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Abstract

The last decade has led to an increasing focus on entrepreneurial start-ups that challenge rigid
incumbents. As organizational size and structures can raise significant barriers to induce entrepreneurial
behavior, this presents an obstacle for companies seeking to innovate and renew themselves. As a
response, the notion of corporate entrepreneurship has seen increasing prominence in literature as well
as in practice for companies to achieve higher levels of profitability and competitive advantage. This has
also led to the increasing formation of corporate innovation units and innovation networks that are

prescribed as ways for companies to become more innovative.

Considering the relevance of corporate entrepreneurship in today’s environment, the purpose of this
thesis is to gain an in-depth understanding of how companies are promoting corporate entrepreneurship
through innovation units and innovation networks. In this, an interesting aspect is also how and to what
extent the companies are measuring the outcomes. For this, a range of interviews were conducted with
Danish industry professionals, who are leading innovation units in four different companies. Combined
with secondary data, these interviews provided the foundation for a cross-case analysis that shed light
on different promoters for corporate entrepreneurship. As 3 out of 4 cases also engage in innovation
networks, interviews with two innovation network professionals were conducted to examine how

innovation networks, often together with innovation units, seek to promote corporate entrepreneurship.

The main findings demonstrate that companies can indeed use innovation units and innovation networks
to promote corporate entrepreneurship, as the innovation unit can act as a catalyst for the promoters of
corporate entrepreneurship, and subsequently lead and facilitate entrepreneurial thinking throughout an
organization. It was further found that integrating the innovation unit and organization into an
innovation network can further promote corporate entrepreneurship, as innovation networks provide a

secondary source of inspiration and resources.

Through a synthesis of relevant literature and collected data, this thesis puts forward a normative
framework accentuating the important factors for companies, who seek to promote and measure
corporate entrepreneurship. By paying attention to these factors and the holistic nature of corporate
entrepreneurship, it is believed that companies can become more successful in promoting corporate

entrepreneurship and subsequently survive in the dynamic marketplace.
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1 Introduction

1.1 Situation

In the midst of a global shift, entrepreneurs are challenging the status quo in every nation, industry and
market by creating value in innovative ways, as new forms of businesses, products and service appear
almost daily. As such, established companies are faced with a fundamental choice. Either become a
victim of the 'start-up revolution' that challenge incumbents, or join the revolution. Over the last decade
there has been several examples of well-established companies that have failed to survive in the new
competitive landscape. Amongst the most famous are Nokia, Blackberry and Kodak, who have been
disrupted or significantly reduced, despite their massive resource pools as industry leaders. Reactions to
the challenges of today’s marketplace has often included downsizing, divesting, decentralizing,
outsourcing, strategic alliances, ‘going lean’ etc. Alternatively, other companies proclaim to ‘adopt’
innovation strategies, albeit results are often falling short, due to constraining organizational models,
risk-averse cultures and generally a rigid approach to change (Solis et al. 2015). Mature companies are
simply designed to deliver and exploit, and not engage too much in discovery and exploration. Thus,
many companies continue to struggle, as no ‘true formula’ has prevailed for companies to sustain

competitive advantage (Morris et al. 2011).

However, a prescribed way for companies to survive in the dynamic market can be by engaging in
corporate entrepreneurship (henceforth CE), which is an overarching term consisting of companies’
efforts to innovate, venture and strategically renew themselves. This builds on the notion of
entrepreneurship, which is mostly linked to individuals and start-ups that come with a different
mentality allowing them to exploit opportunities and challenge incumbents. The notion of
entrepreneurship was first introduced by Richard Cantillon in 1755 (Elkjer 1992), and was brought to
fame by Joseph Schumpeter and his view on entrepreneurs' effect on the economy (Schumpeter 1934).
Today, the term has received extensive amount of focus and definitions as something that can bolster a
company's performance, motivate entrepreneurial employees and lead towards sustained competitive
advantage (Antoncic & Hisrich 2004). By introducing entrepreneurial thinking, companies more
specifically challenge the current way of doing business, as a mean of discovering new business
opportunities or shaping current ideas to meet new market standards. This touches upon the creative
thinking of employees, a company culture supporting creative thinking, internal restructuring of
capabilities and resources, all-in-all encompassing the whole organization. Research has sought to
uncover the factors that promote CE and its subsequent success, which in academia is discussed as the

antecedents of a company's internal and external environment, such as the top management support,

6 of 143



Cand. Merc Strategic Market Creation Master Thesis

culture, market dynamism etc. (Sakhdari 2016)(Zahra 1991; Guth & Ginsberg 1990; Covin & Slevin
1991).

In this, companies are looking for new ways to promote CE, for example by setting up autonomous
innovation units, sometimes even as part of innovation networks. These kinds of setups have many
different names, such as innovation hubs, innovation centers, innovation labs, skunk works or corporate
garages (Solis et al. 2015)(Sloane & Ed 2017), all with the same goal of creating the optimal
entrepreneurial environment. As a matter of fact, “Corporate innovation labs have sprung up like weeds
across industries around the world. Any self-respecting CEO now has a corporate innovation
lab!’(Kaplan 2016). However, internally promoting entrepreneurial thinking often only brings
companies so far on its own, and companies thus seek the outside environment to find inspiration,
motivation and help. In this, the notion of open innovation is seeing increasing promise on how
companies can tap into external sources in the pursuit of innovation (Chesbrough & Appleyard 2007).
As a result, an increased number of innovation units have a major responsibility of developing
partnerships and establish connections to companies for inspiration and access to external resources

(Ministry of Higher Education and Science 2017; Solis et al. 2015).

Finally, while several CE measurements exist, there is still limited agreeability on how companies
should measure their CE efforts (Dyduch 2008). The focus on long-term innovations often clashes with
the traditional ways of measuring in companies, where creating short-term shareholder value is more
important. Adding to this, the uncertainty related to innovation make it complicated to apply traditional
measurements (Erasmus & Scheepers 2005). This also relates to the purpose and objectives that
companies put forward in relation to their entrepreneurial initiatives, which seldom are aligned between

all parties (Kaplan 2016).

1.2 Research Aim and Motivation

Based on the above, it is evident that companies need to act in order to deal with the opportunities and
threats of the environment. For this, CE and innovation have become increasingly used notions, albeit
some may see them as just empty “buzzwords” (O’Bryan 2013)(Gartner 1990). Additionally, more and
more companies establish innovation units as a mean to promote and facilitate these notions throughout
the organization. To some companies, it seems to feed tremendous success, while other companies still
reside in a rigid state where they might slowly be losing competitive advantages (Solis et al. 2015).
Thus, it is interesting if a company can rejuvenate itself and increase profits by fostering entrepreneurial
behavior, and to what extent this is possible. Furthermore, innovation networks are claiming to provide

tools and networks that can help start-ups or established companies become more entrepreneurial and
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innovative (Ministry of Higher Education and Science 2017). Most studies regarding these innovation
networks has only been done on a macro-economic scale, thus we believe there is an interesting aspect
in considering these networks' part in promoting CE within companies on a micro-level. Especially

interesting is the engagement between innovation units and innovation networks, and its effect on CE.

CE is not a widely-researched area in Denmark, as much of this research revolves around individual
entrepreneurship and general innovation. The studies specifically conducted on CE in Danish companies
are often more holistic, and is often based on larger quantitative surveys across companies and
industries (Bager et al. 2006). Thus, it could be interesting to gain a more in-depth understanding of the

underlying assumptions about CE and its implementation in Denmark.

Moreover, several quantitative studies links CE to increased growth and profitability (Zahra 1991)(Dess
et al. 2003), as well as intangible outcomes such as increase in knowledge and skills (Ireland et al.
2003). Albeit this has been scrutinized by research and consultants, no universally accepted tools have
emerged. Therefore, this thesis seek to get an in-depth understanding of how our case companies

measure CE initiatives, and to what extent it can be improved.

Based on above managerial and academic dilemmas, this thesis seeks to contribute to the CE literature
by integrating it and testing its applicability in a real-life context. By doing so, it can generate a deeper
understanding of the conceptualization, promoters, as well as outputs of CE. This will be supported by
the increasingly popular notions of innovation units and innovation networks in order to assess their
impact on CE. These theoretical notions are applied in four case studies based on qualitative data, which
are furthermore supported by qualitative data from two innovation networks. In this, it is the aim of the
thesis to subsequently develop a normative framework as a guiding tool for how to successfully promote

CE.

1.3 Problem formulation
Using the previous sections as points of departure, this research thesis attempts to examine how
companies can use innovation units and innovation networks to promote to CE. Accordingly, the main

objective is to uncover:

e How can companies promote corporate entrepreneurship through innovation units and

innovation networks?

In doing so, an assessment will be given for the term corporate entrepreneurship, the main factors that
traditionally help companies to promote CE, and to what extent these are present and essential in the

respective case companies. This will be followed by an uncovering of the impact innovation units and
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innovation networks can have on CE. Lastly, it will be investigated how companies can improve their

ways of measuring and evaluating the outcomes of CE. This leads to the following sub-questions:

1. How can we define corporate entrepreneurship?

2. What are the main factors prescribed by literature that help companies promote corporate
entrepreneurship?

3. Which factors are perceived to have the most positive effect on corporate entrepreneurship in
practice?

4. What impact does innovation units and innovations networks have on corporate
entrepreneurship?

5. How can companies improve their ways of measuring and evaluating outcomes of corporate

entrepreneurship?

1.4 Delimitations
Delimitations are the boundaries and limits of the research that have been actively constructed by the
researcher to ensure focus throughout the research. Thus, the following section will provide an overview

of the main areas delimited from this research, as well as the reasons for doing so.

Firstly, it is important to clarify that this research focuses on CE and the structures and processes within
larger companies that promote or inhibit this. Thus, this thesis will not focus on companies with less

than 50 employees (European-Commission 2017).

Moreover, the thesis will mainly focus on the CE aspects of innovation and strategic renewal. Thus, the
analysis will not go into depth with the venturing aspect of CE, as the innovation units in the cases are
not seen as such. Furthermore, venturing relates to more separate entities and processes without the
same amount of feedback and knowledge sharing going to and from the central organization (Morris et
al. 2011). Related to innovation, this thesis has chosen to focus on the generation, selection and
measuring phases of the innovation process (Tidd & Bessant 2014). Throughout the thesis, the
terminology CE will be covering both the delimitated take on innovation and strategic renewal, unless a
unique part of CE is specifically stated to be the spoken of. Furthermore, it should be accentuated that
the notion of measuring CE in this thesis relates to the different types of measurements and outcomes of

the CE initiatives (the innovation units) in the cases.

The research will also focus on examining the antecedents of CE by qualitatively gaining an
understanding of the structures and processes applied top-down that seeks to promote CE. In this, the

antecedents discussed in the literature are also discussed as promoters of CE. Although we recognize the
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relevance of independent intrapreneurs, analyzing the organizational structures that allow
intrapreneurship is more relevant for this thesis than analyzing the specific characteristics and behavior

of individual employees.

The focus will primarily be on CE on a micro-economic level, as the aim of the thesis is to examine CE
within the specific companies. Moreover, the main focus will be on the processes related to the
innovation units as the primary unit of analysis, as the size of the case companies make an exhaustive
cross-case study of the organizations close to impossible. In this, the term innovation unit is used
throughout the thesis as an overall term for the various types of CE initiatives that links to creating a
separate innovation promoting unit, such as hubs, units, centers, garages, skunk works etc. While the
innovation units are the primary units of analysis, the research will also show traces of a meso-level
research when discussing the impact of innovation networks, which is included to support the case
studies and theoretical notions. In this thesis innovation networks serves as an overall term in regards to

the many different types of networks and clusters working to promote innovation.

Furthermore, the research is not delimited to specific industries, as we believe the findings are relevant
across industrial borders. It has also been a deliberate choice to focus on companies already engaged in
some sort of CE initiative, in order to examine whether different notions from the literature have indeed
been applicable in the cases. In this, it should also be noted that the case companies are all seeing
growth and possessing substantial resources which can affect the probable success of entrepreneurial
initiatives. Moreover, this study is also of cross sectional character and analyze the cases in the given
point in time, not examining the development of CE in the companies over a longer time period. In this,
we acknowledge how some initiatives are newly introduced, making it difficult to examine the long-

term effects of these.

Nonetheless, this research can be used to support and extend literature into a framework, which can
consequently be integrated into companies. An alternative could have been to enter a rigid-company
with an in-depth and normative case study approach, and seek to integrate notions from the literature to
promote CE and subsequently test these. However, due to the limited time and resources available this

was not deemed possible.
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1.5 Structure
The thesis consists of 8 chapters placed in a logical progression that aim to solve the problem
formulation. The findings of chapter 3 and 4 are synthesized in chapter 5 to provide answers to the sub-
questions, which will lead to an answer of the main research question in Chapter 7. The overall structure

of the thesis and the interplay of sections is visualized below.

Chapter 1 - Introduction

Situation Research Aim and Motivation Problem Formulation Delimitations Structure

Chapter 2 - Methodology

Research Methodological Methodological

. . Data Collection Reliability and
Philosophy Purpose Approach Time Horizon

Strategy Choice and Analysis Validity

Chapter 3 - Literature Review

Antecedents to Corporate Measuring Corporate
Entrepreneurship Entrepreneurship

Historical Background of

[ ——— s Corporate Entrepreneurship

Chapter 4- Analysis of Empiral Data

Case Companies Cross-case Analysis Innovation Networks

Chapter 5 - Discussion

The Promoters of Corporate The Use of Innovation Units and Measuring Corporate
Entrepreneurship Innovation networks Entrepreneurship

A 4

Chapter 6 - Normative Framework

Defining Corporate Entrepreneurship

Chapter 7- Conclusion

Chapter 8 - Postscript

Limitations Future Research

Figure 1 - Structure of thesis. Own Production
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2 Methodology

This chapter will describe how the research has been designed and explain the methods applied in order
to conduct the research. The structure of the research design is dependent on, and will in turn determine
the road to answering the research question. Therefore, the research design must be prudently
constructed to “ensure that the evidence obtained enables us to answer the initial question as
unambiguously as possible” (Vaus 2001, p.9). Thus, the thesis is built upon a research structure that will

enable us to come the closest to a gratifying answer to our research questions.

2.1 Research Philosophy

The research philosophy relates to the researchers view of the world (Saunders et al. 2012). As such,
there is a need of awareness related to philosophical commitments shaping the research design, as it has
a significant impact on how data is collected, analyzed and understood (Saunders et al. 2012). This
thesis is based on a pragmatic philosophy, and follows the notions of (Arbnor & Bjerke 2009) that “the
value of knowledge is equal to its practical use” (Arbnor & Bjerke 2009, p.24). Thus, the choice of
research method should be based on the practical consequences of its results (Muijs 2005; Keleman &

Rumens 2008).

Related to research philosophy is the considerations of ontology and epistemology, reflecting the nature
of the questions 'What is there?', "What do you know?' and 'How do you know it?' (respectively)
(Saunders et al. 2012). As an approach to the research questions asked, the ontological position taken in
this thesis is pragmatic, i.e. between positivism and interpretivism. As such, it is recognized that there
are many different ways of interpreting the world and undertaking research, as "no single point of view
can ever give the entire picture and that there may be multiple realities”(Saunders et al. 2012, p.130).
Following the ontological position, the epistemological approach follows that the value of knowledge is
equal to its practical use. As such, both observable phenomena and subjective meanings can provide

acceptable knowledge (Saunders et al. 2012).

2.1.1 The Systems View

The overall research approach for this thesis follows the systems view, which is an approach for an
interdisciplinary study that allows an analysis and description of how objects work together in
organizations. The systems view takes a pragmatic stance and is based on two fundamental ideas: 1) that
all phenomena can be seen as a relationship between its components, as a system, while 2) all systems
have common patterns and properties that can be explained and understood to develop greater insight
into the complex phenomena. Thus, the systems view allows one to explain and understand a reality

consisting of objective and subjective facts that are interconnected in systems (Arbnor & Bjerke 2009).
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A well-known example is that of complex organizations, which includes numerous functional areas such
as marketing, finance, human resource management etc. These are all areas that affects the overall
organization, and has a part in the endeavors of an organizations CE pursuit. Thus, the systems view
provides a useful framework for case studies in this thesis. In regard to this, the openness of the system
and its adaptability to the changing environment, as well as the fit between the system and its
components are of particular interest. The systems view specifically claims that in order to survive and
grow, organizations must adapt with new structures to create a continuous fit with the environment.
However, as a result of the organizations history, it often displays some kind of inertia or ‘rigidity’
preventing structural change, as members might simply ignore the need for change and merely pursue
stability. In today's business environment, the aspects of the systems view can be seen in various types
of organizational systems, including temporary project organizations, entrepreneurial organizations,
innovation organizations, as well as in the network perspective that acknowledges the importance of

what goes on outside and between organizations (Arbnor & Bjerke 2009).

(Arbnor & Bjerke 2009) also states the importance of a totality of the world, where parts are more or
less dependent on each other. However, it is important to recognize that it is only possible to analyze
one given picture of a system, as there is a limit to how much detail can be considered. In this, every
picture of a system is dependent on the knowledge creator, i.e. researcher, and the frame of reference
and chosen magnifying level. In this, the systems view is critical of an objective-only reality, and
pragmatically finds the results of a study more important than the objectivity. Additionally, the system
view is rarely associated with representability, and case studies are as such not able to represent all other

systems, but merely a certain type of system (Arbnor & Bjerke 2009).

2.2 Purpose
In order to answer the research questions, this research will first shows traces of a descriptive study,
allowing us to obtain a clear picture of the phenomenon through a comprehensive literature review and
description of the companies’ respective activities in regard to CE. Subsequently, an explanatory
research is conducted through a synthesizing of the primary and secondary data in order to explain and
analyze the causal relationships between organizational factors and an organization's ability to be

entrepreneurial. Thus, our research purpose can be termed as decripto-explanatory (Saunders et al.

2012).
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2.3 Approach

In order to answer our research questions, and test and modify the theories on CE, this thesis will take
an abductive approach to reasoning. This follows the pragmatic stance of the systems view, as working
abductively is considered appropriate for its efforts of methodological integration (Arbnor & Bjerke
2009)(Saunders et al. 2012). Instead of merely moving from theory to data (deduction) or data to theory
(induction), the abductive approach moves back and forth within the same piece of research by
combining the notions from deduction and induction. By adhering to this approach, data is collected to
explore a phenomenon, identify themes and explain patterns in order to generate a new or modify an

existing theory, which is subsequently tested through additional data collection (Saunders et al. 2012).

In this thesis, a theoretical framework on CE and its promoters has firstly been developed based on a
comprehensive literature review. This is subsequently related to the real-life cases, which then leads to
adjusting our framework based on the newly discovered facts test. This is an going process that will
continue until a final framework and validation has emerged. As such, we also follow the approach that

is most often used in everyday business research (Saunders et al. 2012).

2.4 Methodological strategy
2.4.1 Multiple Case study

The thesis applies the framework proposed by Robert K. Yin for using case studies for research
purposes. This is due to the nature of our research question, as case studies are "preferred when": (a)
“how” or “why” questions are being posed, (b) the investigator has little control over events, and (c)
the focus is on a contemporary phenomenon within a real-life context ’(Yin 2009, p.25), all fitting the

complexity of this research.

This thesis applies a multiple case studies approach, as a mean to implement and integrate the findings
from the respective cases. The cases will provide two different types of data: the unique results from
each case that on its own provide knowledge on the real-life situation in the examined companies, and

the results coming from the comparison of findings between the multiple studies (Yin 2009).

Despite the fact that single- and multiple case studies can be viewed as being variants of the same
methodological framework, it is important to note that there are distinctions between the two. The
evidence from multiple case studies is generally viewed as being more compelling and more robust than
a single case study. Each case study within the multiple case studies consists of a “whole” study, in
which convergent evidence is sought regarding the facts and conclusion for the overall case (Yin 2009).

Thus, we have carefully selected and applied each case, so that they can either predict similar results
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(literal replication) or predict contrasting results, albeit for anticipatable reasons (a theoretical

replication) (Saunders et al. 2012).

In this, we follow the linear, yet iterative process moving through 6 phases of the case study research as
illustrated below. This is to ensure that the case studies will help providing a holistic understanding and

meaningful characterization of real-life situations (Yin 2009).

Prepare

o 0 < Collect

Figure 2 Six Steps of Case Study Yin 2009

Plan: The planning phase has laid the foundation for the case study, in which one of the most critical
steps is defining the research questions. As case studies are investigations of a contemporary
phenomenon within a real life context, they are eminent for explanatory research and theory testing in
single events. In this, it is important to note that the case studies can be used to draw generalizable

theoretical propositions, but not scientific generalizations (Yin 2009).

Design: The case study design has been chosen to best link the research questions in mind with what
data is relevant, what data to collect and how to analyze the results. More in detail, the case study design
is build on 5 components: 1) its questions; 2) its propositions; 3) its unit(s) of analysis; 4) the logic that

links the data to the proposition; and 5) the criteria for interpretation of the findings.

Prepare: The case study has been prepared thoroughly in order to obtain the best potential results. This
for example involved screenings of case candidates bases on their size and perceived likeliness to be

involved in CE was conducted, as well as development of protocols for investigation (Yin 2009).
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Collect: The case studies uses as broad a range of data as possible, including both quantitative and
qualitative, various documents and articles, archival records and interviews. By using multiple sources
of evidence, we are able to triangulate the data and develop converging lines of inquiry (Yin 2009).
Albeit observations are often seen as a major part of case studies, the nature of CE and its longitudinal

nature made observations less relevant.

Analyze: Every case study follows a generic analytic strategy, defining priorities for what to analyze

and why. The way of analysis will be elaborated in section 2.7.3.4.

Share: Despite the different potential formats of a rapport, there are similar underlying steps for sharing
the case study: identifying the audience for the report, developing its compositional structure, and
having drafts reviewed by others (Yin 2009). After completion of the study, findings will be made

available for all case companies and interested academics.

2.5 Methodological choice

This research is a mixed method research, as it includes both quantitative and qualitative research
aspects. However, it should be noted that the research is predominantly qualitative research, as the
primary data collection consist of qualitative interviews that provides ground for interpretation of
participants’ meanings and environments. Nonetheless, this study shows traces of quantitative data, as
numbers from network surveys as well as general statistical figures have a supporting place in the
analysis. As such, there is no quantitative data collection per se, merely limited quantitative data
analysis supporting the qualitative data in an embedded mixed methods research. By applying a mixed
method research design, we also acknowledge that many business and management research designs are
likely to combine quantitative and qualitative elements in order to overcome weaknesses associated with

using only one method (Saunders et al. 2012).

2.6 Time horizon
Due to the limited time and resource, the primary research has been conducted over only a couple of
months, and seeks to study and compare the CE promoters and initiatives within companies at a given
point in time. Thus, the time horizon of the research is cross-sectional, as the research focuses on a
given phenomenon at a given point in time. Alternatively, a longitudinal research would study changes

and developments over a longer time period (Saunders et al. 2012).
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2.7 Data collection and analysis

2.7.1 Sources of data

This thesis draws on both secondary data and primary data. The primary data has been collected through
5 semi-structured interviews as well as one group interview with a total number of § interviewees
representing companies and innovation networks. The following section will provide an overview of the

method and structure of the literature review and empirical data collection, respectively.

2.7.2 Literature review
The literature review summarizes already existing literature and notions relating to CE, and will follow

the delimitations given in section 1.4.

The literature review of this thesis was mainly divided into two phases. A preliminary literature review
was conducted on CE based on our interest and assumptions (Saunders et al. 2012). This was focused on
peer-reviewed articles as well as respective textbooks on the topics of CE, and helped shape the first
draft of our problem formulation. This subsequently acted as the guideline for the final literature review

that is part of the final thesis.

All data gathering of secondary data has been conducted in physical libraries and through online
research. In order to carefully select the literature for this thesis, keywords were used as indicated by
(Saunders et al. 2012) to find peer-reviewed articles and reports. Furthermore, several books about CE
were used, as these served to provide a useful and comprehensive overview. The literature search

process has been structured by adapting notions of (Saunders et al. 2012) and (Bryman 2012):

1. Derive initial keywords from research
questions

2. Conduct broad research to build up
information pool

3. Rough appraisal of literature to narrow down
findings
4. Evaluate and analyze the literature and
synthesize the results
5. Refine filters or stop research when satisfied

Figure 3 — Literature search process. Own production adapted from Saunders and Bryman
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Although the main part of the literature review was an early activity, the literature has been continuously
reviewed throughout the whole process whenever new questions and areas of interest have emerged.
Thus, the literature review process is a continuous process that follows an upwards spiral as noted by

(Saunders et al. 2012).

Albeit secondary data is easy accessible and vast, it also has several drawbacks. Main drawbacks are the
fact that the data has usually been collected for different purposes, while possible biases of the
researcher are unknown. Furthermore, the data can simply be outdated (Saunders et al. 2012)(Arbnor &
Bjerke 2009). Thus, the secondary data has been supplemented by interviews in order to support,

challenge and triangulate the data.

2.7.3 Empirical data collection through qualitative interviews

The primary data collection for this thesis has been based on qualitative methods in order to get a more
in-depth understanding of the processes and promoters of CE in respective companies and networks.
More specifically, the primary data has been collected through semi-structured interviews following the
notions of (Kvale 2007), highlighting how the structure of a research interview closely relates to

everyday conversations, albeit it still requires a specific approach and technique of questioning.

The semi-structured interviews are also non-standardized, and can as such vary from interview to
interview (Saunders et al. 2012). This nature is highly relevant in this research, as it deals with different
types of companies and networks that have different organizational contexts, which will ultimately raise
different questions. The semi-structured interview also opens up for deeper exploration and explanation
of the variables and their effect on CE performance. In this, the semi-structured interview often
encourages one to go off tangents, as it allows greater insight into what the interviewees sees relevant

and important (Bryman 2012).

2.7.3.1 Interviewees
The respective interviewees have been found by reviewing Danish-based companies and innovation

networks that are seeking to promote CE.

The research follows the recommendations of (Kvale 2007) of having an amount of 15+ 10 interviews,
while still acknowledging that more interviews are not necessarily better. This study consists of 6
interviews, consisting of 2 network interviews and 4 company interviews (including one group
interview) with a total of 8 interviewees. This number of interviews allowed us to get in-depth insight
into the phenomenon from different perspectives, while still allowing time and resources for thorough

preparation and analyzing of the interviews. The diversity of the interviewees and companies also serves
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as a mean to triangulate the data, as this research seeks to minimize inadequacies and bias found in one-

source data (Saunders et al. 2012). A profile of interviewees can be found in appendix 1.

2.7.3.2 Invitation and location

Each potential company or person received an invitational email, which provided initial information
regarding the thesis, and an explanation to why the contacted company or individual was of particular
interest. The email correspondences also invited the recipient to choose the date, time and setting of the
interview. This follows the notions of (Kvale 2007) on the importance that an interview is conducted in
a comfortable atmosphere where mutual trust can be established. To encourage participations, the
interviewees were also informed that the interview would take around 1 hour, and that the meeting
would not require any further resources. The duration of one hour was deemed and proven sufficient to

cover all relevant questions.

Finally, the interviewees received the interview guide approximately one week in advance in order to
provide the interviewees opportunity to prepare for the interview. Sending the interview guide
beforehand not only improves the reliability and credibility of the interview, but also helps prevent

situations where the interviewee would be caught off-guard (Saunders et al. 2012).

2.7.3.3 Interview guide and situation

The structure of the interview guide followed our research questions and theoretical foundation in order
to ensure that only relevant and useful questions were asked. A separate interview guide was made for
the network and company interviews respectively, which saw minor modifications to fit the
circumstances of each interview. The interview guides and their linkages to the research questions can

be found in appendix 2 and 3.

It was made sure to frame the interviews by including a brief and debrief as per (Kvale 2007). In order
to set the scene, every interviewee was presented with a short introduction to the thesis, its objectives,
the methodology and the relevance of the specific interviewee's knowledge. The interviewee was also
asked permission for recording, and informed about their rights to confidentiality and opportunity to
refrain from answering. The debriefing was kept fairly simple to ensure that the interviewee did not
have any questions or unexpressed thoughts. The interviewee was thanked for his/hers participation, and

offered to receive the final product for future reference.

The questions presented were kept simple, brief and relatively open-ended as a mean to prevent biased
questions. Probing follow-up questions were asked in order to delve further into specific areas and
clarify statements by the interviewee. To ensure the interviewee felt comfortable during the interview,

one main interviewer was chosen. All the interviews were conducted in Danish, as using the mother
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tongue of interviewees and interviewers would help prevent misunderstandings, while also enabling a

more informal interview situation (Kvale 2007).

In addition, the interview at Tryg The Camp was conducted as a group interview with three participants:
Nynne Christiansen, Steen Kjersgaard and Michael Juhler-Nottrup, and as such had different dynamics
than the other interviews. This also demand more from the interviewer, who is to ensure that the
interview is kept on track and that all participants will have the chance to contribute, while also allowing
them to range more freely in discussion to maybe reveal unexpected data with important insights
(Saunders et al. 2012). This was seen in how the participants supplemented each other with their own
view on the different aspects. Despite it did not seem to occur, it should be noted that the interview type
could potentially have led to interviewees refraining from commenting negatively on processes related
to the other participants. Ideally, the interview would have been conducted as individual single-

interviewee interviews; however, this was not possible due to the availability of the interviewees.

The interviews have all been recorded electronically, and can be found on the USB disk accompanying
the thesis. However, it should be noted that technical difficulties during the group interview with Tryg
resulted in the recording stopping after 27:21. The remainder of the interview was subsequently
summarized through notes made briefly after the interview (Appendix 4). At our visits to ISS Corporate
Garage and The Camp, we were also provided a brief tour to get an understanding of the facilities,

which is shortly elaborated in appendix 5 & 6.

2.7.3.4 Interpretation of data

If qualitative data is to produce meaningful and valuable results, it is necessary that the data is being
analyzed in a methodical manner in order to extract themes and concepts to enhance the understanding
of the given data (Attride-Stirling 2001)(Bauer & Geskall 2000). As such, the way of analysis was
considered before the creation of the interview guides in order to secure the collected data would be

useful in the analysis (Kvale 2007).

The qualitative data analysis was conducted through coding the data for cross analysis (Saunders et al.
2012). The preliminary analysis consisted of noting quotes and patterns for each interview that were
particular interesting to the research. With this in mind, a more thorough breakdown of the findings was
conducted and the interviews were analyzed and rearranged in categories derived from theory and the
interview data in order to look for repeated patterns (an example of the thematic network analysis can be
found in appendix 7). After the finalization of all the interviews, a cross-case synthesis was conducted,

where the findings from the different interviews and secondary data were triangulated in order to
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provide a more comprehensive picture. In general, the case studies followed the replication logic to

allow for comparison between of findings.

