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ABSTRACT

This study explores the innovation management of acquisition and dissemination,
technological and radical, of product ideas. The nature and value of community learning
are explored through four functional communities’ interpretation and sense-making of
their own, and other communities’, practices associated with innovation management.
An earlier research study, literature and an initial set of focus group findings, were used
to identify four key themes: sub-cultural values, innovation goals, organizational
enablers and barriers, and community learning outcomes; linked to functional
communities’ engagement with an informal innovation community. A combination of
frameworks, i.e. ‘communities of practice’ (CoP), organisational and cultural, are

reviewed, and an initial community learning process model constructed which 1s

subsequently used to explore the four themes.

Central to this study is the interpretative ethnographic approach and the adoption of a
single case participatory action research methodology, which is underpinned by the
practice of grounded theory. The critical roles of the researcher and co-researchers are
discussed, highlighting the importance of multiple methods of observing and collecting
data: focus groups, interviews, observation, action workshops, collection of hall-talk,

and documentation such as e-mails, memos, project notes and strategy documents.

The functional communities’ value orientations are important to understanding their
perceived and expected roles within innovation communities. Changes in the nature of

the communities’ interpretation of customer value are discussed together with an

apparent increased role ambiguity.

Communities’ outcome criteria associated with the innovation community are explored

with a specific focus on performance, attitudinal and behavioural outcomes. The
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findings attest to a strong link between the expected outcome measures and

communities’ mutual expectations of other innovation community members.

Community environment and its impact on CoP are explored through the practices of
collaboration, conflict and innovative leadership. The initial findings suggest that the

‘state of trust’ between communities is directly related to the leadership style and the

collaboration between members.

The principal contribution of this study was to the development of a community
learning process model, which mapped their identities, practices and meanings
associated with the innovative initiative and the interrelationship between sense-making
and practices. The communities’ ‘legitimacy of contribution’ in the case of the
initiative was determined by their perspective of customer value orientation and the
sense-making of their own, and others’, practices. These practices, the research
suggests, were influenced by their symbolic interpretation of the shared innovation
goals of the innovation community. This research attests that perceived value
orientation is directly linked to communities’ practices, and the prospective sense-
making of the relationship between practices and outcomes. Hence, desired value
orientation is indirectly related to role ambiguity and functional community engagement
with innovation communities. Future research needs to differentiate between desired

and perceived value orientation and actions.
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CHAPTER 1: INTRODUCTION

1.1 Introduction

This research study explores the social theory of learning pertaining to communities
engaging in the pursuit of organisation-wide innovative initiatives. Particularly the
problems and issues of social participation of these multiple formal functional
community members to any informal innovation. ‘Communities of Practice’ (CoP)
focused on the creation, development and delivery of new customer-valued products,
when their membership of their respective functional communities and the associated
identities, practices and meaning are sometimes at odds with those espoused by the
innovation community. To provide an initial context to this study, this chapter
undertakes an initial literature review to help ground both the theoretical and practical
perspectives of innovation management research. A short section details and discusses
the organisations, the industry and the author’s personal interests concerning the
research topic. The research aim then establishes the initial boundaries of the study, and
the subsequent four research questions explore further the relationships between the
emergent research themes, from early focus group sessions and secondary research.

Some speculative learning outcomes are advanced and a structure 1s presented for the

following seven chapters.

1.2  Introducing the Topic

Since the 1960s the academic community has become increasingly interested in
investigating the determinants of new product success (Craig and Hart, 1992; Jones,
1997; Ernst, 2002). The approaches taken, however, have been numerous, resulting 1n a
body of literature that is both complex and confusing, and it has been the task of a
number of researchers (Craig and Hart, 1992) to attempt to gather these together, with

the help of meta-analysis, to provide some generalised findings. As a consequence of

these researchers’ efforts, innovation management research has arrived at some



generalised factors associated with the success or failure of New Product Development
(NPD), such as: firm culture; experience with innovation; the act of change;
multidisciplinary teams; and the collective characteristics of innovation processes
(Cooper, 1982; Rothwell, 1992; Crick and Jones, 1999; Van de Panne et al., 2003).
Subsequent research has endeavoured to benchmark these, and other factors, within
specific industry sectors and/or national cultures (Clark et al., 1991; Guimaraes and

Langely, 1994; Dorabjee et al., 1998). Although the dynamics of the marketplace and

industry sector do influence product success or failure (Cobb et al., 1998; Hyland et al.,
2001), they do not explain why some product developments fail, while others succeed,
in organisations within the same industry — but internal dynamics might. Research is, at
last, recognising the situational uniqueness of these organisations (Craig and Hart,
1992), both in their internal dynamics (organisational structure, culture and processes)
and their interrelationship with the external environment. Hence the ongoing interest by
researchers in exploring organisational and, specifically, formal and informal
communities, dynamics and the influence these have on the innovation process. Such
factors include: conflicting criteria (Dornblaser et al., 2000); sponsorship (Mushin and
Kiyong, 1994); formalisation of new product processes (Cooper, 1975); and group
cohestveness (Van de Ven et al., 2000). The use of the terms ‘community’ and ‘group’
are used interchangeably within this thesis. The use of one or the other, is based on
either the original source of the construct, the common usage within the case
organisation, or an attempt by the author to ground the research findings within existing
academic texts. Studies on NPD success and failure may not entirely agree on the

relative importance of internal or external factors, but an increasing number of studies

recognise the increasing importance of uncertainty and ambiguity in shaping

organisational events (Dougherty, 1992).

Research on the effects of uncertainty and ambiguity (Angle, 2000; Ashill and Jobber,

2001) has suggested that organisations operate within rapidly shifting environments,



one in which information is often incomplete and ambiguous (Chapman and Hyland,
2004). McKenna (1999) argues that managers are subjected to increasing pressures
arising out of these complexities. At the same time, it is commonly accepted in business
(Sahdev and Vinnicombe, 1997) that managers receive the least amount of formal
support, in terms of training and development, to manage these significant
organisational and personnel transitions, and are unclear about their roles and

responsibilities during these periods of uncertainty and ambiguity (Sahdev and

Vinnicombe, 1997).

To make sense of managing innovation in this uncertain and ambiguous environment,
organisations and managers need to interpret how this complexity (Porter and Smith,
2005), changing organisational context and increasing disparity between organisational
and group-based goals, influences innovative initiatives. There i1s a growing body of
research (Appelbaum and Goransson, 1997; Conrad and Poole, 1998; Poole and Van de
Ven, 2000) which concludes that industries are not short of ideas for change, but are
uncertain about the means by which to undertake them. The same factors that create
unique differentiators for organisations and allows them successfully to compete in
highly competitive marketplaces (Craig and Hart, 1992; Doyle, 1995), also increases the
complexity of this innovation process, and its subsequent management. To make sense
of this complexity, it has been suggested that organisations must learn, adapt and
change their processes (Aram and Noble, 1999). But this learning activity involves other
members of the organisation, as they attempt to draw on their own and other
communities’ experiences of successful innovative practices, and apply them to existing
problems. These innovative practices are embedded in the communities’ interpretative
systems (Fiol, 1995) and then used to attribute meaning to the others’ collective actions

and resulting outcomes, and this influences their thought worlds.



These thought worlds reflect the social world, as they perceive it, and are the implicit
rules by which they attribute meaning to their position and task within the organisation
(Rafiq and Saxon, 2000), a relationship which will be continually referred to in this
thesis. Functional communities like Sales, Marketing, Research & Development (R&D)
and senior management, have strong perceptions of their position and task within an
organisation (Kwantes and Boglarsky, 2004). Community thought worlds are implicitly
and explicitly communicated to other communities through their value orientations
(Dougherty, 1992). Because these value orientations describe how individuals or
communities feel the world should work, or how they would like it to work, they infer
general standards of conduct and expected collective actions for themselves and others
(Bates and Chen, 2004). These value orientations will, therefore, influence both their
own and other communities’ collective actions, particularly the interactions between
them (Storey, 2000), because they reflect their perception of what innovation 1s and how
it happens. Community interrelationship research (Ashill and Jobber, 2001), associated
with innovative processes, has become increasingly marked over the last fifteen years
(Jones, 1998; Holland et al.,, 2000) for its interest in quantifying the associated
organisational contextual factors and community dynamic issues. Some of these
innovative processes require functional community members to work together in very
formal communities, where their role is explicitly defined. However, there are other
instances where more informal communities are created around specific joint
enterprises, such as acquiring and disseminating product i1deas or attaining knowledge
and learning. These ‘Communities of Practice’ (CoP) (Wenger, 2000) have active
participants focused on social communication, and on constructing new identities
surrounding these joint enterprises, and so share their expertise and passion. The CoP
literature (Morgan, 2006; Wenger, 1999) refers to ‘engagement’ as a term to suggest the
dedication or application of an individual or communities to a particular act, but other

organisational literature uses the term ‘commitment’, these two terms are used

interchangeably within this thesis to denote the same meaning.



Some of these community interrelationship studies (Craig and Hart, 1992; Larson and
Gobeli, 1988) have hinted at interaction effectiveness being largely influenced by their
dynamics and task design. Community dynamics, measured in terms of psychosocial
traits and internal processes (Cohen and Bailey, 1997), are key elements in determining
their collective actions, and subsequent effectiveness, for any given task. Community
psychosocial traits are determined by their norms and thought worlds. Key to each
community’s norms and thought worlds, associated with any innovative process, is the
interpretation, sense-making and commitment they have towards it (Hackman, 1986).
This sense-making and resultant learning helps communities to construct a relationship
between present outcomes and past collective actions (Conrad and Poole, 1998), and is
often referred to as experiential learning (Van de Ven et al., 1999). Each community’s
experiential learning i1s highly subjective (Levitt and March, 1996) and socially
constructed, and made up of their interpretation of their own and others’ collective
actions, and any resulting outcomes. These community interpretative systems encourage
value orientations which promote the collective actions that are most likely to produce
positive innovative outcomes, storing these away as positive experiences (Van de Ven
et al., 1999). But negative experiences from collective actions, resulting in innovative
loutcomes that are markedly different from those expected, are likely to challenge a

community’s interpretative system and promote 4 change in their thought world.

It has been suggested that success in innovation management for the 21st century will
be about facilitating this community experiential learning process, by creating the right
conditions for them to succeed, rather than trying to manage their collective actions
(Holland et al., 2000; Warren, 2003). For the rest of this thesis the use of ‘sub-cultures’
and ‘communities’ as terms to describe a collection of people sharing similar thought
worlds, are used interchangeably. Each functional community in this study shares more

than the same thought worlds; they share similar functional and professional



competencies, skills and training, the significance of which is explored in Chapters 2

and 5.

