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Introduction

Organizations operate in ever-changing environments. All too often, established or-
ganizations are caught off guard by unexpected changes in market demand or dis-
ruptions occurring in the competitive landscape. They stumble because they get
insufficient forewarning of these impending market changes; they fail to identify let
alone anticipate the impacts that these changes may have on their organizations in
time to devise appropriate measures to adjust to them. They find themselves unable
to transform themselves quickly enough to remain current and competitive on the
markets that they serve. In extreme cases their market power declines, and their
viability wanes. The causes are wide-ranging. Global demographics change. Trends
shift suddenly. Nimble start-ups quickly convert scientific discoveries and new
technologies into marketable products and services that render an established or-
ganization’s competencies outdated. Some start-ups remain in stealth mode for as
long as they can, launching only when their innovations are ready for market
which deprives the established firms from sufficient lead time to react. New types of
challengers from non-traditional sources take the incumbents off guard; they are just
as difficult to track. These unconventional challengers include incumbents from other
industrial sectors with technologies that suddenly become relevant in another market.
New “champions” from emerging nations propelled by the high rate of growth of
their home markets and leveraging unbeatable comparative advantages appear just
as unexpectedly on the markets and quickly capture market share. Not only do these
unconventional challengers have competitive advantages, but they also innovate dif-
ferently (Davidson and Ivanova 2011). In fact, there are so many factors of change that
one should consider change to be a certainty and a perpetual concern. The pace of
change has also increased to such an extent that it increases the risks involved in
launching innovation projects. Adapting to these changes shouldn’t be reactively and
hurriedly undertaken in response to market events, but rather proactively and pur-
posely carried out. The impulse for change should come from within the organization
to a far greater extent than it currently does; change should be planned and imple-
mented on the organization’s own agenda to support its own goals at its own pace.

Markets should be viewed as being ephemeral. They are too hard to read to justify
basing one’s organization’s strategy and sustainability on them. Organizations serve these
markets on what may end up being a temporary basis. Winner one day; loser the next. It
is a new reality. This uncertainty in which the organizations navigate gives a newmeaning
to the expression “playing the markets”. Innovation strategizing based on sensing the
markets represents a gamble. We contend that organizations should rather manage their
capabilities to better protect themselves from an excessive exposure to the serious risks
that markets represent. Well-planned, powerful and up-to-date capabilities will cultivate a
wide range of opportunities and options on several markets that can better shield organi-
zations from market risks. Thus, the guiding principle should be to make competencies

https://doi.org/10.1515/9783110683837-001

 EBSCOhost - printed on 2/9/2023 12:16 AM via . All use subject to https://www.ebsco.com/terms-of-use

https://doi.org/10.1515/9783110683837-001


and capabilities evolve for the organization’s self-defined purposes, not necessarily to re-
spond to market events. Resources must be updated proactively for the organization to
remain true to its development strategy. Therefore, innovation is a relative concept that
should be set according to an organization’s unique situation, requirements and goals. It
represents a progression from its current situation to where it wants to be. Novelty should
be gauged according to the organization’s own progression. We believe that this organiza-
tional resource-based view should be the driving focus of innovation for established orga-
nization; their long-term sustainability depends on it.

“How about challengers?”, one may feel prompted to ask. They thrive on change.
New challengers need to pay attention to innovation as well otherwise they may be
ill-equipped to reorient their tentative offers quickly enough on the circuitous path
towards finding a demand for their capabilities. They need to find attractive market
conditions that they can strive to transform into profitable opportunities supporting
their growth. Pivoting should remain in their strategy beyond their initial successes.
They need to be ready to move from one opportunity to the next. When they reach
the incumbent position themselves, they need to maintain their nimble innovation-
driven culture. Therefore, innovation and innovativeness are keys to an organiza-
tion’s success regardless of its position or size.

Some organizations apply a project-driven approach to innovation. They launch
occasional innovation projects that they view as being on the cutting edge and
transformative. In addition, it is commonly believed that innovation requires “fresh
thinking” that can only be found externally. Moreover, it is often assumed that an
organization’s ‘regular workers‘, who have been conditioned by the traditional cor-
porate culture for an extended time, would be unable to break from their deeply
engrained thought patterns to produce something innovative. We believe, on the
contrary, that there is already considerable innovativeness amongst an organiza-
tion’s regular workers that is unrecognized and underused possibly even stifled.
This group of workers is normally assigned to work on one’s organization’s regular
production and is purposely excluded from innovation initiatives to avoid disrup-
tions. We believe that this approach is wasteful and that the said disruptions that
innovation may cause to an organization may occur anyway possibly with more
intensity if the regular workers weren’t involved from the start. We contend that
they should be allowed to innovate in a self-determining manner, both collectively
and responsibly, that is to say to contribute to the exploration of novelties and the
continuous improvement of their work processes. Regular workers should not be
viewed as obstacles to change, but rather as agents of change. Therefore, in order
to make an organization more innovative as a whole, its senior managers should
start by engaging all the regular workers in innovation. This involves unleashing,
supporting and managing the workers’ collective and collaborative energies and
imagination. They should be trusted to work in their organization’s best interest.
Validation will come from the wisdom of the group. In other words, innovation is a
process that shouldn’t simply be top-down, but on the contrary, it should be bottom
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up, lateral, interdepartmental, open, consultative, and mutually supporting. The
regular workers form a knowledge-based community that shadows the organiza-
tion’s current organization structure. It enhances the organization inventiveness by
bridging areas of expertise that are often siloed. Thanks to these connections, an
organic, collaborative and networked innovation capability is revealed and en-
abled. In addition, groups innovate better than isolated workers ever could. The
clash of ideas and their search for clarity leads to more appropriate solutions being
found. Group activities, especially discussions, go beyond the apparent initial
dissonance of diverging views; they eventually produce the consonance of shared
understanding, and even an amplification of resonance resulting in sounder out-
comes. Furthermore, the traditional boundaries of organizations become increas-
ingly blurred; the definition of an organization’s workforce must be extended to
include external contributors and partnerships, which may even include one’s cus-
tomers when working with them is mutually advantageous.

Market demand also has evolved in another way. Current demand has become so
specialized, and markets are so fragmented that organizations pain to address by them-
selves every variation in demand for every market segment and sub-segment. Most in-
novation projects require a diverse set of skills. As a result, the teams involved in
innovative projects need to adapt their team memberships to their evolving needs as
the exploratory process unfolds. Even the original project premises and objectives may
change as new information is collected or uncovered. The innovation projects are ten-
tative endeavors; they may morph, shift, pivot, get integrated to other projects or be
discontinued. Innovation is a dynamic process of exploration with several parallel
paths and likely quite a few failures along the way to success. An innovation project is
anything but straightforward; it is venturing into the unknown, developing new knowl-
edge along the way and making discoveries in a process leading to valuable novelties.
Organizations must allow for spontaneous team assignments in response to the inno-
vation projects‘ evolving needs in a flexible process of ‘spreading activation.’ This in-
volves team members joining and leaving the innovation project teams as the need for
expertise change. First and foremost, the workers need to be allowed to help out col-
leagues who reach out for their expertise on an ad-hoc basis. Far from being a distrac-
tion from their regular work, it should be a recognized and rewarded; it should even be
a celebrated activity that is part of every worker’s regular duties.