2.8 Reliability and validity

The concept of reliability is rarely used in the systems approach, as the nature and precision of the
measurement is less important than the use of the given measurement (Arbnor & Bjerke 2009).
However, to guarantee the trustworthiness of sources and data collected, research reliability in both data
collection and analytical procedures will be pursued to ensure that the findings are consistent and
available, should they be replicated by a different researcher. As the research utilizes secondary data, it
is dependent on other researchers’ findings, thus researcher bias is a prevalent threat. This has led to a
triangulation of different sources of data, in which multiple findings will complement and support one
another (Guion 2002; Saunders et al. 2012). Following, is an outline of how this thesis deals with

content-, criterion-related- and construct validity.

Content validity refers to the extent to which the measurements provide adequate coverage of the
investigation questions. The approach of combining the collection of secondary data with generation of
primary data in this thesis has been explicitly chosen to adequately cover all facets involved in
answering the research questions. This will provide not only a broad understanding of the theoretical
field of CE, but also deep knowledge of the real-time situation in multiple cases, and use these findings

to move towards broader conclusions.

Criterion-related validity is concerned with the ability of the measures to make adequate predictions
(Saunders et al. 2012). A case study is deemed one of the hardest, but most precise approaches to cover
contemporary events in a real-time context. By explaining the multiple and intertwined structures of a
company, the case studies should be able to provide precise information on the various promoters of CE
in the case companies, and comparisons between the cases as well as academic literature. The interviews
should in similar fashion, bring precise findings of the perceived nature of CE promoters in respective

case situations, leading to unique explanations of processes in the organization.

Construct validity is the degree to which the measurements actually measures the presence of those
constructs that was intended for them to measure (Saunders et al. 2012). The data collection was
arranged as to provide solid understanding of the various aspects of CE covered in academic literature.
Furthermore, it provided foundation for the structuring of the in-depth research of the case companies

working actively with CE.
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2.9 Summary of methodology
This chapter has outlined the world-view of the researchers as well as the research methodology and
approach deemed most useful for answering the research questions. The notions from the systems view
will be integrated throughout the whole research in terms of data collection and analysis. Here we see
the organization as a system, where different components and sub-systems such as innovation units and

networks are all affecting the organizations entrepreneurial abilities.

The cross-sectional research is built on 6 interviews with a total of 8 industry professionals all working
in relation to CE. The collected data will be applied in 4 case studies, which will firstly be threated
independently, followed by a cross-case analysis based on the theoretical grounds introduced in the
following chapter. This will be supported by the findings from the network analysis. An overview of the

research methodology has also been summarized in below figure.

Philosophy

Pragmatism
Systems View

Approach
Abductive

Strategy
Multiple Case Study

Choices
Mixed Methods

Time Horizons
Cross-Sectional

Data
Collection
and Analysis

Figure 4 Research Onion. Own production based on Saunders 2012
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3 Literature review

The following section will provide a review of the theoretical concepts relevant for answering the
research questions. First, it will bring the historical background of the term entrepreneurship, and in this
introduce two of its most influential writers, namely Joseph Alois Schumpeter and Israel Kirzner. This
will be followed by an introduction of different notions and definitions of corporate entrepreneurship
and its related concepts such as innovation. Following will be an outline of the most important internal
and external factors that promote CE in companies. Finally, a section will bring forward a discussion of

different tools available to measure CE.

3.1 Historical background of entrepreneurship:

3.1.1 Joseph Alois Schumpeter

While entrepreneurship was introduced in 1755 by Cantillon (Elkjer 1992), it was brought to fame in
the beginning of the 20" century by economist Joseph Alois Schumpeter, who discussed the term in his
book The Theory of Economic Development (Becker et al. 2012, p.918). Here, Schumpeter presents the
idea of entrepreneurship as the process by which the economy goes forward, driven by the economic

agent, the entrepreneur.

The entrepreneur is characterized as an energetic and enterprising leader, who breaks with the 'circular
flow', and seeks to push the economy in new directions and open up for new and different opportunities
(Brouwer 2002). The term circular flow relates to the static economy (an economy in the state of
equilibrium), where economic processes are repeated time after time without any change. Here, neither
prices nor quantities vary, the interest rate equals zero while net investments are absent in this flow

(Brouwer 2002).

In order to create economic opportunities, entrepreneurs will break with the circular flow by establishing
new firms and introducing new combinations of resources or information, thereby challenging the
position of the incumbents. This occurs as established businesses tends to postpone innovation until
their old assets have become obsolete. As new firms are not impeded by former investments, they will
speed up economic progress and temporarily undermine the position of incumbents by introducing new

innovations (Schumpeter 1934).

A critical point to the notion of the entrepreneur is that he is not necessarily an inventor, as innovations
“need by no means be founded upon a discovery scientifically new”, and can simply be “the carrying
out of new combinations” (Schumpeter 1934, pp.66, 68). In this, Schumpeter made a clear distinction

between 5 types of innovations and their effects on the economy: (1) a new source of raw material; (2)
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a new method of production; (3) a new product; (4) a new market; and (5) a new organization
(Schumpeter 1934). He noted that some innovation were incremental, when “new combinations may in
time grow out of the old but continuous adjustment in small steps” while others were radical
innovations, when “new combinations appear discontinuously” (Schumpeter 1934, pp.65-66).
Schumpeter observed that incremental innovations can generate small-scale economic growth, yet the
power to create actual economic development resides solely in radical innovations (De Jong & Marsili
2011). These radical innovations, realized only by the entrepreneur with the motivation to overcome the
challenges of the economy, will result in losses to those incumbents unable to adapt to the new
economic situation. These losses will change the balance in the market between incumbents and
newcomers, creating room for new at the cost of the old; a situation Schumpeter named creative

destruction (Schumpeter 1942).

Schumpeter later came to revise his earlier work on entrepreneurship, where he reduced the role of the
entrepreneur to mainly being involved in business. Schumpeter also came to believe that innovation
could be handed to experts, without affecting performance, and he foresaw that innovation would

become a matter of routine, executed by employees in R&D laboratories (Brouwer 2002).

3.1.2 Israel Kirzner

This exogenous entrepreneurial force of change presented by Schumpeter was however later challenged
by the economist Israel Kirzner, who perceives the central feature of entrepreneurship as capabilities to
notice pure price differentials in the economy and moving towards their elimination. As such
entrepreneurship is not about the level of creativity an entrepreneur possessed, but about his alertness to
already existing (widely unnoticed) changes in the economy (Kirzner 1973). As such, the entrepreneur
is not seeking to disturb any existing state or potential state of economic equilibrium, but rather seen as

driving the process towards equilibrium.

Opportunities are generated from inside the economic system, as a result of misallocation of resources.
This can create a disequilibrium, and in turn opportunities for economic profit for the entrepreneur-
arbitrager (who buys at lower prices and sell at higher)(De Jong & Marsili 2011). When action takes
places, and market prices adjust accordingly, the imbalances in the economic system will disappear, and
the system will move back towards a state of equilibrium (Kirzner 1973). This relates to the
entrepreneur both in terms of direct changes in market movements (by introduction of innovations) and
in the absence of dramatic changes in product specifications or in production methods. By being
engaged in arbitrage, they act entrepreneurially even without being qualified as a direct creator of

innovations.

24 0f 143



Cand. Merc Strategic Market Creation Master Thesis

For Kirzner, arbitrage is one of the key characteristics of entrepreneurship. While more radical
innovation can be present or introduced, it is not a necessary element of how the entrepreneurial process
develops the economy. Innovations are often of incremental nature, as the opportunities provided by
radical innovations are dependent on the creativity and drive of the disruptive entrepreneur (the
Schumpeterian entrepreneur). Minor entrepreneurial actions are more prone to provide the entrepreneur
success, as they are independent of the nature of innovation, and can even be limited to replicating or
adapting existing solutions across different contexts. As such, they rely less on creation of new

information, and more on exploiting existing information (Kirzner 1973).

From this we can draw a picture from some of the earlier developments in regards to the entrepreneurs
and their proclaimed effect on the economy. The Schumpeterian entrepreneur is a creator and introducer
of something new, disturbing and pushing an economy out of equilibrium. Conversely, Kirzner sees the
entrepreneur as an alert actor, who takes advantage of the imbalances between price, supply, and
demand, until market forces has put the economy back into a state of almost equilibrium (Kirzner 2008).
It can however be argued, that the conflict between the Schumpeterian destabilizer's and the Kirznerian
stabilizer's approach to entrepreneurship can be solved, by assuming that entrepreneurs are both acting
"Schumpeterian" by discovering and thus creating new opportunities that pushes the economic system
out of equilibrium, and "Kirznerian" by exploiting the demand gaps in the market, thus pushing the

economic system towards equilibrium (Duus 1997).

The notions by Schumpeter and Kirzner have since been adapted by many academics and has laid the
foundation for the literature on entrepreneurship and CE. This includes the academic notions upon

which this thesis is build, which will be introduced in the following section.

3.1.3 The entrepreneur within organizations

An interesting development of the notion of entrepreneurship was the transition from often relating it an
individual to also relating it to the function of the entrepreneur(s) and entrepreneurship within an
organization (Elkjer 1992). Penrose tied the entrepreneurs to governing "the productive opportunity’,
which comprises all of the productive possibilities that its' entrepreneurs’ see and take advantage of"
(Penrose 1959, p.29). These where further specified to be covering "the operations of a firm which
relate to the introduction and acceptance on behalf of the firm of new ideas, particularly with respect to
products, location, and significant changes in technology, to the acquisition of new managerial
personnel, to fundamental changes in the administrative organization of the firm." (Penrose 1959, p.30).
The entrepreneurial capabilities of a company thereby becomes a combination of the entrepreneurs (and

their individual qualities) and the previous investments and experience of the organization.
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As such, an entrepreneurial mindset can be used inside or outside an organization, as well as in business
or nonbusiness activities as a way to bring forward creative ideas in pursuit of growth (Kuratko 2009b).
The point is that entrepreneurs and entrepreneurship are defined by actions, not the size of organization
and context that it exist within (Burns 2013). Thus, depending on point of view, an entrepreneur can be
a) the founder of an organization, b) the manager of a self-owned business, or ¢) the innovative leader of

an organization (Mintzberg et al. 1998) or d) an employee with entrepreneurial attitude (Pinchot 1985).

The tendencies of focusing on entrepreneurship and entrepreneurs as part of organizations has
subsequently given rise to the notion of corporate entrepreneurship, which will be further discussed in

the following section.

3.2 Corporate entrepreneurship

The need for CE has arisen due to a variety of pressing problems, including the required changes and
innovations needed to sustain growth (Kuratko et al. 1990). Several different concepts, constructs and
definitions such as corporate entrepreneurship, corporate venturing, intrapreneurship and organizational
entrepreneurship have all emerged to describe these growth-enhancing activities with somehow
unspecified differences (Sharma & Chrisman 1999)(Morris et al. 2011). The idea of CE was first coined
by (Pinchot 1985), who introduced the term intrapreneurs, as entrepreneurs working inside large
organizations that could bring great ideas and innovation to the company if supported. Subsequently, the
literature has discussed how CE can be achieved through various different notions, such as internal
innovation, joint ventures or acquisitions; strategic renewal; product and process innovations, as wells

as diversification (Guth & Ginsberg 1990; Kuratko et al. 1990; Sharma & Chrisman 1999; Zahra 1991).

Although no widely accepted definition of CE exists (Ginsberg et al. 1990; Kuratko 2009a; Zahra 2005;
Sharma & Chrisman 1999), “corporate entrepreneurship is a term used to describe entrepreneurial
behavior inside established mid-sized and large organization”, and as such it is not the fundamentals
that change from traditional entrepreneurship, merely the context (Morris et al. 2011). CE does not only
include traditional product and service innovations, but also changes in processes, value chains and

business models (Kuratko 2009a).

One of the most accepted conceptualizations of CE, comes from (Ginsberg et al. 1990) who attempted
to integrate aspects of CE under two categories: 1) "The birth of new business within existing
organizations (i.e. internal innovation or venturing)", and 2) "the transformation of organizations
through [strategic] renewal of the key ideas on which they are built” (Ginsberg et al. 1990, p.1).
Contrary to many other authors, (Ginsberg et al. 1990) also accepted a broader view of innovation,

including more incremental innovation. They also distinguished between internal and external
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venturing, as organizational motivations and the results of these vary significantly. In contrast, (Covin &
Miles 1999) identifies three types of CE, namely 1) an established organization that enters a new
business; 2) an individual or individuals who introduces new product ideas within an organization; 3) an

entrepreneurial philosophy that infuses an entire organizations stance and processes.

Differently, (Morris et al. 2011) divides the domain of CE into two aspects, namely corporate venturing
and strategic entrepreneurship. Corporate venturing focuses on adding new businesses through equity
investments. On the contrary, strategic entrepreneurship relates to how innovations are adopted in the
firm's pursuit of competitive advantage in terms of strategic renewal, sustained regeneration, domain
redefinition, organizational rejuvenation as well as business model reconstruction. As such, strategic

entrepreneurship relates to the domain of strategic renewal as put forward by (Ginsberg et al. 1990).

A company supportive of CE activities builds a context that enables employees and the organization to
recognize opportunities to initiative businesses, while tolerating the accompanying risks in the pursuit of
growth and sustainable competitive advantage (Zahra 2005). While many companies seem to experience
difficulties in integrating an entrepreneurial spirit, some have successfully recreated themselves,
challenged and entered new markets and created untraditional alliances (Christensen 2004). In this, CE
is an important factor for creating, combining and transforming knowledge in organizations. Besides
organizational and process-oriented innovation set-ups, CE initatives can emerge from the ‘good ideas’
that emerges through knowledge networks or amongst creative employees. This links to the notion of
intrapreneurship, which is often used interchangeable as a synonym for CE (Christensen 2004)(Erasmus
& Scheepers 2005). However, some argue that intrapreneurship focuses more on individuals and
informal processes, and rest on the premise that every individual has the capacity for entrepreneurial
behavior without the need of setting up separate units or processes (Kuratko et al. 1990). Thus,
intrapreneurship is by some regarded as a bottom-up process and democratization of innovation, where
it is the individual employees and managers that initiate activities to explore business opportunities.
These initiatives can either be captured randomly, or through dedicated fora’s such as competitions,
innovation events, technological platforms etc. However, a major challenge is to ensure proper
combination of resources, and subsequently grasp the ideas and nourish them into a profitable business

(Bager et al. 2006)

In this, the entrepreneurial behavior can lead to new combinations of resources in Schumpeter’s terms —
transform the firm into something significantly different, something new (Ginsberg et al. 1990). As
such, CE is also related to the resource based view, as it can be seen as a way of accruing, combining

and leveraging resources for competitive advantages, through developing and using products and
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processes to both rejuvenate and redefine the firm and its environments (Dess et al. 2003; Zahra 2005).
Thus, CE is also a tool for companies to challenge the so-called ‘core rigidities’ that can otherwise
become so dominant, that new competencies and capabilities will be neglected or underestimated (Tidd

& Bessant 2014).

Summing up the literature on CE, common pattern emerges. A definition that encapsulates most of the
literature is presented by (Sharma & Chrisman 1999), who defines CE as “the process whereby an
individual or a group of individuals, in association with an existing organization, create a new
organization, or instigate renewal or innovation within that organization”. Generally, the literature
focuses on the birth of new businesses with existing businesses; the transformation or rebirth of an
organization through strategic renewal and finally innovation and creation within an existing
organization. As such, (Ginsberg et al. 1990) and (Sharma & Chrisman 1999) encompasses most of the
literature by defining CE as an activity compromising (internal and external) corporate venturing,

innovation and strategic renewal.

Corporate
entrepreneurship

Corporate

. Innovation Strategic Renewal
Venturing

= Incremental

— External — Radical

Figure 5 Aspects of CE. Own production based on Sharma & Chrisman, 1999

Here corporate venturing refers to CE efforts that lead to creation of new business organizations
within the corporation. It is important to acknowledge that this involves a distinction between external
corporate venturing (such as joint ventures, spin-offs and venture capital initiatives) and internal

corporate venture that involves creation of entities within the existing domain (Tidd & Bessant 2014).
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Strategic renewal refers to CE efforts that result in significant changes to an organization, business or
corporate level strategy or structure that alter pre-existing relationships within the organization and with
the external environment. Renewal activities reside inside the existing organization and is often

involving some sort of innovation (Sharma & Chrisman 1999).

Both strategic renewal and corporate venturing suggest change in strategy or structure of the existing
organization that might involve innovation, with the main sole difference being how venturing involves
the creation of new businesses, whereas strategic renewal lead to changes within the existing businesses

(Sharma & Chrisman 1999).

Although the above-mentioned concepts have often been used as individual components, they are
mostly used as “single-meta constructs” because they are complementary and mutually supportive. For
example, strategic renewal might lead to more beneficial innovation- or venturing activities. As such,
these components of CE should be threaded together, so one does not ignore their potential

complementarity (Sakhdari 2016).

3.2.1 Innovation
As aforementioned, innovation is one of three dimension of CE, and perhaps the most important as it
can be seen to be integral in all other aspects. As such, it is especially important to encourage innovation

as a specific tool for corporate entrepreneurs (Kuratko 2009a).

Innovation is a term that has gained increased prominence in academia and the business world as
companies strive to stay competitive in the changing business environment (Matthews & Brueggemann
2015). However, some believe that the term innovation has become nothing but a shallow “buzzword”
used by academics, politicians and companies to describe a key to a better future. It can also be seen as a
way to “con investors”, as every small change often is defined as innovation (Kwoh 2012)(O’Bryan
2013; Gartner 1990). The term innovation varies greatly depending on authors and academic area, and

as such, no universally accepted theory of innovation has emerged (Matthews & Brueggemann 2015).

The term originally derives from the Latin word innovates dating back to the 15" century, which can be
translated to renewal and change (Kwoh 2012). (Freeman 1982) discussed innovation within industries,
and saw industrial innovation as technical, design, manufacturing, management and commercial
activities involved in marketing, or the first commercial use of a new (or improved) product, process or
equipment. Later, (Drucker 1985, p.19) relates it specifically to entrepreneurs, as “innovation is the
specific tool of entrepreneurs, the means by which they exploit change as an opportunity for a different
business or service”, while (Tidd & Bessant 2014, pp.3, 5) defines innovation as “the process of

creating value from ideas”, with value relating to “creating a (novel) product or service which others
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find useful and which they value”. (Matthews & Brueggemann 2015, p.57) defines “innovation as
people applying a purposeful process to transform ideas and opportunities that create new or added
value into results that provide for economic growth”. A contemporary definition widely used on a
socioeconomic level is presented by the European Commission and OECD as “the implementation of a
new or significantly improved product (good or service), or process, a new marketing method, or a new
organizational method in business practices, workplace organization or external relations” (OECD

2005, p.46). This definition proposes that innovation can take many different forms.

In this it is important to make a clear distinction between innovation and invention, with the later simply
relating to the creation of something novel, which as such does not include the notion of value or
commercialization. If an invention is technical feasible, business viable and desired by consumers, you
have the possibility to turn it into an innovation (Matthews & Brueggemann 2015). The bridge between
invention and successful innovation often consists in the entrepreneurial capabilities of the organization
or the individual, as entrepreneurship constitutes the financial and managerial force within the
framework innovation will take place (Hougaard 2005). Generally, for all these definitions, is how they
describe innovation as something that is either new to the firm, new to the market or new to the world.
Thus, although an innovation has been introduced in another company, it can still be defined as an

innovation to the specific firm in which it is new (OECD 2005)

Interesting, most definitions define innovation as something that creates value, although this value is
only vaguely defined. However more specifically this value can be defined as “surplus, economic

growth and increased employment” or in a broad sense the production of novelties that add economic

value (Duus 2004).

3.2.1.1 Innovation Typologies

Despite the different definitions, innovation is often accepted to come in many different kinds and
degrees. Most commonly, innovation is divided into two categories, namely incremental and radical
innovation. Whereas Incremental innovation relates to doing what we do better, radical innovation
includes something groundbreaking, which is often entirely new to the world (Tidd & Bessant 2014;

Matthews & Brueggemann 2015).

Although not explicitly stated, one can draw parallels to Schumpeter and their notions of innovation.
Kirzner's notions of innovation is of more incremental character, while Schumpeter’s creative
destruction relates to innovations of more radical character (De Jong & Marsili 2011) (Cromer et al.
2011). While radical innovations are most visible, incremental innovations are often needed to retain

competitiveness over a continuous period. Here it is also important to take into account the needed time

30 of 143



Cand. Merc Strategic Market Creation Master Thesis

and risks for testing and implementing more radical innovations (Tidd & Bessant 2014; Matthews &
Brueggemann 2015). (Christensen 2006) adds the notion of disruptive innovation as a complement to
incremental and radical innovation, which he defines as two forms of sustaining innovation. The
innovators dilemma discusses how a disruptive innovation transform a product or service that was
earlier expensive and complicated, into a simple, convenient, affordable and more accessible product or

service.

All of these degrees of innovations can then be applied to different types of innovation, such as product,
services, systems, processes, business and managerial innovation (Matthews & Brueggemann 2015).
Generally, companies are encouraged to pursue different types and degrees of innovation
simultaneously in order to sustain competitiveness in the long-term(Benner & Tushman 2003; Tidd &

Bessant 2014), which links to the notion of ambidexterity that will be discussed in section 3.3.1.2.4.1.

3.2.1.2 The innovation Process

In relation to CE and innovation it is important to acknowledge the process leading to a given
innovation or entrepreneurial initiative. A popular model of the innovation process, is presented by
(Tidd & Bessant 2014). Due to the nature of the innovation units as primary units of analysis, the

implementation and capturing value phase is less relevant, and hus not discussed to the same level.

Seach Phase Selection Implementation Capture value Measuring

Learning

Figure 6 Innovation Process, based on Tidd & Bessant 2014

The first phase is the search phase, where a large number of ideas and opportunities are generated.
These can originate from different sources, and this is where CE becomes important for companies as a
main way to improve idea generating by stimulating and nurturing the entrepreneurial talent inside the
organization. For example, by providing support for opportunity recognition and idea generation, both
as an organizational function as well as of more informal character This all relates to the promoters of
CE that will be discussed in section 3.3. In this phase, it is also important to have a clear signal and
agreement of the type and degree of innovations, so the ideas generated fit the strategy of the company.

Ideally, there should be support for both incremental and radical ideas (Tidd & Bessant 2014).
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A well-developed idea generation phase will result many interesting ideas that will have to fight over
the resources available. This leads to the selection phase, where the generated ideas will be judged and
selected for further investment. The selection techniques can vary depending on company and industry,
and can differ between qualitative approaches, such as gut feeling, strategic fit or checklists, or more
concrete financial measures, or combinations of both. Here, there can often arise issues regarding more
radical and risky projects, as relevant information and potential is more difficult to attain in comparison

to ideas that are more incremental in nature (Tidd & Bessant 2014).

The final stages of the ‘original’ innovation process is the implementation and capturing phases that
focuses on setting up processes for making the innovation happen and building a profitable business
model around this. More specifically, an organization can for example choose to go forward with the
implementation through more traditional internal product development, through co-creation with users,
innovation networks, corporate venturing etc. (Tidd & Bessant 2014). The measuring stage, which is not

originally part of the model will be discussed further in section 3.4.

Finally, in regard to the innovation process it should be noted that it is a continuous and iterative
process, where an important aspect is learning from past successes and failures. As such, an
organization need not only capture value from the innovation, but also capture the organizational

learning from the innovation processes for further improvements (Tidd & Bessant 2014).

3.2.1.3 Innovation Units

As a specific approach to promoting innovation and a more entrepreneurial culture, an increasing
amount of companies are setting up innovation units, albeit in different forms and with somewhat
different terminologies (Solis et al. 2015)(Owyang 2016). Most prominent to this thesis are the
following notions (Solis et al. 2015; Owyang 2016):

e Inhouse or external innovation teams/units like skunk works or corporate garages, where a larger
teams are dedicated to managing and activating innovation projects. These can often be created as
an autonomous entrepreneurial unit with full executive support that is solely focused on growth
through innovation (Anthony 2012). Generally, these units work to generate ideas with internal and
external stakeholders, while providing fast-track tools to quickly determine the probability of these.
Furthermore, the units should provide training and tools for employees to develop their
entrepreneurial mindset, and ability to share and combine ideas (Vaupel 2016).

e Innovation outposts, where a small team is placed within a network of companies, in order to sense
market opportunities and connect with start-ups. The idea is for larger organizations to tap into

entrepreneurial communities without committing significant investment.
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e Community anchors, where large companies invite start-ups to embed at their physical locations in
order to bring a more entrepreneurial culture into the company and search for integration
opportunities. In these, companies often provide opportunities for start-ups to test their products,
while the start-ups are provided access to certain company resources.

e Intrapreneur programs, where internal employees are given a platform to innovate. These

programs invest in employees' ideas and passion, and can be of both physical or virtual nature.

The main benefits of these kinds of innovation units are apparent, at least if executed correctly.
According to a survey by (Solis et al. 2015) 90% of companies believe that they are too slow to market
and over budget in regards to innovation, which is something many believe can be helped by
establishing some kind of innovation unit or CE initiatives. As such, innovation units will often launch
with heavy rhetoric from top management about transformation the business and introduce radical
innovation, albeit many innovation units end up producing only minor tweaks, as they are often set up
with structures and resources to produce incremental innovations for today’s business model. As said by
an industry professional, "About 80 to 90 percent of innovation centers fail, and end up being a massive

waste of resources” (Solis et al. 2015, p.10).

In this, it is also important that the innovation units have a clear focus on creation of new products and
services that deliver value to customers while being supported by a sustainable business model. If the
last is not the case, calling it an innovation lab is a “misnomer”, as it would just then be a creative or
invention space of some sorts (Viki 2017). Nonetheless, the units can provide a fresh source of ideas
and enable more risk-taking, while generally accelerating innovation. Furthermore, they can also have
more intangible benefits, such as driving employee engagement and a more entrepreneurial culture,
which ultimately can help attract more talent. However, to what extent the innovation units can provide

the above, all depends on type, location and the level of investment behind the unit (Solis et al. 2015).

Before setting up an innovation unit, there are several points that need to be considered. Most notably
are the questions regarding level of autonomy and governance as well as location and funding, which
links to the promoters of CE in section 3.3. For example, setting up a external autonomous innovation
unit versus setting up an internal innovation unit enables sharper focus, greater autonomy and a higher
chance for network collaboration, while on the other hand making coordination with the core
organization more difficult. The location of the innovation unit also relates to the ease or difficulty of
coordination and direct spillover to the core organization, while it on the other hand provides a new and

often more creative environment if placed away from headquarters. Moreover, it is important to clarify
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how the funding of the innovation unit is structured, and to what extent the unit will continue to receive

support in lack of short-term results (Solis et al. 2015).

Internally based innovation units can often fail as they will most likely be integrated into the same
‘rigid” processes as the rest of the organization, leading it to keep working on the same things as the
organization has always worked on. At the same time, externally based innovation units might be able to
work on whatever they want, yet it can ultimately be too distant from the core organization, making
integration of innovations and combining resources and capabilities difficult. In this, it is important to
build a bridge between the external innovation units and the core organization to ensure transfer of ideas
and knowledge. As such, it is clear that this is somewhat paradoxical, as both internal and external

innovation units have clear pros and cons (Viki 2017).

Finally, the innovation units must have a clear mandate of what types of innovations to purpose, while it
should also be agreed upon that some potential innovation projects might cannibalize current businesses
to some extent. Also, the typical requirement of a financial forecast for an innovation projects only
works for minor incremental innovation, while radical innovations are more difficult to predict (Kaplan

2016)(Solis et al. 2015).

Summarizing, the key tasks for these different kinds of units is usually to:

‘ Develop new products or services

\

‘ Design new business models

|
‘ Connect with and potentially invest in start-ups and other potential

/

partners through innovation communities
|

‘ Help develop an innovative culture within the organization

/

‘ Explore and test new trends and technologies

Figure 7 Key tasks for innovation units. Own Production

N\
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3.3 Antecedents of corporate entrepreneurship
The most widely researched area in regards to CE is the factors, commonly referred to as antecedents,
that promotes CE within a given organization (Zahra 2005). Generally, three overall groups of
antecedents have been considered: namely environmental (Zahra 1991; Antoncic & Hisrich 2004;
Sakhdari 2016; Erasmus & Scheepers 2005); strategic (Zahra 1991) and organizational (Antoncic &
Hisrich 2004; Sakhdari 2016). Since the proposal of these, many different CE antecedents have been
proposed and analyzed in the literature. As a result of the growing complexity and to identify missing
links in the literature, (Sakhdari 2016) reviewed and reorganized the many different antecedents into
four overarching groups, namely "Top Management Team", "Firm", "Environment", and

"Network/Dyad".

These groups lays the foundation for the following literature review on CE antecedents. Guided by the
problem formulation and in order to ease incorporation of relevant literature, these groups will be
renamed: Top Management, Organization, Environment and Networks. Here, the main difference from
(Sakhdari 2016) review is how the group of antecedents related to top management will have less focus
on the individual characteristics of the top management team, as otherwise discussed by (Sakhdari
2016). This relates to the nature of the research, and this group will instead be renamed Top

Management, and have more focus on the effect that top management have on CE.

3.3.1 Internal antecedents

When examining antecedents for CE, the effect of the internal factors cannot be undermined. The
resources, capabilities, knowledge, and personal etc. all play an undeniable role in either supporting or
reducing a company’s involvement in, and subsequent success of, CE. As these different properties are
numerous, they can be separated into two sole yet intertwined categories, namely “Top Management”
and “Organization” antecedents (Sakhdari 2016). However, it can be argued, that while the top
management and organization antecedents are intertwined, it can still be valuable to distinguish between

the two in order to deepen the understanding of the relationship.