The environment for NPD is often complex, uncertain and ambiguous; failure is as
common as success, and the management of product, radical or technological
innovation processes, 1S beset with problems associated with community dynamics,
internal processes and changing goals. Early focus group sessions in the case study
organisation supported these identified research themes and the value of a research
study to explore the issues surrounding the management of an innovative initiative. The
innovative initiative sought to address a particular NPD problem - the acquisition and
dissemination of product innovative ideas — one that is fairly common throughout this
organisation type (Brookbank et al., 1999; Angle, 2000). The research involved the
study of four functional communities (Marketing, Sales, research and development
[R&D], and senior management) within one UK manufacturing organisation, divided
into four separate business units, between 1997 and 2000. These business units had
different products and marketplaces, with identifiable personnel associated with them.

Each unit also had separate objectives relating to their business and market goals. The

study initially focused on one of these units.

The empirical data was collected using observations, workshops, focus communities
and interviews, and the research methodology underpinning this was an interpretative
ethnographic approach, which allowed the researchers to study the cultural dynamics of

innovation management. The research methodology is discussed in greater detail in

Chapter 3.

1.3  Origins of the Research

The interest in this innovation management research study originated from earlier work

undertaken for the author’s MA dissertation (Brown, 1997). This study looked at the
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issues of innovation management, as discussed in Peter’s (1994) publication, Crazy
Times Call For Crazy Organisations, and his earlier research findings with Waterman
(Peters and Waterman, 1982), particularly those factors contributing to success in
selected US organisations. The latter study, by Peters and Waterman (1982),
investigated the association of organisational success to seven identified organisational

factors: staff, style, structure, skills, system, strategy and shared values.

The author’s study (Brown, 1997) explored these seven factors within the context of one
organisation and identified a number of potential issues for innovation management
associated with shared values. The study (Brown, 1997) suggested that the functional
community’s differentiated values, concerning how an organisation could be successful,
were related to their interpretation of customer orientation and the means by which they
and others could create, develop and deliver superior customer value. Communities
were found to adopt one of two approaches: a short-term perspective addressing the
expressed customer needs; or a longer-term perspective attempting to develop products
and services to address the latent customer needs. This differentiated interpretation of
both what customer orientation is and, importantly, how to deliver it, could create
problems concerning communities’ collective actions surrounding cross-functional
product innovation activities. This interested both the senior management of the
organisation and the author, due to the recognised importance of customer orientation to
business performance (Jaworski and Kohli, 1993). Subsequent discussions with senior
management suggested that a research study investigating communities’ value
orientations, expectations and sense-making of their own and others’ collective actions
associated with NPD, could provide useful insights for both the management and the
wider research community on increased effectiveness of innovation management. The
author proposed to the organisation that this initial research topic should be broadened
to include other community dynamics known to influence their collective actions and

innovative outcomes (Cohen and Bailey, 1997). This links with the suggested literature




from the section above, 1.e. that internal dynamics might be a significant factor

determining success or failure of NPD. The next section discusses the author’s personal

Interest in this research study.

1.3.1 Personal Interest

The author trained as an engineer, and only in his thirties did he progress to
management, and then to becoming a marketer. As an Engineering Manager, the author
had been confronted with the problems of innovation management within the NPD
environment, the difficulties of fostering collaborative relationships with other
functional communities, the conflicts arising from their different value orientations, and
the 1ssues related to their sense-making of their own, and others’ collective actions on
cross-functional product innovation activities. As a consequence of this, the author
undertook an additional period of study at Middlesex University Business School
(MUBS) to gain additional management skills; part of which was a dissertation based
on his own manufacturing organisation. The initial study (Brown, 1997) had been
exploratory research into the broad issues of innovation management within his
organisation. The results of this study, presented before the senior management of the
organisation in question, gave rise to significant interest in a follow-up study. Such a
study would focus particularly on the innovation management of NPD and explore the
rescarch themes of community value orientations, mutual expectations, internal
processes and their sense-making. The author was keen to undertake this research and
approached his original dissertation supervisor to request his help in enrolling for a

research doctorate at MUBS. For the author, the rewards for undertaking this research
study were an opportunity to study, under the guidance of his Director of Studies, a
unique innovation management problem that would provide the opportunity to deliver

knowledge, skills and learning to the author and his organisation, and contribute to the

overall academic NPD knowledge base.



1.3.2 Organisational Interest

At the beginning of the 1990s, the case organisation’s product lines were market
leaders, revenue and profit were growing, and the organisational environment was both
creative and innovative. In the early 1990s, as the global markets became increasingly
competitive and price sensitive, competition steadily increased in all territories. Product
issues like ‘time to market’, ‘works cost’, ‘product quality’ and ‘competitive advantage’
became the significant factors determining this organisation’s success. As shareholders’
expectations on revenue and profits became increasingly important, management cut
costs; for example, R&D, training and development, and general recruitment.
Consequently, the more creative and innovative employees left to join businesses that
had well-funded R&D programmes. The actions of the organisation suggested that they
were focusing on short-term cost savings and not on long-term investment in products
or people. This was evidenced by the observed scaling down of most departmental
budgets, limiting marketing expenditure on market intelligence gathering and general
resource cutbacks, such as not replacing people who left. The senior management in this
organisation were increasingly called on to motivate the employees to action, but felt ill-
equipped to do so (see Chapter 7). General organisational activities, such as team
building, mission and vision workshops, and strategic planning, had been tried, but
these initiatives had few positive outcomes. One positive step the organisation made

was to provide both financial and moral support for this research study.

1.3.3 Industry Interest

The uncertain economic climate and emerging global marketplace has resulted in
organisations re-evaluating how they function (Appelbaum et al., 1999). Firstly, how
the organisation orientates itself in the marketplace, their positioning and values, against

their nearest competitors; and secondly, how the organisation creates, develops and

delivers superior customer value, discussed earlier in section 1.2. Over the last ten to



fifteen years, downsizing has been used as a strategic option for many organisations
(Appelbaum and Donia, 2001). These organisations are striving to reduce costs and
increase efficiency, and the most common way to reduce costs, as perceived by senior
management, 1s to reduce the number of employees (Buchanan, 1997). However, a
survey by the Society for Human Resource Management (Conrad and Poole, 1998)
suggested that downsizing in organisations only resulted in 29% of them achieving any
increased efficiency. More distressing than this lack of efficiency outcome was that in
62% of the organisations lower morale was recorded, resulting in increased absenteeism
and voluntary job turnover. The continual use of downsizing to achieve short-term goals
when the organisations are faced with longer-term problems will, almost always, result
in failure (Appelbaum et al, 1999). These downsized organisations, with their
disaffected workers and middle managers, are unable to fulfil their longer-term goals,
those goals expected by their loyal customers and shareholders (Conrad and Poole,
1998). Their customers expect the continual improvements in goods and services that

result from innovation (Heller, 1996). Customer research proposes that:

‘.. . customers will be inclined to maintain their relationship
only if the firm maintains its market leadership, both in

exceptional service and in its innovativeness’ (Kandampully
and Duddy, 1999:51).

With the uncertain global marketplace and increasing global competition, maintaining

an existing product range, by enhancements, 1s no longer sufficient to keep market

leadership. Kiernan observed that:

‘It has become tougher and tougher to generate competitive

advantage by simply doing the same old things a little bit better
. . . A single innovation or advantage is never enough. You

must keep generating new innovations faster than your
competitors can copy the last one’ (1995:47).

10
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This 1s a reference to the longer-term organisational problems concerning the
development of new products. Management are under severe pressure to innovate
effectively, to balance up the shorter- and longer-term requirements of product
development. However, management are also under pressure to meet ever stricter
financial remits from the different organisational stakeholders (Bechtold, 1997):
shareholders to deliver revenue and profits; customers to deliver on expressed needs and
longer-term latent needs; and from employees to provide security and development
(Baruch and Hind, 2000). Organisations are constantly having to re-evaluate how they

function, and their management are being pressurised into making changes:

‘It is an accepted fact today that change is constant. Change has
become the nature of things . . . an enormous amount of
management’s time and energy 1s invested in changing,

transforming, or revitalising today’s organisations’ (Galbraith,
1997:87).

The outcomes of these changes are being increasingly measured on short-term based
metrics, revenue and profits in the current year (Brown and Eisenhardt, 1997), and not
on the higher risk longer-term product developments. This underlies the increased
rescarch on NPD processes and innovation management, and the interest from
organisations and industry in its focus and application to their real-time problems
(Jones, 1998; Warren, 2003). Of particular interest is the key problem of managing
product 1nnovation 1in Increasingly uncertain and ambiguous organisational

environments (Angle and Van de Ven, 2000), where this only increases the complexity

assocliated with high-risk NPDs.

The next section collates the research background, stated above, into a broad research

aim, and then breaks this down into four specific research questions.
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1.4 Research Questions

In section 1.2 above, the origins of the research study have been discussed together
with the motives behind this study’s research aim. The research aim was to explore the
four functional communities’ interpretations and sense-making of their own and others’
identities and practices associated with the management of an innovative initiative, and
the innovation community created with the express purpose to support this. To then
better understand the level of engagement of these formal functional community
members with this informal innovation community, and any other organisational

enablers and barriers to this, at the sub-cultural and organisational level.

By conducting 1nitial focus group sessions at the case study organisation, reflecting on
the findings from an earlier study (Brown, 1997) and reviewing additional relevant
literature four themes were initially identified. These themes were slightly re-written to
provide four research questions that were then used throughout the duration of the study

to stimulate further analysis and theory development of the original research aim:

* What 1s the relationship between the communities’ value orientations,
concerning the creation, development and delivery of superior customer values,

and their thought worlds concerning the innovation community? (Chapter 4)

= What is the relationship between the communities’ expectations of the

innovation community and their implicit psychological contracts with each

other? (Chapter 5)

* What are the organisational enablers and barriers influencing communities’

engagement with the innovation community? (Chapter 6)

12



» What are the communities’ interpretation and sense-making of their own and

others’ collective actions, and the resulting innovative outcomes associated with

the innovation community? (Chapter 7)

This is not a thesis that starts out with a deductive framework, but instead adopts an
inductive approach to the collection of empirical data, and uses this to map the
communities’ socially constructed realities; creating and developing constructs and
causal relationships to explain their subsequent sense-making. It is these that were
captured in the community-learning process model and then presented, during the study,
to the communities to elicit feedback, to reinforce or modify any of the constructs and

develop additional interpretations of the causal relationships between them.