We contend that to carry out innovation that is both ambitious and sustainable, one
clearly needs to draw on the expertise of several people who must collaboratively work
together. The lone inventor is, to a great extent, a myth; this is because there are simply
too many considerations to take into account and such an extensive body of knowledge
that comes into play that no single person can manage the challenges of innovation
alone. Simply put, it takes several minds to get it right. Therefore, we set as a premise
that collaboration is the single most important activity in making innovation happen.

This book is structured in three parts of three chapters. The three parts guide the
reader through the overall subject of this book which investigates how a ubiquitous
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capability in democratized innovation may be established amongst an organization’s
workers. In Part 1, we review the principles and practice of democratized innovation
from which the reader will acquire an understanding of the democratized-innovation
framework (to which we shall refer henceforth as ‘the Framework’) that we devised to
support it. In Part 2, we investigate the concept of innovation as a domain of knowledge
through which the democratized innovators will navigate. Enticing them to innovate in
their daily activities is one of the purposes of the Framework. Finally, in Part 3, we re-
view how trainers should provide instruction in democratized innovation to an organi-
zation’s regular workers. Therefore, this three-component structure follows what we
believe to be a natural exploratory process through a new domain which includes ‘un-
derstanding’ (in the sense of situating the subject), ‘knowledge’ (which is a deeper dive
into the subject) and ‘wisdom’ (that elevates the perspective with advanced topics). This
structure is also applied within each part of the book. In Part 1 (the Framework), Chap-
ter 1, reviews the justifications and principles of democratized innovation, while in
Chapter 2, we focus our attention on knowledge points related to decision-making in
the Framework featuring a set of deliberation thinkLets. In Chapter 3, we investigate
advanced considerations, namely, how to establish the Framework in a particular orga-
nization while the workers get acquainted with its inner workings and how to integrate
external contributors. In Part 2’s (the Domain Knowledge) Chapter 4, we seek to clarify
the ambiguity surrounding the concept of innovation. A straightforward typology of in-
novation centered on learning is proposed. Chapter 5 relates typical considerations that
workers may have as segues into the subject of innovation. It is designed to be a catalyst
for discussions about the principles of innovation. Chapter 6 presents advanced concep-
tual models that address key considerations in innovation, namely managing the risks
of innovation projects, managing organizational capabilities and defining an innovation
project’s strategy. In Part 3 (the Training), Chapter 7 presents an innovative approach to
worker training that is both participatory and experiential. It features the rediscovery of
the subject matter by the learners. Chapter 8 covers a set of practical points that come
into play when conducting workshops in democratized innovation. Finally, Chapter 9
describes how trainers may address and resolve the learners’ common propensity to re-
sist change. In addition, it describes the concept of exploratory and creative dialectics
that are used in guiding the exploratory discussions leading the learners to rediscover
the workshop’s study points. They also come into play when conducting co-creative de-
liberations and when exercising critical thinking.

The text is written both for sequential reading and for reading sections nonconsecu-
tively. Because of the latter mode of reading, some key points are repeated in several sections
to ensure that they are conveyed to the reader who picks and chooses the sections to read.

The Framework is flexible and inclusive. It brings out the innovativeness that is
already present in an organization. It establishes a knowledge network from which
the workers’ creativity will rise which inspired the design of the book’s cover. The
Framework is designed as an addition to any existing organizational structure, not
as a replacement. Let us now discover democratized innovation.

4 Introduction
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We start by examining how to develop a democratized-innovation capability
throughout an organization. Innovation should become a natural reflex and a
skill that is readily exercised by all the workers in their day-to-day activities. They
should constantly be on the lookout for opportunities to innovate. Democratized
innovation increases the chances that they will enthusiastically engage in innova-
tion. Then we investigate how decision-making should be carried out to maximize
the value created from the collaborative team effort. Negotiation techniques that
apply in the context of group creativity are investigated. We examine how collabo-
rative innovation can be scripted to induce repeatability and reliability while
maintaining the flexibility required for free-flowing exchanges. These scripts once
modelled can guide the regular workers turned into democratized innovators
through the complexity of carrying out collaborative deliberations about their in-
novation initiatives. They produce more predictability in the otherwise ambiguous
innovation process. We review a step-by-step process to establish an organiza-
tion’s particular implementation of ‘the Framework’ (which is the abbreviation for
“democratized-innovation framework” that we will be using henceforth). Since or-
ganizations increasingly need to reach out to external associates to carry out their
innovation projects, the extension of the Framework beyond the traditional delim-
itations of an organization is examined with a particular attention to the control
of the organization’s sensitive information.

https://doi.org/10.1515/9783110683837-002

 EBSCOhost - printed on 2/9/2023 12:16 AM via . All use subject to https://www.ebsco.com/terms-of-use

https://doi.org/10.1515/9783110683837-002


 EBSCOhost - printed on 2/9/2023 12:16 AM via . All use subject to https://www.ebsco.com/terms-of-use



Chapter 1
Democratized Innovation

Before investigating how innovation can be democratized in organizations, let us
review why traditional top-down decision-making in innovation no longer produces
the best results in an increasingly challenging business context.

How can communications on innovation strategy foster
innovation?

An organization’s strategy should include a description of how it plans to innovate.
This innovation strategy will guide the decisions made, the resources deployed,
and the actions applied to materialize the innovation. All these considerations need
to be diligently organized and managed to create the value that the organization’s
customers or its internal stakeholders want. Thus, defining the innovation strategy
as part of the organization’s strategic planning is a mandatory starting point. With
the traditional approach, this task is the exclusive responsibility and prerogative of
the organization’s senior managers. Because of the disconnection with the regular
workers, the strategy then needs to be communicated to them. This must be done
with the utmost care because the strategy may adversely impact them. The release
of information is tightly controlled; it may be disclosed only to the affected workers,
but it is usually easier to communicate it to all the workers at the same time to proj-
ect coherence. Communicating one’s strategy means selling the underlying vision
and inspiring the workers. Also, the workers need to understand its practical impli-
cations. The workers are the ones who will make it happen despite their not having
been consulted about it beforehand; their enthusiastic engagement is important but
often hard to obtain. Their concerns must be alleviated. Allowing the ambiguity to
linger on may be disconcerting and possibly damaging. The strategy may be of lim-
ited scope or on the contrary represent a significant reorientation of the organiza-
tion’s priorities and activities. In the latter case, it could also be disclosed as a
grandiose revelation orchestrated in a way that inspires and even mesmerizes the
workers to imagine a “new bold future” for the organization possibly even one that
would be a little daunting but that would instill an awe-inspiring sense of purpose
and pride. Such an ambitious goal would have the effect of boosting the workers’
motivation by allowing them to transcend the humdrum of their daily routines.