3.3.1.1 Top management

A focal point in the literature on CE antecedents focuses on the top management’s ability to create a
supportive environment for CE (Kuratko et al. 2014; Villiers-scheepers 2012). (Kuratko et al. 2014)
defines top management support as the extent top managers support, facilitate, and promote
entrepreneurial behavior, which have been found to have a direct positive relationship with an
organization's CE outcomes. This includes the championing of innovative ideas and providing the

resources employees require to take entrepreneurial actions (Kuratko et al. 2014).
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3.3.1.1.1 Trust and support for autonomy

This also includes the top management's ability to provide autonomy to make workers feel freedom and
decision-making authority in projects, while feeling it is accepted to fail in risky projects (Kuratko et al.
2014). (Sathe 1985) argues that a fundamental dilemma of an organization is seeking to enhance CE
while simultaneously maintaining corporate control. This can be solved if reporting systems are
balanced with a strong entrepreneurial culture based on both mutual trust and open communication. This
is supported by (Matthews & Brueggemann 2015), who argues that the empowerment of workers, by
adopting "managed freedom", can increase creativity for workers, leading to improved CE performance.
Conversely, excessive formal controlling procedures will constrain entrepreneurial activities and the
pursuit of CE (MacMillan et al. 1986) because it may frustrate creative employees having to follow too
many procedures in order to receive support for their ideas (Zahra 1991). Furthermore, (Chung &
Gibbons 1997) argue that high levels of trust among organizational members have a positive influence
on innovation through information exchange, while trust flourishes when information channels are open

and strong norms of information sharing are prevalent (Adonisi 2003).

Moreover, (Behrens & Patzelt 2016)found past project failure experience, the firm's growth rate, and
hierarchical level as an impacting factor for top managements decisions on terminating corporate
entrepreneurial initiatives or supporting autonomous initiatives. As such, top management can be argued
to be path dependent, in turn leading to their assessment of risk not truly reflecting the actual situation
of the initiatives. This often leads to scenarios of falling into a familiarity trap, I.e. companies tend to
favor and continue developing already known technology instead of pursuing new and unfamiliar
technology, as these are perceived to contain greater risk and insecurity related to profit, thereby

becoming less attractive (Ahuja & Lampert 2001; Penrose 1959; Elkjer 1992).

3.3.1.1.2 Reward systems

Another factor of top management support is the nature of rewarding in relation to CE. Research points
to organizational systems that provide rewards and recognition for creative work and accomplishments
as having a positive affect on CE (Amabile et al. 1996). As such, reward systems can have a significant
impact on entrepreneurial activity in a company and be used as a tool to increase such activity, while
also having a discouraging effect on innovative activity by rewarding performance not related to CE.
Companies should therefore look to specific motivational factors for employees working with CE and

innovations.

In relation to this, both extrinsic and intrinsic rewards are well-known tools for top management to

motivate workers (Gammelgaard 2007; West & Sacramento 2006; Matthews & Brueggemann 2015).
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An employee can be extrinsically motivated, i.e. obtain goals apart from the work itself, (increased
salaries, bonuses and promotions) or intrinsically motivated, i.e. gain personal satisfaction from doing
the job (acknowledgements and personal development)(Gammelgaard 2007). In line with
Gammelgaard, (Matthews & Brueggemann 2015) finds extrinsic incentives useful as motivation for
employees, if goals can be seen and are easy to reach, although they block creativity if the goal is
farfetched. They find intrinsic motivation good for work life, which similarly spur motivation and
creativity. (Burroughs et al. 2011) finds that combining extrinsic rewards with intrinsic rewards such as

personal development will enhance the capabilities of workers.

However, the use of rewards for entrepreneurial behavior should be implemented with care.
Experiments have shown complex interactions between risk (expected success, pay risk and
employment risk), profit sharing and the extra effort employees are willing to exert when participating
in new initiatives (Villiers-scheepers 2012). In this, (West & Sacramento 2006) finds that that what

should be rewarded is not the success of an innovation, but the genuine attempts at innovation.

3.3.1.1.3 Time availability

Extra time to pursue innovations is also found to be a strong factor of promoting CE. Fostering new and
innovative ideas require that employees are afforded time to incubate these ideas. The workload of
people must be moderated to allow people to work with others on long-term problem solving.
Managers should schedule extra time for individuals and groups to pursue innovations, and structure
jobs in ways to support such efforts and achieve short- and long-term organizational goals (Kuratko et
al. 2014; Tasavori 2011). Furthermore, (Lerner et al. 2007) found that when employees have defined
time structures, which includes a certain amount of time to pursue personal projects, they generated

more entrepreneurial proposals.

3.3.1.2 Organization

3.3.1.2.1 Organizational structure and strategy

(Zahra 1991) further identified two key antecedents of successful corporate entrepreneurship in a
company, namely Grand Strategy and Organization. The grand strategy encompasses the overall
strategy of the company and is seen as a prerequisite for CE in companies, as it relates organizational
missions and goals, and subsequently guides the deployment of a company's resources. Thus, if a project
is congruent with the strategy, the probability of its adoption increases, while a project not congruent
with strategy will be deemed as risky and falling out of the company's area of expertise (and grand

strategy) (Zahra 1991).
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Organization contains those organizational factors from the specific context in which employees
perceive opportunities, and falls into two broad categories: tangible and intangible variables. Tangible
variables relate to the formal organizational structure, whereas the intangible includes dominant
organizational values, primarily consisting of the persistent belief system of a company (Zahra 1991).
Organizational structures can often be divided into two main poles, namely the organic and mechanistic
structure. Organic structures are characterized by higher decentralization, flexibility and a lower degree
of control and formality, whereas mechanistic structures on the other hand is characterized by more
formalized and centralized structures that exhibit higher degree of hierarchies and control. Mechanistic
structures are often seen as the most efficient way to operate in stable environments, as it allows full
control and optimization of existing processes. Organic Structures on the other hand are more suitable
for companies seeking to promote CE, as it allows organizations and employees to react more quickly to
changes in the environment (Jones & George 2012). The informality of the organic structure also invites
employees to create diverse interpersonal networks with other members of the inside and outside of the
organization, which can benefit entrepreneurial behavior. However, some authors also argue that
companies need to balance the two poles, as a pure organic structure might lead to chaos (Wit & Meyer

2014).

3.3.1.2.2 Culture and values

Organizational culture can be defined as the shared set of values, beliefs, attitudes, expectations, and
assumptions, which determine the norms for appropriate behavior within an organization (Wheelen &
Hunger 1988) in (Covin & Slevin 1991). As such, an organization's ability to develop and maintain an
entrepreneurial posture becomes dependent upon the specific culture and values. (Zahra 1991) analyzed
and distinguished between two unique aspects of company values relating to CE, namely individual-
centered and competitive-focused values. The prior relates to the overall nature of motivating
individuals' creativity and risk-taking by having an internal climate that integrates both employee and
company goals in the daily routines. The latter represents a company’s assumptions about the correct
response to environmental moves, leading to industry monitoring, more experimentation with new
ideas, and possibly initiating new businesses to capitalize on emerging opportunities (Zahra 1991). As
such, both are seen as being supportive for CE if they are strongly present in a company, and thus it is
important for companies to combine the top management support for an entrepreneurial culture with

pre-existing values to foster a supportive environment for CE.

3.3.1.2.3 Knowledge management
An organizations capability to effectively pursue CE is also affected by its ability to manage knowledge.

Knowledge management is concerned with identifying, translating, sharing and exploiting knowledge
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within an organization. One key issue is the relationship between individual and organizational learning,
and how individual learning can be translated into organizational learning, and ultimately into new
processes, products and businesses (Tidd & Bessant 2014). Five steps of knowledge management can be
identified, namely generating and acquiring new knowledge, identifying and codifying existing
knowledge, storing and retrieving knowledge, sharing and distributing knowledge across the
organization, and exploiting and embedding knowledge in processes, products and services (Tidd &
Bessant 2014). This can also be argued to relate to the absorptive capabilities of a firm, which are
defined as the capability of a firm to recognize the value of new, external information, assimilate it, and
apply it (Zahra & George 2002), in (Tidd & Bessant 2014)". These are further discussed in section
332.1.2

3.3.1.2.4 Resources and capabilities

Resources and their availability constitute an important element in the facilitation of CE initiatives,
which is also linked to the top management support. These are broadly defined to include human capital,
financial capital, physical capital, and organizational capital (Barney 1991). Organizational capital is
covered in regards to culture and values as well as knowledge management discussed above, while

physical capital is deemed less relevant in our case.

It is important to examine company resources available for CE, as entrepreneurial initiatives are
resource-consuming activities and constrained by available resources (Adonisi 2003; Covin & Slevin
1991). Several researchers have also found it important that employees perceive an availability of
resources, which motivates them to engage in innovative initiatives (Tasavori 2011) (Kuratko et al.

2014)(Covin & Slevin 1991).

More specifically, the human capital in a firm is perceived as an important antecedent for CE. Human
capital are seen as the source of "inspiration" and the ability to "change things" in an organization
(Schumpeter 1934). The drive, skill, and ambition of employees are all individual traits that should be
fostered and integrated into the organization through socialization, network development, and
information sharing so that the individuals entrepreneurial spirit can be leveraged through being a part
of the organization (Stevenson & Jarillo, 1990)(Starr & MacMillan 1990; Stevenson & Jarillo 1990).
This is in particular the case of large companies, where large pools of employees are likely to be

preoccupied in daily routines.

Moreover, financial resources can be a strong promoter or barrier to CE, as they often have a direct
determinant of initiating a CE initiative. This can become a paradox, as struggling companies will often

tend to be cost-saving and reduce R&D, thus not having the financial resources for initiating larger
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initiative. This potentially makes it more difficult for them to find new growth opportunities (Financial

Times 2009) (Cantner et al. 2010).

Financial resources often links to firm size, as some smaller companies might lack the funds to conduct
larger CE initiatives (OECD 2005). Adding to this, (Nason et al. 2015) examines the relationship
between the size of the firm and CE, and found organizational size an important factor that contributes
to the heterogeneous nature of CE. The authors identified how size promote CE via slack resources and
resource structuring processes, while hindering it via large bureaucratic structures and resource
bundling. A study of (Burgelman & Sayles 1986) also indicate that the availability of slack resources

persuades employees to take more risks.

3.3.1.2.4.1 Dynamic Capabilities

Two specific types of firm resources and capabilities that is often mentioned when looking at CE and
innovation, is ambidextrous- and dynamic capabilities (Teece & Pisano 1994; Teece 2012; Cantarello et
al. 2012; Corbett & Neck 2010). Ironically, consistency in entrepreneurship and innovations involves a
paradox, as companies must deal with both continuous improvement and radical innovation
simultaneously in order to enforce sustainable growth. Here the tension is where to put the main focus
and whether to push employees towards exploration activities for novel ideas or exploitative activities to
improve existing processes and products. Thus, companies must be able to operate in two paths: one
short-term path adapting to the needs of current markets, and a long-term patch finding ways to create

entirely new markets and products through radical leaps (Wit & Meyer 2014).

This has resulted in the term ambidextrous organization (Benner & Tushman 2003), which relates to
companies that are able to simultaneously deploy both exploration and exploitation strategies
throughout processes and actions (Cantarello et al. 2012). Many companies often have difficulties
leading more radical innovation, as there is a tendency to only innovate incrementally. In order to solve
this and promote a true entrepreneurial spirit, companies should firstly acknowledge the paradox, and
then promote duality and scenario planning to introduce a collective future (Lassen & Serensen 2006)

(Wit & Meyer 2014).

Many also refer to ambidexterity as a kind of Dynamic Capability (Benner & Tushman 2003; O’Reilly
IIT & Tushman 2007; Cantarello et al. 2012), which is a term coined by (Teece & Pisano 1994) as a
notion of how companies can become better to “to integrate, build, and reconfigure internal and
external resources/competences to address, and possibly shape, rapidly changing business
environments” (Teece 2012, p.1). More specifically, Dynamic Capabilities also include the capabilities

to improve, adapt and innovate and change old routines if necessary (Tidd & Bessant 2014). These can
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be divided into three clusters of abilities: Identify new opportunities (sensing), mobile resources to
address an opportunity to capture value from it (seizing), and finally continuing renewal (transforming)
(Teece 2012), all areas highly relevant to CE. There are mainly two ways of building dynamic
capabilities: one is internal through utilization of the creativity and knowledge from employees, while
the other is external through the search of external competencies that complement the company's

existing capabilities (Teece 2012)(Teng 2007).

3.3.2 External antecedents

Some internal antecedents are directly related to external antecedents. According to (Kuratko et al.
2014) organizational boundaries are useful in promoting entrepreneurial activity due to their
enhancement of information flow between the external environment and the organization, as well as

between departments within the organization.

3.3.2.1 Network

The following section will firstly discuss the literature on networks directly relating to CE, while

subsequently discussing the notions of innovation networks in more general terms.

There is a consensus amongst the literature that networks play an important role for growth and
innovation (Christensen 2004). Nonetheless, most of the literature on networks in regards to CE lacks
specific insights into how the external knowledge can be integrated in CE activities. Thus, network
antecedents can be seen as somewhat in between the external and internal environment, as it includes

both internal and external factors and actors (Sakhdari 2016; Thorgren et al. 2012).

Internal development of knowledge that can lead to CE is often accompanied by high expenses, timing
issues and high levels of risk. As such, suggestions has arisen to look to other actors in the market such
as suppliers, customers, research centers etc. as a complementary approach to obtain the resources
needed to pursue CE (Sakhdari 2016). This approach has gained more prominence in research and in
management, as entrepreneurial activities are shown as benefactors of companies' ability to effectively
combine internal and external resources through networks and open innovation. Networks help fill the
firms knowledge- and resource gaps relating to (Teng 2007; Chesbrough & Appleyard 2007), such as
company's lack of specific knowledge, financial resources, managerial capacity, execution capabilities
etc. (Teng 2007; Xie et al. 2013). Another purpose might also be flexibility, as entering a network
provides flexibility for large organizations, as they can partner up with smaller companies to test a given
innovation before integrating it into the large organization. Thus, the large organization get benefits

from the flexibility and adaptability of a small entrepreneurial firm while maintaining stability
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(Christensen 2004). (Antoncic & Hisrich 2004) also finds a clear correlation between number of

alliances and CE.

(Sakhdari 2016) introduces the “the ability, motivation and opportunity for knowledge sharing; as well
as learning” as network antecedents for CE. Herein motivation refers to the willingness to act;
opportunity represents an environmental situation favorable of enabling value-creating action; and
ability refers to the talent, skill or proficiency in areas that can result in knowledge sharing and CE. This
acknowledges that organizations are no longer single independent entities, but rather integrated into
relational networks that are largely knowledge-based in nature (Turner & Pennington 2015), which
relates to the notions of the systems view (Arbnor & Bjerke 2009). The greater the motivation,
opportunity, and abilities within networks, the greater the knowledge sharing, which ultimately leads to

CE (Turner & Pennington 2015).

3.3.2.1.1 Innovation networks

A specific way for companies to promote their network is by engaging in innovation networks that can
improve their innovation, renewal and venturing efforts, all related to CE (Thorgren et al. 2012).
According to (Danish Agency for Science 2011), companies in innovation networks have 366 percent
higher probability to be innovative than similar companies. These networks can be beneficial as
companies can share and combine information, skills, risks and resources to innovate and reduce costs,
ultimately strengthening their competitiveness. Thus, these can act as formal and informal sources of
knowledge, ideas and technology (Powell & Grodal 2006; Thorgren et al. 2012; OECD 2005).
Networks also allow organizational units to stay relatively small, which ultimately can make them more

entrepreneurial (Burns 2013).

Literature suggests that complementarity (different capabilities) and high compatibility (similar culture,
management styles etc.) can help to explain why firms are generally motivated to engage in these
networks. In this, it is important to consider the given partner fit in these networks, as this is correlated
with value-adding synergy opportunities (Tidd & Bessant 2014)(Thorgren et al. 2012). This also links
research from (Street et al. 2007) on how networks with high clustering (high number of companies),
high reach (wide range of firms) and general diversity lead to more diverse knowledge and ultimately
innovation. (Thorgren et al. 2012) showed that participating in networks with partner fit and relational

capital is directly related to the extent of knowledge transfer and CE.

Innovation networks can also help with matchmaking and creating collaboration between companies
and/researchers, while arranging seminars, workshops and reports on different topics and trends.

Furthermore, the innovation networks also facilitate general networking activities and more informal
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socialization between different companies to allow knowledge dissemination and sourcing of ideas
(Uddannelses- og Forskningsministeriet 2017). Networks may vary by source (who is involved), cost as
well as level of interaction (formality and direction of informational flow), which influences the
characteristics of information that can be obtained. The benefits of this knowledge will depend on how
and to what degree the knowledge is diffused, which relates to companies absorptive capacity as

discussed in section 3.3.2.1.2

It is noteworthy that research shows that linkages facilitate innovation, while innovation at the same
time facilitate networking. As such, networks and innovation constitute a virtuous reinforcing circle.
Companies with many prior patents have for example been seen more likely to enter alliances and
networks. Thus, it might be difficult to measure whether networks indeed make a company innovative,
or if it was already innovative and as a result entered a network. Furthermore, there has been a tendency
that some companies simply just enter networks out of fear to be left behind. As there are also
challenges and costs associated with being in networks partnerships, it is important to note that the costs
can outweigh the benefits (Powell & Grodal 2006). Furthermore, conflicts might also arise in networks
due to goal divergence between partners, hidden agendas, insufficient trust or commitment, personal
clashes, unrealistic expectations etc. The conflicts often revolve around issues of intellectual property,
costs and strategic decisions (Duysters et al. 1999) (Chengjiang & Chunyan 2008). Thus, partner fit is
essential for obtaining the otherwise apparent benefits of innovation networks. The notions of the above

review literature on innovation networks, can be summarized in the following model:

Resource and
capability
complementarity

The impact

of Knowledge

New stimuli sharing

innovation
(formally and
networks informally)
on CE

and inspiration

Flexibility and
shared risks
through
partnerships

Figure 8 Innovation Networks impact on CE. Own Production - Based on Tidd & Bessant 2014
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3.3.2.1.2 Absorptive capacity

One of the most significant externally oriented capabilities of the company is its absorptive capacity.
This concerns a company’s capability to recognize the value of new external knowledge, assimilate and
exploit it in its operations or for commercial purposes (Sakhdari 2014). The structure of
"communication between the external environment and the organization”, amongst “the subunits of the
organization” and “the character and distribution of expertise within the organization” influence a
firm’s absorptive capacity (Sakhdari 2014, p.23). As such, the primary reason why some firms are able
to value, understand, and apply new knowledge easier is that they already have invested in nurturing
their absorptive capacity (Cohen & Levinthal 1990). Thus, absorptive capacity is seen as an important
internal resource and especially relevant in regards to absorbing knowledge from networks, which will

be discussed in section 3.3.2.1.2.

e Absorptive Corporate

Capacity Entrepreneurship

Figure 9 The relation between networks, absorptive capacity and CE. - Based on Sakhdari 2014

3.3.2.2 Environment
The environment antecedents are considering the external environment to the organization, and although
companies have little control over the environment, it is important for them to acknowledge its

dynamics as it must rapidly adapt to opportunities and challenges (Zahra 1991).

Although some different terminology has been introduced, the specific aspects are almost identical
across literature (Antoncic & Hisrich 2004; Morris et al. 2011; Zahra 1991; Villiers-scheepers 2012).
(Ginsberg et al. 1990) refers to competitive, technological, social and political antecedents, (Zahra
1991)refers to dynamism, hostility and heterogeneity, while (Morris et al. 2011) refers to competitive

intensity, technological change and product-market fragmentation and emergence.

(Antoncic & Hisrich 2004) reviewed and defined these aspects into dynamism, industry growth,
technological opportunities, and customer demands for new products. Here dynamism refers to the
extent of changes in technology, demographics, regulation and number of competitors, and the resulting
instability due to the continuing changes. For example, increased competition might force companies to
seek out new businesses and successfully diversify into other markets (Zahra 1991; Ginsberg et al.
1990), while high industry growth has also been linked to CE, as an increasing number companies are
looking for new ways to take advantage of the growing market (Antoncic & Hisrich 2004).

Technological development is linked to CE, as this forces companies to seek ways to reinvent and
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renew themselves (Antoncic & Hisrich 2004; Morris et al. 2011). Finally, customer demand for new
products encourages CE as companies need to constantly introduce new and innovative products
(Morris et al. 2011; Antoncic & Hisrich 2004). It is noteworthy that these above-mentioned factors can
be seen as self-reinforcing, as more entrepreneurial firms will lead to an even more dynamic
environment, which will then in turn require even more entrepreneurial behavior to survive (Covin &

Slevin 1991).

If a company is truly entrepreneurial it will thrive in external environments that are dynamic and
demanding. (Burns 2013)relates this to Porters Five Forces and how an entrepreneurial industry will
have a low concentration of firms, a high degree of product or market heterogeneity and a constantly

changing development.

Moreover, it is important to consider that different business divisions and subsidiaries have different
external environments and thus different environmental antecedents for CE. If acknowledged and acted

upon this can also pose as an opportunity for a company (Burns 2013).

3.4 Measuring corporate entrepreneurship

It is important to acknowledge the tension when assessing CE performance, as incremental and radical
innovation involves different metrics, with the latter much harder to assess. The longer time frame for
radical initiatives makes it harder to estimate financial returns, while failure rates and rates of return are

considerably higher (Morris et al. 2011).

If an organization is serious about developing a more entrepreneurial organization, it is important to
measure specific dimensions associated with a CE promoting environment and assess to what extent CE
has been successfully executed. However, assessing CE is complex, as it involves “inherently messy”
activities that are hard to control and fairly uncertain (Kuratko et al. 2014). Furthermore, as no
companies exist within the exact same context, finding and implementing the right measurements
becomes a process for every company. Thus, how to measure CE most correctly has been one of the
main questions within the literature, and has brought forward a vast amount of different financial and
non-financial measures to assess the outcome of CE and innovation. These include financial measures
such as traditional financial measurements (profit, assets growth etc.), R&D expenditure, as well as
innovation premium (how much investors value the existing business based on expectations of future
innovations) (Zahra 1991; Morris et al. 2011; Matthews & Brueggemann 2015). More non-financial
measures have been linked to the ideas generated in an organization, such as measuring the number of
ideas turning into innovative experiments or actual patents of IP by employees, the percentage of staff

trained in innovation processes, as well as the percentage of new ideas being categorized as incremental
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or radical. Besides measuring short-term outcomes, these can point towards change of culture towards
innovation in an organization over longer time (Kaplan 2014). Although they differ, both financial and
non-financial measurements have been found to have a positive link with company performance
(Dyduch 2008; Matthews & Brueggemann 2015; Zahra 1991; Morris et al. 2011; Kaplan 2014;
BearingPoint 2011).

3.4.1 Measurement tools

Surveys and interviews can provide useful information about the CE related processes within the
companies, such as the motivations and barriers, information sources, external linkages as well as the
different types of innovations in focus. However, it should be remembered that entrepreneurship both
relates to cognition and actions, and as such one need to assess both the way of thinking within an
organization and the performance outcomes. For this, many different instruments such as the EHA, EI,
CECI and CEAI has been developed to measure the processes and outcomes, with the most
encompassing assessment tool being the EHA, Entrepreneurial Health Audit, a tool that seeks to assess
the current level of entrepreneurial intensity and entrepreneurial health of an organization by integrating
the EI and CEAI (Morris et al. 2011). However, these tools are very comprehensive and is based on
large-scale surveys throughout and across organizations. Furthermore, this kind of research also have its
limitations, as complementary economic data will often need to be acquired for a more thorough
analysis. Furthermore, it is also difficult to capture the timing of innovation and their impacts, as the full

impact on performance are often seen over a longer period (OECD 2005).

As such, companies should also measure CE by linking it to indicators such as profits, income-to-sales
ratio, revenue and assets growth etc. (Morris et al. 2011). However, this research has focus mostly on
traditional accounting measures and the most commonly used measures has thus not been built on the
rationale of economic theory, which holds that firms exist to maximize value for shareholders (Erasmus
& Scheepers 2005). As such, combining measurement from "economic theory together with behavioral
approach could be fruitful" (Duus 1997, p.302). (Dess et al. 2003) also notes how CE research can
benefit from the inclusion of more sophisticated financial measures, such as Economic Value Added
(EVA) that provides more insights because they recognize the cost of capital and risk of firm’s

operations.

EVA is a performance metric that calculates the amount of economic value added, and can be defined as
net operating profit after taxes subtracted with a capital charge. The goal of EVA is to analyze the cost
of investing in a certain project, and assess to what extent this generates enough cash to be considered a

good investment for investors and the firm while acknowledging the risks (Shil 2009). In the case of
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positive EVA, the entrepreneurial activity is preferable to alternative investments. (Erasmus &
Scheepers 2005) found a statistically significant relation between entrepreneurial intensity and
longitudinal levels EVA, albeit the authors also noted difficulties of finding a correlation in short-term
analyses. Thus, by relating EVA to CE it can serve as a tool to analyze whether a CE initiative has truly
created wealth for its shareholders. However, EVA has also seen major criticism, as it is mostly seen as
a short-term or historical performance measure, as future long-term investment cannot be objectively
measured. As such, EVA is not well suitable for companies that have invested heavily today in more
radical innovations and expect only positive cash flow in the distant future (Shil 2009)(Dierks & Patel
1997). Conversely, this can be seen as a benefit, as utilizing EVA will prevent companies and investors
from investing ‘blindly’ in ‘innovations’ with non-realized future profit (innovation premium), as

exemplified during the dotcom bubble.

3.5 Summary of literature review

The notion of CE dates back to the introduction of the entrepreneur, which was brought to prominence
by Schumpeter in the beginning of the 20™ century, who discussed the role of the entrepreneur and his
disrupting effect on the economy. His ideas were later defied by Kirzners idea of entrepreneurship as
one being alert to opportunities in the market, acting on more incremental economic possibilities and
towards equilibrium in the economy. The notion has also led to thinking about entrepreneurship as a

function in a company, as brought to fame by (Penrose 1959) and (Pinchot 1985).

Through the 90's the notion of CE has seen increasing popularity, as large companies struggled to
compete in a globalized market with agile competitors. Through the literature review, it is evident that
CE can be defined in various ways. As such, we define CE as “the process whereby an individual or a
group of individuals, in association with an existing organization, create a new organization, or
instigate renewal or innovation within that organization” (Sharma & Chrisman 1999, p.18). This
corresponds with (Ginsberg et al. 1990) defining CE as an activity compromising strategic renewal,

innovation and internal- and external corporate venturing.

In this, innovation plays a crucial element for venturing and renewal in an inter-dependent matter, and
has as such received more focus throughout the literature review. Summarizing the definitions,
innovation can be defined as the implementation of a new or significantly improved (radical or
incremental) product, process, marketing method, or a new organizational method in business practices
and organization (OECD 2005), which creates economic value for companies and stakeholders (Duus

2004). This links to the organizations ambidextrous capabilities to balance the need for incremental
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(exploitative) and radical (explorative) behavior, and the dynamic capabilities for companies to adapt

the organizations resource base to the changing environment.

While initiating CE activities is a way for larger companies to approach renewal and future
competitiveness, implementing it is easier said than done. Literature prescribes many different
antecedents that can promote CE in organizations, which can be summarized into four over-arching
categories. They are differentiated on being internally focused, I.e. Top Management and Organization,
as well as externally focused, I.e. Environment and Network. In regard to networks and CE,
participating in different kinds of innovation networks has received increasing focus, and is noted as a
way for companies to explore and execute new ideas when resource complementarity is also present.
Furthermore, innovation units have been discussed and introduced as a concrete form to promote CE.
These act as autonomous units within an organization, which is having the sole purpose to promote

innovation and company renewal.

Moreover, the literature review touched upon the different ways of measuring CE. The literature is
currently dominated by more holistic ways of measuring CE by mainly looking at number of
innovations, R&D expenditure, company growth etc. through large-scale surveys. However, less focus
has been on developing tools to measure CE in regard to economic theory. Additionally, it does not
seem satisfactory to measure CE through financial and soft measurements independently, and as such a

combination is required to provide a more concise measurement.

The literature review has resulted in the framework in figure 10 on the following page, which
encompasses the aspects from the literature deemed most relevant for answering the research questions.
In this, while not traditionally dealt with as CE antecedents, the notions of dynamic- and ambidextrous
capabilities are integrated under resources and capabilities. Furthermore, due to the nature of the
research, the notion of innovation networks has been specifically included as a network antecedent. This
framework will act as a guide through which the cases will be analyzed and synthesized. As mentioned
in the delimitation, antecedents can also be referred to as promoters of the CE. As such, the terms will

be used interchangeably throughout the analysis in order to provide direct links to the literature.

48 of 143



Cand. Merc Strategic Market Creation Master Thesis

Network

Organization - External Knowledge
- Organizational Structure & Sharing
Strategy - Innovation Networks
- Culture & Values - Resource

- Knowledge Management Complementarity &
compability

Top management Environment

- Trust & Support for - Dynamism
Autonomy - Technological

- Reward System Development

Antecedents

(Promoters) - Consumer Demands

- Time Availability

Corporate
Entrepreneurship

Strategic
Renewal

Output Measurement
Financial Measures
Soft Measures
Short-term/Long-term

Figure 10 - Theoretical Framework - Own Production

4 Analysis of empirical data

Based on the proposed theoretical framework in the previous section, this chapter seeks to analyze the
ways and success of CE in the given companies. Based on the data collected and nature of the different

cases, the 'sub-antecedents' does not posses the same level of coverage across cases.

Firstly, this section bring forward single case studies of the four case companies: HedeDanmark (HD
Greenlab), ISS (ISS Corporate Garage), Roche (Roche innovation Center Copenhagen) and Tryg (The
Camp). Following, the cases will be synthesized in a cross-case analysis that provides ground for
answering the research questions. Secondly, this section will bring forward the findings related to the

two interviewed innovation networks, namely Danish Food Cluster and Scion DTU.

The findings of this chapter will be synthesized with the findings from the literature in order to put

forward a normative framework for companies to promote CE.
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4.1 Case companies

4.1.1 HedeDanmark (HD Greenlab)

HedeDanmark is an international trade- and service company that focuses on providing outdoor facility
services and solutions. It is part of the fund Hedeselskabet (founded 1866), where a new strategic
direction in 2006, led to the establishment of HedeDanmark A/S as an independent company

(HedeDanmark 2017a).

The company currently employs approximately 800 employees with revenues of 1.68 billion DKK in
2016, with the organization split into three business units, Outdoor facility Service, Enterprise and Skov,

respectively (HedeDanmark 2017c¢).

HedeDanmark has built their vision and values upon the need for continuous innovative thinking and
value-creation, through new technology, methods of working or new forms of collaboration. These
innovations are often created together with customers, employees and participations in research groups

and networks (HedeDanmark 2017b).