1.5 Expected Contributions of this Research Study

This research study adopts an interpretative ethnographic epistemology to explore the
social construction-ism of both their own and other functional communities’ sense-
making, interpretation of the innovative initiative and their engagement with the
informal innovation community. By studying the different functional communities’
perceptions and collective actions, and using a participatory action research (PAR)

methodology to develop these, the author expects to contribute to academic and

business knowledge in the following five areas:

* A community learning process model that maps the interconnectedness of the
functional community members’ interpretative systems, values, goals and

T

actions concerning their engagement with an informal innovation community;

= An 1msight into the functional communities’ meaning associated with

membership of the innovation community, how they interpret the

13



inconsistencies and ambiguity associated with communities’ behaviour, against

their own symbolic interpretation of the innovative initiative;

= An insight into the reasons for the differentiation of the functional communities’
value orientations, and the critical role that professional orientation plays in their

sense-making of any joint enterprise associated with the innovation community;

* An insight into the situational uniqueness of organisational enablers and barriers

and the challenge this presents to these formal and informal communities;

= An insight into the functional communities’ engagement with informal
innovation communities, where the level of engagement is implied by the shared

activities, experiences, identities and relationships they hold in concert with

others.

Through the use of interpretative ethnographical approaches in the collection, analysis
and emergence of social constructs and causal relationships associated with formal and
informal community interactions, the author attempts to achieve a level of analytical
generalisation. Analytical generalisation endeavours to demonstrate the applicability of
the social constructs to a wider range of innovation management problems in other
organisations. The author discusses this more general outcome of the study in Chapter

8, and leaves 1t to the reader to come to their own conclusions.

1.6 The Structure of the Thesis

The structure of this thesis reflects both the iterative process of theory development and

the underlying ‘grounded theory’ research methodology adopted.
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Chapter 2 provides a broad introduction of the main literature areas relevant to the
research aim and the questions identified in section 1.4. An initial community learning
process model was developed and presented as a result of the initial literature review
and early focus community research examination. As a result of analysing the primary
data and subsequent changes in this model, additional literature is reviewed in the

following chapters and links made between these and the research findings.

Chapter 3 discusses the interpretative ethnographic research approach, within which the
author adopted other research methods to explore and review the emerging research
themes and causal relationships: case study, PAR and grounded theory. A research
process pathway is presented to reveal the experiential learning nature of the
development of both the research themes, and the community learning process model.
Each of these was examined in terms of the contribution it made to the rigour,

relevance, reliability and validity of the data collection, the review of this primary data

and the research findings.

Chapter 4 explores the first research question, studying the communities’ value
orientations associated with creating superior customer values. The communities’
perceived and desired value orientations were explored to interpret their subsequent
customer-valued collective actions. Increasing value discrepancies between their own
and others’ perceived and desired value orientations, were examined to relate these to
both their changed perceptions of the means of creating superior customer value and
their customer-valued collective actions towards the three observed innovation

processes. Finally, the community learning process model was reviewed and modified.

Chapter 5 explores the second research question, examining the relationship between
the communities’ expectations of an innovation process and the implicit psychological

contracts with the other communities. Three outcome measures were evaluated:
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performance, attitudinal and behavioural. Relationships and additional themes were

suggested. The community learning process model was reviewed and modified.

Chapter 6 explores the third research question, examining the internal process factors
that emerged from the previous two chapters and their influence on the issues of
innovation management. Three factors in particular were explored: collaborative
relationships, affective conflict and innovative leadership; and the influence these had
on the collective actions associated with the innovative initiative. The community

learning process model was reviewed and modified.

Chapter 7 draws on the community learning outcomes arising from their own analysis
of the communities’ collective actions—outcomes relationships, and the part that
retrospective and prospective sense-making contributes towards community meaning.
Since this is closely related to the communities’ customer-valued collective actions, the

literature on this topic was reviewed and appropriate theories 1dentified. The community

learning process model was reviewed and modified.

Chapter 8 draws the chapters of this thesis together, and concludes on the issues of
interpretation and sense-making in innovation management, the overall importance of
engagement on all other themes within the community-learning process model, and the

importance to innovation management. The chapter concludes with the contributions of

this research to academia and business practitioners.

The next chapter, Chapter 2, explores the current research knowledge associated with

the initial research aim and provides an important grounding for the rest of the thesis.
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CHAPTER 2: INNOVATION MANAGEMENT RESEARCH

2.1 Introduction

This chapter explores the initial grounding of this research study within the body of

innovation management and NPD research literature, suggesting that it occupies one
particular stream of literature on innovation process management. But underlying this
innovation process is a social process, and the author explores the social participation of
the many different sub-cultures found in any organisation. The author explores these
community members’ thought worlds, values and expectations and the organisational
barriers, and suggests how these influence their learning and belonging to both formal
and informal communities. Existing organisational learning models associated with

knowledge transfer are discussed and an initial community learning process model is

developed.

2.2 Innovation Management Research

In the introduction to the research study (section 1.2), the author discussed the broad
problems and issues associated with innovation management in uncertain and
ambiguous environments. Innovation management research is the study of change
management; changes that can include administrative, product, technology and just

about any other facet of the business environment. But for this research study, the focus

1s on product development based innovations.

Innovation management research in the 1990s focused on the ability of organisations to
innovate, determining the organisational contexts that enhanced or impeded the
generation, diffusion and adoption of innovation (Warren, 2003). Karakaya and Kobu

(1994) summarised these broad areas of innovation management research associated

with product development, into six principal themes:
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Innovation antecedents — research considers what causes innovations to be successful

or fail;

Innovation strategy-performance relationships — study of the relationships between

different types of innovation strategy and their performance or success;

Innovation benchmarking — an attempt to measure an organisation’s innovation

processes or capabilities against others;

Normative innovation models — studies have developed mathematical models to

predict likely innovation success or failure;

Single factor-innovation performance relationships — studies examine the effect of a

single aspect of innovation to overall innovation performance and success;

Innovation process — studies examine the most effective innovation processes,

comparing the advantages and disadvantages of having formal or informal processes.

This last innovation management research theme focuses on the evaluation of the
innovation process, particularly examining how such processes work and their
subsequent effectiveness (Angle, 2000). The author’s research study broadly fits into
this research area, as the research aim was to identify the problems arising from these
communities’ management of an innovative initiative., In the research literature
generated by writers from R&D, marketing and management areas, three terms are
commonly used to describe the process by which a new product is developed: these are
‘NPD’, ‘design’ and ‘innovation’ (Craig and Hart, 1992). In this study, these terms are

used interchangeably, reflecting the original term used from the source, whether that is
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academic or participant. A useful definition of innovation, provided by Spence, suggests

that:

‘An 1nnovation might be something, which has never
previously existed. Conversely, it could be something quite
new to our own personal situation or capable of having a fresh
use at the time that we become aware of 1t’ (Spence, 1994:25).

Innovations sometimes result in new products and others result in new processes, while
others still result in new organisational structures. Because of the focus of this study, the
innovation management literature review has been narrowed to that specifically on

NPD, as the expected outcome of the innovative initiative studied would be new

products.

Organisations are being forced to turn to NPD to ensure survival (Craig and Hart, 1992).
But the NPD process, and its associated innovation, cannot be simply switched on or off
when the organisation or manager wishes, as it is a continuous process requiring long-
term commitment (Jones, 1998). This suggests the first of many areas of conflict for
businesses — the balancing of short- and long-term objectives (Jashapara, 1995).
Managers and academics have acknowledged that the long-term survival of
organisations requires the balancing of these two perspectives (Gupta et al., 1986;
Gupta and Wilemon, 1996; Ernst and Teichert, 1998). Yet in many organisations it has
been observed that the concept of shareholder value creation, often considered as the
ultimate objective of an organisation, is interpreted by many managers as the need to
focus on short-term profitability at the expense of long-term investment, specifically

regarding the organisation’s commitment towards NPD (Ernst and Teichert, 1998).

Gupta and Wilemon’s (1996) study surveying 120 R&D directors from technology-
based organisations in the US, suggested that 79% of participants clearly felt that the
pressure for short-term incremental results was increasing, and 76% admitted that

funding for higher-risk basic research was becoming more difficult to obtain and justify.
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Balancing this conflict between short- and long-term objectives requires an organisation

to:

£

. manage effectively for today while simultaneously

creating innovation for tomorrow’ (Drongelen and Weerd-
Nederhof, 1999:398).

The longer-term commitment to riskier NPD and its associated innovations are no
longer an option for manufacturing organisations (Laugen et al., 2005). Economic
survival is now dependent on developing new products to meet the ever-increasing
competitive challenges of the domestic and international markets (Warren, 2003). This
pressure is forcing organisations to re-examine their NPD processes, to reduce time to
market, to gain access to new technologies and develop more and better products
(McGrath, 1996). This conflict between the shareholder value drivers to maintain short-
term revenue against the importance of long-term commitment to NPD to safeguard

future survival only adds to the perceived complexities associated with NPD

management.

2.2.1 NPD Process

Despite the increasing levels of internal complexity associated with NPD, mostly related
to the increasing sophistication of the products being developed and the prioritisation of
short- and long-term tasks, it has only recently been recognised that NPD, and its
associated innovations, is a process (Song et al., 1998). The NPD process is not a single
function activity, but a multi-functional activity demanding closer collaboration and co-
ordination of these separate functions (engineering, marketing, design, finance and
manufacturing). So important is this cross-functional collaboration to NPD success, that
significant research has been focused on the issue of cross-functional integration (Kahn,

1996; Rafiq and Saxon, 2000; Kahn, 2001). But, this cross-functional integration 1is
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dependent on process integration: how the different stages of NPD are integrated (Craig

and Hart, 1992).

Since the 1960s, the simple first generation NPD process models, based on the
sequential process of product development (i.e. idea, design, implementation and
manufacture) (Tidd et al., 1997), have steadily developed; in the early stages because of
the NASA challenge (Jones, 1998), but latterly because of the interest in improving
NPD performance. This created the need for a second generation model, ‘stage gate’
(Song et al., 1998), that considered events and stages in the NPD process to be linked or
‘coupled’. However, this still represented developments as sequential and bounded.
These sequential activities create hold-ups in the developments, waiting for
management approval or commercial evaluation, which :[hen slowed the overall ‘time-
to-market’ of the resultant products. Therefore, a third generation model was developed
which allowed overlapping processes (Song et al., 1998), still accommodating the

important ‘stage-gate’ process of requiring approval to move from one stage to the next,

but now allowing flexibility to permit stages to overlap.

Not only were researchers interested in the process of moving from one stage to the
next, they also became captivated with the characteristics of each of these stages, and
with understanding the effectiveness of its implementation within given organisational
contexts (Hart et al.,, 1999; Lenders and Wierenga, 2002). The first stage of an NPD
process is the ‘idea generation’ stage (Booz-Allen Hamilton Model, 1982), sourcing
ideas for new product extensions or new product ideas from outside the organisation.
Researchers (Freel, 1998; Freel, 1999; Van de Ven et al., 1999; Samli and Weber, 2000)
generally agree that an organisation should integrate and collaborate with a network of
external sources. These external sources should include customers, distributors,
competitors, suppliers and research agencies (Allam, 2003), to increase the likelihood of

success. This asserts an important relationship between the NPD process, the customer
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and the acquisition and dissemination of market information, and is discussed further in

sections 2.3.3 and 2.5.2.