However, let us not forget the dark side of any organizational change which all
too often translates into lay offs when the required new skills don’t perfectly align
with the ones that the workers currently master. Selling a vision to a small and tar-
geted group is certainly more effective, since a common set of motivations and
interests are easier to identify and to excite than to a larger audience that may

https://doi.org/10.1515/9783110683837-003
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comprise several departmental affiliations with their own agendas and special in-
terests. However, with an incremental approach, word of a planned reorientation
may come out anyway and spread to the wider audience in an uncontrolled manner
which could foster misinformation and mistrust especially if workers suspect that
their jobs and livelihoods may be at stake. Rumours of up-coming reorientations of
the business’ activities will be interpreted as being restructuring that will inevitably
raise concerns and cause turmoil in the organization. It goes without saying that a
primary consideration that will inevitably be on every worker’s mind is whether the
strategy involves them at all, which may understandably foster anxieties. Mishan-
dling this announcement may cause issues and concerns with rumors distorting
reality which could hinder the later attempts to win over the workers’ support. For
all these reasons, worker buy-in is essential to implement the innovation strategy
successfully. Is there a better way? Despite upfront efforts and costs, there are
significant advantages in engaging the organization’s regular workers early in the
innovation process. Soliciting input and feedback can go a long way towards foster-
ing the trust and the engagement necessary to ensure an innovation strategy’s ulti-
mate success; they won’t argue against something that they took part in creating.
This should be done not only to secure the workers’ support, but because they can
usefully contribute to the reflections about innovation. These upfront consulta-
tions should be viewed as being early preparations that will facilitate the later
integration of the changes in the mainstream operations with the benefits of re-
ducing the typical surprises, anxieties, and resistance to change. In addition, it
allows to undertake any required staff training early on. Obviously, not every
worker can be removed from his or her regular assignments to work on innovation
projects, but all workers can acquire a feeling of involvement even if it is simply
being aware of the innovation initiatives and a feeling that they are part of a for-
ward-thinking organization. In practice, they need to be encouraged to continu-
ously be on the lookout for ways to innovate by improving on their regular tasks
and making and reporting unusual observations that could lead to discoveries.

Overall, the corporate culture needs to be adapted to ensure that change isn’t
viewed as inauspicious, but rather as an innocuous process that occurs regularly, if
not continuously, and that one can expect. Change, whether it is evolutionary or
revolutionary, must become the norm; being on the standstill should be what is per-
ceived as being an abnormality. Faced with continuous change, a responsive orga-
nization should actively retrain its staff whenever possible, which may provide
many opportunities for worker self-actualization and professional fulfillment.

Hence, we contend that innovating in a way that is disassociated from the or-
ganization’s workers is a misguided approach because it ignores the importance of
the numerous considerations relating to the integration of novelties which may
compromise the value that is sought. Furthermore, in doing so the organizations’
senior managers ignore an invaluable source of ideas, experience and feedback,
that is readily available amongst their regular workers. Rather than communicating
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strategic decisions after the fact, informing and consulting regular workers early on
is more effective in the long run. Moreover, innovativeness is more than the simple
sum of each worker’s individual inventiveness; it is a holistic function within an
organization. A vibrant culture of innovation should involve all workers as active
participants.

How can regular operations and exploratory activities be
balanced?

Performing regular operations that apply current know-how and techniques is what
is referred to as exploitation. Traditionally, separating a team mandated with the
development of a novelty from the regular workers was a common practice. This
approach addressed the most common concerns, such as avoiding any disruptions
to the current business processes and production, and preventing the stakeholders
associated with regular operations from unwittingly stifling the development of
new ideas by resisting change because it could affect their ability to produce. For
these reasons, separate organizational entities are created to house the innovation
initiatives or distinctive new brands are inaugurated. They are established to clearly
distinguish them from regular production. An innovation strategy that involves
emerging technologies or new business paradigms usually means ambiguity and
risk. Many components underpinning the innovation strategy may first need to be
worked out, perfected, developed, and tested before it is ready to be integrated into
the organization’s regular operations. On occasion, the novelty may even cannibal-
ize existing products or services establishing an uneasy form of internal competi-
tion. This concern is often used as an excuse to justify delaying the disclosure of
the novelty to other parts of the organization or to its customers. Its implementation
in its regular operations may be postponed until the uncertainties surrounding it
are fully resolved. Its opportunity and value must be confirmed beyond any doubt.
The rationale for doing so is easy to understand; change can cause disruption, pos-
sibly even turmoil, that could interfere with the proper performance of the produc-
tion processes involved in the exploitation of the organization’s current assets both
tangible and intangible; these processes are the very livelihood of the organization.
The mismanagement of the novelty’s integration may interfere with the proper op-
erations of the organization’s activities and have a detrimental impact. Therefore,
engaging in change must be carefully planned out before it is executed; dithering
and worse backtracking could be even more disruptive than the originally planned
integration process; it should be avoided.

Organizations often exhibit a negative bias against projects that are perceived
as being risky or prone to long delays before reaching profitability. Planning proj-
ects that involve emerging technologies is also challenging because their feasibil-
ity and their impacts are harder to predict. More often than not, decision-makers
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naturally shy away from the uncertainties of exploration which means that inno-
vative projects are often systematically ranked unfavorably compared to projects
that involve familiar technologies or techniques for which the outcomes and re-
turns can be estimated more accurately and more reliably. In addition, novelties
may at first temporarily underperform while the quirks are worked out and while
related supporting processes are being established – a weakness which may be
derided by some critical workers. Indeed, they may resist, defy, and even dispar-
age a novelty that they perceive as being a threat. Interestingly, resistance to
change may also foster a form of defensive innovation based on incremental im-
provements of the current technology that may extend its lifespan for a little
while longer. This is a source of innovation that may prove useful when unfore-
seen issues with a novelty cause delays in its deployment. In addition, customers
may hold off purchasing an organization’s products if it is rumoured that a better
version is in the works. Word of improved upcoming versions may stall the sales
of current versions. To avoid these situations from occurring when the novelty is
still at an early stage, organizations often elect to keep the exploration of novel-
ties separated from the rest of the organization, possibly even conducting the
exploration covertly that is to say without the regular workers nor even its cus-
tomers being aware of it. In addition, exploration teams are often shielded from
what may be viewed as being tedious constraints of production because it is
feared that they could restrain the innovation team’s creativity. Simplifying the
problem is often a useful tactic when experimenting with a novelty but scaling of
a proof of concept later may create a difficult hurdle over which to jump; it could
even compromise the innovation project’s success in case the initial approach
doesn’t scale.

