation program, them@svan emphasis placed on utilising
fun and interesting methods for encouraging padion in the innovation program.
The fear of change and the actual process of irtirmvavas broken down through
inclusive, hands-on activities designed to engageleyees.

Reinforcement

The firm ensured that reward and recognition wagmifor participation in the
innovation program as well as for relevant innomatsuccesses. This included:
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1. Recognition for idea contributions
« Partner & staff KPI of 2 idea contributions per amim
« |dea contributors recognised at mid-year and ergeaf review times

2. Rewards for approved ideas

e Quarterly award winners for top 3 ideas voted hyolation Council
members ($250 Red Balloon gift voucher)

e Annual award winner ($5,000 toward a course of wits choice)
announced at Partners’ Conference

< Recognition for Innovation Champions

e Annual award for greatest volunteer announced atuanPartners’
Conference

e Innovator of the Year Award announced at annualtnees’
Conference.

A transparent system for accountability was esshbli in the creation of the idea
management software. This enabkbé firm to track who had participated in the
program and how often. Those who were not involtimgmselves in the innovation
program through the Innovation Week events or thhothe idea management
software were encouraged by partners to particifretrigh team meetings, personal
emails and personal attendance at events.

Improvements to the program were, and still aremtinaally sought as are new
activities and methods to get employees in the namng A process of

experimentation, rework and improvement is undenato fine tune the program.
Further, those involved in the innovation groups eontinually rotated to keep fresh
faces and ideas in the process.

5.4  Applying the theoretical framework to the firm's program - Structure of
involvement

The voluntary Innovation Groups were used as a ogefbr getting acceptance and
involvement from employees acrae firm The groups involved key partners and
directors withinthe firm as well as inviting relevant external parties irte
innovation forum and included:

» Innovation Executive - 5 member Steering commiféeénnovation

e Innovation Team - 6 resources devoted to programtegly, idea
generation, idea execution, communications, R&Riopmance, learning

* Innovation Council - 20 Partners who review newasleand sponsor
approved ideas

* Innovation Champions - 30 volunteers from servioed and geographies
who promote innovation at local level

* Innovation Acceleration Team - 3 resources progdépecialist skills in
market analysis, project management and techniaadldpment.
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Using the ADKAR model the following figure defindbe involvement of those
within the organisation at the various stages ef ¢thange process for stakeholders
(the darker the background color, the higher tielirement).

Executive board

Partners & directors

Innovation executive

Innovation team

Innovation council

Innovation communicators

Innovation acceleration team

A D K A R

Phases of change for stakeholders

Fig. 5. Involvement othe firnis partners and innovation staff

5.5  Specific communication activities undertaken irthe change management
process

Internal promotional activities

The firm undertakes extensive internal and extecoaimunication for its innovation
program to ensure acceptance, garner involvemehtyém support and reinforce the
innovation agenda to become part of the company DNA

Internal innovation campaigns

The ‘Innovation Week’ (innovation challenge andaddestival) is the major vehicle
for the promotion of innovation withithe firm Innovation weeks are run 3-4 times
throughout the year with client as well as intercizdllenges. Innovation is promoted
to all employees through regular events, compesticand integration in the
performance review process. In the spirit of ckeaplay, the CEO issues employees
with various competitive challenges such as a “d@9-race” broken into 20-day
laps: every 20 days the staff had to do somethingvative with a client and come
back and record the story. Further activities dythe week include:

» Breakthrough Cafes and Innovation Lounges — Inféremwironments to
‘play in the innovation space’

* Innovation workshops

» Group problem solving around specific themes

* Presentations from innovators

e Competitions for idea submission.

http://www.open-jim.org 75



Journal of Innovation Management Kliewe, Davey, Baaken
JIM 1, 1 (2013) 55-84

The Innovation Team has also run campaigns aroarticplar themes deemed to be
significant future problems confronting society .eaqy “Sustainability Week” was
launched in 2007, where 500 new ideas relatingustaiability were submitted to
the zone in one week. A program was also run fointarnational air carrier within
the firmto obtain relevant ideas for their business imprognt.

“EyeOpener” sessions are also run every month wheternal and external

innovative leaders are invited to explore cuttindge topics. These events are
invite-only, with invitations given to top innovatand participators in firm-wide

events and collaboration networks like Yammer.