2.2.2 NPD Success and Failure

NPD research (Cooper, 1982; Maidique and Zirger, 1984; Rafii, 1995; Griffin and Page,
1996; Brown and Eisenhardt, 1997; Ottum and Moore, 1997; Hart et al., 1999; Saml
and Weber, 2000; Bonner ef al., 2002) has extensively analysed both successful and
failed product developments to identify those factors most likely to influence positive
outcomes. But, these success measures, when adopted and applied by other
organisations have never guaranteed success (Maidique and Zirger, 1984; Griffin and
Page, 1996). This suggested that there were other influences affecting product
development, not previously identified in the studies, that came from either inside or
outside the organisation (Cooper, 1998b). How can these factors be associated with
product success, but not lead to success? The answer was partly provided by Jones’
(1998) review of the factors consistently and clearly contributing to successful NPD

outcomes. In the product and service sectors, these factors were both broad and general.

The six factors described below are generalised from other researchers’ findings on
NPD (Jones, 1998). This empirical data encompassed many different organisations of
varying sizes, from many different industries, and associated with very different and
diverse products and service developments. Because of the subjectiveness, the
situational uniqueness (discussed in section 1.2) and highly distinctive community
dynamics of cross-functional interactions in the many organisations, managers and
communities involved in NPD found it difficult, if not impossible, to apply any or all of
these prescriptive factors to their specific NPD problems and achieve guaranteed
successful outcomes. But they did identify the key problems and issues associated with

innovation management, which the author and participants of this research study found
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useful in helping to initially link the four research themes identified in Chapter 1.These

WCEIC.

Company synergy — this suggests that product development should match the resources
and capabilities of the organisation. The challenge facing organisations today is
integrating the new demanding technological and product-based strategies into an
overall business strategy, and this is neither easy, nor possible to do by simple formal
tasks (Kodama, 1992). Smeds (1994) suggests that NPD processes must still rely on
informal structures and collaboration between the different functional communities to
facilitate the integration of these complex strategies. Two important themes emerge
from this body of research on company synergy: the criticality of community dynamics;
and the internal processes of managing cross-functional interactions. Both of these are

discussed 1n sections 2.3 to 2.5.

Activity execution - ensures that activities associated with all phases of the project are
well executed. This continues a theme from section 2.2.1 above, that the acquisition and
dissemination of market information pertaining to customers, competitors and other
important market factors, are linked to communities’ commitment to organisational-
based objectives (Day, 1994a). In the last fifteen years, market orientation has become a
fashionable objective for organisations, and has been linked to business performance
success (Harmsen ef al., 2000). Research on market orientation (Jaworski and Kohli,
1993) has proposed a relationship between information acquisition and dissemination,
and the collaboration of these individuals and communities. Increasingly, these
collaborative relationships between communities depend on the level of trust, shared

values and conflict resolution, and this is discussed later in this chapter and again in

Chapter 7.
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Product attributes — that products have some unique and intrinsic qualities. Innovation

and creativity are two very important factors associated with NPD success (Gluck,
1985; Johne and Snelson, 1990). Innovative organisations, those that are able to use
innovation to differentiate their products and services, are twice as profitable as other
organisations (Pavitt, 1991). Innovation creates more opportunity for differentiation and
competitive advantage, and hence impacts positively on organisational performance
(Kleinschmidt and Cooper, 1991). However, the interaction between product
innovation, technology and the business 1s a highly complex and difficult strategy for
organisations, and particularly managers, to control (Peters, 1991). An insight into the
management of an innovation process, one involving acquisition and dissemination of
product ideas, is the overriding aim of this research and is therefore discussed

repeatedly throughout this thests.

Market character — ascertains that the market 1s strong and understood by the
organisation. The challenge presented to organisations is how to capitalise on the
various niche markets that are opening and closing around the world (Devinney, 1995).
Understanding the marketplace, its competitors and customers, closely links an
organisation’s market orientation with business performance (Harmsen et al, 2000).
Market orientation, defined in this study as the interpretation by each of the
communities of the means by which they can create, develop and deliver superior
customer value to the market, is an overriding sub-theme linking all aspects of the

research evaluation and analysis, and is therefore central to this study.

Programme support — ensures the programme receives high-level management
support. Organisations are starting to compete on their ability to improve their
performance, measured in terms of profit and product launches, faster and more

efficiently than their rivals. To achieve this, organisations require new ways to

recognise, encourage, enhance and build upon people’s capacity for learning (Maira and
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Scott-Morgan, 1995; Jones, 1998). Leadership has been strongly linked with individual,
community and organisational learning, and is a strong motivational factor in promoting
collaboration between communities. This theme is taken up later in sections 2.5 and 6.2,

along with community learning in Chapter 7.

External alliances — that all available resources outside the organisation are utilised.
Organisations are still struggling with the broad concept of networking (Martensen and
Dahlgaard, 1999). Worries over the dependency on external sources of knowledge and
the threat this poses to an organisation’s core competencies, create a barrier to the wider
implementation of networking for technology acquisition (Anderson and Tushman,
1991). Research on organisational networking (Jashapara, 1995; Jones, 1998; Szeto,
2000) links information acquisition and dissemination to community value orientations
and to the organisations’ market-oriented strategies. The topics above (community value

orientation, information acquisition and dissemination) are explored further in Chapter 4

and section 6.2.

The six generalised factors identified 1n Jones’ study (1998) only implied tentative links
between the broad range of research carried out on NPD and business performance, and
do not identify explicit solutions to its management. However, they do help to suggest
why the research is not as connected or strongly linked as one would have first thought
— because of the situational uniqueness of each organisation’s internal environment. No
two organisations are likely to share the same organisational culture, including sub-
cultures, all of which affect the influential thought worlds of NPD cross-functional
parties. The interconnectedness of these parties, the internal processes of their
interaction and the important community value orientations and expectations, are the
key elements of the interpretation and sense-making of the commitment to any

innovative initiative. The next four sections further explore the existing research
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literature associated with the four research themes and establish initial relationships

between the_m.

2.3  Sub-cultural Values

In the above section, ‘company synergy’ was defined as the matching of the
organisation’s capability with that of the requirements of the NPD task. An
organisation’s culture is a reflection of that capability; it sums up the competencies and
experiences of the organisation. Bechtold (1997) has suggested that organisations with
strong cultures are both better at adapting to changing environments and have core
beliefs that hold customers and other stakeholders as key motivators for learning and

change. Culture is the shared learning of individuals and communities:

‘la] . . . pattern of shared basic assumptions that the group
learned as it solved its problems of external adaptation and
internal integration that have worked well enough to be

considered valid and, therefore, to be taught to new members as
the correct way to perceive, think, and feel in relation to those

problems’ (Schein, 1992:12).

Successful organisations are likely to focus on their customers and their needs, and
reflect this in their culture (Appelbaum ef al., 1998). Organisational cultures, where the
shared values and beliefs place the customer at the centre, better interpret their
customers’ needs and the relative importance of innovation in creating superior
customer values (Kuczmarski, 1996). However, these shared values and beliefs may not
be shared or accepted by all (Bennett and Durkin, 2000). There are some instances
where sub-cultural value orientations hold greater power over the communities than

organisational-wide value orientations (Angle, 2000).

‘No one organisation has a homogeneous culture, and there are

usually several different sub-cultures, which are in themselves
a source of conflict’ (Woodall, 1996:14).
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The following section describes the important relationship between sub-culture value

orientations and their collective actions.

2.3.1 Sub-cultures

The differences in organisational members’ experiences and perceptions are reflected,
and can be observed, in the sub-culture attitudes. Van Maanen and Barley suggest a
definition of sub-culture that proposes a relationship between values and community

action, which is something that is picked up later for discussion in this section and the

next:

‘A subset of an organisation’s members, who 1nteract regularly
with one another, identify themselves as a distinct group within
the organisation, share a set of problems commonly defined to
be problems of all, and routinely take action on the basis of

collective understandings unique to the group’ (Van Maanen
and Barley, 1985:38).

These sub-cultural groupings are more often formed because of functional and
professional identities (Woodall, 1996). What draws these communities together is a
shared set of values, based on their experiences of problem solving. These value
orientations provide the communities with behavioural guides capable of being applied
across diverse situations (Schwartz, 1992). They influence both affective and cognitive
factors such as work motivation, job satisfaction and organisational commitment (Putti
et al., 1989; Bates and Chen, 2004). Most importantly, value orientations provide an
evaluative process by which individuals and communities can judge, praise and criticise
their own, and others’, collective actions (Smith, 1969). This provides the individuals
and the communities within which they practice a ‘legitimacy of contribution’, a
rationale behind their behaviour. Bolon and Bolon (1994) proposed that if communities
have different goals and interpretative systems, then it is very unlikely they will share

with others the same interpretations of the social world (Alvesson, 2002; Martin, 1992),
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and therefore assumptions within the organisation. It is therefore very unlikely that the

communities’ value orientations are a simple subset of the organisation’s values

(Flaherty et al., 1999).

Because of the different schooling and training communities receive during their
professional development they are likely to develop very different thought worlds, ones
that could also indicate very different interpretative processes (Dougherty, 1990). These
community thought worlds, and the analytical tools and methodologies adopted to solve
problems and analyse events, are likely to reinforce differentiated value orientations
(Dougherty, 1992). Research into marketing and R&D interfaces (Lawrence and
Lorsch, 1967; Gupta et al., 1986; Dougherty, 1992) lends support to these functions
having very different perspectives regarding project characteristics such as time,
preferences, ambiguity tolerance and structure requirements. These perspectives from
which the communities interpret the observable world, are different (Souder, 1977). It
follows that having multiple communities within an organisation with different
perspectives and interpretative systems, can result in different community agendas and
value orientations towards any NPD activity or process (Van Maanen and Barley,
1985). The supporting research (Roberts, 2006) suggested that concerns over boundary
issues between formal and informal communities could have an impact on their
interrelationship. In the next section, further discussion ensues on what defines the

communities’ differentiated or integrated value orientations, and the relationship this

may have on their collective actions.