4.1.1.1 Introduction to HD Greenlab
HD Greenlab was established with the intention of continuing, and further developing, the innovative
culture in HedeDanmark. This is done by facilitating a “lab” to inspire employees to be even more

innovative, while simultaneously allowing ideas to be gathered, build, tested, and learned from (Hansen

2017).

HD Greenlab is positioned in Cortex Science Park (list of companies in Cortex Park can be found in
appendix 11), located in the middle of Denmark, (geographically away from the headquarters of
HedeDanmark) as to keep core business and innovation in two separate areas). By doing so, the idea is
that HD Greenlab can break free of everyday work, while the park also provides access to thousands of
students, with competencies within fields such as translation, marketing, IT, and administration (Hansen
2017). Furthermore, Cortex provides an integrated network of companies, as more than 79% are
involved in partnerships with one or more companies in the park. Because in the Cortex Science Park,
"it's all about the network (..), with the expertise you need, just around the corner" (Syddanske
Forskerparker 2017)| This also relates to how HD Greenlab is operated by only one employee, Kristian
Tarp Hansen, who in turn is expected to rely strongly on the knowledge and capabilities the network in

Cortex provides (Hansen 2017).

Although HD Greenlab has been established under the project Corporate Garage (IndustriensFond

2014), the innovation unit is more resembling that of innovation outpost as per (Solis et al. 2015) since
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it is placed externally amongst start-ups with a main function to connect with these. However, the HD
Greenlab is drives an Intrapreneurship Programme, as it provides a platform for employees to bring

about ideas for potential innovation.

4.1.1.2 Antecedents of CE
4.1.1.2.1 Top Management

HD Greenlab was established as an independent unit intended to spark extra life into the innovativeness
of HedeDanmark (Hansen 2017). As such, the unit is intended to work autonomously, delivering the
manager of HD Greenlab power to push an idea directly to the top management of HedeDanmark,
thereby overcoming the many layers of communication and bureaucracy that previously slowed down
ideas (Hansen 2017). As proposed by (Morris et al. 2011) this is expected to promote CE. Kristian Tarp
Hansen is expected to be the only bridge between the multiple levels of HedeDanmark and externals,
and is continuously in contact with employees, the top management and potential partners. As top
management has for now only placed one employee to run the office with a limited investment, this

shows sign of lower support.

As of now there is only a temporary, extrinsic, reward system implemented to encourage idea creation
from employees in the form of rewarding the "idea of the month" with a bottle of wine. Currently, there
is no intrinsic rewards as otherwise accentuated by (West & Sacramento 2006). However,
HedeDanmark seeks to have future reward system be more reliant on providing intrinsic rewards to

employees, in form of internal recognition for employees who bring forward good ideas (Hansen 2017).

Related to time availability, the top management of HedeDanmark seems to generally allowing time for
innovative endeavors, as if "someone has an idea, it happens that the manager allow a couple of hours
to develop the idea" (Hansen 2017, 11:26), "and if the idea shows promise, the employee will get some
time to work with it" (Hansen 2017, 11:26). However, HedeDanmark still faces some problems related
to the amount of time employees are allowed to put aside to pursue innovative ideas, as time availability
is dependent on the individual managers (Hansen 2017). Moving forward, it is expected that most ideas
will be sent to HD Greenlab for evaluation. Here they will be evaluated, and if deemed possessing
sufficient potential, they will move to the selection phase of the innovation process and be presented to a
steering committee. Decisions will then be made in relation to the potential and amount of time needed
or the idea to be developed (Hansen 2017). The fact that the HD Greenlab is run by a single employee
might move the problem of time availability, as the single manager in HD Greenlab easily can become

overloaded if the initiative becomes successful, thus creating a new bottleneck (Lerner et al. 2007).
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4.1.1.2.2 Organization

HedeDanmark has offices spread out across Denmark, as well as being represented through subsidiaries
in several countries. In total, HedeDanmark covers 25 unique departments throughout the organization.
As such, the organizational structure allows HedeDanmark to cover a wide range of services within the
green service sector in many geographical areas (HedeDanmark 2017c¢), which simultaneously
decentralizes a lot of decisions and entrepreneurial initiatives. The size and structure of HedeDanmark,
however, also makes it harder for innovation and knowledge to be shared in the company (Jones &
George 2012), due to long decision processes, ideas drowning in daily operations, as well as many
innovative initiatives being localized within the different subdivisions/departments of HedeDanmark

(Hansen 2017).

However, with the implementation of HD Greenlab, HedeDanmark seeks to create a fora for
systematically gathering and centering ideas from all parts of the company in one specific unit. While
HedeDanmark has a long tradition of having innovation integrated in both core values and business, the
unit is also assigned a role to directly affect the innovative culture. According to (Hansen 2017, 41:48),
"it is necessary to develop a culture where the employees contribute, otherwise the unit will slowly 'die’
". This is mainly done by facilitating events, workshops, and meetings on all levels of the company.

(Hansen 2017).

In relation to knowledge management, HD Greenlab has developed a digital "idea box" platform, which
makes it possible for all members of HedeDanmark to digitally transfer their ideas directly to the lab.
This allows ideas developed by employees, with hands-on experience and in-field knowledge, to be
transferred throughout the company, and turned into actual valuable products for HedeDanmark

(Hansen 2017).

This also allows HedeDanmark to tap into their plentiful human resources in order to expand their
innovative operations (Hansen 2017). However, although HedeDanmark is a large company with
significant financial resources, the nature of the unit does not make it appear, as extensive resources are
available for the initiative. In terms of the promotion of dynamic- and ambidextrous capabilities as per
(Teece 2012; Teece & Pisano 1994; Cantarello et al. 2012), HD Greenlab is expected to have a balanced
portfolio of projects involving incremental and more radical innovations. By pursuing both degree of
innovations, HedeDanmark can spread the risk of projects, as well as seek to both exploit their current
technology for smaller improvements, and explore new possibilities of a more radical nature (Hansen

2017).

52 of 143



Cand. Merc Strategic Market Creation Master Thesis

4.1.1.2.3 Network

HedeDanmark has strong ties with its partners and customers, and place a lot of emphasis on partner
models to improve openness, trust and flexibility as well as continuous value creation in close
collaboration with customers (HedeDanmark.dk), which links to the notions of (Powell & Grodal 2006).
With the creation of HD Greenlab, and its strategic positioning in Cortex Science Park, HedeDanmark
can "tap directly into the "knowledge-box" that is found at the university" (Hansen 2017, 06:37), thereby
expand their network from customers and partners to including students and other entrepreneurs. Thus, a
main reason for the location of HD Greenlab is to expand the network of HedeDanmark, and improve

information and knowledge sharing (Hansen 2017).

This also acts as a way for HD Greenlab to stay small and without many resources, but still be
innovative and flexible by tapping into low-cost partners (i.e. students) with high resource
complementarity. Furthermore, Kristian Tarp Hansen also spend a lot of time moving between the
Science Park and the various offices around the country, as to slowly build up social capital and
strengthen the personal relations of the network (Hansen 2017). However, as long as this primarily is
performed by a single employee, there is a limited absorptive capacity and much of the knowledge

might not be shared to all corners of the organization (Sakhdari 2016).

4.1.1.2.4 Environment

The recent years have resulted in an increasing development in pro-environmental and sustainable
behavior of companies and their employees. With the position as the leading national supplier of
outdoor facility services to public and private companies (HedeDanmark 2017c), HedeDanmark is
expected to behave in a proper manner. However, the fact that the company are having a missing
competition in Denmark means the company face less competition, which can less pressure to be

innovative (Antoncic & Hisrich 2004).

Furthermore, the industry face potential development in terms of the technological development.
Drones, satellites or airplanes used to measure the mass and potential value of a forest, sensors spotting
garbage at the side of the road, robots and machinery equipped utilized when doing care and
maintenance of green areas are some of the newest innovative factors dominating the industry
(HedeDanmark 2017b). With the environmental changes due to global warming and all its side effects,
future technology will require further change and adaptability for HedeDanmark.

Besides having solid position on the governmental and corporate market in Denmark, the technological
development also allows pursuit of B2C markets to meet new consumer demands, by decreasing costs,

introducing new products and scale of their operations to fit smaller customers. For example,
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HedeDanmark could extend their capabilities of cleaning snow and cutting grass from B2B to B2C, as a

potential future source of revenue (Hansen 2017).

4.1.1.2.5 Measuring outcomes

In terms of defining innovations, the underlying philosophy of HD Greenlab is discussed by Kristian
Tarp Hansen, as follows:" Whether you get a patent or not, that’s not very innovative in my eyes (...).
My definition is, a company that gets 1000 ideas is not necessarily an innovative company. It is only

when an idea reaches the market it becomes an innovation.” (Hansen 2017, 33:04).

However, given the fact that HD Greenlab has only been operating since October 2016, and so far only
has had one project making it to the market, there has yet to be established a final set of specific
methods to measure the outcomes of the initative. Thus, there is still unsolved questions relating to the
outcome of innovations generated, and how to structure ownership of ideas in terms of credit to
employees and departments. "There is a definite goal of creating growth. How to measure it has been
suggested in many different models. But if you let go of the idea just as it is becomes successful, who do
you credit?, and how?" (Hansen 2017, 36:04). However, there is an expectation of HD Greenlab
securing profitable innovative products and services developed with "a growth factor of 10" (Hansen

2017, 33:55).

Specifically, in regard to the ideas generated from the "idea box", Kristian Tarp Hansen can
immediately begin assessing the potential of the idea. Here the potential of the idea is initially evaluated
versus three factors determining the further process of the idea. 1) The easiness of testing the idea; 2) the
amount of time expected to be spend on the idea, as there is a limited time availability; 3) the amount of
resources needed compared to the potential outcome. Key for HedeDanmark is spreading the risk of
investments, as to why both incremental and radical innovations will be pursued, as long as they show

potential (Hansen 2017).

Although not directly measurable, it is the intention to spur openness and a mentality in HedeDanmark
towards accepting a failed idea as a source of learning. To ensure learning and a fast-failure mentality,
ideas generated should have a maximum cycle-time around 100 days. If the idea has not been tested
properly and provided clear evidence of potential rate of success or failure, the test(s) should as a
minimum provide solid evidence for deciding to run further tests or cancelling the project (Hansen

2017).
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4.1.2 1SS (ISS Corporate Garage)
ISS was founded in Copenhagen in 1901, and after acquiring Abilis in 1998, ISS has become one of the

world’s leading facility service companies with approximately 500.000 employees across 77 countries.
ISS’ business model is based on creating value for customers by allowing them to outsource their non-
core activities such as cleaning, catering, support, security services etc. ISS' global revenue amounted to

DKK 79.2 billion in 2016 (ISS 2016a).

ISS has great focus on challenging status quo, and believe the company should use its size and
capabilities to shape the industry. In this, the company recently introduced the ISS way as an
overarching strategy, which is a new way of thinking and part of a transformational process to establish
a balance of global and local excellence. This includes a greater focus on utilizing internal resources to
drive organic growth, while creating a balance to align the businesses by driving global synergies.
However, it is still acknowledged that local decision power and autonomy is needed to quickly adapt to
local market need (Riber 2017). As such, ISS is trying to find a way to balance the paradox of

localization and global synergies.

4.1.2.1 Introduction ISS Corporate Garage

A way to balance this paradox and spur an entrepreneurial culture is seen in the opening of the ISS
Corporate Garage (henceforth The Garage). This is a separate autonomous innovation unit, which
resides next to the ISS headquarters in a separate building and works with ideation, market validation,
commercialization and scaling of new services and business models. Four full-time employees are
attached to The Garage, while there is to be 20 rotating participants from different functions in ISS. The
Garage has been built as a creative workspace with much functional areas, which are to invite creativity
and break with the formality and corporate culture of the central organization with the traditional way of
doing this (please see appendix 5 for a 'guided tour' through The Garage) (ISS 2016b; Riber 2017). The
Garage officially opened the 23™ of March 2017, and has been granted funding for a period of 18
months, whereafter it needs to show proof of independent profitability in order to continue (Okkels

2017).

As illustrated in figure 11, The Garage is supposed to work with four main areas: 1) Accelerate; 2)
Explore; 3) Follow; 4) Engage. On the contrary, the core organization should focus on continuous

improvement of core business areas and processes.
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Accelerate Explore
by working with known in order to change to new ways
challenges to continuously of working and build new CO re
improve business i
Organization

ISS Corporate

Garage Continous Improvement

Responsibility of line of business

to improve core business
continously

Follow Engage

with innovative-seeking
customers and engage an
innovative community across
the whole corporation

trends and technologies and
apply these in current or new
processes

Figure 11 Overview of The Garage’s activities. Own Production - Based on Riber, 2016

Amongst the many activities will be company crawls, executive dinners, exploration trips, as well as
start-up weekends and entrepreneurial days. Additionally, an app IDEAS@ISS has been launched,
where employees can enter and comment on others' ideas. All the themes and ideas stemming from The
Garage will be reviewed on an ongoing basis by an innovation board with relevant stakeholders from
ISS. This includes Executive Group Management, subject matter experts as well as members from the
community (ISS 2016b). By including several relevant stakeholders, ISS follows the notions of how the
direction of innovation units should be fully alligned (Solis et al. 2015).

The activities of The Garage mainly relates to the search and selection phase of the innovation process.
The idea is to use "pretotyping" as a way to enable a fast failure culture, which will help save
unnecessary time spend on waiting for the ideas to be tried out. When a given idea has become

validated, it will be sent back to the core organization and implemented accordingly (Riber 2017).

Summarizing, the ISS Corporate Garage has the characteristics of a type of inhouse innovation unit, as it
is still located next door to the ISS headquarters (Solis et al. 2015). The Garage is to be an innovation
engine for the whole organization, while also running an intrapreneurship programme through the

Ideas@]ISS app.
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4.1.2.2 Antecedents of CE
4.1.2.2.1 Top Management

Due to the decentralized and relatively mechanistic structure of ISS, there has usually not been much
direct top management support from ISS headquarters for entrepreneurial initiatives, and prior to The
Garage, global innovation was "not a function we had" (Riber 2017, 33:29). Thus, innovation and
business development is something that has been conducted and greatly supported on decentralized
basis in countries or on independent contract level. This has it clear advantages as it enables fast

adaptation; yet it also prevents innovations and initiatives to scale (Riber 2017).

With The Garage, the ambition is to “Unleash the innovation power of ISS” by building and supporting
a unit that can help local innovations and ideas become global, which is something that has previously
been a major problem in ISS (ISS 2016b). This unit is seeing great expectations, pressure and support
from top management, and has been extensively communicated to the public (Okkels 2017; ISS 2017;
Nielsen 2017). The Garage refers directly to the global COO with an autonomous budget and P&L,
thereby minimizing bureaucracy (Riber 2017). This clearly shows top management willingness to create
a supportive environment for CE and a unit that can facilitate and promote CE throughout the

organization (Solis et al. 2015; Morris et al. 2011).

In regard to rewards for entrepreneurial employees, The Garage will have focus on intrinsic rewards in
order to not set expectations of extrinsic rewarding, as this is a "real bad loop to enter" (Riber 2017,
22:00). The IDEAS app will be built up around a social media logic, where employees can get
comments and likes for their ideas, and in that way, be intrinsically rewarded. In this, employees might
get comments that further improve their ideas, which they can directly employ in their daily work.
Furthermore, it is expected that The Garage participants will be equipped with many new tools that they
can use going forward, and as such this training might be enough reward in itself, as also noted by
(West & Sacramento 2006). It is still being discussed whether extrinsic rewards should be added. Yet, it

is the belief that intrinsic motivations will have the most positive effect on creativity (Riber 2017).

As ISS is a labor-intensive company, it is to be expected that there might be a time availability issue for
employees to engage in CE, as some don’t have the “time or energy to get things done” (Riber 2017,
28:33). To counter this, The Garage will help take over ideas from employees and departments, who
will then not need to put excessive time in order to make their ideas reality. Furthermore, the
introduction of pretotyping can also help bring more time for employees and idea testing, as it allows
fast validation or rejection (fast-failure). Internally, there has been an agreement that The Garage has

received budget to ‘buyout’ participants from their normal tasks. However, although this deal has been
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made with top management, it is not expected that participants in The Garage will see their original

workload decrease (Riber 2017).

4.1.2.2.2 Organization

ISS' organizational structure is not ideal for groundbreaking and widespread innovation, as the
decentralized structure and bureaucratic makes it difficult to coordinate innovations and best practices
across the company. This is something that is accentuated by (Riber 2017, 08:34) "As, what we have
been bad at, and what is a part of The Garages mandate is to get these ideas to travel across contracts
and segments, across countries and markets". However, there is still expected to be reporting required
from The Garage (Riber 2017), which can have severe impact on the flexibility of The Garage (Zahra
1991; Jones & George 2012).

Culture-wise, ISS has a clear entrepreneurial focus on local levels and individual, where floor
employees and managers are encouraged to come up with continuous improvements to solve local
problems and increase efficiency on site. Due to this individual-focused culture (Zahra 1991), it has not
in the same way focused on allowing bigger entrepreneurial projects and promote more radical
innovation and risk-taking on corporate level. Moreover, there has not been a culture of sharing across
countries and functions, which is something that has worked as a clear barrier to CE. This links to the
issue for ISS to reach all 500.000 employees with the same message. This is also extended by the fact
that there are clear language and cultural barriers across markets. Furthermore, this is also made more
difficult due to the high employee turnover rate and large amount of low-skilled labor that might show
low interest in these corporate initiatives (Riber 2017). It is expected that The Garage will improve

knowledge management and sharing, which can work as a strong promoter of CE (Zahra 1991).

Furthermore, ISS has a huge resource pool in terms of human capital and localized know-how, as well
as financial resources to invest in CE. In fact, research shows that larger service providers are more
likely to come up with innovations, as they often have somewhat better innovation processes in place as
well as a larger resource pools (Andersen & Queck 2011). Together with ISS’s many strong partners
and the 500.000 employees, the company does not only have a vast but also diverse resource base, as

long as ISS can ensure that this is made available for the initiatives (Tasavori 2011).

In this, The Garage is also a step for ISS to attain Dynamic Capabilities and increase 1SS’ “ability to
integrate, build, and reconfigure internal and external competencies to address rapidly changing
environments” (Teece 2012). More specifically, it provides the forum to 1) sense and shape new
opportunities and threats” through the explore processes, 2) seize opportunities through the activate

process, and 3) maintain competitiveness through enhancing, combining, protecting, and reconfiguring
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intangible and tangible assets”, with the latter being through a mix of all the processes in The Garage
(Riber 2017; ISS 2016b). Introducing The Garage is also a way for ISS to become a more ambidextrous
organization as discussed by (Cantarello et al. 2012), by introducing a way to balance exploitation and
exploration. While the core business can continue to exploit existing resources for incremental
innovation, The Garage has mandate to engage in more radical and explorative innovation. However,
there are still ongoing discussion on finding the right balance, as "We don’t have that balance, but we
need to have it. We need to balance how much is close to the core business. (..), this is something we
need to negotiate with the excellence board, because they then need to do some of the other stuff" (Riber
2017, 38:12). "We also need to have our colleagues in the business understand, that in order to deliver,

we must also spend more time here (radical innovation) (Riber 2017, 45:39)

4.1.2.2.3 Network
ISS has less focus on networking externally for innovation, at least in terms of being physically located
next to potential partners in any innovation networks. However, close service-improving partnerships

with customer are of great importance to the company (Riber 2017).

Nonetheless, The Garage is also supposed to welcome external stakeholders to co-innovate and
knowledge share in open innovation as per (Chesbrough & Appleyard 2007). In this, stakeholders also
have a large part in helping validate the ideas, a process that has been optimized to only 72 hours down
from several months (Riber 2017). Yet, it seems clear that the main focus in ISS regarding networks is
to firstly build up a sufficient ‘internal’ network in order to share knowledge and complementary
resources across borders, which then potentially can be followed by developing the company's

absorptive capacity before engaging in more networks (Sakhdari 2016).

4.1.2.2.4 External

Facility management is an industry that has generally not been known for its innovative endeavors.
However, with a growth of 9% until 2018 (ISS 2016a), companies are seeing increasing pressures from
competitors and customers, and cost-cutting and value-adding innovations has become one of the top
challenges for FM companies today. The FM industry is highly dynamic with low barriers to entry, as
the services are often easy to implement and copy by competitors. This demands continuous innovation,
while on the contrary making radical innovations less profitable (Andersen & Queck 2011; Antoncic &

Hisrich 2004).

In terms of consumer demands for new products, there is currently a shift away from simply lowering
prices, as customers also start to put more focus on access to new skills sets, higher speed, a good total

package of services as well as greater “innovations” (Andersen & Queck 2011). As such, FM companies
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now have the chance to move from passive suppliers to more proactive strategic partners that offers
more than merely outsourcing (Categories & Management 2017). Customers will also expect service
providers to be able to support on more peripheral tasks in order to help lower the costs, which requires
ISS to develop their employees skills (Redlein & Poglich 2010). Some customer contracts even have
specific KPIs for innovation, albeit the pressure for innovation from customers is of more incremental

character (Andersen & Queck 2011).

Lastly, there is also many technological opportunities, as the introduction of robotics etc. in FM can
help reduce costs severely in an otherwise labor-intensive industry. Virtual Reality and smart buildings
are also leading to changes to FM services, as virtual reality provides a whole new overview and selling
tool, while smart buildings require a different kind of service level. Furthermore, FM companies find
themselves with more and more data on their customers and their buildings and respective services. As
such, there is an opportunity for FM companies to switch from just managing assets to use data to the
benefits of both ISS and their customers (Categories & Management 2017). These technological
changes are also being followed by regulatory and organizational compliances that FM companies must

adhere to without increasing costs (ISS 2016a).

4.1.2.3 Measuring Outcomes

At the introduction of The Garage, Thomas Zeihlund, the original initiator of the project, made clear that
there is “no innovation without hardcore business, as innovation without business is simply just a
game”. Furthermore, he added how The Garage does not deserve to survive unless it turns profitable

within the first 18 months (Okkels 2017).

However, as The Garage is still in its infancy, there is an ongoing discussion regarding KPIs and ways
of measuring the outcomes. A main reason for choosing Ulla Riber as The Garage's leader was her
experience with corporate reporting, as it is deemed important to continuously monitor and revise The
Garage due to the big investment behind it (Riber 2017). Although all the specific KPIs have not been
set, the KPI dashboard is a mix of KPIs regarding the daily running of The Garage, such as number of
app downloads, number of events, as well as more innovation-oriented KPIs such as number of ideas
generated, and number of failed ideas. Additionally, there is also a financial KPI for revenue generated
by new ideas, so the benefits gained from the respective innovations will also be applied to The
Garage’s P&L. However, "these still need tweaks. We still need to figure out what 10 KPIs make sense
for us" (Riber 2017, 33:24)

As not all innovations are successful, Ulla Riber also finds KPIs regarding costs of failure highly

relevant for The Garage. Through fast failure techniques that can validate an idea in only 72 hours, The
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Garage will be able to save ISS a lot of money by allowing less money spent on unsuccessful projects.
In this, it can be argued that The Garage becomes a cost-cutting innovation itself. The main way for The
Garage to become self-financing is through generating added value for the company, and as such it is
not planned that The Garage will foster new businesses and ventures to be sold for a profit (Riber 2017).

Thus, ISS is not focusing of the CE aspects of venture, as otherwise discussed by (Ginsberg et al. 1990).

The plan is that the ideas generated through the app and The Garage will firstly be validated through
parameters, such as desirability, feasibility, and viability it should be noted that these parameters have
not been finally set and defined. The ideas will subsequently be brought forward to the innovation
Board, who will discuss the feasibility of the ideas. Going forward it is also the hope that the ideas will
be segmented on their degree of innovation, as most of the smaller incremental innovations does not
require same amount of time and are easier to implement by the core organization, while The Garage
will focus on more radical and transformational innovation that are more difficult to implement and

would not have the time availability in the core organization (Riber 2017).

However, it is not all gains from The Garage that can be measured, as it is also expected to result in
several intangible gains. This mainly links to building internal and external networks for knowledge
sharing, building a community of best practices as well as optimizing processes. Furthermore, the
activities and output from The Garage might also result in increased retention of talent and better

employee morale, as workers are invited to take part in improving the company.

4.1.3 Roche (Roche innovation Center Copenhagen)

Roche innovation Center Copenhagen (hencefort RICC) was established in 2014, when Roche bought
Danish pharmaceutical company Santaris Pharma for a deal worth up to 2.5 billion DKK (Kolby 2014).
Santaris Pharma was created in 2003 through a merger of Cureon and Pantheco, and has possessed the
sole rights to the exploitation of LNA in pharmaceuticals that can be used across an array of diseases,
including cancer (Science Ventures 2007). Throughout the years, Santaris Pharma has been seen as one
of the most promising pharmaceutical companies in Denmark with partnerships with many global

pharmaceutical companies, including Roche.

The Swiss-based multinational Hoffmann-La Roche AG is the third largest pharmaceutical in the world
and the world’s largest biopharmaceutical company working across many different segments. Globally
Roche employs approximately 94.000 employees across 150 countries, with 18.000 of these working
directly with innovation under a CHF9.9 billion R&D budget. It is worth noting that the descendants of
the founding families own just over 50% of the voting rights (Roche 2017).
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The main purpose of the deal for Roche was to get access to Santaris’ LNA-technology and
commercialize it to its full potential. After the acquisition Roche decided to keep Santaris’ office in
Scion DTU, and subsequently RICC became one of seven innovation centers across the world. Today,
the unit employs approximately 60 employees, and is continuously investing in its drug discovery and
technology platform, which brings together a multidisciplinary team of scientist (Roche 2017).
According to Dr. Christoph Franz, Chairman of Roche was to keep the high-performing team with “very

innovative ideas” and “scientific entrepreneurship”(Copenhagen Capacity 2017).

According to literature, RICC can be defined as an external innovation unit (Solis et al. 2015), as it is
kept geographically distant from other parts of the organization, as a way to keep autonomy and local

entrepreneurial culture.

4.1.3.1 Antecedents of CE
4.1.3.1.1 Top Management

Well aware that future growth and profitable is dependent on a continuous pipeline of products, Roche
in general provide great support for CE innovation through large R&D budgets as well as through
establishing and providing budget for the 7 semi-autonomous innovation centers. The fact the Roche is
also a family-controlled company can ensure a more long-term focus, and in this providing a stronger
promoter for CE and innovation (Roche 2017; Rode Hansen 2017; Sakhdari 2016; Yiu et al. 2007).
Establishing these innovation centers is a conscious decision to decentralize specific kinds of innovation
activities, which can conduct specialized research without the need to balance several different areas.
These innovation centers (RICC included) does also not need to commercialize the different
innovations, which are feed into the Roche organization at given points in the development cycle.
Furthermore, as RICC does not have an independent P&L, and instead just receives a budget every year

to be used on research, "it is more or less 100% innovation" (Rode Hansen 2017, 05:59).

At Roche, there is also a common understanding that innovations are long-term focused, and that there
is room for unsuccessful innovation and subsequent learning. Moreover, RICC has full decision power
and autonomy regarding developing on their own RNA platform, although there is a common
understanding to research within Roches core areas. However, (Rode Hansen 2017) also states how
there still is a latent pressure from Roche for RICC to deliver identifiable wins to justify the acquisition
price. This could in theory lead RICC away from more groundbreaking innovations to focus more

incremental innovations, which could prove a barrier to CE (Morris et al. 2011).

In order to counter the problem, that "there are a lot of 'heads’ with good ideas, but where should they

go?" (Rode Hansen 2017, 21:26), Roche also have an intrapreneurship program (Solis et al. 2015), and
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holds idea generation contests with different focus, where employees and departments are invited and to
come up with projects that could be interesting. The employees are also intrinsically motivated by being
allowed to spend 10% of their time on so-called “wildcard innovation” and interesting project, while
some researchers spend even more time on these kinds of initiatives. RICC even have employees (often
specialized scientists), who are not given boundaries in terms of research areas, thus receiving full trust
and support for autonomy (Rode Hansen 2017). The fact that there exist specific time structures will

indeed promote CE, as per (Lerner et al. 2007).

4.1.3.1.2 Organization

Although operating as a autonomous unit, Bo states how RICC is still subject to more bureaucratic
processes as a part of Roche, which makes it necessary for him to engage and spend critical time in the
political play, with "unclear decision matrixes" (Rode Hansen 2017, 17:48)‘ in a somewhat mechanistic
structure. In this, RICC still has to adhere to inputs and requirements from many different stakeholders,
which might impede entrepreneurial behavior and slow down innovation processes (Jones & George

2012).

However, the fact that RICC has been set up as autonomous unit on a separate budget has made it
possible to retain the autonomous culture and way of working, which (Rode Hansen 2017) sees as one
of the most important aspects. In this, "RICC has freedom under responsibility, and has been promoted
to the Champions League" Bo Rode in (Singh Kailay 2016). The special entrepreneurial culture was an
important reason for the purchase by Roche, and while it does not make much sense from a logistical
point of view, keeping RICC somewhat autonomous, is in the long-term about keeping some culture"
(Rode Hansen 2017, 10:09). RICC is also continuously looking into how to improve the culture, and
also invites employees to come with suggestions of organizational innovations. This is something that is
of severe importance, as "once the "biotechnicians leave RICC, the culture is likely to leave too. It is
hard to foresee the future in regards to the consolidation, and what organization RICC will be in 5
years. (..) Over the last couple of years, we have been able to keep the entrepreneurial spirit." Bo Rode

in (Singh Kailay 2016).

Roche is one of the largest pharmaceutical companies in the world, and subsequently has a major
resource and capability base, as well an extensive knowledge management system. This is emphasized
by (Rode Hansen 2017) as the large organization can provide resources and knowledge which would
otherwise not be accessible. As noted, Roche gives os access to some different resources, than if we
were a independent listed company. Especially, we get access to the knowhow and expertise that is in

Roche” Bo Rode in (Singh Kailay 2016), while the organization is free from the endless hunt for
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capital, which is [otherwise] a part of being a biotech company". Thus, after RICC was acquired by
Roche it has been possible to build up a product pipeline, which would not have been deemed possible
as an independent company. After the acquisition, RICC also received funding from Roche for
upgrading to “state-of-the-art” research facilities (Rode Hansen 2017). The structure around innovation
at RICC is also split into two main areas, namely discovery and research. Discovery is more incremental
character; while the research department is making sure Roche will be profitable in the future. This
division helps promote ambidexterity at RICC as per (Cantarello et al. 2012), as both incremental and

radical innovation is being supported simultaneously.