Ambidexterity in the context of an organization refers to its ability to balance
its exploitative and the exploratory activities. Ambidexterity is sequential when the
innovation team is temporarily removed from the rest of the organization while it
conducts exploratory work and reintegrated in the organization when it has com-
pleted it. When the organization’s workers are allowed to exercise their own judge-
ment in deciding whether to engage in exploitation tasks or in exploratory ones, it
is said to be ‘contextual‘ (Birkinshaw and Gibson 2004). ‘Harmonic ambidexterity‘
involves the concurrent pursuit of exploitation and exploration. Allowing workers
to deviate from standard operating procedures as they develop their proficiency at
a new task and as they find better ways to carry it out are examples of this type of
ambidexterity. Generally, involving regular workers who instigate, launch and un-
dertake innovation initiatives makes the balance between exploration and exploita-
tion contextual since they implicitly adapt novelties to their reality and to their
evolving needs. There are other typologies of ambidexterity that reflect when explo-
ration is carried out in the workers’ schedules and whether the resources involved
are permanently dedicated to research and development. Staff members who work
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part-time on innovation projects exercise temporal ambidexterity, while a perma-
nent research and development department is a structural one.

In designing the Framework, we were guided by the goal of establishing an en-
vironment in which innovation initiatives coming from the organization’s ranks can
flourish. Regular workers who identify an opportunity for innovation become the
instigators and owners of their projects; also, they are accountable for them. To
realize their projects, they may work part-time on them or draw on other internal
resources in a matrix organizational structure to undertake larger ones; these con-
sultations are an application of temporal ambidexterity. The project may require
competencies that are foreign to the organization; in which case it will need to call
on external contributors. Thus, blending several perspectives together one may end
up with a hybrid form of ambidexterity, which reflects the fact that the Framework
is flexible enough to be added to any existing organizational structure.

The Framework is mostly an application of contextual and harmonic ambidex-
terity with workers instigating innovation projects and remaining on the lookout for
opportunities to improve on their work. They keep their eyes open for any observa-
tions and information that could trigger discoveries and inventions. These could be
the result of purposeful inquiries and experimentation or mere chance. In addition,
we believe that they should have an active role in setting the orientation of inno-
vation in their organizations. They should be invited to bring their ideas forward
and to freely, albeit respectfully, critique the other workers’ ideas. Also, workers
should seek advice from others in a casual manner. Operations teams that find
efficiencies relating to the activities that they perform together should share their
insights with other groups. There must be an allowance for them to participate in
other workers’ innovation projects when invited to do so. This participative, col-
laborative and networked framework means that all regular workers are de-facto
democratized innovators.

How does collaboration come into play in democratized
innovation?

A novelty is more than a technology, a technique, a procedure or a mechanism. It is
a blend of its intrinsic features with special-purpose know-how, practices and pro-
cesses developed especially for the context in which it will be used. Some of these
supporting assets may be codified; others are tacit which means that they are diffi-
cult to transfer from one worker to another by any other means than by coaching
and mentoring. Developing these complementary knowledge assets usually takes
extensive time. This justifies consulting and integrating an organization’s regular
workers who know the ins and outs of its operations and business processes when
developing innovation initiatives. They are the one’s who make a novelty work in
an organization’s operations by adapting its generic features to the organization’s
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needs. This integration is critically important for the ultimate success of an innova-
tion project because it is at that stage that the novelty is converted into a value-
generating innovation for real users. Furthermore, the regular workers may improve
on it as they use it in effect exercising harmonic ambidexterity without necessarily
being aware that they are doing so. Hence, the regular workers should be active par-
ticipants in the innovation process. They should be engaged as early as possible to
provide the insights into the business and operational processes, and to develop the
complementary assets as early as possible. Managing knowledge assets shouldn’t be
confused with intellectual property (IP) management that simply formalizes knowl-
edge ownership.

It is widely recognized that groups are more creative than individuals working
in isolation (Davidson 2019a, 2019b). Furthermore, rather than sporadically isolat-
ing innovators and innovation teams only to reintegrate them with the novelty in
the organization at a later date, all the organization should be proactively engaged
in innovation as a regular preoccupation and activity. Senior management must es-
tablish a global culture of innovativeness, which means developing a capability to
recognize, to capture, to trace, to relate, to prioritize, to diffuse and, especially, to
reward the contributions to innovation made throughout the worker community.
Innovativeness must be elevated to the level of a sought-after ability that every
worker aspires to attain, and that the organization recognizes and even celebrates
as one of the principal factors of its success.

A team of people can bring insights beyond the imagination of individuals. A
greater number of minds, each with different backgrounds, experiences and view-
points will generate a larger number of ideas and, generally, more creative ones.
The exploratory group discussions challenge its participants to formulate their
ideas and their thoughts clearly to communicate them effectively to others. The
group works its way through incremental refinements and improvements by means
of an exchange of proposals and arguments. The discussions are creative and even
vibrant to eventually reach what Sawyer (2007) calls “in-flow improvisation”. In
turn, the participants may express their doubts phrasing them as open probing
questions. Questioning and challenging one another’s ideas force their proponents
to clarify them; the exchange brings out issues that they may not have considered
which further develops ideas that may have been initially vague. The search for
multiple solutions avoids fixating on a single approach. Blending several ideas to-
gether, making compromises and finally reaching a mutual agreement will ensure
that the focus remains on creating value for the innovation’s stakeholders. All these
group deliberations will result in superior and more valuable outcomes than indi-
viduals trying to be creative by themselves ever could. Diversity in all of its forms is
a key ingredient of a group’s creativeness. It avoids falling in the trap of uniform
thinking that inevitably leads to solutions that lack originality. Breaking the mold,
straying from what is the norm or what is common, daring to be different, these are
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the imagination-enhancing behaviors that an organization should develop amongst
its workers. Purposely hiring diversity can also fosters out-of-the-box thinking.

Projects aiming at developing novelties are becoming increasingly complex. As
a result, they require an expanding range of skills. Identifying who may have the
knowledge that one needs at a particular time for a given project can be challenging
in a large organization. Moreover, being allowed to pull this person away from his
or her regular work often raises administrative issues. This process should be dy-
namic with team members being casually approached and engaged to contribute
their expertise on innovation projects on an ad-hoc and temporary basis. The
spreading-activation mechanism associates a worker with a set of competencies
which may each be represented by a node in the virtual knowledge network. They
should have the latitude to reach out to other workers, when need be, and the work-
ers who are approached must be able to help without needing to deal with adminis-
trative impediments. Moreover, assisting democratized innovators should be part of
any worker’s standard duties. Their participation should be documented and re-
corded, and their contributions evaluated. Thus, there needs to be a formal trace of
the spreading activation as it takes place despite it being flexible and casual. Work-
ers’ contributions should be rewarded, which means that a formal record should be
added to their yearly performance evaluations.