2.3.2 Community Differentiation and Integration

Both formal and informal communities will use their values and beliefs to interpret the

changing environment in which they work (Schein, 1992). At times, their reasoning will

be different from other communities and will be reflected in their collective actions, but
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at other times they will seek collaboration with other communities to achieve joint

objectives and superordinate organisational goals. Lawrence and Lorsch’s (1967) study
on functional and dysfunctional activities within the organisation and its environment

noted a strong link between these activities and organisational performance. They

defined two measures:

Differentiation — the difference in cognitive and emotional orientation among the

organisational managers from different functional departments; while

Integration — referred to the quality of the state of collaboration that existed among

departments required to achieve unity of effort by the demands of the environment.

Their research suggested that, at times, both differentiation and integration between
functional communities could contribute to superior organisational performance. Later
research (Lane et al., 1981) proposed that high levels of differentiation and integration
bring about adaptation and co-alignment between the communities. These high levels,
however, can only be achieved if the managers can manage the boundaries between
these communities and also, importantly, if they have the willingness to switch
resources between the different value-oriented strategies and so resolve any potential
conflicts. Because of the focus of this study on communities’ interpretation of the
means of creating, developing and delivering superior customer value, it is appropriate

in the next section to define and discuss research associated with value orientation.

2.3.3 Customer Orientation

Research into customer orientation has been broadly split into two principal camps; one

exploring the relationship between customer orientation and business performance

(Kohli and Jaworski, 1990), and the other exploring the relationship between customer
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orientation and cultural values (Narver and Slater, 1990). In the early literature on
customer orientation (Deshpand¢é and Webster; 1989; Jaworski and Kohli, 1993; Piercy,
1995), it was suggested that an organisation’s main purpose was to discover the
customers’ needs and wants and satisfy those needs more effectively and efficiently
than i1ts competitors. In this body of literature (Kohli and Jaworski, 1990; Narver and
Slater, 1990; Atuahene-Gima, 1996; Gray ef al., 1998; Avlonitis and Gounaris, 1999),
customer- and market- orientation were used interchangeably to cover the broad topic of
meeting customer expressed and latent needs. However, lately, a subsequent division
(Connor, 1999; Slater and Narver, 1998; Slater and Narver, 1999) has occurred
separating customers’ expressed wants from those longer-term commitments to provide
innovative solutions to meet both expressed and latent customers’ needs; the former
being called ‘customer-led’ and the latter ‘market-oriented’. The difference between

short- and long-term customer orientation is a topic discussed further in Chapter 4.

Customer orientation relies on the acquisition and dissemination of marketing
information pertaining to the customers’ needs; and then initiating a corresponding
response in the organisation, such as using this information to design, create, coordinate
and execute product and service development to address these needs (Kohli and
Jaworski, 1990). Meeting customers’ needs, both short- and long-term, is positively
related to organisational success (Appelbaum et al,, 1998), but what are the
organisational characteristics needed to create this customer orientation? Narver and
Slater (1990) focused on identifying those characteristics and behaviours of
organisational culture that, in turn, would most likely create superior customer values. It
was suggested that customer-oriented organisations are committed to interpreting these
expressed customer needs through the acquisition and dissemination of market
information (Slater and Narver, 1998); i.e. that the creation of superior customer values
would only be achieved by the sharing of this knowledge, and then acting on it in a

coordinated and focused manner (Slater and Narver, 1995). This, and similar research,
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have focused on organisational-wide values and not acknowledged the differentiated
agendas and perspectives that the underlying sub-cultures have. This study addresses

this research gap and explores the sub-cultural value orientations and their relationship

to their collective actions.

2.4 Innovation Goals

In the NPD process literature reviewed in section 2.2.1, the NPD process was described
as a multi-functional activity demanding close collaboration and co-ordination of
multiple functions. These functional communities can have distinctive values and
beliefs, which in turn are influenced by their customer orientations (discussed in section
2.3.3). To explore the relationship between these communities’ value orientations and
their collective actions, it is perhaps useful to define what a community is. A
community is a collection of individuals who collaborate with one another to achieve
some superordinate goals, where the attainment of the goal 1s beyond the reach of the
individual’s experience and efforts, making them interdependent of each other (Sherif,
1954; Cartwright and Zander, 1968). Organisations enable these formal and informal
communities to emerge and develop (Sherif, 1954). Individuals prefer to be part of a
community to satisfy a basic psychological need to be with others, to help test and
establish some social reality, provide security and mutual support, and finally, to help
solve problems (Schein, 1990). In organisations, almost all communities develop a

structure (Jones, 1998), defining a stable pattern of relationships among their members,

and are defined by:

Roles — the collective actions expected of them by others;
Norms — the rules that help to identify and describe appropriate collective action; and

Inter-member relations — which are based on the authority, attraction and

communication they have (Tyson and Jackson, 1992).
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The community members’ norms, or values, denote the range of expected and tolerable
collective actions, and are strongly linked to their superordinate goals. Having
superordinate goals 1s a major unifying factor within communities, and motivates
community members to behave in a way that will reduce intra-community tension and

lead to the successful achievement of the community’s objectives (Sherif, 1954).

2.4.1 Communities’ Expected Outcome Measures

If the superordinate goals of a community provide the motivation and commitment to
unite these communities, then it is reasonable to assume that the superordinate goals
associated with individual NPD processes will influence cross-functional cooperation
and subsequent task outcomes (Pinto et al.,, 1993). But, what are those NPD
superordinate goals; what do the organisation or its communities expect from the NPD
process? The expected outcome of most NPDs 1s the commercialisation of a successful
and profitable product in a timely fashion (Griffin and Hauser, 1996). However, this
‘measure of success’ is neither clear, precise nor readily agreed upon within the
academic community. The Product Development and Management Association
(PDMA) task force (Griffin and Page, 1996) reviewed the most common measures

currently used in research studies, and reinterpreted these into five general categories:

Customer measures market share, customer satisfaction;
Financial measures profit goals, margins;
Process measures subjective success, technical performance, on-time delivery;

Firm-level measures success/failure rates, percentage of sales from new products;

Programme measures new product programme achieviﬂg its objectives, the team
satisfied with the overall outcomes.
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It had been suggested (Griffin and Hauser, 1996) that academics generally employ firm-
level and process measures to qualify success, partly because they are generally
interested in linking cause to outcome, but also because they seek measures that allow
them to compare organisations across an industry or within national boundaries. It has

been suggested (Jashapara, 1995) that organisations prefer to use customer and financial

measures, because of the interest and need to evaluate both people and projects. A

community’s values and beliefs are likely to be different, but closely linked, to their

customer-oriented strategies (see also section 2.3).

These communities are frequently influenced by their professional orientation (Craig
and Hart, 1992), as discussed in section 2.3.2. It is reasonable to suggest that because
the communities’ agendas and values are different, then they are also likely to have
different success criteria to measure NPD outcomes (Poole and Van de Ven, 2000).
These success criteria are likely to reflect their expectations for any given NPD process,
both that which the community hopes to achieve, and that reflecting the superordinate
goals of the organisation (Van de Ven et al., 1999). These expectations may be linked to

the community’s values and beliefs, and so influence their future collective action

towards the NPD process.

2.5 Organisational Enablers and Barriers

Organisations around the world are experiencing ever-increasing levels of ethical and

economic crises, which in turn create further uncertainty and suspicion amongst the
different stakeholders (Adams et al., 1998). This increases the pressure on organisations

to actively pursue innovation, but it also increases the expectations from these
stakeholders. Continuous innovation requires careful management of the organisation’s

technical competence, a nurturing innovative culture, and collaborative relationships.
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The management of these internal processes of communication and conflict resolution,
associated with successful collaborative relationships, have consistently been shown to
be key factors in NPD success and failure (Ancona and Caldwell, 1992). NPD research
(Donnellon, 1993; Hart and Service, 1993; Henke et al.,, 1993; Pinto et al., 1993;
Cordero et al., 1998) acknowledges the process as a multi-functional activity requiring
the coordination of multiple functions and sufficient communications to meet the
overall objectives. Research (Ensley et al., 2002) into the interaction between these
functional communities has identified three important obstacles: lack of cooperation,

conflicting organisational goals and no clear direction.

Relationship research suggests that cooperation between functional communities
associated with innovative initiatives, like NPD, 1s no longer sufficient to create
innovative cultural norms (Hattori and Lapidus, 2004). A cooperative relationship does
not have sufficient levels of trust, is not sufficiently motivating, nor does it encourage
responsible collective actions to facilitate breakthrough innovations, but a collaborative
relationship could. Collaborative research between communities, and specifically that
relating to NPD, has suggested close links between value-based collaboration and

innovative commitment (Holland et al., 2000). This is explored in the next section and

an initial grounding is provided for the importance of a collaborative relationship to the

overall process of innovation management.

Research (Martin, 1995; Lewis ef al., 1997; Jehn and Mannix, 2001) into conflicts
arising from different interpretations of organisational goals, ascribes the problem to
one where the communities’ functional goals conflict, or they conflict with
organisational goals, as discussed in section 2.3.1. The communities’ differentiated

interpretation of these organtsational goals can result in both cognitive and affective

conflicts, both of which are discussed further in section 2.5.2.
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Research into NPD direction primarily focuses on leadership. In section 2.5.3 the
appropriate research literature is discussed to provide some insight into those issues

most likely to influence communities’ commitment to an innovative initiative.

For the purposes of this study, the author focuses on three principal internal processes:

collaboration, cognitive and affective conflict, and innovative leadership.

2.5.1 Inter-community Collaboration

Knight’s study (2000) on collaborative relationships reported that over 50% of the
teams interviewed identified problems associated with interaction in cross function
teams. Other cross-functional research (Craig and Hart, 1992; Corso and Pavesi, 2000)
has studied the mechanisms promoting organisational and departmental collaboration
obstacles, physically placing communities closer, reducing environmental uncertainty,
the role of information, and the importance of management. But, increasingly,
relationship researchers such as Holland et al. (2000) are studying community
attributes, their values, beliefs and norms, associated with these collaborative
relationships, as the key to successful inter-community interaction. The benefits of
collaboration between communities, functions and individuals, have been proven to help
organisations focus on their given core competencies (Prahalad and Hamel, 1990),
improve internal communications and therefore accelerate processes (Gold, 1987), help
share customer knowledge to improve product offerings (Devinney, 1995), or just
generally enhance the acquisition and dissemination of market knowledge (Nonaka,
1991). Collaborative research, associated with cross-functional teams, supports a
positive relationship between collaboration and new product success (Craig and Hart,

1992; Rochford and Rudelius, 1992; Jassawalla and Sashittal, 1998).
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Other collaborative research (Rappa, 2000) has established practices helpful to
organisations in facilitating improved collaboration between functional communities.
One of these is the use of teams, a community of individuals pulled from different
disciplines and working together on a common task (Hamel and Prahalad, 1994). The
use of these multi-functional teams has been repeatedly identified (Page, 1993; Doherty
et al., 1996; Barczak and Sultan, 2001) to facilitate best practice in NPD, and has been
closely associated with improved product and service success. The use of these teams
helps cut through functional boundaries (Sethi and Nicholson, 2001), resulting in
flexible and rapid product development, and the longer-term development of new kinds
of learning and thinking processes (Larson and Gobeli, 1988). These cross-functional
teams result in a reduction, or quicker resolution, of conflicts among the functional
communities, and have often resulted in the unleashing of new energy and effort
towards the associated innovation process (Jones, 1998). Business management has also
seen benefits in inter-functional collaboration and the ability of these teams to cut across
traditional vertical lines of authority. There 1s no better example of the importance of
inter-community collaboration than the acquisition and dissemination of market

information, associated with customer, competitor and general industry attributes.