4.1.3.1.3 Network

Networks are generally seen as important in the pharmaceutical industry, as the issues with exclusivity
rights, unpredictable outcomes, competition etc. has forced companies to change business models and
engage in various interfirm partnership. Furthermore, mergers and acquisitions are a familiar fixture,
while spin-offs and autonomous divisions also are relatively common (Petrova 2014), which the case of
RICC is an excellent example of. As collaboration becomes essential, 96% of pharma executives say

their companies have plans to collaborate with strategic partners in order to rev up innovation (PwC

2013).

These trends are also evident at RICC, which has several partnerships around various projects, both as
part of Roche, but also as a separate entity with partnerships still running from the Santaris Pharma
period. RICC is also placed in Scion DTU Science Park in Hersholm, and are as such a member of large
innovation network of smaller and bigger companies placed conveniently within the same area, which
should promote CE (Powell & Grodal 2006). A major reason for the acquisition of Santaris was also for
Roche to gain access to the Danish science ecosystem, which is seen as particular interesting (Rode

Hansen 2017).

However, RICC is currently not seeing the Scion DTU network as a major part and promoter for CE, as
least not officially. "It is actually not a major part (in the way we work), as there is not really much
going on, at least not what we have been aware about" (Rode Hansen 2017, 28:29). However, due to the
proximity of companies, most employees build up informal personal and professional networks that has
helped facilitate official contact and some sort of knowledge sharing between companies. Bo Rode
himself does also engage in several conversations with other companies from Scion DTU, albeit this is
not officially facilitated by the network. As such, Bo Rode tells how being in the area indeed brings
something to the company, at least in some informal matter. Furthermore, RICC has also made use of

the several consultancy companies in the networks, who brings in different resources and capabilities
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than the scientists at RICC posses, acting as a clear example of how networks with a wide range of
companies are preferable (Street et al. 2007). In regard to this, it has clearly been advantageous that the

companies has been next to each other, as it makes it easier to interact”" (Rode Hansen 2017, 28:29).

Bo Rode also discusses how the facilities at the network Symbion, where Santaris was initially located,
invited more for collaboration due to open office spaces and the fact that companies were housed in the
same building. In Scion DTU Hersholm, companies often reside in their own buildings, which makes
these ‘random encounters’ much less likely. However, Bo Rode also notes the difficulties with living
door-to-door with- and sharing facilities with somewhat different minded companies, which lead to
disagreements. This supports the notions from (Duysters et al. 1999; Chengjiang & Chunyan 2008) on
how missing partner fit can eliminate some of the advantages of being in a network. Bo Rode believes
that the potential synergies might be fewer for RICC today, as the size of RICC makes it less necessary
to share resources and knowledge, while also adding how a bigger company can find it more difficult to

navigate partnerships.

4.1.3.1.4 External

The pharmaceutical industry is an industry where the level of CE is highly affected by external factors
due to the high dynamics in the industry and role in the everyday society. Firstly, it is evident that the
scientific and technological foundation has improved exponentially (PwC 2012). Moreover, there is
high dynamism as per (Antoncic & Hisrich 2004), with many incumbent competitors, as well as new
ventures, researching to find innovative ways to treat diseases. The pharmaceutical industry is especially
attractive to entrepreneurs due to its open access to knowledge, information diffusion as well as possible

connectedness to scientific research (Petrova 2014).

The long development cycle to research, test and commercialize the respective drugs has also had a
large impact on the innovativeness of pharmaceutical companies. Due to ‘limited’ patent protection
between 20-25 years, companies need to continuously have new and/or improved products in their
launch pipe for which they hopefully can have years of exclusivity to help recoup the R&D
expenditures. When the patent expires, the market opens up to generic entrants, which often leads to
extensive price competition (Petrova 2014). This competitive dynamism might lead the pharma
companies away from radical innovations, and toward more incremental innovation that are also easier
and cheaper to generate. By having a stack of incremental innovations in the product pipeline, a
company can easily switch it support to a new patent-protected drug with minor differences from the

original (PwC 2012).
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There is also increasing consumer demand for better but also cheaper products resulting in a harder
competitive environment. Healthcare payers are imposing new cost constraints on medicines and are
more skeptical in valuing new innovative medicine versus the more the economic alternatives (PwC
2012). This trend is not sustainable, and several industry leaders have also lowered their R&D spending.
As such, this increasing focus on costs can become a barrier to CE in the pharmaceutical industry.
However, many of the big players have simultaneously been experimenting with new R&D structures
such as autonomous R&D and innovation units, which can spur creativity and minimize bureaucracy

(Solis et al. 2015; PwC 2012).

4.1.3.2 Measuring outcomes

Measuring innovative initiatives is a bit different in the pharma industry, as the development and
lifecycle is much longer and uncertain, making it difficult to make initial measurements (Petrova 2014).
As such, RICC does not make use of risk-adjusted NPV calculations and the likes per se, as projects
simply include too much uncertainty to provide a concrete measure. Instead RICC is working with
probability of technical success (PTS), which includes several parameters to measure the probability of
success for a given innovation, albeit not the potential economic outcome. In this, Bo Rode also states
that many of the economic measurements in the pharma industry are often seen as will guesses and
"quite opaque and always ending at round numbers" (Bo Rode 36:35). This corresponds with the
notions of (Erasmus & Scheepers 2005) in regards to the difficulties of applying traditional

measurements in regards to uncertain innovations.

Besides the PTS calculations, RICC is also measured through the number of milestones reached and
number of life cycle investment points delivered, in order to monitor that the innovations keep reaching
specific stages in the hope that they will one day be commercialized. If a product is launched it will be
subject to a more traditional calculation of economic value added versus the initial investments, which is

a calculation that will also affect the final price.

By having RICC and the other innovation Centers around the world, there is also many of intangible
benefits to be gained for Roche. Most notable is perhaps the fact that retaining a local and autonomous
culture will provide higher employee satisfaction, while allowing them to think more freely and
proactive. Processes are also expected to be optimized, which can bring value to the company, although

this can often be hard to measure (Rode Hansen 2017).

4.1.4 Tryg (The Camp)

The history of Tryg dates back to 1728, where the company (originally named Kebenhavns Brand) was
established. In 1911, the name "Tryg" is first mentioned. With approximately 3.800 employees, Tryg is
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currently the biggest of insurance company in Denmark, third largest in Norway, and fifth largest in

Sweden (Tryg 2017).

Within the last 3-4 years, Tryg has gone through radical changes relating to their innovation culture led
by how the organization has been restructured into 3 core areas. The first area is dealing with the core
business, the second area is dealing with optimization and development of new products, processes and
technology, while the area is an incubation area, where developing and commercializing novel ideas
will happen. As a result, Tryg has managed to decrease the launch time of new products from 18 to 4

months (Deloitte 2015).

However, the purpose of innovations is still mixed between generating ideas internally and by acquiring
smaller companies. Besides developing a Tryg innovation Business Lab, Tryg has put a lot of effort into
being involved in various innovation networks. Tryg is also a member of VentureScout and
Startupbootcamp, both working with start-ups, innovation and growth on an international scale. The
basis for joining these networks is partly getting access to and ownership of ideas, and partly learning

from the innovative and entrepreneurial start-ups (Deloitte 2015).

4.1.4.1 Introduction to The Camp

The Camp is the result of a partnership between Tryg and the industry leading co-working facilitator for
start-ups, Rainmaking Loft. Together, they established "The Camp" in October 2016, a concept
following the style of Rainmaking Loft (see appendix 6 for a guided tour around The Camp). The Camp
is build with a strong focus on networking, and designed as a co-working space for start-ups who can

potentially create synergies with Trygs New Business Department, also located in The Camp.

The Camp is located in the corner of Trygs headquarter and has space for 300 people. The Camp is
expected to deliver much-needed creativity and alternative perspectives on current and future business
models in Tryg. This is also stated in the words of CEO Morten Hiibbe:" The biggest challenge is,
without a doubt, securing we enjoy all the richness of ideas that is found in and around Tryg. This in
particular requires (...) that we establish the right environments and frames allowing the ideas to grow
and mature (...). It may sound easy, but it is actually a challenge we are very serious about.” (Deloitte

2015, pp.6-7).

Summing-up, Tryg has chosen to establish an innovation unit with the characteristics of a community
anchor (Solis et al. 2015), where Tryg has invited start-up’s into their headquarters in order to promote a

more entrepreneurial culture, while also searching for integration opportunities.
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4.1.4.2 Antecedents of CE
4.1.4.2.1 Top Management

The overall intention for The Camp is to be operating autonomously from the core organization. This
means The Camp is functioning with a high degree of autonomy, operating in areas not directly related
to the core business of Tryg. Managerial responsibilities, and decision making power, is shared between
Tryg in the shape of Head of innovation Michael Juhler-Nettrup (Head of Innovation, Tryg), and Nynne
Budtz Christiansen (Rainmaking Employee and General Manager, The Camp). They cooperate in
running all daily activities in The Camp, and participate in monthly steering committees with the top
management of Tryg (Juhler-Nettrup 2017). This managed freedom ensures that the activities are still
somewhat aligned with the overall strategy (Matthews & Brueggemann 2015), and shows that The
Camp has, by having thorough and open communication of all their operations, been able to build up
mutual respect and trust in the management of Tryg, as per (Sathe 1985). Over time, The Camp also has
gained more power to affect different areas of the core business, as more positive outcome slowly
starting to show from The Camp. As a result, the Tryg management and organization building up more

support, interest and even pride regarding The Camp (Christensen 2017; Juhler-Nettrup 2017).

To support this, Tryg has allowed its employees full access to networking and education at The Camp as
a way of "democratizing the access to innovation in the future” (Christensen 2017, 12:24), showing a
clear entpreneurial promoting as per (Bager et al. 2006) This provides intrinsic motivation to the
employees, as they can improve their capabilities while also expanding their knowledge (West &
Sacramento 2006) and get exposed to external inspiration (Christensen 2017, 12:24). This will hopefully
lead to the ultimate reward: finding a "unicorn" IL.e. the innovation that will lead to a future core part of

the company's business (Juhler-Ngttrup 2017, 20:35).

As The Camp is an external division of Tryg, employees of Tryg are not directly offered extra time to
get involved with the start-ups located in The Camp. However, they are motivated by managers and
leaders to swing by the facility and be exposed to the environment, as well as encouraged to talk to
members of The Camp. If an idea spur from The Camp or from Tryg's core business, the current system
allows employees to pursue the idea, and present it to their managers and potentially develop it further
(Juhler-Nettrup 2017), which can act as a strong promoter for CE (Lerner et al. 2007). From the
perspective of The Camp, the autonomy provided to Michael and Nynne allows them to freely use their

time to follow any potential start-up or corporate that could lead to cooperation (Juhler-Nettrup 2017).
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4.1.4.2.2 Organization

The placement of The Camp in extension to the head quarters can be seen as a way to promote organic
structures within Tryg (Juhler-Ngttrup 2017; Jones & George 2012). The choice of location was to both
follow the belief of placing an innovation unit outside of headquarters would ensure a feeling of external
inspiration and autonomy for employees, while simultaneously increasing spillovers by placing it within
the area of Tryg's headquarter (Juhler-Nettrup 2017). "if you really want to make radical innovation,
then you have to move out of the existing business, i.e. away from core business. (...) the idea was to
bring it [The Camp] in, but gave it the same conditions as if it were external” (Juhler-Ngttrup 2017,
04:00). This also further supports the strategy of fostering a culture of entrepreneurial thinking, not only
in regards The Camp and the start-ups located there, but also Trygs core organization (Solis et al. 2015).

The more organic structure of The Camp is intended to be a ‘facilitator of epiphanies’ (Christensen
2017). By being physically present in The Camp, the atmosphere, aesthetics, other members, location
etc. are all supporting the potential of start-up employees and Tryg employees falling into conversation
and creating interpersonal relations and/or being inspired, which ultimately could lead to potential new
business ideas/innovations. In general, the intended strategy of Tryg seems to be favouring the more

informal aspects of The Camp (Christensen 2017; Juhler-Nettrup 2017).

As a part of the culture of creating an entrepreneurial way of thinking in Tryg, knowledge is shared both
formally and informally amongst members of Tryg and The Camp. Through ongoing steering
committee meetings, ideas are assessed and in turn shared downwards in the company to
departments/divisions that might find them useful for their specific business area (Christensen 2017;
Juhler-Ngttrup 2017). Again, by pursuing a culture of encouraging interaction and knowledge sharing
between different individual employees of Tryg and The Camp, Tryg's ability to learn as an organization
likewise improves, and further develops the company towards new processes, products, and services
(Tidd & Bessant 2014). The sudden inspiration and following development of ideas is highly sought for
in The Camp, which also related to the openness towards start-ups being involved partnerships with
other companies than Tryg. In this, Tryg seeks to be a first mover and provider of the best offers to start-
ups, and the belief is that multiple partnerships increases potential value for Tryg (Juhler-Nettrup 2017).
This follows a more competitive-focused culture of Tryg, seeking direct response to environmental
changes by improving industry monitoring and increased experimentation with ideas within Tryg (Zahra

1991).

Despite having more than 3800 employees at Tryg and approximately 20 at Rainmaking Loft in
Copenhagen, The Camp is operated by only 2,5 fulltime employees and 2,5 interns, with focus on
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utilizing financial and human resources optimally to ensure start-ups can quickly and efficiently can
their work. By gathering the start-ups "in-house", the building has seen major renovations, ensuring the
facility has multiple conference rooms of different size, a 3D printer, and a lounge-area (Christensen
2017; Juhler-Nettrup 2017). The large-scale opening and massive PR of The Camp also acts as a
promoter for CE, merely by making employees aware of the available resources for CE (Morris et al.

2011; Covin & Slevin 1991).

It is clear that The Camp is a way for Tryg to "the firm’s ability to integrate, build, and reconfigure
internal and external competences to address rapidly changing environments" (Teece 2012; Teece &
Pisano 1994). More specifically, The Camp provides Tryg with a unique way to increase their
capabilities to sense upcoming changes and opportunities, as frontrunners are located next to them in
The Camp. Having the innovation unit working closely with the start-ups, Tryg has also set up a process
for seizing these opportunities. Finally, The Camp is expected to be a promoter of a renewal of Tryg's
existing assets and competencies to address the new opportunities. The Camp also allows Tryg to
engage in exploration, while the core organization can continuing to focus on exploiting and improving
the current business and its resources. As such, with The Camp in place, Tryg becomes an ambidextrous

organization (Cantarello et al. 2012).

4.1.4.2.3 Network

Despite its internal location, The Camp still functions as a innovation network consisting of start-ups
possessing competencies in InsurTech-related technical fields. As these have been chosen based on their
relevance for Tryg, Them Camp are hosting companies with those few specific technologies deemed
most essential for the insurance industry in the nearest future. This also means that The Camp has
pushed away less obvious types of technology/types of start-ups, thereby decreased the technological
width (Juhler-Nettrup 2017). This is especially important, as the full occupancy of The Camp will
demand Tryg to be more selective with the types of start-ups they accept (Juhler-Ngttrup 2017). By
being the facilitator of the network, all knowledge and knowhow developed is a potential gain for Tryg,

who also has full possibility to continue shape the network in the wanted direction.

Given the focus on specific types of technological competencies the start-ups in The Camp are expected
to possess, Tryg has insured a high complementarity of resources in The Camp (Thorgren et al. 2012).
The companies represented are involved in high-tech industries such as Big Data and IoT, as well as
industries relation to the sharing economy. Key for all start-ups is the potential synergy with Tryg,
which links the notions of (Christensen 2008), as it can provide Tryg the flexibility and adaptability of

the start-ups. The innovation unit placed within The Camp has a major role in overcoming the various
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barriers between start-ups and Tryg, as a mean to increase their compatibility (Juhler-Ngttrup 2017).
The success of The Camp has also resulted in Tryg initiating partnerships with other companies as a
continuous search for inspirations and business opportunities by allowing them to place their innovation

units in The Camp later in 2017 (Juhler-Nettrup 2017).

4.1.4.2.4 External

The insurance industry is facing one of the most critical phases of change within recent years. The
Danish industry is characterized by relatively few large actors, such as Tryg, Alm. Brand and
Topdanmark, with these three sitting at around 50% market share combined. However, the incumbents
still face intensified price competition, which forces the companies to find new ways of minimizing
costs or increase value. "Furthermore, almost half (48%) of insurers fear that up to 20% of their business
could be lost to standalone InsurTech companies (financial technology in the insurance industry) within

the next 5 years. (PwC 2012).

This relates to the continuous development of technology, which can potentially disrupt different kinds
of insurance products. For example, self-driving cars might affect the insurance industry dramatically,
as the technology improves safety, while also requiring a rethinking of the question of responsibility and
ownership. Furthermore, the sharing economy changes the frame of insurances, from solely being
focusing on what you own to also including what you use and when you use it (so-called on-demand
and pay per use insurances). Finally, technology allows for new types of insurances, amongst others in
digital networks (peer-to-peer), where people get, save and pay together for eventual expenditures,

leaving out the middle man (Leck 2016).

The insurance industry faces a change from the traditional few options of standardised insurances
towards more personalized and individualized insurances that might even draw big data regarding the
health and living habits the of individuals (Wittorff 2017). As technology becomes more sophisticated,
an increased number of ethical questions related to the data arises, and insurance companies also need to
think the relevance and potential pitfalls of tracking, privacy concerns etc. into their business models.
Here Big Data is a major concern, as insurance companies suddenly face the opportunity of utilizing
data generated over many years in a fast and effective way, which can potentially changes the entire
way of planning in insurance companies (PwC 2012). This will also likely lead to a change in industry
regulations, with 88% insurance executives expecting regulatory changes in the coming years (PwC
2012). As such, it is evident that the technological developments that is resulting in increasing consumer
demands for new products will act as strong promoters for CE (Antoncic & Hisrich 2004; Morris et al.

2011).
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4.1.4.3 Measuring Outcomes

The Camp has yet to finally decide how measure the financial and soft outcomes of The Camp. The
Camp has not been operating for long, and currently has the primary focus on creating potential
business opportunities from encounters between individuals, as well as change the culture of Tryg
towards more long-term oriented goals. Currently, the Camp is actively measuring the number of
partnership and the generated revenue from the partnerships, which allows tracking of how The Camp is
growing as well as the profitability of the partnerships (Christensen 2017; Juhler-Nettrup 2017). This
kind of measurement provide insights to short-term outcomes, albeit it cannot tell if The Camp is any
closer to discovering a unicorn, which is the long-term goal (Juhler-Nettrup 2017). Thus, the process
lead by Michael Juhler-Nettrup to continuous align and validate the partnerships with Tryg's steering
committee and other stakeholders becomes even more important to justify the performance of The

Camp, in order to ensure it is congruent with the grand strategy (Zahra 1991).

In terms of the soft outcomes, the launch of The Camp has resulted in a positive change towards the
perception of its existence and entrepreneurial culture at Tryg, and employees are starting to show

personal interest and pride towards The Camp.
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4.2 Cross-case analysis

The following section will bring a cross-case synthesis of the cases in terms of to the current antecedents

and promoters of CE, and is as such build on the finding in the previous single-case analyses.

As aforementioned the respective case data does not posses the same level of coverage across respective
antecedents, and the overarching groups of antecedents, namely top management, organization,
environment and network have thus been chosen as the level for cross-analysis. Below figure provides

an overview of the individual cases and the characteristics of innovation units in question.

Tryg|©
The Camp HD Greenlab
Type: Community Anchor Type: Innovation Outpost

Uss)

ISS Corporate Garage RICC

Type: Inhouse Innovation Type: External Innovation
Unit Unit

Figure 12 — Overview of cases and innovation unit. Own Production Based on Solis et al 2015

4.2.1 Internal antecedents

4.2.1.1 Top Management
Comparing the level of support that the multiple case initiatives receives from their top management
provides an interesting picture of the different effects that top management has on the likely outcome of

the initiatives.

HedeDanmark is, and has for many years, been performing well and growing in the Danish market,
despite not having an actual unit dedicated to gathering and testing all the ideas generated in the
company. Employees have been given time to pursue innovations, which is expected to be continuously
supported by HD Greenlab and idea of the month awards (Hansen 2017). By hiring only one employee
with a two-year budget for HD Greenlab, it could seem as if the initiative is merely a move from the top

management to bandwagon on general trends of investing in CE initiatives and innovation units. Despite
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Kristian does possess the autonomy to decide which ideas to follow, it does seem to be the intention of

the top management to keep HD Greenlab under the radar (in stark contrast to the other three cases).

The ISS Corporate Garage is also shown great support from the top management of the company, yet
with great pressure of valuable outcomes within a short timeframe. As mentioned, The Garage is
expected to focus on developing products and services of a more radical nature in contrast to the core
organization, which introduces a paradox as transformational and radical innovations will often need a
longer timespan of testing and implementing before turning profitable (Riber 2017). As such, it might
be the case that many of the radical and transformational innovations from The Garage will not turn
profitable within the 18-month trial period as they are more complex and time-consuming. This might
lead to focus on smaller incremental innovations in order to get short-term wins and profitability, and
can as such end up serving as a strong barrier to CE and ambidexterity (Cantarello et al. 2012). The top
management has also allowed employees the extra time to participate in The Garage activities, and if

any ideas will be developed by the employees they are to be intrinsically motivated (Riber 2017).

As RICC is allowed continued the same type of research and innovation as it did before being purchased
by Roche, it can be easy to believe the top management as being completely supportive of RICC, which
is partly true. RICC continues to be placed in Denmark, to sustain their previously developed culture
and is highly autonomous to innovate, and employees are even given 10% of their time for "wildcard
innovation". The takeover has however resulted in RICC now has some managerial formalities to
follow, amongst other delivering financial rapports and other general rapports of performance (Rode
Hansen 2017). From organizational point of view, having some degree of control despite trying to keep
a decentralized style of control makes sense, as RICC is a part of a greater organization and
geographically located far from headquarters. From the perspective of RICC it can be experienced as the
top management slows down research through bureaucracy, even though there is still a relatively high

degree of autonomy (Rode Hansen 2017).

By securing an alliance with a leading facilitator of co-working spaces in Europe, Rainmaking Loft,
Tryg has provided the perfect partner to in terms of knowledge and experience of running projects as
The Camp. Furthermore, the top management is providing close to complete autonomy within their
budget, providing the freedom to design The Camp to fit the current and future demands for Tryg. For
now, all available seats in The Camp have been filled, and it attracts attention from media and other
companies, and even improves the employees image of working at Tryg. While the Tryg employees are
allowed to participate in The Camp activities, as of yet they are not awarded with extra time or rewards

for doing so (Christensen 2017; Juhler-Nettrup 2017).
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All four cases show different degrees of support, which also reflects the different degree of (potential)
success of each case. All of the interviewees accentuates the importance of trust and support for
autonomy as well as time availability for promoting CE, confirming the notions by (Matthews &
Brueggemann 2015; Zahra 1991; Kuratko et al. 2014). However, reward systems is seen as less
important, at least in the current phase, albeit both intrinsic and extrinsic rewards are acknowledged as
relative to CE, relating to the notions of (West & Sacramento 2006). By relating the cases to the
literature, Tryg’s The Camp and RICC are arguably the ones with most top management promoting
factors for CE. This is especially related to trust and support for autonomy, which is exemplified by the
fact that top management has not put up specific deadlines for profitability. This is compared to HD
Greenlab ISS Corporate Garage, who have received deadlines for profitability. This relates to the
fundamental dilemma of seeking to enhance CE, while simultaneously maintaining corporate control

(Sathe 1985; Wit & Meyer 2014).

Another point of interest not discovered throughout the literature review is how all the companies are
experiencing different degrees of not only internal support, but also the fact that the support has been
externally communicated in different ways. Despite the multi-million-dollar purchase of RICC
(Santaris) by Roche, external communicated short-term pressures to defend the investment has been
somewhat limited. However, as stated by (Rode Hansen 2017), there is still a more informal pressure to
deliver, which could inhibit CE. Conversely are the cases of The Garage and The Camp, where there has
been profound backing of the investment in public, putting pressure on the entire initiative to deliver,
although simultaneously making employees aware of the resources available for CE. Interestingly
enough, HD Greenlab has been kept under the radar, allowing HedeDanmark to cancel the project
without losing face in the media, while also allowing work under less external pressure, yet not creating

the same kind of excitement throughout the organization as in the other cases.

4.2.1.2 Organization
In line with support of top management, the strength of the organizational antecedent plays a vital role

in the success of CE in the cases.

Although HedeDanmark has the ability to provide the lab with a vast pool of human resources, financial
resources as well as a culture already being supportive of idea-generation and innovative thinking, HD
Greenlab does seem to be strongest case of resources that are not utilized in the initiative. This is
problematic as per the notions of (Tasavori 2011; Kuratko et al. 2014; Covin & Slevin 1991), of how
the employees perceives the available resources for CE is vital. The fact that HedeDanmark has a long

had a clear focus on innovation in their culture poses as a clear promoter of CE (Hansen 2017; Zahra
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1991), although it is a necessity that is more clearly integrated into HD Greenlab. However, the strategic
choice of having one single employee placed in HD Greenlab seems to be a low investment attempt to
further strengthen the culture in the company. Despite the hands-on knowledge they expect Kristian
Tarp Hansen to obtain from visiting the various sub-divisions of the company, it seems unlikely that he
himself will hold the resources to perform the full process of gathering, evaluating, testing and
distributing all ideas solely on the basis of his competencies and small start-ups in the Science Park.
Refereeing to the notions of (Sakhdari 2016), it can expected to be difficult for Kristian Tarp Hansen, as
a single individual placed far away from the headquarter, to make radical changes in the culture of

HedeDanmark, limiting the absorptive capacities of HD Greenlab.

The fact that ISS is a major company with multiple divisions spread around the globe makes the success
rate of The Garage lower to succeed than had the company been smaller (Jones & George 2012). The
organizational systems for knowledge sharing developed to create a community, intended to connect all
the innovative workers and their knowledge throughout the organization, are mainly operating in
English. This directly reduces usability for a large part of the organization, strongest in the company's
south American and Asian regions. ISS has provided The Garage with both resources and power to have
people flown in from offices around the globe, and will most likely be successful in implementing some
valuable innovations from one particular market into larger parts of the organization. However, due to
the language and cultural barriers as discussed by (Riber 2017), it might be the case that the community
and culture initiated by The Garage will mainly be restricted to similar countries, while successful
implementation in other countries will demand additional resources for internal knowledge management

and sharing as discussed (Tidd & Bessant 2014).

If the top management can be viewed as slowing down the work of RICC in terms of bureaucracy, they
improve the performance in terms of providing sufficient resources to RICC. RICC enjoys the benefit of
Roche's resources and capabilities, and in general they face the most favorable situation of all the four
cases, with access to both human and financial resources that previously was not available. Also, the
unique culture that has developed in RICC prior to their acquisition has been left practically unchanged
as to continue the process that RICC has developed. This is however one of the factors that is likely to

be changed the most should RICC not meet it objectives (Rode Hansen 2017).

In style with their supportive top management, Tryg seems to have the right set of organizational
antecedents backing The Camp. While already having a clear focus on innovation, Tryg has furthermore
ensured sufficient resources has been spend on securing the right premises for The Camp to be as

successful as possible, including the hiring external experts on innovation and co-working spaces, and
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on completely renovating their facilities to create the optimal environment for innovation and
knowledge sharing. According to Michael (Juhler-Nettrup 2017), The Camp has already impacted the
culture of Tryg in a positive way. The fact that The Camp has experienced a lot of positive PR about
their "innovativeness" also seems to have a self-reinforcing effect on the culture, as employees buy into
Tryg being an entrepreneurial organization with room for experiments and creativity. However, it will
be interesting to see to what extent this will continue, and how the culture will be affected once The
Camp reaches some kind of maturity. The best fitting 25 start-ups have been found and settled in, which
means the turnover rate of companies in The Camp will be decreasing, and it is expected that Tryg and
the start-ups will enjoy the benefit of improved collaboration due to the longer relationships, as
relational capital can promote CE (Thorgren et al. 2012). However, it might be the case that The Camp
will reach a state of daily routine, which means that the employees of Tryg will already have met the
start-ups, seen the facility etc., and the excitement and cultural change might fade. Thus, Tryg needs to
continuously refine and improve The Camp in order to keep it attractive and “new” in the eyes of Tryg

employees.

Common for all four cases is the fact that they are large companies possessing vast resources and
capabilities, which provides solid foundation for successfully doing CE as per (Tasavori 2011; Kuratko
et al. 2014; Covin & Slevin 1991; Zahra 1991). All interviewees emphasizes the importance of
resources as well as an entrepreneurial culture confirming the notions from literature, albeit not all the
initiatives have the same level of access to these. However, the cases also show that while some choose
to rely more explicitly on their own resources, I.e. The Garage and RICC, others choose to support their
own resources with external expertise, such as HD Greenlab and Tryg. The way that networks support

resources and capabilities of the firm will be discussed in the following section.

4.2.2 External antecedents

4.2.2.1 Network

While all case companies are engaged in some form of networks and see the importance of these for
promoting following the literature (Sakhdari 2016), their approaches as well as the apparent dependency
on networking are very different. The companies with the most focus on networks, is clearly
HedeDanmark (HD Greenlab) and Tryg (The Camp), as they have chosen to place their innovation units

directly within networks, namely Cortex Park and The Camp.

HD Greenlab has chosen to locate Kristian as a sole employee in Cortex Park. This forces him to
interact with the network on a daily basis for complementary resources, as he does not have any other

internal resources available. Furthermore, it allows him to integrate more deeply into the network as an
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individual, less related to the bureaucracies of a company. Lastly, and perhaps most important, it
removes him from the more bureaucratic, rigid and exploitation focused headquarter, to a network of
young students and entrepreneurs (Hansen 2017). However, this also poses some disadvantages, as the
organization as a whole is separated from the innovation network, with only Kristian as a promoter and
gatekeeper of the knowledge generated in the network. Thus, it will undoubtedly be the case that many
HedeDanmark employees will not be exposed to the knowledge sharing and culture from the network,

which could allow them to otherwise become more entrepreneurial (Solis et al. 2015).

ISS, has less focus on the external network aspect of The Garage. The Garage itself is located next to the
ISS headquarters, and is as such the only case not placed physically in some sort of innovation network.
Although networking is expected to play part in The Garage activities, as stakeholders are invited to
participate in events, ISS is still the company with the least focus on networks. However, this seems
deliberate, as the main purpose of The Garage is to create an internal knowledge sharing network fist,
which has not existed so far. Also, it should be noted that ISS is indeed active in partnerships with
customers on-site to improve service, albeit this is on more local levels and can as such not be

considered corporate partnerships per se (Riber 2017).