Nowadays, the customary organizational boundaries are less delineated that
they were before. Making an organization organic also involves reaching out to ex-
ternal expertise when need be. Special rules must apply to ensure that the organiza-
tion’s sensitive information remains protected. Performing tasks in general and
innovation in particular is not only the production of an outcome; it is also a con-
tinuous learning experience. When the work is carried out by a group of people
with diverse domains of expertise, the knowledge is shared and often internalized
by the participants. There is what one might call a “cross-pollination” of knowledge
that takes place. Therefore, collaborating with external knowledge contributors is
both a risk and an opportunity. Organizations need to manage the risks of external
collaborations while taking advantage of their benefits. This means that sensitive
knowledge must be tagged as such; topical exchanges may be reframed in a generic
manner to avoid disclosing their sensitive aspects. When project teams reach out to
external expertise it should be clear to them which knowledge is sensitive and,
therefore, shouldn’t be shared and which subject matter is open for discussion. Pre-
clearing external contributors relieves this constraint to some extent. Despite these
risks of sensitive information leaking out, working beyond the traditional bound-
aries of an organization can give the organization the flexibility that it needs to
expand beyond its core competencies; this may naturally come into play when
taking on complex customer projects. It is an important step towards making
one’s organization more organic. Moreover, the internalization of knowledge by
external workers may not end up being durable; indeed, knowledge that came
into pay for a project may naturally fade if it isn’t later reused. Thus, there is a
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loss of remembrance in external partners which is also an important part in shap-
ing an organization’s own evolving knowledge base.

Barriers of all types, whether administrative or functional, within organizations
need to be broken down to allow for free-flowing exchanges and casual consulta-
tions. All too often, workers carry out their tasks in isolation. Group affiliation cer-
tainly helps develop fruitful working relationships and mutual reliance amongst
workers, but unfortunately, it may go wrong if the excessive group focus distorts
the workers’ motivations. Democratized innovation builds on a community spirit.
Organizational silos may stifle network-enabled exchanges. They are static and
closed while networks need to be dynamic and open by constantly adapting to
shifting needs. Workers need to be encouraged to reach out to one another and to
consult people in the know in an unrestrained manner. Enhancing connectedness
is more than setting up communications technologies. The organization may be
structured in any number of ways, but the organization’s competency structure
should be networked to foster these exchanges and maximize the reuse of the
knowledge. Moreover, new learning amongst workers makes this network ever
changing. It cannot be rigidly set; it will be in continuous fluctuation.

Risk-taking is an important part of innovation. Refraining from taking risks
maintains a status quo that may itself eventually be rendered obsolete. Therefore,
there is risk in experimentation and change, but there is also a significant risk in-
volved in ignoring the need to change only to find oneself unprepared when it oc-
curs. A risk-taking mindset should be cultivated, especially in organizations that
find it difficult to break through the rigidity of standard processes and practices to
carry out innovation. Businesses in industries that are traditionally more conserva-
tive may require more attention in this regard than others. Generally, people avoid
taking risks because they fear failure, especially if they anticipate that failures
could be career affecting. To avoid this incapacitating propensity from occurring,
failures should be reframed as useful learning opportunities. In fact, people and or-
ganizations can learn more from their failures than from their successes.

It is generally recognized that groups make riskier decisions than individual de-
cision-makers because the responsibility is diffused amongst several people (Wallach
et al. 1964; Dion et al. 1970). Allowance for alternative scenarios as the unknowns of
ambiguous projects are cleared and project-type quotas, that force a minimum pro-
portion of exploratory projects in project portfolios, can make risk-taking more sys-
tematic. However, on the downside, groups may sometimes engage in excessive risk-
taking which is a phenomenon that is called “risk-shift”. Risk in innovation is a deli-
cate balance to manage. To alleviate the drawbacks of this phenomenon, Kirkman
(2017) recommends that developing alternative solutions should be a standard prac-
tice to provides a catalyst for dissenting views. Members of a group who may silently
disagree with a solution may more readily and openly express their concerns in the
context of discussions in which several design options are compared. Also, he recom-
mends naming a devil’s advocate or inquisitor. If being the criticizer is a standard
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role, making unsettling remarks will come across as the person carrying out the du-
ties of the role, making them less personal. Finally, Kirkman recommends avoiding
making decisions under time pressures. The pressure of a deadline could preclude
properly thinking things through which could result in disproportionate risk-taking.
Another phenomenon that can undermine group creativity is ‘groupthink’; it could
be defined as a tendency to seek premature concurrence, or in other words team
members avoiding conflict or feeling under pressure or enticed to conform with an
emerging consensus or with the opinion of a vocal or influential participant. When
this situation occurs, the group members cease to exercise critical thinking appropri-
ately and hold back from expressing the dissenting views that they may hold. They
may be inhibiting their own power of expression sometimes without even realizing it.
It may also be a form of social loafing when participants prefer a comfortable position
of a complacent agreement rather than engaging in the effort and possible anguish of
contradicting another member’s views. Groupthink may be the result of misguided
leadership and deference to it by group members acting like followers, as the case
described by Houghton (2015) suggests. Although groupthink might result from over-
powering leadership, it could also more subtly be a side-effect of charisma, seniority
or even exceptional expertise. Leaders in democratized innovation should cultivate
their humbleness to avoid this phenomenon from occurring. Although democratized
innovation should mostly be self-managed, organizations may choose to create coor-
dination roles to ensure that it operates smoothly. These coordinators will need to
hone their negotiation skills to ensure that the democratized innovators participate
willingly and work efficiently towards common goals.

Granting the freedom to experiment to the workers allows them to find ways to
improve on their work sometimes even intuitively. Indeed, running one’s organiza-
tion like a proverbial “tight ship” may sound efficient but will inevitably hinder
innovation by depriving the workers of the time to reflect on their work and to ex-
periment with new techniques. Senior managers need to keep in mind that imple-
menting procedures too rigidly will stifle the opportunity to learn and to gain
efficiencies from this learning; there are useful learnings to be extracted from fail-
ures as well. Time should be allotted for a systematic analysis to figure out what
went wrong; valuable learnings may be extracted from them. This latitude to exper-
iment could be granted as a general policy relying on the workers to apply it when
they need to. It should be granted on a discretionary basis or made official with
time on the workers’ schedules dedicated to exploratory tasks. Progressing on the
learning curve is very much an operational consideration that ties into the organi-
zation’s efficiency and profitability. It involves finding often minute efficiency gains
that speed up a process. Improving on one’s skill may also improve the quality of
production which also creates value. Workers – individually or as groups – intuitively
develop meta-routines as they repeatedly work through sequences of sub-tasks; the
meta-routines are valuable improvements albeit often tacit and, thus, difficult to
capture and to diffuse to other groups. Innovation of this type should also be
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encouraged, periodically reviewed, acknowledged, adopted, shared, diffused, recog-
nized and rewarded.