Collaborative research acknowledges the important link between customer orientation,
an organisation-wide activity requiring the evaluation and addressing of customer needs
and wants (Appiah-Adu and Singh, 1998), and the acquisition and dissemination of
market information (Narver and Slater, 1990). In the research literature on information
exchange (Craig and Hart, 1992; Gordon ef al., 1997), the terms ‘information’ and
‘knowledge’ are used interchangeably. Specific information research (Diamantopoulos
and Hart, 1993; Adams et al., 1998; Ashill and Jobber, 2001) focusing on the topic of
market information acquisition and dissemination associated with NPD, could not
provide a positive link between customer-oriented strategies and commercial success.

Yet in section 2.3.3, a relationship was advanced between commercial success and
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customer orientation (Kohli and Jaworski, 1990). It was implied that customer needs
could be met by the acquisition and dissemination of relevant market information. Why
does research find it difficult to link information acquisition and dissemination with
commercial success? Ruekert (1992) and Slater (1997) suggest that research has yet to
study the influences that communities’ differentiated customer orientations can have on
overall business performance and particularly on collective actions. This study explores
the factors influencing collaborative relationships, and particularly their relationship to

community interpretative systems.

2.5.2 Cognitive and Affective Conflict

The collaboration between communities associated with NPD activities is founded on
their acknowledgement of a degree of value consensus (Cole, 1985). This value
consensus 1s used by the communities to make sense of and guide their activities, and is
most likely based on a combination of the organisational superordinate goals associated
with the NPD and their superordinate goals (discussed in section 2.4.1). These
organisational superordinate goals support value-based interactions between the
communities, and help facilitate communication and conflict resolution (Barker, 1993).
Conflict is inevitable when community activities reflect short- and long-term objectives,
especially when the objectives are influenced by each community’s value orientations.
These community value orientations represent a degree of value consensus between
their own superordinate goals and those organisational superordinate goals (Barker,
1993). Effective communication and conflict resolution is essential between these

communtties if they are to build a collaborative relationship, one that fosters trust,

responsibility and supports the organisational superordinate goals (Sethi and Nicholson,

2001).
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Research (Amason et al., 1995) has broadly defined two specific types of conflict:
cognitive and affective. The first is issue related and identifies decision solutions, and 1s
sometimes referred to as ‘task conflict’; the second is driven by dissatisfaction, leading
to ill feeling and non-cooperation, and is sometimes referred to as ‘relationship
conflict’. Cognitive conflict resolution encourages an openly confrontational climate
and this in turn stimulates innovativeness and community cohesiveness, whereas the
absence of such a climate negatively impacts on innovativeness and community
cohesiveness (Angle, 2000). This suggests that if 1ssues within the environment are not
confronted and resolved then, irrespective of the level of community cohesiveness,
innovative collective actions decline. Innovative collective actions (Angle, 2000) are a
consistent expected outcome measure of all communities. Any barrier that is likely to

affect this expected behavioural outcome will significantly influence the outcome of the

innovation process.

Cognitive conflict results from a misunderstanding by the communities of these value-
based interactions (Lewis et al., 1997). This misunderstanding may arise from
disagreements over appropriate value orientations, expectations or collective actions
(Martin, 1995). All three of these themes have been discussed in this chapter, but
conflict can also arise from an emotional perspective. Research, such as by Lewis et al.
(1997), on the effects of affective conflict has rarely concluded any positive outcomes
from it. In fact Slobodnik and Slobodnik (1996) suggest that affective conflict can be
both overt and covert; and covert affective conflict is particularly toxic to inter-
community harmony because it breeds both distrust and secrecy. Other research (Jehn
and Mannix, 2001) hints at interpersonal incompatibilities such as frustration,
annoyance and irritation, and further suggests that this may be affected by the degree of
tension and friction existing between the parties. Roseman et al. (1994) has confirmed a
link between affective conflict and cognitive functioning, where communities become

distracted from their tasks and produce sub-optimal performances (Wilson et al., 1986).
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This relationship between affective conflict and community performance will be

discussed later, in Chapter 6.

2.5.3 The Innovative Leadership

Whilst discussing product success in NPD in section 2.2.2, four of the six factors

(company synergy, activity execution, programme support and external alliances)

identified leadership as an important factor. The research on organisational climate and
culture (Gopalakrishnan and Damanpour, 1992; Conrad and Poole, 1998; Michela and
Burke, 2000) and its impact on innovation, has proposed that a clear direction and
prioritisation on change is called for, and that this should be provided by persistent and
consistent leadership, to both make it happen in the first place, and then to sustain it.
But as well as providing direction, leadership must encourage communities to learn
(Maira and Scott-Morgan, 1995) and so remove the barriers to knowledge transfer
(Anderson and Tushman, 1991) — knowledge being the retrieval and storage of selective
information (Appelbaum and Goransson, 1997). If the market information acquisition
and dissemination processes are important both in building customer value consensus
and integrating sub-cultural collective actions, as discussed in section 2.3.3, then
leadership is important in providing the strategic direction for the underlying sub-
cultural interactions (Michela and Burke, 2000). Lawrence and Lorsch’s (1967) studies
on high-performing organisations similarly support the need to integrate these different
sub-cultures. Hence, the reason for Schein (1992) suggesting that leadership can fulfil
the role of integrating both functional and dysfunctional elements, referring to the

previous section’s focus on cognitive and affective conflict (Amason, 1996), whilst still
encouraging differentiated perspectives on the creation, development and delivery of
superior customer value. As mentioned in section 2.2.1, the bringing together of these

cross-functional elements is acknowledged to increase NPD process success (Kahn,

1996; Rafiq and Saxon, 2000; Kahn, 2001).
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It is continually stressed in NPD research (Thamhain, 2003) that managerﬁent must
comprehend the factors that drive innovative performance, and create an environment
conducive to it. This suggests that innovative leaders should inspire their people,
providing clarity of purpose and, importantly, aligning community and organisational
goals. The innovative commitment to NPD performance, however the organisation
measures it, is the recognition and visibility of innovation’s contribution to customer

and organisational values, and as such needs very careful management. Innovative
leaders have a crucial role in balancing the needs of the customer with those of the

business, a business environment that is uncertain, ambiguous and most definitely

complex.

Throughout this chapter, important themes have emerged associated with the NPD
process: the balancing of short- and long-term objectives to meet expressed or latent
customer needs (section 2.2.2); the importance of knowledge transfer and the link to
collective action (section 2.3.3); the importance of external networking for the
acquisition of new technologies and ideas (section 2.2.1); and finally, innovative
leadership’s support in the recognition and encouragement of community learning, the
interpretation and sense-making of the importance of creating, developing and
delivering superior customer value (section 2.5). There is a common theme to all of
these interrelated factors of innovation management, and that is the important implicit

and explicit roles of innovative leadership, and this is explored further in Chapter 6.

2.6  Community Social Learning Processes

Brown and Duguid (1991) suggested that working, learning and innovating are closely
related activities at the organisational, group and individuals levels. Differences
between these communities espoused and actual practices shows the blindness these

different community members have regarding what, and who, it takes to achieve any
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given task. It was Lave and Wenger’s (1991) research into practice-based theories of
learning that connected actual practice with ‘learning in working’. This same study

acknowledged that these communities of practice could be defined as a:

‘system of relationships between people, activities and the
world, developing with time, and in relation to other tangential

and overlapping communities of practice’ [Lave and Wenger,
1991: 98}’

These overlapping communities are something the author will return to because of its

significance to community members’ engagement with both formal, and informal,

communities.

Brown and Duguid (1991) suggested that learning is the bridge between working (actual
practice) and innovating, where innovation is the change in a community’s ‘“way of
seeing’’ or their interpretative view. Hence in studying innovation management it is
necessary to study the communities in which it takes place, as they represent

environments constantly adapting to changing membership and circumstances.

2.6.1 Social Constructs surrounding a Social Theory of Learning

In studying innovation management associated with working practices surrounding
innovation processes (Brown and Duguid, 1991) espoused the importance of social
construction, of building an understanding of the participants’ view of the social world,
and helping to construct and develop these communities (Sales, Marketing, R&D and

senior management) in which they work. Wenger (1999) identifies three dimensions

associated with the coherence of community members: their roles, norms and values

formed by their interactions with one another; the understanding surrounding their
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superordinate goals; and their shared experience of their social world, which results 1n

artefacts and symbols conveying additional meaning associated with the joint enterprise.

Wenger’s (ibid.) ‘Communities of Practice’ (CoP) proposes that these organisational

members may form informal and formal communities focused on a particular joint
enterprise. The joint enterprise could be an organisation-wide innovative initiative, one
that requires formal and informal communities to share expertise and swap knowledge.
Wenger (ibid.) suggests that the members’ participation in these formal and informal

communities necessitates social participation, and from this learning results.

Community

Practice Learning

Meaning

Source: Wenger (1959:5)

Figure 2.1. Wenger’s (1999) Social Theory of Learning Framework

This social theory of learning framework, see Figure 2.1, integrates four components
necessary to characterise social participation as both, a process of learning, and of
knowing:
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Meaning a way of talking about ability, individual and collectively, to

experience their life and the world as meaningful;

Practice a way of talking about the shared historical and social resources,

frameworks and perspectives that can sustain mutual engagement in

action;

Community a way of talking about the social configurations in which our
enterprises are defined as worth pursuing and our participation is

recognisable as competence;

Identity a way of talking about how learning changes who ‘we are and creates

personal histories of becoming, in the context of our communities.