Tryg has chosen an interesting model by placing The Camp and their innovation unit in extension of
Tryg’s Headquarter, and as a result seem to be the case with most network promoters for CE, as the
spillovers are higher with this kind of network (Solis et al. 2015). Here, it is highly interesting that Tryg
has created their innovation network themselves, and as such becomes both the facilitator and
participant of said network. This allows Tryg to carefully select the members and directly determine and
shape the foundations of collaboration without having to rely on any external mediators. For example, it
has been a deliberate choice to invite start-ups, as these are expected to bring a more entrepreneurial
culture that can hopefully flow into the Tryg organization. In this, Tryg also has a much larger stake in
the success of the network, which also provides Tryg a much larger motivation and opportunity for
knowledge sharing (Sakhdari 2016). From the interview with an employee from Tryg, it seems clear
that The Camp has indeed started a slow transformation of the culture at Tryg, as other employees are
already starting new and potential profitable initiatives with the start-ups (Kjersgaard 2017).
Additionally, as a "next step" The Camp will also be to invite other Corporate Innovators to reside at
The Camp, which will hopefully provide another interesting aspect to The Camp and its culture.
However, it should be noted that this way of networking is also risky, as it can potentially lead to
conflicts due to lack of compatibility between the culture of Tryg and the culture of the start-ups

gathered under one roof; according to Michael this has not happened. Furthermore, the development of
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The Camp pushes in a direction where the partnerships might face possible conflicts in relation to

ownership of ideas, sharing of technology and company secrets between partners.

Roche is part of the Scion DTU network by being located at an independent domicile at the Hersholm
Science Park. However, it should be noted that this location might be due to sheer convenience and the
historical placement of Santaris Pharma, as the Scion DTU network does not seem as a major promoter
for CE (Rode Hansen 2017). RICC only engages in a few self-mediated partnerships with
complementary companies in the innovation network, and not in many Scion DTU mediated events and
matchmaking sessions. Nonetheless, RICC is still in several partnerships with other companies, as well
as more informal networks, as this is seen a necessity in order to stay on-top of new research and have
access to complementary resources (Rode Hansen 2017). Ultimately, there is some form of knowledge

sharing, which can promote CE (Sakhdari 2016; Powell & Grodal 2006).

Linking to the notions of (Solis et al. 2015), the cases raise an interesting point on whether to be placed
inside, outside or even facilitate a network oneself, and whether or not the participants should be the
whole company, a department or a single employee. There are undoubtedly advantages and drawbacks
with all models as discussed in the literature review, which might also fit some companies better than
others ultimately depending on the wanted outcome. For example, is it a deliberate wish to have the
network flourish through the whole organization, and have a more general impact on all employees, or
is a deliberate wish to have a clear separation of who deals with the networks. Unfortunately, it is too
early to bring a conclusion regarding this on the case companies, although all the companies seem to be
content with their way of networking. Here it is also important to mention that all the case companies
clearly highlight the importance of networks, especially with start-ups companies, in promoting
innovation and a more entrepreneurial culture, with all the interviewees seeing this as an area they

would like to improve going forward.

4.2.2.2 Environment

While all the companies are profitable market leaders in their respective industries, they are still seeing
pressure from the external environment, which acts as strong antecedents for promoting CE (Antoncic &
Hisrich 2004). Put shortly, it is unlikely the case companies would have considered their strong

promoting of CE, if their external environment had been less dynamic.

A big factor for all companies is the fact that technology is rapidly ‘changing the way of doing things’,
and is forcing the companies to stay up-to-date to compete with other incumbents or new entrants driven
by technology. In the cases of HedeDanmark and ISS robotics and smart-solutions are changing the

industry, Tryg is seeing competition from the so-called InsurTech, while Roche is constantly finding
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new tools and knowledge to perfect their research. However, of the case companies it is HedeDanmark
that stands the strongest in their competitive landscape with somewhat monopoly in some markets and

areas. Ultimately, this can become a barrier for pursuing CE and innovation (Antoncic & Hisrich 2004).

Furthermore, all companies are all seeing increased and different consumer demands for products, albeit
in different ways. HedeDanmark and ISS are seeing demand for more innovative, cheaper and
technology-enabled solutions, Tryg is seeing demand for more customized and future-proof insurances,

while Roche is seeing demand for innovative yet cheaper solutions to diseases.

Through newly established processes, HD Greenlab, ISS Corporate Garage and Tryg The Camp have a
major role in exploring external changes and opportunities and finding ways to make sure that the
respective organizations are able to exploit these in a more outside-in perspective following the notions
of (Day 2011). On the contrary, while RICC is seeing extreme pressure from the environment, the
research and innovations themselves comes mainly from inside-out by exploiting its resources through
the use the use of the LNA technology platform and other research facilities, which links to the notions

of (Barney 1991).

4.2.3 Measuring outcomes

Although all the case innovation units see significant support and pressure from top management, most
of the respondents were quite unclear in how the they will be measuring their activities, which also links
to the fact that all innovation units expect RICC are recently launched. Thus, RICC has more clear
measuring KPIs, although these are not directly linked to any economic value, due to the nature of
innovations within the pharmaceutical industry. ISS, Tryg and HedeDanmark have more ‘soft” KPIs in
terms of ideas generated and tested, number of employees engaged etc. Most KPIs also relates to the
ideation phase of CE, as the process and responsibility of commercializing the innovation is still
untested. It should be noted however, that the cases have set up different forms of financial KPIs, albeit
they are somewhat undefined. Currently, the financial KPIs include growth factor of projects (HD
Greenlab), revenue generated by new ideas and cost of failure (The Garage) as well as revenue

generated by partnerships (Tryg The Camp).

Although the other three cases are fairly new, it is still interesting that the final KPIs and measurement
system has not been agreed upon initially and still are being discussed. Measuring the outcomes as well
as putting up somewhat clear boundaries and targets is obviously necessary in order to make sure that
the mandate is clear, while an initial mutual understanding will undoubtedly ease processes going

forward (Solis et al. 2015; Zahra 1991).
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This also relates to the misfit between short-term measurement tools and goals, and the long-term
horizon of the CE initiatives, making it difficult to verify and measure results (Morris et al. 2011). This
however problematizes their situation, as The Garage and HD Greenlab are presented with challenges
from top management to deliver within a relatively short-time span in order to survive, which will likely
lead away from the more entrepreneurial and radical innovations initially proclaimed. Thus, this
somewhat breaks with the initial ideas behind the innovation units, as they quickly become subject to

the same bureaucracy and short-term focus as the rest of the organization.

4.2.4 Summary of cross-case analysis

Below model is a visual representation of the cross-case analysis through the researchers external frame
of reference, which seeks to provide a quick overview of the different focuses and level of antecedents
in the given cases. Points has been given on a scale from 0 (very weak) to 100 (very strong) based on

the researchers perception building on the case interviews and collected secondary data.

Overview of antecedents

e Tryg (The Camp) ISS (The Garage) RICC HedeDanmark (HD Greenlab)

Top Management

Environment Q Organization

Network

Figure 13 — Overview of antecedents in cases. Own Production
The main outtakes from the cross-case analysis can be summarized in below points:

e Although all companies are large multinational companies they have chosen different
approaches to promote CE to adapt to the dynamic environment, with focus on enabling

different antecedents.
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e All case innovation units except RICC has recently launched with great expectations, and are
transitioning from their infancy.

e Common for all the cases is a wish to create a more autonomous unit, where there is time and
resources for entrepreneurial and more radical ideas to be generated and collected.

e The innovation units all have an important role in promoting an entrepreneurial culture in their
organization, which differs between a more direct aim at changing the culture (The Garage and
The Camp), and less focus on actively changing the culture (HD Greenlab and RICC).

e A big differentiator in the cases is the physical location of the respective innovation units and
their proximity to network facilities. This is directly intertwined with the type of innovation unit
created. Here Tryg, is the first company in Denmark to invite start-ups to reside at their
headquarter.

e The companies with highest level of antecedents across the categories is be Tryg and RICC,
closely followed by ISS that however scores low in regard to network antecedents.

e HedeDanmark is the case with the fewest antecedents, as top management-, firm-, and external
antecedents are relatively low. However, HedeDanmark scores high in terms of network
antecedents due to the placement at Cortex Park.

e HedeDanmark is the only case company to already have a fully functional and commercialized
innovation due to the initiative. ISS and Tryg are still at the testing stages, whereas RICCs
longer research cycle means that potential innovations are still years away from
commercialization.

e The innovation units of Tryg, ISS and HedeDanmark does not have a final measurement system
in place, and much of the current measurement is based on non-financial measures. RICC has
final measurements in place, albeit the focus is on technical probability and not on financial
profitability.

e There is a risk that the innovation units will be forced to focus more on incremental innovation
in order to satisfy top management short-term, especially as KPIs are not finally defined. This is
especially the case with The Garage and HD Greenlab, which has a clear deadline for
profitability.

82 of 143



Cand. Merc Strategic Market Creation Master Thesis

4.3 Innovation Networks

Due to the very different characteristics of Danish Food Cluster and Scion DTU, a direct comparison of
the network has not been deemed possible (dispersion of innovation networks members illustrated
below). Thus, the following section will deal with the networks independently. This will be followed by
synthesis in regards to measuring networks effect, with the two investigated networks as point of

reference. A synthesizing of the main findings will be included in the discussion in regards to chapter 5.
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Figure 14 — Comparison of company locations in Danish Food Cluster (Green) and Scion DTU (Red)
Own Production

4.3.1 Danish Food Cluster

Danish Food Cluster is currently the leading innovation cluster within Food innovation in Denmark, and
seeks to empower business, academia and public institutions to achieve more innovation by pooling
resources through cooperation. More specifically, the network provides a platform for companies to gain
visibility and networking contacts by “bringing industry and talent together, while also being presented
with relevant events within respective fields to act as inspiration for future Iinitiatives

(DanishFoodCluster 2017).

The cluster represents approximately 75% of the turnover in the Danish Food Industry and includes
more than 135 members including companies, universities and other knowledge institutions (von Undall

2017). The major part of the members are companies from the food industry, ranging from small start-

83 0f 143



Cand. Merc Strategic Market Creation Master Thesis

ups to large companies such as Arla, Chr. Hansen and Novozymes. While the members all somehow
relate to the food industry, they are focusing on different and often supplementary aspects, such as
manufacturing, consulting, packaging, technology, retail etc. As of Sep 2014 (DanishFoodCluster
2014), 66% of the members were SMEs, 18% large companies and the remaining 16% were public
institutions or private knowledge institutions (see appendix 8 for list of companies). According to the

notions of (Street et al. 2007), this wide range of firms should be a promoter of innovation.

4.3.1.1 Analysis of Danish Food Cluster

The fact that the network was based on the specific demand of a critical mass of 70 smaller and larger
Danish companies indicates high level of ambition and active pursuit in the network. As opposed to
have a public institution create and facilitate the network, Danish Food Cluster is running without any

governmental support (von Undall 2017).

Thus, the companies seeking to be part of network have to pay a fee, with the price being based on the
size of the company (amounts of employees). Danish Food Cluster charges minimum 2.500 DKK for
smaller companies, up to 30.000 DKK for companies with 100 employees or more, making it more
attractive for Danish Food Cluster to attract bigger companies to the network. However, Danish Food
Cluster is contructed as a diverse network that provides openness and opportunities for both aspiring
start-ups and incumbents, stating that "we would really like to have some of the big ones. (..) but if you
look at our members, 60% are small- and medium sized companies” (von Undall 2017, 12:18). Beside
the apparent network benefits, especially the smaller companies enter Danish Food Cluster in order to
gain visibility.

(von Undall 2017) sees the biggest barrier for innovation as the fact that companies keep much of their
knowledge secret, which hampers rather strengthen the network. This is why the network initiate
arrangements to overcome these barriers, most prominently through the roundtables and various events
held during the year. These provides every company with a voice, giving opportunity for some to learn
and others to teach, idea generation as the discussions move along, as well as improve the unity in the
network. On top of these events, Danish Food Cluster is also continuously seeking to matchmake

members with one another, where they see a potential for partnerships.

Linking to mutual communication between companies is the focus of Danish Food Cluster on their
communication towards the companies in the cluster. Despite having headquarters in Agro Park in
Arhus, the companies in the network are spread out all over Denmark. The geographical distance makes
it harder to create personal relations between people (von Undall 2017, 32:36). Thus, Danish Food

Clusters host several events throughout the year, where network members get the chance to meet each
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other and build personal networks. This includes one annual major event (the general assembly), where
all almost members participate, as well as several smaller events around the country. These events can
also be hosted at member locations, giving them a chance to gain visibility within the network and
suggest topics for discussion. An example of the way that companies are collaborating to promote
innovation will be evident with the InnovateFood conference in end of august. Here network members
and other stakeholders will be invited to participate in a two-day long open innovation challenge that
draws on innovation challenges from 12 companies. This includes keynotes with companies and
researchers, network opportunities, and most prominently a case competition where some of the larger
members of Danish Food Cluster (e.g. Arla and Chr. Hansen) presents challenges for other members as
well as students to solve (von Undall 2017). However, refering to notions of (Sakhdari 2016; Powell &
Grodal 2006), the lack of a shared physical location, reduces the potential power of the network, as it
diminishes the potential epiphany effect and ability to interact that is possible by having companies door
to door. Danish Food Cluster is in general focusing more on the role of facilitator of events and online
information sharing (von Undall 2017, 41:42), thereby expecting the companies and their employees

themselves to engage in conversation at events.

As Danish food Cluster is an industry specific network (even more niche than, for instance, Scion
DTU), this provides ground for stronger ties and compatibility between the companies in the network
than companies in broader reaching networks. This common knowledge of the industry will likely make
bridging projects between companies easier to initiate, due to high partner fit and compatibility
(Thorgren et al. 2012). Nonetheless, it has been the intention to add a wide-range of different resources
and capabilities within the network that for example houses food innovators, food manufacturers,
marketing agencies, packaging agencies, retailers etc., covering the whole value chain. The cluster is

n

directly analyzing " who are missing, and who are some of the competent players that can make the
cluster better and stronger"” (von Undall 2017, 13:00), and if any type of company is deemed ‘missing’
or requested from network members, Danish Food Cluster tries to approach potential new members.
Adding to this is the strategical decision to create the network as a triple helix consisting of the
government, academia and industry (von Undall 2017). The government is represented by several
Danish ministries and municipalities, 3 out of 4 of the major Danish Universities represents academia as
well as the industry by more than 100 companies (see appendix). By being in direct cooperation with

both of these public institutions, the companies can to broaden their network even further, potentially

easier access to resources such as students and researchers.

This is however paradoxical, as the concentration in one specific industry can neglect the possibility to

draw inspiration and create partnerships across dissimilar industries. For now the network has been
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dominated by companies from the food industry, and while Danish Food Cluster is directly pursuing an
expansion of the network, there is still some way to go. For instance, Danish Food Cluster is also
pursuing partnerships directly with other networks, which can provide complementary resources to the
network. As such, Danish Food Cluster seeks engaging in a sort of innovation network ecosystem
(Curley & Salmelin 2013), where it is not only the companies that engage in networks, but actually also
the networks themselves. In this, networks can be seen as acting like unified collective entities

partnering up to get access to complementary resources on behalf of all its members.

4.3.2 Scion DTU

Scion DTU was established by the Technological-Scientific Research Council of Denmark in 1962, as
only the third science park in the world. In 2004, Scion DTU merged with the Technical University of
Denmark (DTU) and became Scion DTU, covering approximately 200.000 square meters, 250 Danish
and international companies and more than 3000 people. These are positioned at two different locations,
with 110 companies in Hersholm and 140 companies in Lyngby (See appendix 9 for list of companies).
The science park in Lyngby is catered more towards smaller companies and start-ups, while larger

companies are situated in Horsholm in their own domiciles.

The philosophy of Scion DTU is to offer the best possible environment for high-tech entrepreneurs, and
promote engagement between SMEs and companies. As such, there is also much focus on bridging
between diverse and complementary companies, knowledge sharing to create an innovative and fast-
moving environment, and financially stronger companies seeking opportunities to expand their
operations. Besides offering offices to start-ups/companies, Scion DTU provides mentoring,

laboratories, prototype workshops as well as strong connections to human resources from DTU.

Scion DTU is currently housing more than 40 companies involved in technological industries such as
biotechnology, 20 in development of medical equipment, 30 in robotics and other high quality
technologies, 15 in Cleantech, and more than 40 companies in ITK (app, platform, software etc.). These
companies includes both small start-ups and big companies such as Siemens, Chr. Hansen, Roche and

Danfoss.

4.3.2.1 Analysis of Scion DTU
As mentioned, Scion DTU has many different types of companies and institutions residing, both in

terms of firm sizes as well as expertise, aiming to have a "balanced portfolio” (Donner 2017, 14:50).

However, the original focus has been on entrepreneurs by offering network activities with companies,

technology events, as well as mentoring programs. However, Scion DTU now also seeks to cater more
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to companies, as they will be able to bring in lots of expertise and resources in the network.
Nonetheless, it has been a challenge to attract and engage the larger companies, albeit some are indeed

present.

Steen Donner foresees that partnerships between smaller start-ups and larger companies are especially
needed within the biotech industry, with a main trend being how larger companies can help minor
players commercialize their products by "using them as a channel” (Donner 2017, 02:12). This is not
only seen through more traditional partnerships, but also through cases where major companies actually
acquire minor players in order to access their technology, and commercialize the products themselves.
As a majority of start-ups not have the capital to go to market, this is a particular popular model (Donner

2017).

Steen Donner believes that companies will benefit from engaging in networks such as Scion DTU, as it
will provide an environment that will help them "in all the areas where a corporate is too big and too
slow" (Donner 2017, 04:36). Furthermore, you will be next to other companies, researchers and students
with an incredible resource pool that might complement your company. Especially interesting is the fact
that these kinds of networks can help provide inspiration and serendipity by just witnessing a start-up
pitch, randomly meeting interesting people and building up your personal network informally. This
links to how (Burns 2013) sees a clear link between innovation and connectivity, in how formal and
informal social processes can help inspire people and bring about innovation. Thus, Steen Donner
believes engaging in a network is more useful than establishing more independent innovation units in a
location without network, as they need to be in a environment, with ‘other start-ups', where they can get
inspiration” (Donner 2017, 07:25). As Steen Donner puts it: “it's easier, faster and cheaper to innovate
in Scion DTU”. However, he also states that companies might grow to a certain size, where the network
environment becomes less relevant for them, as the growth of a company often leads to more focus on
getting the internal organization in place. Yet, Steen Donner sees many companies that deliberately
choose not to expand the amount of employees they have, as utilizing the network at Scion DTU is often
cheaper and more flexible than hiring more employees. This supports the notions by (Burns 2013) on

networks can help growing organizations to still stay small and flexible.

As a new initiative, Scion DTU will be running the inside-out project, which puts focus on working with
potential spin-off projects from larger companies. This project has been established, as Scion DTU
believes many companies lack the resources or time to focus on initiatives that are far away from the
core business, which can be countered by integration into the Scion DTU environment. These ideas will

be temporally spun-off from the company, and run as flexible autonomous start-ups within the network

87 of 143



Cand. Merc Strategic Market Creation Master Thesis

for a longer period, while feeding resources from the company. This is a way to ensure flexibility and a
more ambidextrous approach to innovation for companies, and is a more concrete way for companies to
improve their innovation and venturing effort, and relates to notions of (Christensen 2008) on how

larger companies can benefit from testing innovations in smaller and more flexible companies.

In general, Steen Donner explains how Scion DTU will be more active in facilitating network and
innovation in the future, both amongst start-ups as well as for larger companies. Currently, some of the
companies in Scion DTU are merely renting the office space, and not using it as an innovation network
per se. However, going forward Scion DTU will seek to create different office sections, where
ambitious companies might be shuffled around to facilitate even more networking as well as inspiration
while also setting up projects targeted more towards companies as with the inside-out project. This will
also mean new facilities and buildings constructed with innovation and networking in mind, while
hopefully more larger companies will set up departments in Scion DTU. The fact that larger companies
are less inclined to participate formally and share knowledge in the networks might link directly to their
ability, motivation and opportunity for knowledge sharing as discussed by (Sakhdari 2016). The
opportunity to knowledge share is clearly present in the network while companies are also expected to
have clear abilities within the areas in question; however, the motivation for larger companies can be

expected to be lower due to the many internal resources available.

Finally, it is interesting to examine the types of companies in Scion DTU as per (Thorgren et al. 2012)
notions on complementarity and compatibility. Firstly, companies can be seen to have a high resource
complementarity, as most companies are very specialized in different niches, and thus have limited
resources and expertise in other areas where other network companies complement, including financial
resources. However, in terms of compatibility there might be a clash between start-ups and companies,
due to the differences in culture, time-horizons, management style, expectations etc., which is
something that all parties and especially Scion DTU need to consider in their network activities. As
mentioned, partner fit is essential for obtaining the benefits of innovation networks, otherwise potential

conflicts might arise that can hurt the overall network (Duysters et al. 1999).

4.3.3 Measuring the network effects

Both networks are actively trying to measure and improve the network benefits through surveys and
ongoing discussions with partners (Donner 2017; von Undall 2017). This is seen as a necessity to make
sure current members are content and retained, as well as optimizing the network to attract new

members. Mette for example tells how Danish Food Cluster holds recurring meetings with key members
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to ensure their future backing, and provide them a part in determining the future direction of the

network.

Both networks have annual surveys in order to analyze the success of the network and the participating
companies. Scion DTUs own research from 2016 shows that 59% of the companies collaborate with
other companies within Scion DTU, while 56% work together with DTU students or scientists. In
regards to innovations, 81% of the companies have launched new products, while also having issued
151 patents. Furthermore, 72% companies have grown in the recent year, with 62% saying they believe
being at Scion DTU has a part in this growth (ScionDTU 2016). Actually, Scion DTU shows evidence
that companies in Scion DTU grow more than average Danish companies, which could confirm the
notions from research that networking with high resource complementary is indeed favorable for CE
and growth (Teng 2007; Antoncic & Hisrich 2004). However, this can be questioned as per (Powell &
Grodal 2006) notion on how innovative and growth companies are more likely to enter networks in the

first place, which might also be a reason for the higher innovativeness within Scion DTU.

In the Danish Food Cluster survey, the companies at Danish Food Cluster rates the network 7.5 (On a
scale from 1 (strongly disagree) to 10 (strongly agree)) in activities relating to innovation, such as the
round tables and other cooperation initiatives, while 77% says that maximizing innovation by
facilitating interaction between companies through the network is valuable. As such, the members
follow the literature in perceiving networking as a promoter of CE. However, organizations only rate 4.8
in the question regarding whether the organization has experienced increased innovation during the
membership, which can not be not seen as satisfactory. Nonetheless, while the authors of this thesis do
not have access to the raw data behind this survey, it is to be expected that some companies give very
low scores, as they are not using the network for innovation per se, while others see a significant gain.
Finally, 92% answers that they find network and knowledge sharing valuable, with 64% answers that

their networks have increased during their membership of Danish Food Cluster.
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5 Discussion

The following sections seek to discuss the findings from the literature as well as empirical data, as a
mean to provide answers to the sub-questions of this thesis. These will subsequently lead to the
conclusion in chapter 7. The progression of the discussion in relation to the research questions is

illustrated below.

Discussion - Defining corporate entrepreneurship

Sub-question 1:
How can we define corporate entrepreneurship?

Discussion - The main factors for corporate entrepreneurship

Sub-question 2: What are the main factors prescribed by literature that help
companies promote corporate entrepreneurship?

Sub-question 3: Which factors are perceived to have the most positive effect for
corporate entrepreneurshipin practice?

Discussion - The use of innovation units and networks

Sub-question 4:

What impact does innovation unitsand innovations networks have on corporate
entrepreneurship?

Discussion - Measuring corporate entrepreneurship

Sub-question 5:
How can companiesimprove their ways of measuring and evaluating outcomes of
corporate entrepreneurship?

Conclusion

Main research question:
How can companies promote corporate entrepreneurship through innovation units
and innovations networks?

Figure 15 Progression of discussion. Own Production

5.1 Defining corporate entrepreneurship
The concept of entrepreneurship has seen an interesting development through time, since being brought
to fame by Joseph Schumpeter, and one of his biggest critics Israel Kirzner. It transitioned from
focusing on the individual as main driver behind entrepreneurship, towards being a activity within
organizations that has been linked to increasing profitability and competitiveness, referred to corporate
entrepreneurship (Zahra 1991). It also developed from focusing on radical innovations and their
destructive effect on the market (Schumpeter 1934), towards more incremental innovations aimed at an
imbalance in supply and demand (Kirzner 1973), and back to a more balanced mix with much focus on

reaching ambidexterity. With the growing interest in the field, academics have developed an increasing
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number of alternative definitions of CE, and while often relating to the venturing, innovation and
strategic renewal efforts of a company, a universal definition has yet to emerge. Thus, companies should
be aware of the different approaches to CE, as they (as presented in this thesis) can cover wide ranges of

different notions, which likely can be affective on the success of a given CE initiative.

It was expected that all the case companies would have had some sort of predetermined definition of CE
that they would use as foundation of their respective initiatives. However, neither of the companies
seems to be directly working with the notion of CE. Rather, focus is concentrated on 'innovation' and
"being innovative; a term that is used as an all-encompassing term covering the entire process from
ideation, prototyping, testing, and all the way up to the point where innovation is developed and
commercialized. Furthermore, innovation might have turned into somewhat of a buzzword (O’Bryan
2013; Gartner 1990), and while many companies seek and claim to become innovative, they often lack
full understanding of what becoming innovative requires. In this, companies often claim to launch
innovative projects seeking to develop new and radical products or services that will transform the
company into a market leader, boosting competitiveness, brand value, and profit. Nonetheless, many
innovations may not become successful even if they enter the market, while the aspiration of radical
innovations often turns into incremental innovations, or continuous improvement of already existing

products (Gourville et al. 2005).

However, CE is more than just innovation, as it is also about enabling the rigid organization and its
employees to act in entrepreneurial ways in order to successfully compete with new competitors. By
acknowledging the multiple layers of CE, companies would likely be better suited to approach, engage
in, and understand the role of innovation as an integrated part of CE. This especially relates to strategic
renewal, which is often a necessity for an organization to improve processes and knowledge sharing
allowing innovations to prosper (Sharma & Chrisman 1999; Sakhdari 2016). However, this requires
that companies are willing to invest the resources required to ensure that they have a holistic and
comprehensive approach. This can be problematic for companies that are not inclined, or cannot afford,
to devote a certain amount of resources to such a project. Such investments can put pressure on a
company to perform, as to why some may stay away from engaging in CE at all, or do small-scale

investments with less to lose.
Summarizing the above discussion leads to the answer to sub-question 1:

Although not directly used as a term in the case companies, from an academic point of view, CE can be
defined as “the process whereby an individual or a group of individuals, in association with an existing

organization, create a new organization, or instigate renewal or innovation within that organization”
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(Sharma & Chrisman 1999, p.8), This definition has been chosen as it encompasses most of the notions
in the literature, while clearly accentuating that CE includes the, intertwined, aspects of venturing,

innovation and strategic renewal. (Sharma & Chrisman 1999).

5.2 The promoters of corporate entrepreneurship

The literature review sought to bring a comprehensive overview on the promoters, also called the
antecedents, for CE. It is clear that the theory is plentiful, and that many different factors can impact the
level of CE in companies. The antecedents have been discussed by many authors, and can generally be
grouped within Top Management-, Organization- and External antecedents (Ireland et al. 2003; Covin &
Slevin 1991; Zahra 1991; Antoncic & Hisrich 2004). In these categories, the trust and support for CE
and autonomy, an organic and flexible company culture and structure, as well as available resources can
be seen as the most important antecedents. Additionally, time availability is a must in order to fully take
advantage of the other antecedents, as lack of this can create a bottleneck. Moreover, (Sakhdari 2016)
also integrates the category of network antecedents dealing with the ability, motivation and opportunity

for knowledge sharing, which has become increasingly important in today’s environment.

Although divided in different areas, these four categories are intertwined and supportive of one another.
Network antecedents for example need relevant organizational resources and capabilities in order to get
the optimal network effects. In this, there might be a potential paradox as companies enter networks to
promote CE, while they lack the absorptive capability to diffuse knowledge within the organization
(Sakhdari 2016). Moreover, despite academia mainly deals with the antecedents as promoters for CE,
these should also be seen as potential barriers to CE in the opposite scenarios, for example where top
management support and relevant firm resources are not present. The strength and relevance of
respective antecedents can also be expected to vary depending on the type of company and the specific

extent of CE wanted.

In order to answer sub-question 2, figure 15 on the following page summarizes the main
promoters of CE as per the reviewed literature. As illustrated by the arrows, these promoters can be
seen as inter-dependent and reinforcing of each other, and organizations can thus not look at these in

isolation.
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*Trust & support for autonomy
eReward system (Intrinsic & extrinsic)
*Time availability

*Organizational Structure & Strategy
(Organic structure & clear innovation strategy)

*Culture & Values
(Individual-& competitive focused)

*Knowledge Management
eResources & Capabilities

Top
Management

*Dynamism
sTechnological Development
eConsumer Demands

*External knowledge sharing
sInnovation Networks
*Resource complementarity & compatibility

Figure 16 Main promoting factors for CE in literature - Own Production

From the cases, it is clear that autonomy and the implementation of more flexible and entrepreneurial
processes and culture is what is most likely to promote CE. Furthermore, all interviewees discuss the
importance of having full top management support, available resources and a more entrepreneurial
culture as clear promoters. It has also been important for all the interviewees to ensure time availability
for relevant employees, as this would otherwise be a clear barrier to CE. This as such confirms the

notions from the literature as discussed above.