Reward & recognition

Reward & Recognition is tied to innovation. Perfamoe reviews include
consideration of innovation program participatioReward within the firm is
structured as mentioned in the reinforcement sedticection 5.3.

Internal publications

The firm’s internal publications ensure that inniima themes are regularly seen by
employees. The publications include: an internalstetter published monthly with
specific success stories; Intranet - Innovatiorcess stories are regularly published
onthe firms intranet. In 2009 the Innovation Academy wastzhed, which provides
regularly updated video content and blogs on intiomgopics.

Idea management software

The firm’'s idea management software supports tht@eeprogram to funnel ideas
through an idea pipeline. The firm created an imtiow tool that would allow staff to
submit ideas, collaborate on them and track theiggess in a transparent way. The
software encourages sharing of ideas and ‘innowaléd’ atmosphere where the
power of many was leveraged and provides suggefdiomprovement of ideas. In
2009 the software tool became a part of the InnonaAcademy and the software
was updated to take advantage of web 2.0 techn@odyenhanced collaboration.

External promotional activities

The firm also committed considerable time to prdangtits commitment to
innovation as a further means to stimulating noty oimternal interest in the
innovation program but also external interest. Thél the benefit of attracting
interest from current and potential clients as wasllattracting talent time firm Like
most professional services firnthe firmis susceptible to a high employee turnover
sothe firmis commitment to innovation is seen as point ofedéntiation in attracting
employees. External interest in the program watefed to further reinforce internal
interest and involvement.

External publicationgmedia releases, white papers and newsletters)

» Corporate brochures promoting the firm’s innovatapabilities

« Many media releases to major newspapers, magazames other
publications

e A bi-monthly electronic publication focusing on mwation (external
newsletter)

» White paper publications.
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Innovation leadership

The firm seeks to take a leading role in businésdes in respect to the topic of
innovation and external recognition of efforts thgh a number of methods:

» Innovation partners and directors are sought aftesenters in government
and business circles for conferences, summits @mtbdtables

» The program is frequently used as a business dasly $y business
foundations, innovative think tanks and governnrepbrts on innovation

» The innovation leadership is also regularly prafilen major media in
articles about innovation

» The firm frequently facilitates summits on innoeettiand future topic

» The program resp. the firm won various awards om fianovation.

Sponsorships

The firm also engages in the following sponsorskipfairther sustain its commitment
to innovation:

» Australian Innovation Festival 2005, 2006, 20002®009

+ Australian Business Foundation

* Innovation Leadership Summit — in conjunction withniversity of
Queensland, Business Review Weekly

» Australian Innovation Leadership luncheon serig3622010.

6 Discussion

In this paper, it has been sought to bring clantyhe difficult topic of how to affect

real change within a large organisation in ordecrgate an innovative environment.
Using the case study of a large professional sesvicm, and their transformation
using a combination of structure, strategies artivities, by itself creates a useful
insight into a ‘best practice model'.

It has been explained that simply using commuracathethods by themselves may
not have been enough to create significant innomathange withinthe firm
However by using communication as the centre-piecan all-encompassing change
project, one which combined a ‘change project psscwith a specific focus on the
‘phases of change for employees’, could provideppropriate strategic framework
in an innovation setting.

In respect to how a large organisation could cre@ateore innovative environment

using a strategic innovation program, some gersg@limodels have been created
below based upon the experiencetiod firm for use by other practitioners and to
create a point of discussion.

The question ofwhat process could be followed?

Using the case study, the following model has ®reloped to highlight the nature
of the change management process in respect toccrdsion of an innovation

environment. It reflects, like the ADKAR model itkeghe need to develop the X and
Y axis of the ADKAR model simultaneously. That tig,work through the phases of
change of innovation project at the same time amrmang through the phases of
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change for stakeholders.

© Post-implementation
(CRa]
o o0 .
g0 Implementation
% =%
S _5 Concept & Design
LIS
Q> .
ZJe] Business Nee
< g
D_ —
K A R
Phases of change for stakeholders
Legend: Primary focus- Secondary focus -

Fig. 6. Change process

The question ofwho could be involved?

The following model highlights the possible invaiwent of key players within the
innovation change management process.

Executive board

Senior management
Innovation executive
Innovation team
Innovation spokespeople

HR support

Phases of change fostakeholders

Legend: Primary focus- Secondary focus f

Fig. 7. Key player involvement

Answering the question ohow might the innovation initiative work in realfty

Owing to the need to continually build interest andolvement in the program and
the need to seek continual improvement, the phafstg innovation change project
need to be continually revisited. This works inyalical rotation where the program
regularly seeks to move employees through the ADKplkases of change for
employees. This is especially true for those stakidrs new to the organisation.