Regular workers should be reassured that their jobs will not be jeopardized by
the introduction of a novelty within their organization. It should be made clear that
they remain part of the organization’s evolution plan with appropriate retraining.
Moving workers from one department to another or from one project to another
should be commonplace to widen the range of their experiences and knowledge; it
should be carried out in a way that doesn’t distress them. However, this needs to be
carried out with proactive organizational support that helps connect the workers
with innovation projects that require their skills. Project teams that draw on the ex-
pertise of workers from several functional groups in a matrixed organization will
also ensure the diversity of perspectives and competencies that can foster unformal
learning. In addition, as they move from one project to the next, the new knowledge
will naturally diffuse to other parts of the organization. Any formal training should
include domain-specific instruction, mentoring and coaching as well as training on
innovation principles and practices. Of course, familiarity with the principles and
inner workings of democratized innovation should become ubiquitous. Mentoring
programs should pair up new workers with tenured ones, especially those who
need retraining. A win-win situation should develop with the new worker acquiring
the tacit knowledge about the organization’s practices while the senior worker gets
exposed to new techniques.

Knowledge is increasingly becoming the preponderant resource in organiza-
tions; it is crucial for their success. Exploiting knowledge and processing it takes an
increasingly central role in a wide range of industrial sectors, even in those that
don’t primarily sell their knowledge or their expertise per se. Traditionally, observ-
ing one’s competitors’ moves and customer feedback were the principal signals to
update one’s knowledge base. But learning should rather be proactive. Knowledge
includes a domain’s fundamental principles, practical know-how, lessons learned
from failures, problem solving, knowledge about when a piece of knowledge is ap-
plicable or not, and knowledge about who has or may have the expertise to help in
any given situation relating to the organization’s line of business. Knowledge can
be collected from scientific publications, trade journals and conferences or many
other sources over which an organization doesn’t have direct control. It could be
acquired or developed internally or created through external collaborations. We set
as a premise that collaboration is an important catalyst in the elicitation, produc-
tion or acquisition of knowledge that is new to the organization. Organizations
need to become more cognizant of what knowledge they possess and process, and
how they need to enhance it. Generally, they need to make far better use of it to
remain competitive.

An innovation project work team develops the information that is specific to
a project. In doing so, it may uncover or develop new knowledge that could be ap-
plicable to other similar projects, which then becomes new accepted working
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learnings or lessons learned if the project failed to produce the expected results.
This type of project is focused on problem-solving or on producing a specific inno-
vative outcome in a limited amount of time. Once the projects completed, the
team members are redeployed on other projects. At that point, the communities
of practice need to take charge of the newly acquired knowledge to prevent it
from being lost. They will evaluate it and if it is convenable to do so, they may
diffuse it to other groups within the organization. Innovation project teams repre-
sent the convergence of knowledge and competencies to tackle problems that sin-
gle workers would be unable to address on their own either because of their
complexity or because they are multi-disciplinary. There is usually a core team
that owns the project and that is accountable for it with expert advisors who join
and leave as it progresses.

How can democratized innovation be exercised in organizations?

Democratized innovation aims at making an entire organization innovative, which
means involving the regular workers in innovation endeavors. We advocate focus-
ing on innovation that comes from within the organization rather than responding
to external events. However, reaching out to external help is included despite this
internal focus; it must be orchestrated by the organization to achieve its own pur-
poses. Therefore, this Framework is designed to benefit one’s organization, which
of course shoudn’t go against caring for other external stakeholders’ interests as
well, especially the organization’s customers and suppliers, since they are often
partners in creating value.

The Framework is more of an organizational enhancement than a change per se;
it is about adding a knowledge network, enabling greater collaboration amongst
workers and a knowledgeable management of the organization’s capabilities. How-
ever, it must be clearly supported by senior management to be successful. There are
four principal management policies that need to be established: (i) giving the regular
workers the latitude to develop improvements on their own work, (ii) allowing them
to develop their innovative ideas in an environment that fosters collaboration, (iii)
proactively managing the organization’s knowledge assets (i.e., competencies and ca-
pabilities) by knowledgeable workers, and (iv) consulting the community of workers
for its recommendations on the orientations of innovation. These policies relate to
four organizational groupings of workers, namely: the production workers or produc-
tion units, (ii) the innovation project teams, (iii) the communities of practice and (iv)
the organization’s worker community at large; workers may belong to one or more
of these groupings. These groupings and their related practices form the four corn-
erstones of the Framework as illustrated in Fig. 1.1. The cornerstones of the Frame-
work are distinguished on the horizontal axis between those that focus on the
enhancements and management of the organization’s accumulated knowledge (i.e.,
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improvement and validation) and those that involve the development of new knowl-
edge (i.e., orientation and prospection). On the vertical axis, they are differentiated
according to either their action-focus (i.e., improvement and prospection) or their
reflection-focus (validation and orientation). An organization’s implementation of
democratized innovation (to which we will refer as its ‘manifestation’) is repre-
sented as a square in the center of this figure with a typical team of three democ-
ratized innovators; it will apply its principles and practices in a way that is
adapted to a specific work context. We shall review the other components of the
Framework as our investigation into democratized innovation proceeds.

Let us take a closer look at the functions and the implications of each cornerstone.
While practising their daily activities, production workers or production units may
find ways to improve on their work (see Fig. 1.1 top left). As these individual initia-
tives accumulate, the organization as a whole progresses on its learning curve; it
becomes increasingly efficient and effective. The recognition and enablement of
this natural process involves a transfer of responsibility to the individual workers or
groups of workers forming the ranks of the organization. This responsibility comes
with a certain degree of independence and autonomy which is part of the concept
of democratization. Innovation occurs as workers incrementally find what are
sometimes hardly noticeable efficiency gains as they carry out their tasks; yet these
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Fig. 1.1: The four cornerstones of the democratized-innovation framework.
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incremental improvements accumulate and eventually produce significant value
gains. This process occurs because the human mind naturally reduces its cognitive
workload by amalgamating sequences of tasks into single composite meta-routines
as it becomes increasingly familiar with them. In this manner, the mind develops
ways to carry out the meta-routines almost intuitively and automatically which
frees up mental resources for other thought processes. The tasks may also be more
skillfully performed which could improve on the quality of the output. In addition,
the human mind seeks regularity. As a result, workers may stumble upon observa-
tions of anomalies that represent deviations from the familiar circumstances. Being
on the front line, these observations are far more visible to them than they would
be to any manager. These anomalies could form the basis of inventions; they should
be noted and reported for further examination. The same processes may occur for
teams working closely together for extended periods of time. As a cohesive produc-
tion unit, they experience the same kind of cognitive phenomena as individual
workers do; they coordinate their actions and develop team-based meta-routines.
Some organizations may have implemented standardized operating procedures that
inhibit this natural learning process. In this situation, workers should be allowed to
lodge transformation requests in order to schedule the three-step change process
identified by Kurt Lewin (1958) namely unfreezing, changing and refreezing; this
process allows for an orderly change with all the necessary safeguards. These im-
provements are valuable; organizations should strive to capture them. The learn-
ings derived from these improvements should be shared and diffused throughout
the organization which further multiplies the value gains. Finally, production work-
ers or production units should be allowed to experiment with new techniques that
improve on their work on a discretionary basis as long as the quality of the output
and their overall efficiency at their tasks aren’t negatively impacted. They should
be allowed to make use of any free time in their regular work schedules to do so.
This allowance can stimulate their overall motivation when faced with the monot-
ony of repetitive tasks.