Interestingly, both (Riber 2017) and (Juhler-Nettrup 2017) highlights that the mere fact that these
initiatives has created a story about the companies innovativeness is already affecting employees to take
part in the success, as positive PR is likely to have a self-reinforcing affect where employees might
become more risk-seeking and more inclined to be intrapreneurial. While this is not directly discussed in
the literature, it can relate to the notions of (Tasavori 2011; Kuratko et al. 2014; Covin & Slevin 1991)
on the impact that the employees perception of available resources and support can have on CE. Clearly,
the interviewees also relate the increasing promotion of CE to the fact that their external environment
has become increasingly dynamic with a growing number of competitors and consumer demands,

mainly driven by technological changes.
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The model below summarizes the most important promoters according to the empirical data in

order to answer sub-question 3:

Case

Quotes

Barriers/Promoters discussed

HedeDanmark (HD

”"Normally there is a lot of bureaucracy (...). One can

Trust and support for autonomy

Greenlab . - L . L
) easily drown in everyday work (...), so it is a Time availability
dellberat.e strategic choice to.npt res.lde W|th|n the Innovation Networks
core business (...). Instead, | sit in an innovative
environment and test the ideas that comes in”.
(Hansen, 2017, 04:25)
ISS (The Garage)

"”So it is our most prominent purpose to get the
organization to have an innovative mindset so to
speak”. (Riber, 2017, 08:34)

Language is always a barrier due to our size, as we
have a corporate language (English). This
automatically excludes a lot of our colleagues. (...).
Another barrier is that we do not have the
communication channels to engage the 500.000
employees in ISS. (Riber, 2017, 24:58)

Organizational Structure & Strategy
Culture and values

Knowledge Management

Roche (RICC)

In our case it is about keeping the autonomous
culture and way of working. (Rode Hansen, 2017,
10:09)

One can say that the hardest part of being innovative
in the new context we live (...) is how | spend a lot of
time keeping Basel informed (...). All this slows things
down. (...) However, if used correctly it can turn into
an advantage. Because you get access to resources
you would otherwise not have access to. (Rode
Hansen, 2017, 15:35)

Trust and support for autonomy
Culture and values

Resources and Capabilities

Tryg (The Camp*)

”For us it is not just about access to ideas. It is just as
much about leaning from the innovative
environments’ ways of working. ”(Morten Hiibbe,
quoted in Industrigruppe Finans, 2015)

"The biggest challenge is definitely to ensure that we
benefit from all the richness of ideas, in and around
Tryg. (Morten Hiibbe, quoted in Industrigruppe
Finans, 2015)

Organizational Structure and Strategy
Culture and Values

Innovation Networks

Figure 17 Main promoting factors for CE in cases — Own Production. * Due to the technical difficulties

with the recording of the Tryg The Camp Interview, quotes were instead taken from secondary data.
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These are accentuated by quotes from the interview, and relates to when the interviewees where asked
about the main barriers/promoters of CE and innovation, or brought it up themselves. When barriers are
mentioned, this is seen as something that could be shaped and improved and in turn become valuable
promoters. Generally, the findings from the empirical data support the notions from the literature, as one
can see a clear coherence between theoretical and practical notions, while it is also clear that different

types of organizations find certain promoters more relevant than others.

Albeit to a different extent, the interviewees also all accentuate the importance of external knowledge
and absorbing knowledge into the organization from all kinds of stakeholders, which will be discussed

in the following section.

5.3 The use of innovation units and networks

Literature introduces innovation units and networks as more concrete tools for companies to promote
CE in larger companies. Innovation units provide an area for larger companies to allow more
experimental and radical innovation, often relatively separate from the core business. Furthermore,
engaging in innovation networks allow organizations a rich source of inspiration and potential
resources, which can help make the next innovation or entrepreneurial initiative possible (Powell &

Grodal 2006; Solis et al. 2015; Thorgren et al. 2012).

Common for the cases is that innovation units provide a relatively autonomous forum with a high degree
of top management support for dealing with radical innovation and entrepreneurial culture. Following
the notions of (Teece 2012; Teece & Pisano 1994; Cantarello et al. 2012), innovation units can also be
seen as a way to divide incremental and radical innovation in order to become an ambidextrous
organization, while developing dynamic capabilities to sense and seize new opportunities. In this,
innovation units acts a way for companies to successfully manage the paradox of exploitation versus
exploitation, as discussed by (Wit & Meyer 2014). This can also be seen as a way to improve the
adaptability of the organization by introducing a more flexible sub-system to deal with the unknown
(Arbnor & Bjerke 2009). The innovation units mainly deal with innovation, and only have smaller focus
on venturing and introducing strategic renewal. In relation to the latter, these innovation units can be
somewhat too separate from the core organization to spur a more concrete renewal of organizational
processes and structure (Solis et al. 2015), although most of the units have this as a sub-task — namely

trying to introduce a more entrepreneurial culture throughout the company.

However, in the cases it seems clear that both network and innovation units are expected to bring a lot
of value to the overall organization, and help spur a different and more entrepreneurial mindset. It is a

concrete way to eliminate some of the barriers to CE, the barriers of bureaucracy and ‘not invented
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here’” thinking as noted by (Tidd & Bessant 2014), are often eliminated in the innovation units. This is
confirmed by (Hansen 2017): "Normally there is a lot of bureaucracy (...), and one can quickly drown
in ones daily work, whereas HD Greenlab is separated from the organization in an innovative
environment to test the ideas coming from the employees" (Hansen 2017, 04:25). Furthermore, all the
case companies have vast human capital that is a major source of potential, something that the
innovation units can help the organization tap into. This is especially evident in ISS, where "something
that has been lacking before, and now a part of The Garages mandate is to get ideas to travel across
contracts and segments, and countries and markets" (Riber 2017, 08:34). However, it is important that
the innovation unit is allowed sufficient time and resources, and that expectations are realistic, as noted
by Ulla Riber this can put extensive pressure on the innovation units: "If we have publicly delivered
information last October, then we've decided this January last year. So first time you hear of this as a

country manager is a year ago. You have waited for a year, and now it's finally here. "What's going

on?" "When are you delivering?"". (Riber 2017, 48:45).

The case of RICC stands a bit different than the other cases, as it was not initially created as a form of
innovation unit. Instead, RICC is the result of an acquisition by Roche of Santaris Pharma, and adds
learnings of how an entrepreneurial company has been integrated into a larger company, for better or
worse. Roche has chosen to keep RICC relatively autonomous in order to keep the entrepreneurial
culture and structure, while still providing valuable resources. (Rode Hansen 2017) sees pros and cons
with this and greatly value the resource available and the fact that "this has been about maintaining the
autonomous culture and way of working" (Rode Hansen 2017, 10:09), however also noting that an
innovation unit as a part of a corporate always will have to deal with some bureaucracy and short-term
demands, and "difficulties of feeding into every potential stakeholders in such large an organization"
(Rode Hansen 2017, 15:35). This makes it clear that there might be issues in keeping the autonomy and
separation of innovation units, especially after the initial euphoria related to the start-up phase has

dampened.

In relation to innovation networks, all cases except ISS are part of a physical network, with especially
Tryg and HD Greenlab using this on a daily basis, believing that it is a clear promoter of innovation
(Juhler-Ngttrup 2017; Hansen 2017). However, it could also be argued that ISS sheer size with
approximately 500.000 employees around the world and on-site customers should currently stand as a
strong enough network, if just utilized efficiently. (Riber 2017). Before entering a concrete innovation
networks, it seems like a correct decision to first built up the 'internal innovation network' and the

organizations absorptive capacity, so it can become ready to diffuse external information going forward.
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Additionally, this thesis also examined two different external innovation networks, Danish Food Cluster
and Scion DTU and their different ways to foster collaboration and subsequent innovation. If judging by
internally conducted surveys and comments from the interviewees, both networks seem relatively
successful, although there are still some issues to be solved. Here it is a specific interest to engaging
larger companies with start-ups, as this is seen to be mutually beneficial as the corporate can “borrow”
some of the flexibility and entrepreneurial culture as per (Christensen 2008), while the start-ups get
access to know-how, channels and resources. Thus, Scion DTU is now putting more focus on inviting
larger companies to their facilities, while Danish Food Cluster is continuously planning together with
larger companies on how to improve the network. This links to the notions from Bo Rode Hansen that
Scion DTU is not adding much value for RICC, as relevant events and matchmaking for companies are
not seemed to be present. This is most likely due to the fact that RICC is residing in an independent
domiciles with less 'random' encounters with other companies, while RICC has a lower need for
external resource after their acquisition by Roche (Rode Hansen 2017). Simply the networks, at least in
current shapes, seem to offer much more to start-ups, which is a paradox as the larger companies are

expected to finance the largest amount of network expenditures (Donner 2017).

. . Innovation
Core Innovation Unit

organization Network

Figure 18 Interplay between organization, innovation units and innovation network - Own Production

Through the cases it is evident that innovation units and networks are not mutually exclusive, and can in
fact act as a mediator between the organization and the innovation network, which is illustrated above.
This also introduces an interesting question to what extent innovation units and networks should be
intertwined, and the placement of these (Solis et al. 2015). Should the innovation units be located in
close proximity to the headquarters, or should they be placed further away in a more autonomous
location. Furthermore, to what extent should companies seek to reside together with other companies in
internally or externally located networks, or should the networks be purely ‘ad-hoc’ like the style of
Danish Food Cluster? This choice inevitable has a consequence on the extent to what the overall

organization will benefit from this, as the spillovers on culture and other employees are undoubtedly
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greater if the core organization is also exposed to this. Through the cases it seems evident that Tryg is
currently enjoying the highest benefits from network, as its culture and resources are directly spilling

over to the core organization.

In regards to obtaining the maximum benefits from innovation networks, it might be difficult for an
organization without an innovation unit to successful tap into, diffuse and benefit the opportunities,
knowledge, and resources lying in an innovation network. Instead, the innovation unit can provide skills
and time to engage more in-depth with the network and subsequently sort and share knowledge. This in
turn helps develop the absorptive capacity of the firm, which can act as a strong promoter for CE
(Sakhdari 2016). Thus, having established an innovation unit might act as an amplifying factor in terms
of the benefits gained from being in the network. An alternative is the community outpost approach like
HD Greenlab, where a single individual is placed in a network, relatively disconnected from the core
organization. While this allows direct access to external resources, this also makes transferring
knowledge and culture to the core organization more difficult. This links back to the systems view and
sees organizations as a network of sub-systems that are affecting each other (Arbnor & Bjerke 2009).
Here innovation units and networks are acting as sub-system of an open system, i.e. the organization
enabling it to adapt to the changing environment. An organizations innovation unit can then
subsequently be seen as the “glue” making sure that these sub-systems are to benefit of each other, and

that knowledge and opportunities from one sub-system can spread and flow to others.
Summarizing the above discussion leads to the answer to sub-question 4:

It is clear that innovation units and innovation networks are seen in both literature and practice as
promoting forces of CE, albeit in different ways. If provided with the necessary resources, innovation
units can help promote an entrepreneurial culture and renewal of the organization, while introducing a
forum and tools for idea generation. The innovation unit can also act as a way for companies to
successfully balance the paradox of focusing on short-term or long-term innovations, reaching
ambidexterity. Depending on organizational structure and its absorptive capacity, innovation networks
can help provide a secondary source of inspiration and resources to a company, often through an
innovation unit. However, it is also seen that specialized and resource-rich units like RICC and other
larger companies are not benefitting as much from innovation networks (Donner 2017; Rode Hansen
2017). Lastly, it has been discussed that innovation units and innovation networks are not mutually
exclusive, and can amplify the positive effects of each other, and interdependently act as a kickstart of

CE, as seen in the case of Tryg The Camp.
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5.4 Measuring corporate entrepreneurship

The goal of investing in any CE-related initiative is to gain value for the company, and theory has
provided multiple methods to measure the outcome of the initial investment. These methods are
commonly separated into two distinct areas, one focusing on financial outcomes of CE and one on the
more soft outcomes (Dyduch 2008). Given the complex nature of CE, having two directly opposite
categories of outcomes to measure and evaluate can provide both valuable insights and complications

(Kuratko et al. 2014).

A company can from an early stage perform small-scale measurements of the performance of a CE
initiative, more specifically related to the activity generated in relation to it. By tracking the amount of
people visiting an innovation unit, the amount of ideas generated and new projects started, new
partnerships etc., it becomes possible to evaluate the awareness the project has created both amongst
employees as well the initial progress of the initiative (Kaplan 2014). Companies can conduct financial
measurements in this stage, however it will not provide a justifying picture, as the initiative will likely
need more time to turn profitable. Companies should however start considering financial measurements
once ideas begin to move through the innovation process and turn into actual products and services, or
learnable failures. Here, companies can begin to conduct financial measurements such as EVA and ROI
(Anthony 2013; Shil 2009). It is also in this phase that the first signs of more intangible outcomes can
start to show, as for instance the nature of ideas, as well as how processes and culture have spread to

other parts of the organization.

As such, this phase is also a critical for the future direction of the CE initiative. If the profitability of
innovations launched is used as the overall measurement of outcome, some companies might be
satisfied if they obtain financial success, even though they might not undergo any underlying
organizational changes. On the contrary, other companies might experience an intangible change in the
behaviour of their employees becoming more entrepreneurial and risk-taking, without having produced
a single directly sellable or implementable innovation yet (Tidd & Bessant 2014; Matthews &
Brueggemann 2015). The organizational learning coming from going through the entire innovation
process, including failing projects along they way or when entering the market will likely improve the
company's capabilities of developing innovations in the future and provide grounds for potential future

economic value (Riber 2017; Tidd & Bessant 2014).

The case companies examined in this thesis seem to be downplaying the aspect of setting long-term
milestones and measuring the overall outcome of their initiatives. It is clear, that for the majority of the

cases (HD Greenlab, The Garage and The Camp), the initiatives are slowly starting to leave the start-up
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phase, as to why the focus is still on getting a solid beginning and implementation. For now, the case

companies have expressed the following status in relation to measuring CE and innovation:

HD Greenlab is still in the process of establishing
measurements. However, it is a goal to have a " growth factor
of 10”, albeit not further elaborated

The Garage has not decided on their final KPIs. KPIs expected
to include time and cost used on testing and approving/failing
projects as well as the revenue created by new ideas

' RICC measures technical probability of success and through
meeting mile stones, i.e. certain progress in development over
k time of a product.

Tr @ The Camp measures the amount of partnerships and their
yg direct effect on profit.

Figure 19 KPIs in case companies - Own Production

HedeDanmark, ISS and Tryg seem to be looking for a long-term change in the culture and business
model of the company. This is done by either creating a community of ideation and evaluation of ideas
(ISS), connecting and improving current ideation culture (HedeDanmark), or changing the perception of
potential new partnerships/business areas (Tryg). Currently, it seems that the companies are merely
measuring aspects that points towards the activity generated by the initiatives, such as number of
partnerships (Tryg) or number of downloads of the community-creating app (ISS). It should be noted
that these alone are not directly applicable as measurements for the long-term changes which the
companies seek, and can be providing misleading indicators of the overall development of the initiatives

if not supported by additional measurements going forward.

For HD Greenlab and The Garage, measuring and evaluating the short-term and long-term outcomes are
especially important, as they are both operating within a 18-24 month period. The financial performance
is measurable for those months, albeit radical innovations might not have been developed or have turned
profitable yet. Thus, the time pressure for profitability can lead to focus on more incremental
innovations as they are easier to measure within a short period, rather than seeking the long-term radical
innovations initially targeted. For The Camp, while it is good short-term measurement looking at

amount of new partnerships, they should be tweaking the measurements to look specifically into the
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amount of ideas that have been implemented throughout the organization, and the concrete value gained
from this. The case of RICC stands out differently, as the nature of the pharma industry brings
difficulties in measuring initiatives and innovations, where valuations are often a 'wild-guess' (Rode
Hansen 2017). Consequently, RICC should continue measuring the technical feasibility of their

innovations, as well as measuring the number of ideas coming from the employees.
Summarizing the above discussion leads to the answer to sub-question 5:

Firstly, it is clear that companies should be certain of what outcome they seek to obtain. As CE
initiatives can provide both short-term and long-term outcomes of tangible or intangible nature,
companies should decide if they seek to measure only the tangible outcomes, i.e. the innovations and
their financial performance, if they seek to assess more intangible outcomes such as organizational
learnings and changes, or both. Secondly, companies should be aware of what can and what should be
measured depending on the progress of the initiative. Financial measurements can be conducted from
kick-off, albeit they do not respond fairly to the overall evaluation of the initiative. While some soft
measurements are better in the early phase of an initiative, companies should consider mixing the two as
the initiatives move further in the process. Furthermore, misalignment in expectations of KPIs can lead
to internal conflicts, and progress will quickly meet obstacles, which can harm or ultimately shut down
the project. As put by (Riber 2017, 05:56): In reality I am not that concerned about how we measure, 1

am more concerned that we agree on the way we measure, and that this is being measured".

A recommendation of specific measurements will be provided in the normative section.
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6 Normative framework
Based on the findings from the literature and empirical data, this chapter proposes a normative approach

to promote CE, while also considering the impact of innovation units and innovation networks.

6.1 Stakeholders of corporate entrepreneurship
In order to successfully execute CE it is important that there is a clear overview of the most important

stakeholders and their roles. The relationship is illustrated in the model below, where it should be noted

that the boundaries between stakeholders are blurred in an iterative process.

- Source of external
Networks . knowledge,

y inspiration and
ressources

Employees
Generate ideas and

innovate across the
organization

4 Innovation Units
Centrally drive and

i facilitate innovation
\ and entrepreneurial
culture

Provide ressources
and support for
autonomy

’! Top Management

Figure 20 Stakeholders of CE - Own production

Firstly, the importance of top management is emphasized in the literature and through the case
interviews, especially in relation to support with resources and autonomy, as well as alignment of the
CE strategy with overall corporate objective. Secondly, this leads to the innovation units, whom are to
more centrally drive and facilitate ideation, innovation and entrepreneurial activities throughout the
organization by utilizing various tools. Thirdly, the remaining employees should be included and
innovate across the organization. It is important to note, that these groups are not bound by location and
departments, and should collaborate across departments in the organization, both formally and

informally. Last is the continuous involvement of external actors from innovation networks, whom are

to provide a source of knowledge and complementary resources.
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6.2 The corporate entrepreneurship pyramid
Integrating CE can be seen as following the structure of a pyramid, where a solid foundation allows
several layers to be built on top. These layers combined are the critical success factors for promoting CE
as put forward by the authors of this thesis. These are actions that a company can take themselves, in

contrary to the uncontrollable external factors.

Encourage

organizational Sharing of

sharing knowledge and
success stories

Engage employees Motivation &  Entrepreneurial
training culture

Establish Strategic Balance of
Placement & Autonomy short-term and
Networking long-term

innovation Units

Top Set up
. Management Ensure risk-taking Ensure clear purpose measurement
Lay the foundation Support and time availability and objectives system

Figure 21 The CE pyramid - Own Production. Adapted from Solis et al

The starting point for any CE related project, be that a specific innovation unit, network entering or
more internal projects, should be to lay down the proper foundation for promoting CE. This is illustrated
by the bottom row, and relates to the role of top management to ensure proper support, ensuring that
risk-raking and time are allowed, securing that the purpose and objectives are aligned and
communicated thoroughly, and finally that a measurement system is established. In this, it is important
that all this match with the communicated purpose and objective, so there are no unrealistic

expectations.

It is important to note that what gets measured is usually what will be done, so measurements should be
chosen to reflect both the short-term and long-term goals of a initiative, as well as the given
organizational context. This should allow a more quantitative justification, by measurements such as
financial performance, growth in users, ideas generated etc. It should also allow for a more qualitative

rationalization of a project, by addressing the organizational learnings and changes that comes from
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longer periods of time invested in CE initiatives. Key for companies is to thoroughly examine the exact
conditions in which the CE initiatives is to perform, which will ensure balance between expectations
and goals, and choice of corresponding measurements. Based on the learnings from the literature and
empirical findings, the authors of this thesis recommends that companies should look to the following

measurements of CE, albeit these can vary depending on the specific company context.

Initial phase Established

Cost of Failure
Return on Investment
Financial Economic value added
Measurements Value of New Customers

Amount of visitors Amount of Ideas implemented
Soft Amount of ideas generated Speed to market
Measurements Amount of projects started Amount of users
Number of users (Qualitative Methods)

Figure 22 Measurement System of CE- Own Production

The second row of pyramid relates to the establishing of innovation units as champions of innovation
processes, and an entrepreneurial culture. Ideally, an innovation unit should be placed strategically, so it
moves away from the original facilities of the company, yet is still close enough to have a constant flow
of guest and knowledge coming in and out of the organization. In this, it is also a possibility to engage
the innovation unit in a network or extensive partnerships, which can provide a secondary source of
knowledge. This is dependent on the current structure and absorptive capacity of the organization, as it
needs to have the necessary skills to actually make external knowledge flow through the organization.
However, most importantly in regard to innovation units is to provide them with a form of autonomy to
ensure a clear separation from everyday bureaucracy, and way of doing things. Finally, It is important to
create a diverse team of employees that are able to balance dealing with both structured and
unstructured environments, as well as the paradox of short-term and long-term focus. These should be
able to facilitate a more flexible and creative environment, while still understanding the needs and

mindset of a company.

Thirdly, it is of severe importance to engage the employees encompassing the organization by securing
their motivation. This can for example be done by having a proper reward and motivational system in
order to get employees to participate with ideas and valuable knowledge that can help the organization

innovate. Primarily this should be through intrinsic motivations, such as public appraisal, training,
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career development etc., nonetheless, employees should also be able to receive a financial reward if the
idea turn successful innovation. Additionally, the employees should be engaged in order to build up an
entrepreneurial culture, where all employees feel that they have the chance to make a difference and that
failure is acceptable. In this, the innovation unit should also be given mandate to have ‘company interns’
that can bring in new knowledge, while getting a new mindset and tools that can be applied back in the
core organization. Furthermore, the innovation unit should continuously host events and workshops that

provide employees with tools to become more entrepreneurial.

On top of the pyramid is the final layer that is needed in order to successfully promote CE, which relates
to make sure that the whole organization is included and engaged in extensive knowledge sharing both
formally and informally, for example through digital platforms. Moreover, it is important to
communicate all wins to ensure continuous backing from top management and the organization in order
to spur a continuous ‘we can do it culture’. However, in the pursuit of quick wins it is important to
maintain focus, and not only sort out unfeasible projects, but also delegate more incremental projects

that are close to the core organization.

6.3 Sum-up of recommendations for promoting corporate entrepreneurship
Based on the findings in literature and through the empirical data collected, the below points sum-up our
recommendation to promote CE. It should be noted that this very much depend on the type of

organization, and is thus difficult to generalize.

e Organizations should first create a holistic overview of their entrepreneurial space, the various
actors and their responsibilities.

e Organizations must ensure full support from top management, an aligned budget as well as level
of risk-taking and time availability.

e Organizations that wish to promote CE must ensure that provided resources and general support
matches the objectives given.

e Organizations must set up precise and aligned measurement systems, both for short-term and
long-term innovation.

e Organizations should seek to create and strategically place a (semi-)autonomous innovation unit
separated from the core business and strategy, which can lead CE initiatives throughout the
organization.

e Organizations need to ensure that the innovation unit is strategically aligned with the overall

company strategy, and put efforts in areas that can be absorbed by the organization.
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e Organizations and their innovation units should ensure an ambidextrous balance in the focus
between incremental and radical innovation.

e Organizations (and their innovation units) should tap into innovation networks, and seek to
improve their absorptive capacity to allow knowledge flows between networks, innovation units
and employees.

e Organizations must design a relevant reward system according to organizational culture,
including extrinsic and intrinsic rewards, with focus on the latter.

e Organizations must encourage an informal entrepreneurial culture by providing tools and
training for employees.

e Organizations must ensure involvement of employees and departments in knowledge sharing
and idea generation.

e Organizations should quickly share success stories throughout the organization to strengthen the

mandate and believe in the entrepreneurial initiatives.
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7 Conclusion

This thesis has contributed to the research on CE, especially in regards to innovation units and networks
amongst select Danish companies. While the case companies all acknowledge the importance of
innovation and change in order to survive in the dynamic environment, it was found that the term CE is
not widely used in the companies. Instead, companies are using the terminology innovation, which is
often seen to encompass many of the same aspects of CE. In contrary to the CE terminology, the main
focus is on innovation in regards to products and services, thus somewhat downplaying the importance

of strategic renewal in becoming an innovative and entrepreneurial organization.

Furthermore, based on relevant literature and empirical data, this thesis has uncovered several
fundamental promoters, also named antecedents, that companies need to consider both prior to and
during implementation of CE initiatives. They can be both external and internal, with the latter being
shapeable by the organization and amplified by innovation units. In this, the successful implementation
of CE depends on various factors that are dependent on the context of the firm. In the cases, top
management support, organizational resources and capabilities, an entrepreneurial culture as well as
involvement in innovation networks were seen to be the most significant promoters of CE. This supports
the existing literature, while accentuating that top management support is critical as it influences the
availability of other promoting factors. However, it was also found that all but one case company has
yet to define the final measurement systems in regards to their CE initiatives. The lack of focus and
alignment on measurements can ultimately lead to a struggle between focusing on short-term wins or

focusing on more radical innovations and intangible gains.

This thesis has also presented a normative framework for companies to promote innovation by
employing CE in a more holistic perspective as a mean to spur an entrepreneurial culture throughout the
whole organization. In this, it is of severe importance to ensure full alignment of the purpose and
relevant measures of the innovation unit, if it is to produce successful results that can be integrated into

the firm.

In conclusion, it can indeed be beneficial for a company to create an innovation unit that can lead and
facilitate CE throughout the organization, in a manner that is separated form the core business. Here the
innovation unit can act as a catalyst for CE by shaping its promoters in a structured and reinforcing way.
Integrating the innovation unit and organization into an innovation network can further promote CE, as

inspiration and resources can spill over.
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8 Postscript

8.1 Limitations
In addition to the mentioned delimitations in section 1.4, the research also revealed limitations outside
the influence of the researchers. The limitations will be highlighted in this chapter and provide a base

for future research introduced in the next section.

Firstly, there are some methodological limitations to consider. As previously mentioned this research
only provides a snapshot in time in regard to newly launched initiatives, and as such it has not been
possible to analyze the final outcomes of these initiatives, and their longitudinal effect over time on the

overall organization.

Additionally, due to limited time and company access, the cases also mainly focus on the specific
innovation units, and the processes uncovered. As the interviewed individuals answered from their own
knowledge and experiences, it is difficult to make representative of the entire organization and
management. Furthermore, it has also not been possible to get a complete and thorough understanding
of the measurement processes in place regarding initiatives and the subsequent outcomes. This is mainly
expected to be due to the fact that these initiatives are fairly new, as well as how the main focus is
currently on implementing the initiatives. Originally, it was the hope to directly validate the cases KPIs

against notions from the literature; however, this was not possible.

Finally, despite an elaboration and discussion of the terms CE and innovation throughout the interviews,
the term still leave room for interpretation, and it can be assumed that the term could be used based on a
different terminology across interviewees and companies. The fact that all the interviews were

conducted in Danish can also complicate applying the ‘correct’ terminologies.

8.2 Future research

Throughout the research, many interesting topics for future research has been uncovered. Below is a list

of the most relevant suggestions for future research.

Firstly, further research should seek to analyze several companies engaging in the same innovation
network to get an in-depth understanding of the interplay between specific organizations and innovation
networks. While it was initially the aim to focus the analysis on different companies within Scion DTU
and Danish Food Cluster, it was not possible to establish contact with other relevant companies than
RICC. Thus, the network interviews was instead used as complementary data, not directly linked to the

cases. This research should include cases of more or less rigid companies, as well as companies with or
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without innovation units to examine to what extent these factors influences the gained benefits and

promotion of CE.

Secondly, further research should seek to provide an in-depth study of a given organization to look
further into the specific processes and tools promoting CE. This could also examine the ways new
technologies are changing the ways of knowledge management and employee engagement. This could
be linked with a longitudinal study, where the changes of establishing an innovation unit and engaging
in a network could be examined over time, based on interviews with top management and members
throughout the whole organizations. This would likely provide a richer picture of the benefits of the
initiatives in play, while providing evidence of the changes on overall culture and competitiveness. This
could be supplemented by other methodologies such as observations and surveys to provide the
researcher with an even deeper understanding and measure of how employees are being engaged. This
would also allow for the developing or tweaking of specific tools and processes to further promote CE.
Especially, interesting could also be to implement some of the recommendations from this thesis in
more rigid companies in a longitudinal research, in order to examine to how implementing these can

help promote CE.

Linking to the above, future research could provide a more in-depth examination of the financial
measuring CE in companies. While this thesis tried to investigate the matter closely, the empirical data
gathered did not provide grounds for a thorough analysis on the matter. However, it is clear that

measuring and subsequently justifying CE is indeed difficult.

Finally, coming back to the cases in a couple of years could be particularly interesting in order to
examines whether the initiatives and resulting innovations have indeed been successful and added value
for the company. In this, it is interesting whether the units still exist independently, or if they have been

integrated into the core organization, or even closed down.
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10 Appendices

10.1 Appendix 1 - Profile of interviewees

Interviewees
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Bo Rode
Hansen

Steen
Kjersgard

Michael Juhler-

Nottrup

Steen Donner
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Company

professional

Company

professional

Company
and
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Professional

Network

professional

Network
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Greenlab at
Hededanmark

President at
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Innovation
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Account
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(working with
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Tryg Insurance
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Group CSR
Manager Nilfisk
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In Global Supply
Chain
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MBA, Henley
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Cand. Comm at
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Aarhus Business
School
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Master Thesis
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interview
1hr face-to-
face
interview at
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Corporate
Garage

1hr telephone
interview

1hr face-to-
face
interview at
Roche
Innovation
Center
Copenhagen
1hr group
interview at
The Camp
and guided
tour at The
Camp

Lhr group
interview at
The Camp
and guided
tour at The
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1hr face-to-
face
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Mecklenburg professional at Danish Food  VisitAarhus Leadership, interview
von Undall Cluster Convetion; Business Academy
Head of Project ~ Aarhus
and Marketing,
Turbinehallen
Nynne Budtz Network CEO at Scion Associate Msc. In Leadership  1hr group
Christiansen professional DTU Professor and and Innovation in interview at
External Complex System, The Camp
Lecturer in Aarhus University and guided
Innovation, tour at The
DTU Camp
Owner and Co-
Founder of two
startup
mentoring
companies

10.2 Appendix 2 — Interview Guides

Interview guide for Innovation units

Briefing:

e En kort introduktion om os og vores projekt.

e Den interviewedes rettigheder angdende anonymitet og frivillighed til at svare

e Information og spergsmal om interviewet ma optages

Interviewet:

1. Kan du give en kort introduktion til dig selv (job, uddannelse, erfaring)?
2. Kan du fortelle lidt om afdelingen generelt?
1. Arbejder afdelingen pa tvers af alle omrader I arbejder med eller er den mere centreret [

enkelte omrader?
2. Hvor uafhaengige er I af den centrale organisation?