(Wenger, 1999:5)

Wenger (ibid.) talks about the inter-changeability of these components, and the author
has taken the liberty of interchanging the identity and practice components to support

other learning frameworks discussed later in this chapter. Similarly, the four

components of Wenger’s (ibid.) learning framework can be used as broad themes under

which it is possible to group the first four sections of this literature review:
Meaning interpretative systems and the overall act of sense-making;
Identity thought worlds, value orientations and expectations;

Community organisational barriers influencing the communities’ social

participation, collaboration, conflicts and leadership;

Practice collective actions of the communities towards a joint enterprise and

their expectations associated with it.
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The social processes mapped in the above learning framework help to explain the
process of sense-making that communities undertake when relating their, and other

communities’, identities to practice. Wenger (1999, 2000) suggested that the social

participation of these community members could be explained by three modes of

belonging:

Engagement  doing things together; the ways in which the members engage with

each other and with the world, they learn what they can do and how

the world responds to their actions;

Imagination  constructing an image of ourselves and an interpretation of our

participation in the social world,

Alignment mutual process of coordinating perspectives, interpretations and

actions to realise higher goals.

These modes of belonging, a rationale for membership of the community, help define

the competence (knowledge and ability) requirements in any given context. Wenger

(ibid.) defined these competence requirements as:

— members who are bound together by their collectively developed

understanding of what their community 1s about and hold each other

accountable to this sense of joint enterprise (their sense-making

(Weick, 2000) surrounding their objectives);

— members building their community through mutual engagement, they
interact with one another, establishing norms and relationships of P

mutuality (perceived and desired roles) that reflect these interactions;
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— ‘Communities of Practice’ (CoP) that produce a shared repertoire of
communal resources — routines, tools, stories, artefacts and symbols.
To be competent is to have access to this repertoire and be able to use

it appropriately (Wenger, 1999: 229).

Wenger (2000) suggests that if organisations are to use these informal social learning
processes to gain efficiency and effectiveness in future value creation, and meet the
challenges of increased internal and external uncertainty, and ambiguity, then they must
understand the problems and issues associated with the communities’ of practice sense-

making of their social world.

2.6.2 Uncertainties and Ambiguities of Communities’ Engagement

Roberts (2006) suggested that the power dynamics associated with communities’
practice provides an important understanding of the means by which knowledge is

created and disseminated. Robert’s (2006) defines this power as:

‘the ability or capacity to achieve something, whether by influence,
force or control’ (Roberts, 2006:626)

This suggests that power may be a substantial reason for employees’ participation in

these communtties, their acknowledgement of the link between this and the means of
achieving their superordinate goals. These superordinate goals, associated with both
formal and informal communities, are often the means by which their performance is

assessed by their line managers and the business overall.

As mentioned previously in the community literature, some functional communities

create interpretative systems and thought worlds that support their values, and
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ultimately influence their expectations and innovative goals. Power is linked very
closely to knowledge (Yanow, 2004), the development of this knowledge is based on
learned experiences and acquisition of information. This power within, or surrounding
the functional communities and the focus on specific goals and values may well create
barriers for the creation and development of informal communities (Roberts, 2006).
These same power struggles that exist between functional and informal communities

may create additional barriers in the extension of these informal communities to the
external environment (Roberts, 2006), particularly when related to the acquisition and
dissemination of radical and technological innovation. This can be a particularly
difficult problem for functional communities like R&D and marketing who rely on
these extended informal communities for their future ideas and concepts. Hence the
need for further research on the interaction and sense-making of the interrelationships
between these informal and formal communities associated with innovative initiatives
(Roberts, 2006), and the influence of changes in community members’ thought worlds

and values on their engagement with these communities.

2.7 Meaning and Identity in Innovation Management

In the last four sections, a relationship has been established between NPD process

success and cross-functional collaboration. The communities’ collective actions towards
the NPD process, and other communities, is highly subjective and based on their
community thought worlds, which in turn are based on their interpretative systems; the
systems that attribute meaning to their own and other communities’ observed collective
actions, organisational events and innovative outcomes. If these CoPs have different
goals and thought worlds, then they are unlikely to have the same interpretative systems
and assumptions as other communities (Bolon and Bolon, 1994). It is through the

community’s sense-making of other communities’ values and beliefs and their
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Interpretative systems, that they can comprehend the interrelationship between their and
other communities’ collective actions (Ring et al., 2000). Communities socially
construct a perspective of their position and task within the organisation (Schein, 1992:
Weick, 1995), and reinforce and modify this social reality, by seeking confirmation

from other communities and their environment. These community thought worlds are

important in both justifying their reason for existence and the important role they play in

the organisation (Ring er al., 2000).

A Taxonomy of Sensemaking

Legend of Definitions

@ Interpretative Systems - are internally shared
N systems of meaning, these systems give meaning to
the observed collective actions, organisational

events, and innovative outcomes. [Dougherty, 1992]

@ Thought Worlds - the different groups’ thought
e worlds reflect both what they know, and how they

know, and defines for the group what things mean
[Schein, 1992]. Effectively creating implicit rules
by which they attribute meaning to their own, and
other groups ', position and task within the
organisation. [Rafiq and Saxon, 2000]

Sensemaking (4)
/,/\

Value Orientations @

-4

O
®

Interpretative Systems |

Thought Worlds

@ Value Orientations - describe how groups feel the
world should work, or they would like it to work.

[Bates and Chen, 2004]. These value orientations
provide a standard of conduct, and are the means
by which they appraise, judge and criticize their

own, and other groups ', collective actions [Smith,
1969]

Sensemaking - is an explanation of their

interpretations that helps to build a coherent
social world, one with rules that help quide the

groups’ everyday interactions. [Conrad and Poole,
1998]

Source: Author’s original.

Figure 2.2: A Taxonomy of Sense-making

Sense-making 1S an everyday occurrence, both on the conscious and sub-conscious
level, and results 1n a community’s rationalised collective actions (Salancik and Pfeffer,
1978). The taxonomy of sense-making, see Figure 2.2, presents a summary of the
interrelationship of interpretative systems, thought worlds, value orientations and sense-

making. Communities’ sense-making assumes that they agree on some desired
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outcome, then upon the specific means to attain this outcome and on the way to activate
these means, and finally on when the desired outcome is reached (Weick, 1979b). It is
highly likely that, because of the different community interpretative systems and the
resultant thought worlds, they will develop different and contradictory rationalities of
this reality (Van de Ven et al., 1999). This supports the relationship established between
collective actions and community expectations (discussed in section 2.4.1), i.e. that a
community’s collective actions towards any innovation is likely to be influenced by
their expectations of that innovation, and that these are based, in part, on the
community’s interpretation of what is important for organisational and community
effectiveness and performance (Elmuti, 1996). These community rationalities of what is

important for organisational and community effectiveness are likely to change over

time.

Previous NPD research (Craig and Hart, 1992; Corso and Pavesi, 2000; Barczak and
Sultan, 2001) has focused on global explanations for the success and failure of NPD
processes, looking for common factors across a broad range of industries and
organisational contexts. It is difficult to imagine how these studies can capture the
contradictory rationalities and interpretations that are likely to exist within the sub-

cultures of different organisations, especially when these organisations are subjected to

very different internal and external uncertainties.

A small number of research studies (Jones, 1998; McQuater et al.,, 1998) have
acknowledged the particular nature of NPD processes and organisational context, but
unfortunately have not taken large enough samples nor over a long enough period of
time, to fully explore and capture the contextual and subjective nature of the different
communities’ activities and the influence these can have on the studied NPD process.
NPD research has identified organisation and management factors likely to affect

product development (Craig and Hart, 1992; McQuater et al., 1998), but these
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generalised lists of ‘critical success factors’ have often been criticised by academics

(Hart, 1996; Ernst, 2002) as being too distant and abstract in relation to the challenges

facing organisations today. Craig and Hart (1992) suggest that the best way forward is

to reappraise the approaches and knowledge of the past, and push for a research agenda

that acknowledges the complexity of NPD, within the situationally unique environment
of the organisation, moving away from the quest for a single simple answer as to how
organisations can successfully manage the NPD process. Hence the research aims and
questions proposed in Chapter 1, and the research design discussed in Chapter 3,
suggests the integration of past knowledge, concerning important factors influencing
NPD success, with new knowledge emerging from this research study. The complexity
and uniqueness of managing innovation within one organisational context is examined
through the process of studying the interrelationship between community value
orientations, expectations, internal processes and the communities’ overall sense-

making associated with an innovative initiative.

2.8 Developing the Initial Community Learnine Process Model

Organisational learning researchers (Argyris and Schon, 1996; Sinkula et al., 1997;
Halliday and Cawley, 2000) have sought to explain the interrelatedness between
individuals, communities and the organisation’s understanding of how and why things
work, and their practices. These same researchers have established links between this
understanding and the organisation’s members’ perceptions of their role and task within
communities. These perceived roles influence their values and expectations concerning

their engagement with communities and commitment to any joint enterprise.

Organisational learning researchers have reflected on these general relationships and
created frameworks to explain the complexity of these links. Sinkula et al.’s (1997)

organisational learning framework provides a relatively simple link between an
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organisation’s actions, the interpretation of the outcomes, the market-information

processing practices, and the subsequent reinforcement or modification of the

organisational values, see Figure 2.3.

The Organizational Learning Framework

: |
- - - —  Interpretation - - ——— — Outcomes /;

Market

Information
Generation

Commitment to
Learning

P
Marketing
Program

Dynamism

Market

Information
Dissemination

Learning
Orientation

Shared Vision

Open-mindness

T | \
- 1 | Organizational ) Oiteomas
\ Memory ) 1 |

Source: Sinkula et al., 1997

Ficure 2.3. Oreanisational Learning Framework: Market Information Practices

This knowledge transfer focused organisational learning framework can be mapped
against Wenger’s (1999) social theory of learning framework, see Figure 2.1. The
author has developed an initial community learning process model from combining
these two frameworks with the initial research findings from early focus group sessions.
The focus of the model is on exploring the interrelationships between formal and
informal communities, instead of the broader organisational context found in other
organisational learning frameworks(Garvin 1993; Crossan 1999; Halliday and Cawley
2000). The initial literature themes: sub-cultural values, innovation goals and
organisational barriers; are early themes resulting from the focus group analysis.

Collective actions, outcomes and interpretation themes are the result of additional

reading and the author’s own analysis.
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The model above is reinforced and modified as a consequence of the subsequent
chapters’ analysis of the research findings and the presentation of these themes and
interrelationships, and discussion with the different community members over the
course of the study. Ultilising the ‘Communities of Practice’ approach to study the
interrelationships between formal and informal communities engaged in innovation
management offers a useful social context to this complex problem. Chapters 4 to 7
explore the context of social participation and engagement of functional community
members, and the development of the community learning process model above (see

Figure 2.4) is a principal outcome of the study’s strategy.
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29 Summary

In the introduction to this chapter, the author qualified the narrowing of this literature
review to selected topics associated with the four research questions. A short summary

is presented, showing the relationship between the research questions and the reviewed

literature.