Today, the “permission to innovate” is well estab&d withinthe firnis core culture.

Nearly all cultural programs activities include somspect of innovation. The next
challenge is to raise the bar. The firm's executiges believes everyone has not just
the right, but the “responsibility to innovate.” ifhmeans that simply conducting
“business as usual” is unacceptable. The firm'dngas and employees are being
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asked to constantly challenge the assumptions dehirrent offerings and look for
un-addressed needs that clients are facing. Theective is to develop relevant,
qualified problems that require innovative solusoriThese problems are then
presented as challengesthe firmas well as to a wider network of innovators, with
the ultimate goal of generating ideas that arectlirealign with the firnis strategic
priorities and market needs.

Changing the culture from “right to innovate” toe§ponsibility to innovate” will
require a full ADKAR cycle as well. At the time @friting the firmis entering the
Desire phase — awareness has been generated thneagly a year of internal
campaigns and conversations; now partners needsioedthe change. This is being
accomplished by setting a central KPI for serviceed to generate 30% of their
revenue from new or substantially different offgsn This KPI simply cannot be
achieved without a sustained commitment to innovatiThe revision of the
innovation strategy is being structured to enshatthe firmwill have the knowledge
and ability to innovate at the level required thiage that target. Reinforcement will
occur when bonuses and profit shares are tiedrforpgance against the 30% target.

Post-implementation

Phases of Implementation

change of
innovation
project

Concept & Design

Business nee

Phases of change for stakeholders

Fig. 8. Continuous innovation program improvement

7 Conclusion

This article considered the question of how langerises can address the need for
innovative products, services, processes and ssineodels by creating a more
innovative organisational environment. The noveitdbution of this paper is in the
use of the ADKAR change management model in ordegstablish an innovation
program within a large organisation. The ADKAR mbdallows strategic
consideration of not only how an innovation envir@nt can be created in a project
sense but also how change can be affected at dkehstlder level with particular
regard to marketing and communication elementsouation, it is said, occurs at
intersections of people, industries, competencies @ultures. This paper sought to
intersect a strategic change management modelthétmtroduction of an innovation
program within a large organisation. This intergsttsought to create a new
perspective in the process of innovative changkiwlarge organisations.

The paper sought also to highlight practical sepd activities as used Iblye firmin
their quest for altering their firm’'s culture bystituting a firm-wide innovation
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program to create a more generic and useable modaletailing the successful
innovation program of this particular firm and tleps taken to ensure key
stakeholder acceptance and participation, the reaiereceive practical relevant
knowledge. It finally sought to provide a framewdok the management of the entire
process of innovation organisation change.

Managerial and theoretical implications. A managerial implicatiorof this paper is
that developing the culture of an organisation ¢onbore innovative could benefit
from a change management approach. By mappingdbelabment of a successful
example, this paper illustrates that understandihg innovation process, in
combination with an understanding of change managéncan result in higher
success. The paper also illustrates that multiglels of the organisation need to be
involved in this process to ensure successful iians Finally, proper
communication addressing different topics during tthange management process
supports the change proceBsr theory the implications of the paper are that there
could be a relationship between change managemeninaovation development of
organisations meaning that change managementtliteraan play an influential role
in innovation studies. In this context, the inndeatprocess therefore becomes more
prominent in building innovation literature.

Limitations. While this paper provides significant insightstoinorganisational
innovation, change and growth, the findings shdagdconsidered in the light of two
significant limitations. First, it has to be kept ind that the findings are based on
one single case study. Second, a potential autlsr#esulting from the authors’
(prior) involvement in the organisation has to lekreowledged. Therefore, more
rigorous testing is needed to confirm or disconfitre findings presented (validity
and generalisability).

Future research. Further recommendations for future research afelbsvs: First,
future research is needed to determine the tratsfidty of the innovation program
shown to SMEs, other industry sectors, or othentr@s. Second, future research is
required in order to investigate whether or not] #rso, how the various internal and
external stakeholders have to be approached dittgrd_astly, investigating further
successful innovation programs and outlining tispiecific structures, strategies and
activities would be of high value for enlarging hreowledge base on how to generate
organisational growth through innovation.
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