3. Arbejder I decideret med udtrykket Corporate Entrepreneurship/Intraprenerskab, og hvordan er
dette evt. anderledes end almindelig innovation?
4. Hvad var arsagen til, at I oprettede en innovations afdeling
1. Hvorfor er det nedvendigt for jer at innovere?
2. Foler I jer overhalet pa nogle omrider af mindre virksomheder?
5. Hvad har generelt vaeret jeres storste barriere for Innovation?
6. Pé hvilken made hjelper innovations afdelingen med at athjelpe disse?
7. Ser I denne form for afdeling som den 'perfekte’ made at opdele exploration / exploitation (fokus
pa core business og nye ideer).
1. Arbejder I mest med gradvis eller radikal innovation?
8. Hvordan bruger I medarbejdere til at generere ideer og hvad far disse ud af det (ejerskab)?

1. Pa hvilke dele af innovationsprocessen inkludere I afdelingen/medarbejderne?
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10.

11.

12.

13.

14.
15.

2. Fra start til slut, eller bliver idéen forst overfort til den centrale organisation nar den skal
eksekveres?
Hvilke stakeholders bidrager mest?
1. Suppliers, Customers, employees?
2. Hvad er jeres forbehold ved at bruge stakeholders?
Har innovations afdelingen vaeret med til at skabe en 'fast failure' mentalitet sa projekters
rentabilitet hurtigere bliver atklaret?
Hvordan prever I at overfore mentaliteten til alle andre afdelinger/alle medarbejdere?
1. Og lykkedes det? Er der skabt en mere informal innovations kultur?
Hvad er den forelgbige evaluering pé projektet?
1. Har I haft nogle succeser allerede?
Hvordan vurdere/maler I rentabiliteten/succesen af initiativerne/innovationer?
Hvad er fremtidsplanerne for afdelingen?
Har I pt. eller har I andre initiativer I stabeskeen der skal fremme innovation? F.eks.
sparringsprojekter, deltagelse I netveerk, medarbejder konkurrencer osv.

Debriefing:

Den interviewede har mulighed for at tilfeje yderligere hvis ensket

Den interviewede sporges om der forefindes mere uddybende materiale end det der findes pa
hjemmesiden

Den interviewede sperges om dennes mening om interviewets form

Den interviewede takkes for dennes tid og tilbydes at modtage det endelige produkt.

Interview guide for innovation networks

Briefing:

En kort introduktion til os selv og vores projekt.

Den interviewedes rettigheder angdende anonymitet og frivillighed til at svare
Information og spergsmal om interviewet ma optages

Interviewpersonen bliver bedt om at prasentere sig selv kort.

Interviewet:

1. Kan du fortelle lidt om baggrunden for jeres netverket, og hvordan det fungere 1 praksis?

2. Hvad ser du generelt som de storste barrierer for danske virksomheder til at innovere og
genopfinde sig selv, og hvordan kan det loses ved hjelp af netvaerk?

3. Kan du fortelle lidt om de forskellige typer virksomheder der kommer til netvaerket, og deres
forventninger?

a. FEr de virksomheder allerede mere innovative end gennemsnitlige virksomheder?

4. Harien udvalgelsesproces ang. de virksomheder der kan vare med i netverket, og prover i at
"headhunte" specifikke typer virksomheder f.eks. for at fa diversitet, eller skaffe ressourcer som
ikke allerede er reprasenteret?

5. Kan du fortelle mere detaljeret, gerne med eksempler, hvordan I faciliterer

virksomhedsnetvark, og innovation?
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a. Hvad ser du som den mest signifikante "promoter" af innovation og entreprenerskab i
netverket?
b. Matcher i virksomhederne aktivt, eller lader i det passivt ske via arrangementer?

6. Har du et indtryk af hvor meget virksomhederne er her for netvark og "blive set" af andre
virksomheder, og hvor meget de er her "bare" for at deltage i informative events eller for
lokationen?

a. Hvor meget har store, smé og "andre" virksomheder at sige hos jer?

7. Hvordan ser I forskellen mellem formel og uformel interaktion mellem virksomhederne, og
dennes effekt pd innovation?

8. Hvad er den typiske samarbejdsform I ser i netvaerket? Er det mellem samme type
virksomheder, samme storrelse, store med sma eller?

a. Specifikt, er vi interesseret | at hare om sammenspillet mellem startups og mellemstore
virksomheder, og hvad de respektive parter far ud af det?

9. Kan du komme med nogle konkrete eksempler pa virksomheder som har @ndret sig "radikalt"
eller lanceret radikale projekter efter de er kommet med 1 netvaerket?

a. Og maske eksempler pa virksomheder der ikke har faet succes i netvaerket?

10. Hvordan méler I pa Innovation?

a. Er det badde noget I foretager internt, eller ogsa noget 1 méiler sammen med
virksomhederne i netverket?

11. Hvad byder fremtiden for netvarket pa?

Debriefing:

e Den interviewede har mulighed for at tilfgje yderligere hvis ensket

e Den interviewede sporges om der forefindes mere uddybende materiale end det der findes pé
hjemmesiden

e Den interviewede sporges om dennes mening om interviewets form

e Den interviewede takkes for dennes tid og tilbydes at modtage det endelige produkt.
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10.3 Appendix 3 — Outline of links between interview guides and research

questions

Which factors are perceived
to have the most positive
effect for corporate

entrepreneurshipin
practice?

Whatimpact does
innovation units and
innovations networks have
on corporate
entrepreneurship?

How can companies
improve their ways of

measuring and evaluating
outcomes of corporate
entrepreneurship?

Companies

What do youseeas the
biggestbarriersto
innovation and renewal,

and how can this be solved?

How doyou use your
employees togenerate
ideasand innovation?

How autonomous are you
from the main
organization?

Why did you chose to
establish this unit, and how

doesithelp break down
barriers to Innovation?

Does thisinnovation unit
enable abalance of
explorationand
exploitation?

To what extentdoes being
ina network and working
with external stakeholders
promote innovation?

What isthe apparent
evalutation of the project
and future direction?

How doyou measure the
profitability of the ideas
and innovation?

How doyou define
innovation?
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Networks

Which factors are perceived
to have the most positive
effect for corporate
entrepreneurship in
practice?

Whatimpact does
innovation units and
innovations networks have
on corporate
entrepreneurship?

How can companies
improve their ways of
measuring and evaluating
outcomes of corporate
entrepreneurship?

Master Thesis

What doyou see asthe
biggest barriersto
innovation and renewal,
and how can this be solved?

Do you see a big difference
inthegains from informal
and formal network?

What isthe reasoning
behind this network, and
how does it help companies
to innovate?

Why do companies chose to
joinyour network?

How will you continue to
optimize your network for

the best effects?

How do you structure your
network to ensure diversity
and complementary
resources?

How do you experience
collaborations between
companiesinyour
network?

Do you see and analyze the
increased innovativeness of
companiesinyour
network?

How do you measure
innovation?

10.4 Appendix 4 — Notes from Tryg The Camp Interview

e Michael har ingen forsikrings baggrund.
e Forsikring generelt en kedelig branche set udefra
o Tryg prever at lave lidt ”sjov og ballade”

e Facilitere tilfeeldigheder

o Partnerskab og pilot projekt pa halvanden uge/to uger pa en platform.
o Det kunne vere interessant at fa ind 1 Tryg, sa de kunne yde garanti forsikring pa e-

handel osv. (teenker garanti handel mod kursudsving?)

o Nynne og Michael: Det her sted facilitere tilfeldigheder, det skaber en helt anden kultur.
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e Steen arbejder med CSE og synes det er virkelig interessant. Og han far bedre og bedre
forstaelse for hvad de startups egentlig gar og laver. Taet samarbejde mellem slgerne og Tryg
sé de sikre de bedste produkter.

o Rigtig stor hjaelp for ham.
e De hdber pd en unicorn, som de kan have som kunde eller méske opkebe?
e Corporate Innovators starter til efteréret.
o P& halvanden uge har de haft sat 10 meder op. Ret stor interesse
o Michael ser ingen konflikt med andre virksomheder kommer derud.
Tvertimod kan corporate innovators give en masse til hinanden, da de arbejder mere ens
end corporates
o Ogsi selling point for startups at der er flere corporates de kan traekke pa.
o Ingen krav til startups at Tryg har forste prioritet
o Ses som det neste naturlige skridt

e The Camp skal ogsa til at veere lidt mere selektive nu

e Sma events for alle interessede i at komme til the camp og lere lidt om nye teknologier osv.

o Det er frivilligt, men Michael har hert om at nogle afdelingsledere presser” deres
medarbejdere derhen fordi det maske kunne vaere larerigt.

e Har I set stor modstand?

o Generelt har top management varet meget pro dette, men der har vaeret nogle der har
varet imod ogsé. Selvfolgelig ogsa nogle imellem.
o Skeptikerne er begyndt at blive overbevist nu, fordi det virker til at ga ret godt.
e (Ogsa mange tryg medarbejdere og afdelinger der leger med startups uden om Michael
o Det er ok, men de skal stadigvaek prave at fa ”sejrene”.
e Tryg frontrunners pd dette, men mange begynder at komme efter.
e Stor branding veerdi, som har vaeret med til at endre overall kultur
o Nynne ser PR som et varktej til at skifte kultur
o E.g. Tryg ses som en innovativ virksomheder = folks mindset bliver pavirket.

e Startups skal ikke brug for meget tid pa Corporates som ikke er ’klar”

o Jkke sa meget andet uden om samarbejder end specifik forsikringsydelser som bliver lavet

e Mange eksempler med delegkonomi og hvordan det @ndre forsikring.

e Bevidst placeret i hovedkontor. Vil gerne bevare forbindelse, men samtidig have et sted der kan
kere selv. Faler det er sket det optimale med The Camp.

e Det meste der foregar er umiddelbart uformelt. Folk medes pd gangene og far kendskab til
hinanden og udvikler partnerskaber

o Ideelt var det hele open space.

e Michael siger at Tryg er blevet magnet for startups (altid har veret det), men endnu mere nu.
Tryg vil eje startup markedet mht. forsikringer.

e Der er meget samspil mellem Tryg, Innovation Lab og The Camp

o F.eks. kan de komme til Innovation lab hvis de har nogle sterre problemer/udfordringer.

e Innovation Lab er ikke sékreativt anlagt ala ISS

e Det handler meget om at skabe kulturen, og egentlig ikke s& meget om de enkelte innovationer.

e Umiddelbart ret flydende itb. Tryg, The Camp og innovationer.
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10.5 Appendix 5 — ISS Corporate Garage (‘Guided Tour)

The ISS Corporate Garage is located in an external building approx. 100 meters from the HQ on ground
floor. The entire floor is designed to be visually minimalistic, but of high functionality. The idea is to
work through the main part, from section to section like following a journey or process, and then use
the unique rooms according to demand/stage of the journey.

Once entering through the door, the first thing encountered is what appears to be a coat hanger, but is in
fact a hanger for neckties, as to make people leave the "corporate" uniform and with it the corporate
mindset. From here one goes directly into an open kitchen, which besides provides hot and cold
beverages can provide the staff and any potential guests the opportunity to cook/heat a meal.

Turning left, one enters an open office space, with furniture and walls on wheels allowing rearranging
according to the amount of people in the room and/or the activity performed. This particular room also
has several big wooden boxes hidden away under a bench, intended to be a temporary placement for any
personal computers, mobile phones etc to ensure that "everyday work" is put aside, as people are
supposed to leave the "work" they came from and focus on being present.

From here on, there is a conference room located to the left of the office space called the "green room".
In here, several plants are hanging from the ceiling, the walls are black (in contrast to the light/white
theme throughout the rest of the garage) and can be written on. If needed, one can close the door and
dampen sound from the rest of the garage, while the glass walls between the green room and the office
space keeps the room somewhat open. This is the only room that somewhat resembles a normal office
environment.

If turning away from the "green room", one encounters two different rooms on the right (in the centre of
the garage) while walking towards the opposite corner. Firstly, a tiny Japanese inspired relaxation room
is seen, full of white paper lamp shades brightening up the completely white room. Next is an area in the
garage with moveable walls, allowing the area to be broken up into a square, a horse shoe formation etc.
Again, all with walls that can be written on.

The far end of the garage is split into the so called "convergence room", where any person can go and
sort out between ideas generated and pick those few ideas worth taking forward, and then continue to
the last part of the journey, where the ideas are presented on a wall for evaluation of other
members/people in the garage. People have the opportunity to support their favourite ideas with fictive
money, allowing a fun, but effective way of sorting and moving forward with certain ideas.

Finally, the desks of the garage's daily personal is located (behind the kitchen) - also movable — and the
tour through the garage has been completed.

10.6 Appendix 6 — The Camp (‘Guided Tour)

The Camp is located at one corner of Tryg’s head quarters, connected to the rest of Tryg’s buildings by
a overpass crossing from one of the buildings sides. Inside, The Camp covers two floors, with main
entrance in the bottom. Both ground and first floor are designed to have offices all around the outer
walls of the building, separated by a path for walking between the offices and then an additional “layer”
of office-space towards the middle. Occasionally between the offices, one can find a small "time out"
room, suitable for clearing one's mind or taking an important phone call.
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On ground floor, the centre block seems to be breaking the floor up into 4 semi-separate areas in each
corner, where people have the possibility to have meetings, eat, brainstorm or play around with the
gaming stations or gadgets for detaching from work for a while. This is also the place, where residents
of The Camp will have the possibility to showcase their products, albeit this was not in place yet. These
“corner-areas” are without ceiling, and from the first floor one can look down, providing a feeling of
openness in the building. In the centre of the first floor one finds a station providing beverages, and all
around tables and chairs in style with the ground floor. This so-called "terrace" is also supposed to invite
for more informal networking activities throughout the day, while also hosting Friday Bars and other
social events.

All offices, conference and time out rooms are having glass doors/walls towards the walking path,
creating a feeling of openness and transparency of how The Camp is full of life and activity, while at the
same time providing the people sitting the different offices the privacy of being able to close the door
and isolate their office from external noise. Trygs Innovation department is placed on the ground floor
of The Camp in an open space next to the startups. All needed facilities are available at The Camp;
however, the residents are still invited to walk around the Tryg Headquarters, for example by dining at
the canteen or meeting up with potential partners from Tryg not directly associated with The Camp.

10.7 Appendix 7 — Example of thematic network analysis
Thematic network analysis

Thematic networks are web-like illustrations that summarize the main themes constituting a piece of
text (Attride-Stearling, 2001). More specifically, they thematictize the extraction of: (i) lowest-order
premises evident in the text (Basic Themes); (ii) categories of basic themes grouped together to
summarize more abstract principles (Organizing Themes); and (iii) super-ordinate themes encapsulating
the principal metaphors in the text as a whole (Global Themes).

First step: narrow the text down to codes. In this example, parts of text have been presented with their
code (written in bold).

Code: Innovation

02:35 Ulla: Hele ordet innovation er sadan lidt: hvad innoverer man, hvordan innoverer man, og
hvordan definerer vi det? Fordi en virksomhed som ISS bliver ikke 150 &r gammel hvis man ikke gar
hver eneste dag og ger tingene lidt bedre. Og hvornar hedder det sé en innovation, og hvornér er det
bare noget man ger lidt bedre end man gjorde i gér. Det er det felt jeg altid har arbejdet i. I forskellige
positioner, i internationale virksomheder, med base i DK [Definition].

38:20 Ulla: Nej. Den balance har vi ikke, men den skal vi have. Vi skal balancere hvor meget der er teet
palCorCIbuSIncssIsomicnaccalcratenvitkelighedenBalance]l Rigtig meget af det der ligger i accelerate
er innovationer der er lavet fordi der har staet en ISS kollega ude hos en kunde som har haft et problem,
og p4 baggrund af det har man lost problemet. SEllaNMANIAVeHCIICICHANdCIIoSNINENECKSICIapPIOS
det er jo enormt tet pa core business. Og det er det vi gor i dag. Det skal vi gore. Si er der det der
hedder adjacent, som ligger ved siden af core business [Core Business].

Og sa skal vi lave det der hedder transformational. Og ideelt set skal vi jo bruge 60-70-80% af vores tid
pa transformational fordi 85% af det vi kommer til at lave heroppe det bliver aldrig til noget fordi du
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fejler vildt meget nar man skal lave sddan nogle store eksperimenter [Radical]. Eller ikke store, man
skal lave vilde eksperimenter = big and harry. Sé for at det balanceres skal vi bruge 60-70% af vores tid
her, og méske kun 10% af vores tid pa accelerate. Men den balance har vi ikke endnu, og den skal vi
ogsa have forhandlet pa plads med strategi og de der excellence board, fordi de skal sa lave nogle af de
andre ting[Definition].

Strategy:

11:23

13:35

14:42
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15:50 Jeppe: er det sa stadigvek jer der er followers, altsé f.eks. tager ud til de konferencer. Er det
stadigvaek jer 4 der sidder her (Corporate Garage).

Ulla: Ja. Den er vi ikke helt sa skarp pa endnu, altsd hvordan vi ger det. I udgangspunktet sé ja, sé vil
det veere os.

17:30

18:54
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Ambidexterity: 45:39 Jeppe: Hvordan ift. exploration og exploitation. Du havde lidt med core business
og nye ideer, hvor I har fokusen pa de her 60-70-80% som det ideelle.

Ulla: Vi har ikke sidan en balanced portfolio endnu, hvilket vi bliver nodt til at have. Den ene er den der

er6-18 maneder (adjecent) og det her er 18 og derud af [Balance]. Og for at komme i mil med noget i

det her transformational, sa skal du bruge rigtig lang tid pa det fordi det fejler rigtig meget af det her
oppe. Det her (core) behover du ikke bruge sa meget tid pa, fordi meget af det er sé tet pa forretningen,
at det er kendt stof. Sa der er en eller anden logik omkring balanced portfolio der. [Radical]
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en logik Vi skal have fil at hznge sammen [Balance]! Og vi skal ogsa have nogle af vores kollegaer i

forretningen til at forsta, at for at levere noget her, sa kraver det man bruger meget tid her [Radical].

Step 2: the coded parts of text represents various themes which are being discussed, leading to some
overall themes identified.

1. Codes 2. Discussed Themes 3. Themes Identified
- Innovation e Definition 1. Need for clear
- Strategy . differentiation between

innovations

2. Different strategies are
needed for core business, and
for more radical innovation.
3. Focus to be on radical

innovations

°
I o,
=%
(e
1)
=,

e Time
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Step 3: once there has been identified some themes, they work as the basic themes allowing grouping of
organizing themes, and further global themes.

1. Basic Themes 2. Organizing Themes 3. Global Themes
1. Need for clear Ability to balance incremental ~ Change
differentiation between and radical innovations

innovations

2. Different strategies are
needed for core business, and
for more radical innovation.
3. Focus to be on radical
innovations.

When the global themes have been established and verified, the thematic networks are in an explorable
format, allowing for interpretation of the themes.
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10.8 Appendix 8 — Members of Danish Food Cluster

Extracted from http://danishfoodcluster.dk/who-we-are/directory/
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10.9 Appendix 9 — List of companies in Scion DTU

The following list is extracted from http://sciondtu.dk/virksomheder-i-
forskerparken/?category%5B%5D=4&place%5B%5D=0

Master Thesis

Horsholm

Medtech CMC Consult A/S

CroxxMed

Eye-Go A/S

GenoKey

GoSeqlt

HB Medical

IMP Engineering

Jacobsen Pharma & Medtech Advice
Medical Prognosis Institute
Medicoindustrien

Medtronic R&D Diabetes Denmark
Particle Analytical

Rion Co., Ltd.

Scanex Medical Systems

Tracer Pharma

Visiopharm

Biotech ALK-Abello
Bavarian Nordic
Bioneer

ChemPartner

Chr. Hansen

Cytovac
DDD-Diagnostic
Ecron Acunova
Ellipse

Expres2ion Biotechnologies
FMC

Glycom

Gubra

MC?2 Biotek

Mipsalus

Parasite Technologies
Roche

Tannermedico
Unizyme Laboratories
Ventac Partners

Cleantech Clean Charge Solution
Cumulus
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Master Thesis

Dall Energy

Danish Renewable Energy A/S
Danish Waste Solutions

DHI

GL-Turbo International
SunTube ApS

ICT

2test

Bitdefender

CapNordic

Colding Consult

Comcores

Contica

Easy Speedy

Exit

Fugro Areal Mapping A/S
Ingenier Poul Colberg Olsen
Intravision

IT-Afdelingen

Kapow Technologies
Medodan

National Instruments Danmark
Smart Business Process Automation
Tangora Software

Tryg Consult

Wilta Shipping

Other

3P Third Party Testing
A-Apoteket

A-Mag Leasing P/S
Aktieselskabet Trap Danmark
Alert Systems ApS

Altoo Measurement Science
Anapa Biotech

Anemo Analytics ApS
AquaDania A/S

Bawat A/S

CIM Industrial Systems A/S
CiVi Biopharma A/S
Corporate Voice

Cre8tek

Dansk Gasteknisk Center
Danspray Consult
FirstMind

FluSens ApS, Denmark
Force Technology
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Master Thesis

Gemba Innovation A/S

Gemba Seafood Consulting A/S
Gitte Schreyer

Harald V. Lassen

Hertz & Co. Forsikringsmeglere
Inspicos

JJ X-Ray

Kirkholm Maskingenierer
Kragelund Consulting

Loudsoft

Lu Consulting

Madsamling

Mannaz

Marvell Denmark

MMF Consult

Muinmos

Mycometer

Norwerk ApS

Novitas Innovation

Opus

Pareta

Riemann

RQ Solutions

Sabic-Nordic A/S

Saxslab

SFK Food A/S

SQC / Skaanning Quality & Certification
Technoconsult

Theill Warming Rédgivning c/o Dall Energy
Thiirmer Tools

TRD Surfaces

Visiana

Whitebox

World Courier A/S

Lyngby

Medtech

AUDIENTES Aps
BalancAir Aps
Boel Nordic
Copac Aps
Daintel

DILI A/S

In.Tool ApS
Marg-Medical
MedTrace
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Master Thesis

Nanovi

OCTLIGHT

Plastisens Aps

RSPR Pharma

SpiroFriend Technology Aps
UniGroup

Unisense

Biotech

ArtScience

Caslo

Cortex Technology
ImmuMap Services
Intomics

Movesca

Cleantech

Ist Mile

Advice2u

Ballast Water Monitoring
Ceko

CEKO Aps

EKOVENT

ETEQ Venture

FOM Technologies

Fremsyn

Greenstream

Japan Meteorological Corporation
KNXsolution

LM Windpower

MASH Biotech ApS

Resen Waves

SBT Aqua

Similix

UniBio A/S

Urban Water

Vessel Performance Solution

ICT

Acarix

Agqoola

Arcanic

Authel Systems Aps
Axcon

B & R Industriautomatisering
Barrowa

Blue Access

Blue Position
ChannelCRM
ClearViewTrade
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Master Thesis

Comsol

Cookie Information
eBrand Services
EDR & Medeso
ESG Insight
FutureLink

Interweb Consulting
ISIS Papyrus Nordics
JRE

Konsolidator

Legind Technologies
Logos Logit A/S
Mindkey Software
Minuba

MobiLAB

Nexcom

Odeon

SKAARHOJ
SquidHub
Storybase.com IVS
Strusoft DK
Swantec Software and Engineering
Teknisk Lesning
TracTrac

Others

Bauritec I/S

Bifrost Communication Aps
Capres

Copenhagen Compliance
Copenhagen Nanosystems
CPC - Center for Product Customization
Cumulus Bio

CVA Elektro-optik ApS
Danfoss

Dethlefsen Communication
EcoSign

Epcos

Fluidan

Free Energy

Googly Fruit Aps
GreenHouselT

Guardian IP Consulting
Hermes Traffic Intelligence
Hybrid Kommunikation
Integration X
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Master Thesis

Intenz

Investor Asset Management
InvestorNet
Keystones

LEAP Technology
LED iBond
Lederskab

Matin Partners
Mind United

NIL Technology
Nordic Innovators
Northern VO
Novedas Mitas
obli-Q

Reliasset
ReTuneDSP
Saxocon

Secuyou Aps
Seed Capital
Siemens

SiteShop
Smartgurlz

Telco

TJ Management
Trafitec

Waves Education
Weel & Sandvig
Ortoft A/S
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10.10

Extracted from http://thecamp.io/our-heroes

DIQVCIDOlNT

LavaPoint
kil@lavapoint.dk

Lavapoint is a dedicated IT-agency
dedicated to internal and external
sorporate communication solutions.
he work is mainly on modern mobile
intranet solutions for ambitious
istomers. Lavapoint has developed a
:andard platform for portals, primary
dedicated Corporate Intranets.

]
DRUGSTARS

|G BY TAKING

DrugStars
cm@drugstars.com

DrugStars is creating a global
movement of patients that are
#GivingByTaking. Just take your
medicines as prescribed by your
Joctor, an use the DrugStars app to
ctivate donations to health charities
for fee.

Kring

We believe that the most human-
centric companies will end up
dominating the markets they operate
in. We believe that innovation will
create an abundance of well-being,
health and affluence. And we believe
that succesfull leadership is about
facilitating co-creation of this. That's
why we talk about People, Planet &
Profit.

AIRSHIP ONE

Airship One
lei@airship.one

We believe in a world where great
technology drives humanity toward
the stars and solves even the most
urgent global challenges. As mankind
steers towards new horizons, we
empower people each step of the way
by creating disruptive technologies
that help navigate this ever-changing
society and give you more “TIME TO
BE HUMAN. ™

edison law

Edison Law
kh@edisonlaw.dk

Kristian from Edison Law works with
already funded start-up companies,
and specialises in the internet,
software, fintech, biotech and
medtech industries

mpnsido

Monsido
Jjo@monsido.com

Monsido makes it easy to maintain
your website with a comprehensive
online tool which contains everything
you need for complete web
governance

Appendix 10 — List of companies in The Camp

aqubig

Aqubiq
peter.nortoft@aqubiq.com

We help people reduce water waste
through intelligent technology.

'
FINN KOLLERUP‘/

fangiole innovation

Finn Kollerup
finn@finnkollerup.com

Finn Kollerup creates systematic and
tangible innovation strategies and
implementation, through projects,
events and knowledge on a global

scale

nownow

now now
charlotte@nownow.dk

nownow transforms strategy-reports
into one overall picture covering the
most essential parts of the strategy
such as vision, mission, values and
strategic focus areas. It gives you
navigability, magnetism and clear
communication. nownow offers a
repertoire of visual support such as
graphic facilitation, visual tool design
and visual crash courses.

Master Thesis

ERHVERVSPSYKOLOG

Dorte Adamsen

Erhvervspsykolog Dorte
Adamsen
dir@dorteadamsen.dk

Dorte Adamsen is a business
psychologist who specialises in
management, communication,
cooperation, organisation and

business development

\VWUXUS

Wuxus
kk@wuxus.com

Wuxus is an online marketplace and
infrastructure for road freight
transportation. Here haulers and
transport buyers can easily and
directly find each other without the
need of brokers. As transport buyer
you can easy find and book
transportation for your goods online
and direct. As a hauler you can show
and market your free capacity
regardless of where your trucks are on
their route.

Q
/eusolutlon

Riisolution
tr@riisolution.dk

Riisolution creates pre-build websites
and tailor-made design solutions for
Wordpress, Joomla etc, to help you
create a visual identity, which suits

your company best
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TripMe

TripMe
info@tripme.dk

TripMe offers a unique cloud service
for the travel industry including an
app for travelers. Our service is a
valuable tool to improved customer
service, effectiveness, and increased
revenue.

Ecofleet
Stig.lyngsie@ecofleet.com

Ecofleet is committed to reducing the
transportation costs of companies, by
optimising procedures and
effectiveness. Ecofleet installs GPS
transponders in each vehicle to
monitor transport patterns and
optimise their paths

Y- UNICONTA

Uniconta
info@uniconta.com

Uniconta is Erik Damgaard’s new,
lightning-fast cloud-based ERP system

AUTOWISE

UNDED BT SAXO PRIVATEANK

AutoWise
swj@autowise.dk

We call ourselves AutoWise because
we have an in depth understanding of
both cars and economics, and is
therefore your solution for new and
used premium cars.

e ANYWARE.SOLUTIONS
connected living

Anyware Solutions
info@anyware.solutions

Anyware Solutions has created an
ultra-small lamp socket, which turns
your lamps and home, into a smart-

home. It can detect sound,
temperature, humidity as well as light.

“ EVERYONE

% Print

Everyone Print
tavs@everyoneprint.com

EveryonePrint is revolutionising the
printing industry by making it easy
and accessible to print documents in
high quality from any device, even
your smartphone. If you know how to
email or browse on your phone, you
know how to print!

Your Business
rene@yourbusiness.dk

Yourbusiness is a Full Service
Communications Agency who
specialises in online marketing, PR
management, website development,
SEO and strategy development

liveboox

Live Boox
cd@liveboox.com

Liveboox.com is an online Danish
book service for e-books and audio
books within every imaginable genre

CHOKER

DESIGN STUDIO

Choker Design Studio
studio@chokerdesign.dk

Choker Design Studio is a creative and
quality conscious graphical partner
for your company's visual
communication. Kickstart your
company'’s visual communication for
both online and offline media!

@
" Innocate

\ W/ innovate | educate

Innocate
gitte@innocate.com

Innocate creates innovative health
promoting interactions between
professionals and patients/citizens.
We provide competence development
and use design thinking to develop
dialogue tools in the public health

sector and medical industry.

F
QUBANKING

NewBanking
cvl@newbanking.com

Newbanking is a combined payment
and KYC/AML platform, which makes
it easy and cheaper to comply with
international and local regulation.
NewBanking operates across almost
all boarders, currencies and major
card schemes in the world.

Intrata
gitnielsen@gmail.com

Gitte Nielsen from Intrata is a business
psychologist who specialises in
management, communication,
cooperation, organisation and

business development

Master Thesis

Dansk Drone Kompagni
hans@dronekompagniet.dk

Dansk Drone Kompagni delivers drone
footage for all occasions. Need to
inspect a windmill or building visually?
Or do you need areal footage for a
commercial or a project? Dansk Drone
Kompagni does it all

LENEO

LENEO
peter@leneo.io

LENEO provides a digital platform for
handling leasing-deals online. The
platform is completely scalable, and
handles all types of leasing

QU= I=-IT

Queue-it
ley@queue-it.com

Queue-it is a virtual waiting room
system designed to manage website
overload during extreme end-user
peaks.

North Tech Group
North Tech Group is exploring and

developing ideas in the FinTech and
LegalTech spaces.
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10.11 Appendix 11- List of Companies in Cortex Park
Extracted from http://www.syddanskeforskerparker.dk/index.php?id=16
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