Innovation research has, through the careful study of successful and unsuccessful NPDs,
presented six generalised factors that have consistently and clearly contributed towards
successful NPD outcomes. The first of these factors, ‘company synergy’, suggested that
matching the organisation’s capability with the NPD task was of key importance. An
organisation’s culture is a reflection of that capability, its collective knowledge and
experiences. But in some conditions the sub-cultures that exist below the organisational
culture hold greater power than organisational-wide values and beliefs. These sub-
cultures are often formed around functional orientations, and these communities are
likely to develop different thought worlds, reflecting their differentiated values and
beliefs. Most organisations purport to being customer-oriented, but what 1s 1t, and how
do these sub-cultures interpret the requirements necessary to create, develop and deliver

superior customer values? This is the basis of the first research question, which 1is

discussed in Chapter 4.

Community value orientations are not the only unifying factor; their superordinate goals
are another. These are goals that can only be achieved through collaboration. These
goals help unite and motivate community members to reduce inter-community tension
and achieve their overall objectives. But community superordinate goals concerning
NPD processes are likely to be very different, depending on their measures of success.
What are the communities’ expected outcomes associated with the NPD process, and

what relationship does this have on collective actions? This is the basis of the second

research question, which is discussed in Chapter 5.
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When exploring NPD research relating to the organisational enablers and barriers
contributing to success or failure of NPDs, collaboration, conflict and leadership have
emerged as consistent factors. Initial research into successful organisations identified
the importance and value of differentiation, but this research has also identified the
importance of integration. Integration of these differentiated communities, where the
outcome is cross-functional collaboration encouraging innovative activities, has been
proven to help create superior customer values and, importantly, sustained competitive
advantages. But this collaboration requires leadership to overcome the natural conflicts
that exist between differentiated communities. The interrelationship of these internal

processes and the influence they have on collective action 1s the basis of the third

research question, which is discussed in Chapter 6.

Finally, the community social learning process literature highlights the importance of
identity, community, practice and meaning on community members’ engagement in
these ‘communities of practice’. However, the research also highlights the considerable
uncertainties and ambiguities surrounding these members’ interpretations and sense-
making of communities’ behaviour, innovative outcomes and organisational events, and

its potential impact on meaning. This is the basis of the fourth and last research

question, which 1s discussed in chapter 7.

A community learning process model is initially constructed from the combined
analysis of organisational learning, ‘communities of practice’ and cultural dynamic

frameworks, and the analysis of early focus groups sessions from the case organisation.

The next challenge for this research study was the investigation and choice of an

appropriate research strategy and valid research methodology, that could accomplish the

research aim and answer the research questions posed in section 1.4.
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CHAPTER 3: RESEARCH METHODOLOGY

3.1 Introduction

The research aim and questions, and expected contributions from this study, described
in Chapter 1, suggested an interpretative ethnographic approach. This chapter considers
the ontological and epistemological issues that frame this type of qualitative reseﬁrch,
and explores the underpinning research methods chosen. Participatory action research,
grounded theory and the single case study approach were used to underpin the
interpretative nature of this research. These three concepts were examined to explore the
validity and reliability of the research findings, the engagement and experiential
learning outcomes, the suppositions developed from these and, ultimately, the overall
benefits and costs. Adopting the above research methods presented issues concerning

the choice of organisation, the research setting and, most importantly, the primary data

collection and analytical tools used.

3.2 Research Methodology

Using an interpretative ethnographic approach to describe the sub-cultural practices of
the communities provides valuable insights and assists in the development of grounded

theory, values and collective actions. The first stage was the collection of ethnographic

data associated with the communities’ management of the innovative initiative. The
second stage consisted of an interpretative analysis exploring the communities’ sense-
making of the innovative initiative, and their observation and comprehension of other
communities’ collective actions. These two inter-connected approaches were then
discussed along with the supporting research methods that facilitated them, and the

relevance and validity with regard to the four research questions originally posed in

Chapter 1.
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3.2.1 Ethnographic Studies

The use of ethnographic research methods to study or analyse cultural perspectives in

organisations is common (Hatch, 1997; Van Maanen, 1979). There is no better approach

to studying real-world problem-solving and planning collective actions than by using

situated practices. This requires research methods that can reflect the subjective nature

of interpretation and linked enactment (Lave, 1988; Suchman, 1987). Ethnographic

studies have some unique characteristics that make them i1deally suited to this type of in-

depth analysis. A recent critical review of the various ethnographic texts (Ball and

Ormerod, 2000) suggested ten commonly agreed beneficial characteristics:

Situatedness

Richness

Participant autonomy

Openness

Personalisation

Reflexivity

Self-reflection

that data is collected by a participant observer who is located
within the everyday context of the research subject;

the observer gathers the data from a wide range of sources
including  interviews, team  discussions, incidental
conversations, documents and non-verbal interactions;

the participants are not required to comply to any rigid
arrangements,

the observer remains open to the discovery of novel or

unexpected issues that may come to light as the study
progresses;

the observer makes notes of their own feelings in relation to
the situations encountered, during data collection and analysis;

the observer adopts a reflective and empathetic stance in

striving towards an understanding of the participants’ points of
ViEW;

the observer acknowledges that any interpretative act is
influenced by their tradition;
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Intensity observations are intensive and long-term so as to enable the
observer to become immersed in the ongoing culture of the
participants’ environment;

Independence the observer aims to be unconstrained by any pre-determined
goal-set, mind-set or theory;

Historicism the observer aims to connect observations to a backdrop of
historical and cultural contingencies.

Some of the characteristics are not strictly adhered to in all ethnographic studies, due to
various reasons such as intensity, costs, access, independence, the need to hypothesis-
test, personalisation or because of organisational restrictions. But one aspect that is
strongly agreed on by most ethnographic researchers (Ball and Ormerod, 2000) is that
no specific allegiance is given to any one epistemological framework, for either the

interpretation, or the resulting sense-making of human behaviour.

An interpretative ethnographic research method is one grounded in the social practices
of organisational participants (Schultze and Leidner, 2002). Adopting an interpretative
approach to the investigation of innovation management problems offers a framework
for analysis that assists in the sense-making of communities’ collective actions. The

suitability of an interpretative approach is supported by Symons who argued that:

‘Interpretive methodologies of evaluation actively analyse the

experience of organisational reality, focusing on stakeholder
interests and perspectives’ (Symons, 1993:74).

The interpretive approach will, it is hoped, create a coherent, consensual and unified

cognitive framework on to which the communities’ socially constructed realities can be

mapped, with all their complexities and contradictions. Hence, its suitability, and the
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reason why the author chose it as the principal overlying research methodology for this

particular study.

3.2.2 Link to Grounded Theory Method

The aim of ethnographic research is to observe the world through the eyes of the
participants and to document their social collaborations (Arnould and Wallendorf,
1994). In this study, four functional communities within the organisation were

observed: Sales, marketing, R&D and senior management.

interpretative ethnography is an inductive approach, generating data from natural
settings. Like Arnould and Wallendorf’s (1994) study on consumer behaviour, this
research uses participant observations, over long periods of time, to generate
interpretations using multiple data sources that are considered credible by the
community participants, and this ultimately builds an insight into the communities’
dynamic social world. The text outputs, when evaluated against the organisational
contexts, give insights into the communities’ interpretation and sense-making of the

collective actions and innovative outcomes associated with the innovative initiative.

The next stage of the research was to construct an community learning process model,
see Figure 2.4, one that could then be used to help analyse and interpret the causal

relationships between the different research themes and their influence on the collective
actions associated with the initiative. Grounded theory is such a research method, taking
the data, collected and analysed, to develop a theory. This study used the literature
review process to explore the existing knowledge surrounding the research aim and the
four research questions, and in combination with initial findings from the focus
community sessions helped in the initial creation of the community learning process

model (see Figure 2.4). In the case of this study, the causal relationships developed

58



between the emerging social constructs were continuously being challenged by the
action research approach of presenting findings back to the participants, and the
resultant discussions challenging their own, and the author’s, interpretation and sense-
making of collective actions, organisational events and the resulting innovative

initiatives. Through this constant generative learning cycle, both the researcher and the
participants increased their understanding of the pivotal role that the communities’

interpretive systems played in the communities’ management of their innovative

activities, and ultimately the interrelationships between them.

The grounded theory method was initially developed as a response to the perceived lack
of new theories being generated in sociology (Locke, 1996). In the 1960s, Glaser and
Strauss (1987) redressed the emphasis on verification of existing theories by developing
a research method that could guide qualitative researchers through the theory
development process. An important element of grounded theory i1s the constant
comparison and theoretical sampling commitment (Carvalho et al., 20035), and this made
it ideally suited to this study’s research aim, whose primary goal was the investigation
of community interpretative systems. This supported the premise posed by Weick
(1995) that communities act first, then observe their own and others’ actions, construct

explanations for these, and thus through this process create sense-making and learning,.

In the following chapters, previous theory was compared to the research findings and, in
some Instances, a new perspective associated with the communities’ interpretative

systems was suggested and then analysed by further action workshops. This
demonstrates adherence to the general process of grounded theory, creating an iterative

process of literature review, data collection and analysis (Locke, 1996), then using this
to challenge the current research perspectives on innovation management and its

interrelationship with organisational and community context. Change is often a

secondary outcome, providing the communities with a degree of control they did not
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previously possess (Hammersley, 1989). This links to another research method used 1n

this research study, that of PAR, of which more is presented in the next section.

Data collection is an important part of the grounded theory approach, but before

discussing this it is important to examine the problems and issues associated with using

single case studies.

3.2.3 Case Study

Previously, there have been questions raised over the findings and conclusions
originating from case studies (Yin, 1994), suggesting that without significant smple
size any theory emerging from this approach would lack both rigour and validity. As a
consequence of this and other concerns surrounding the use of case studies, researchers
have developed frameworks, or ‘roadmaps’, from established qualitative methods, that
define processes for building theory from case study research (Harris and Sutton, 1986;
Eisenhardt, 1989). Through these processes, researchers have sought to develop
arguments for rigour and validity in taking a case study approach, particularly with
regard to the generation of novel theory (Eisenhardt, 1989). This generation of new
theory often results from the juxtaposition of contradictory evidence, especially when it

comes from just one organisation. A case study can be defined as:

¢

. an empirical enquiry that investigates a contemporary
phenomenon within its real-life context, especially when the
boundaries between phenomenon and context are not clearly

evident and it relies on multiple sources of evidence’ (Yin,
1994:13).

The general focus of case study research is on the in-depth exploration of a phenomenon

and 1ts context (Cavaye, 1996). It is increasingly popular with single case studies to

adopt a multiple level analytical approach, one that studies personnel at all levels of the
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hierarchy; this is called an embedded design (Yin, 1994). To provide a rigorous and
valid output, Eisenhardt (1989) proposed, in her roadmap for t<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>