The spreading activation mechanism comes into play throughout the Frame-
work, but particularly in the innovation project teams’ work (see Fig. 1.1 top right).
They reach out to their peers for advice when they need help. The workers con-
sulted should be allowed to allocate some of their time to respond to these requests
on a discretionary basis and, moreover, they should be recognized for their contri-
butions. This form of networking should be self-organizing. Furthermore, these
teams carry out creative activities in groups. They challenge one another’s ideas
and arguments with probing open questions that stimulate other members to artic-
ulate their thoughts or to expand on them. As the discussions proceed, the protago-
nists edge closer to a state of shared understanding. Eventually, they devise the
best possible outcome together. They use their diverse skill sets to look at a problem
from different angles that a single mind may not have otherwise considered. To-
gether, they better anticipate the many issues that could come about. They debate
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their innovation endeavors intensely and creatively expressing their opinions can-
didly without avoiding engaging in respectful disagreements. Indeed, disagree-
ments are opportunities to clarify what is unclear and to get to the bottom of
issues; they should be perceived as part of a positive process that can be carried
out without distressing confrontation. In addition, new ideas rise from this collec-
tive dynamic exchange; it is a catalyst for creativity. They explore multiple ideas in
parallel to compare with the options already presented. The differences between
the ideas draw out unexpected insights and stimulate critical thinking. Ultimately,
they allow the debating group to find the best possible outcome more knowledge-
ably. The task is exploratory; it is part investigation, part problem-solving. Ideas
clash; compromises and decisions are made by the team members with extensive
use of astute negotiation techniques to find optimal outcomes that satisfy all the
stakeholders.

Nowadays, knowledge is increasingly recognized as an asset for organizations
irrespective of their line of business. The management of knowledge assets includes
the validation, adoption, incorporation, and diffusion of new knowledge, such as
improvements developed internally, novelties developed by the organization’s
innovation teams and industry updates, such as best practices, technologies, proce-
dures and techniques. The establishment of the communities of practice is a recog-
nition that the organization’s sustainability depends on this knowledge being
proactively managed. The knowledge could have been generated internally or ac-
quired from external sources to be integrated in the organization’s operations. Man-
aging knowledge is a key organizational function; failure to do so can (and will)
undermine its competitiveness and sustainability. Managing knowledge includes
removing what is obsolete, which is the organizational equivalent of forgetting.
Moreover, too little effort is applied to transfer the knowledge detained by workers
who are about to leave their organizations. This knowledge may be of critical im-
portance, and their leaving without properly transferring their knowledge may have
a profound and detrimental effect; one could view this event as a loss of organiza-
tional memory.

Contrary to innovation project teams that are assembled on a temporary basis for
specific projects, the communities of practice are enduring and they are mandated
with the oversight on a particular domain (see Fig. 1.1. lower left). Their membership
may change over time, but often their members remain despite their moving from
one functional group to another; they transcend functional groups. The communities
of practice are longer lasting than market-focused teams. Knowledgeable workers
should be invited to participate in communities of practice in disciplines relevant to
the organization’s competencies and lines of business. They are groups of people,
knowledgeable in a particular field, who collaborate in developing more efficient
processes or techniques for their area of expertise; these communities often include
expert advisors who are external to the organization. The members of these commu-
nities contribute to the advancement of the organization’s knowledge base and to
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updating it. One should think of them as part knowledge-keepers part competency
and capability managers who maintain the relevancy of the knowledge assets used in
the organization. They diffuse new updates throughout the organization. Generally,
the knowledge will be action-oriented and grounded in practicality; it will be con-
verted into competencies and capabilities that define how the organization produces
value for its stakeholders. The communities of practice validate the improvements
and novelties proposed by other stakeholder groups in the Framework. Overall, they
engage in critical reflection on how knowledge is used or how it should be used in
their organization. This cornerstone highlights that, for democratization to occur,
data, information and knowledge must be freely available to all and authentic; for
knowledge assets to be recognized and applied, they must have been validated by
knowledgeable people.

Therefore, communities of practice play an important role in ensuring that an
organization remains current in its field. They are knowledgeable about the impli-
cations of novelties on their organizations; they assess the opportunity to apply
them. They strive to monitor or even to anticipate advancements in the domain and
to understand their relevance to their organization. They may entertain ties with re-
search institutions or professional associations to identify scientific discoveries that
may forewarn of upcoming paradigm changes that could affect the domain’s practi-
ces. They assess the impacts and the risks; they make extensive use of benchmarking
data to gauge the organization’s performance in their domain. They should be estab-
lished for each domain of knowledge in which the organization operates. Their
members share a common interest; they have extensive experience and knowl-
edge in their domain. They may proactively put their minds together to solve com-
mon domain-specific problems or enforce new standards. If this problem-solving
goes beyond simple investigations, they launch special innovation team projects
to be handled by a designated team of qualified workers.

The orientation of innovation (see Fig. 1.1 lower right) in an organization relates
to the notion of democratization in a more literal sense, that is to say, in giving a say
to all stakeholders in the decision-making process, usually as organization-wide con-
sultations. The community of workers at large is engaged; it participates in group re-
flections. They make joint recommendations on how innovation should be conducted
within the organization. This function touches on the notion of self-determination of
the concept of democratization. This cornerstone highlights the fact that regular work-
ers may have insightful ideas and that they should be viewed as being agents of
change; as stakeholders affected by the changes, they should indeed have a say. The
mode of thinking applied in this cornerstone is prospective; worker ideas are brought
out through a range of means, such as challenges, idea boxes and even crowdsourc-
ing for large organizations. It is important for organizations to foster an entrepreneur-
ial spirit to capture the ideas that its workers may have. Many workers may secretly
cultivate the idea of launching their own start-up to develop their own ideas, often
without realizing the huge challenges that it involves. Provided with favorable support,
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many might find it more attractive to develop their ideas internally that is to say in a
familiar environment. Defining and developing an idea requires a range of skills from
the outset. Intrapreneurs should be encouraged to work in small teams from the outset
rather than by themselves to draw on this range of expertise.

Exercising democratization involves extensive free-flowing exchanges with ad-
vanced networking and consultations in a general spirit of trust and knowledge
sharing that takes place throughout the organization at all levels. The more people
depend on one another in conditions that are favorable for all, the more they will
be inclined to cooperate for the greater good of the collectivity.

The greater autonomy of the Framework begs the question about how it relates
to the existing organizational structure. Essentially, the existing organizational and
reporting structures remain unaffected; the Framework simply adds a knowledge
network to the organization that draws out the innovation capabilities of its regular
workers. The Framework integrates validation and safeguards while preserving its
intended flexibility that is key to its success.

How does the Framework relate to other models?

Pervasive social networks (PSN) are established by social activities, such as gam-
ing and interpersonal exchanges, taking place over networking platforms (Dingli
et Tanti 2015). The democratized-innovation Framework relates to the intercon-
nectedness of PSNs (although not necessarily over electronic means) with the pur-
suit of a specific purpose which is analogous to “distributed problem-solving
networks” (DPSN) (Chui et al 2009; Chamberlain 2014). DPSNs leverage the power
of groups to resolve specific problems. In the Framework, we extended the con-
cept of problem solving to include the investigations leading to the development
of new knowledge and new capabilities and the enhancement of existing ones
that enable innovation. Putting the two together suggests combining the power of
technology-enabled networking if it is available in an organization with the prob-
lem-solving capabilities of an extensive group of people.

A significant amount of research has been conducted into interorganizational
collaboration. The democratized-innovation Framework relates to the concept of
“pervasive collaboration networks” (PCN) that are self-organizing and include a
large number of cells (Muller et al., 2008). Drawing on the analogy of wireless tele-
communications infrastructures that extend their range by drawing on cells that are
outside of their base networks, the PCN paradigm in a management sense involves
seamlessly reaching out to expert individuals – outside one’s immediate work
group – who are each viewed as a distinctive “competency cell”; it is pervasive in
the sense that all of the organizations’ members de-facto participate and contribute
to the network as part of pre-established agreements and commitments. Dutton
(2008), in his analysis of PCNs, points out that their formation isn’t made with
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explicit managerial knowledge or explicit top-down approval. Our Framework relies
on similar ad-hoc consultations. We believe that democratized innovation should
be allowed to just happen by letting knowledgeable people interact with one an-
other. In addition, the knowledge network should shadow the existing reporting
structure – giving it the depth of knowledge – but not challenge it. The modus oper-
andi should be to leave the workers in the know figure things out by themselves
rather than being instructed on how to do so; initiative needs to be cultivated
amongst the workers. Dutton also notes that PCNs don’t necessarily follow the strict
boundaries of an organization’s work teams, departments or business units. Simi-
larly, we contend that organizations need to develop the ability to attract the crea-
tivity of external PCNs to it by signaling that they offer a preferential way to
channel external inventions in a way that enables value-bearing innovations; thus,
being well connected to these external PCNs can foster co-creation. We assimilated
the PCN’s notion of a cell to the concept of knowledge enabled by a group of experts
of a community of practice, as we called it in our Framework, and which is respon-
sible for overseeing a competency in a given domain. Let us note that we blended
the notion of a knowledge community in the concept of community of practice.
Hence, the combined knowledge of the members of a given organizational group
may become a distinctive competency cell that carries a holistically value depen-
dent on the cross-dependencies and the interactions amongst the competencies
that come into play in a complex and often specialized domain of expertise. The
PCN paradigm relates to the spreading activation amongst the nodes of the knowl-
edge network that is part of our Framework.

Caminhenos-Matos and Afsarmanesh (2006) described ‘collaborative networks’
that provide a framework for several organizations to collaborate and to jointly
learn through their collaboration. They draw on socio-organizational mechanisms
supported by advanced information and communications technologies to bring to-
gether people who through the diversity of their competencies and backgrounds
help produce more ideas and more efficient solutions in a co-creation model. These
concepts relate to the innovation project teams in our Framework; we emphasize
that collaboration should support the creation of competencies and especially capa-
bilities that underpin the organization’s innovation endeavors. Davidson (2019a,
2019b) suggested that the knowledge-based collaborative networks working in the
background of the regular organization will establish a de-facto organic quality to
the organization that may be exercised when the need for flexibility arises without
it needing to be explicitly engineered and managed; it just happens, and it self-
adjusts. There is also a work-culture change that needs to be carried out to support
it. Workers should be recognized not only for the work their accomplish, but also
for the knowledge that they hold and that they contribute to the organization.

Peter Senge (1990) introduced the notion of a “learning organization”. It em-
phasizes that an organization’s race against obsolescence requires agility; in order
to face rapid changes, this model promotes not only supporting self-improvement
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and self-learning towards the goal of “personal mastery”, but also team learning,
that is to say learning that is mostly the result of staff members working together,
thus often incidental. The development of what he calls “mental models” condi-
tions the workers’ abilities to process and to reason about the information that
comes into play in the performance of their tasks. Mental models combined with
“systems thinking”, that emphasize the interrelationships existing between a sys-
tem’s components, allow fundamental knowledge to be put in practice in a specific
workplace. Knowledge sharing is also an important part of Senge’s model, like in
our Framework. In addition, his model includes the collective development of a
“shared vision” to build staff motivation with a decentralized approach. In our
Framework, this notion of decentralization supports the pertinence of involving reg-
ular workers in the reflections about the orientation of an organization’s innovation
strategy rather than simply communicating to them the decisions that were made
by the executive team working in isolation. Such consultations allow for a more
adapted balance between exploration and exploitation activities by introducing
through the workers contextual considerations from the outset. It is through this
process that an organization makes fundamental knowledge its own. Our Frame-
work also shares the focus on learning, especially group learning; in our view,
learning is an innovation enabler. In addition, we contend that the speed of change
can be better managed with a resource-based approach that emphasizes prepara-
tion than by reacting to market and competitive contingencies often too late. Learn-
ing is a supporting organizational capability that fits well in this resource-based
approach. Davidson (2019a) also argued that the regular workers’ learning and mas-
tery of the principles of innovation gives them the legitimacy to participate in inno-
vation-related activities.

The development of a novelty involves an investigation into the unknown
through practice which, in a way, relates to action research. The aim is obviously
imminently practical, which suggests that the action-research methodologies are
particularly relevant to the creative investigations that take place in the Framework.
These methodologies involve simultaneously taking action while conducting re-
search which can also be called “practitioner-based research”. Critical reflection on
the actions carried out is a key process in conducting the research analysis. In other
words, one investigates how to uncover new knowledge by working on a specific
development project. John Heron (1971) talks about “research ‘with’ the people
rather than ‘on’ the people” in sociological contexts; all participants become co-
researchers in developing what Argyris and Schon (1974) call “action science” that
we view as relating to co-creation. Amongst the action research methodologies, the
“cooperative inquiry method” proposed by Peter Reason and John Heron (1995)
stands out because of its highly participative approach; it advocates balancing au-
tonomy and collaboration, that is to say the ability to self-create and to transfigure
one’s work in a creative and corrective feedback loop. Interestingly, the cooperative
inquiry approach involved four types of knowing (Reason and Heron 1997), namely
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propositional knowing (i.e., delineating the subject of the research that we related
to the determination of the orientation), practical knowing (i.e., a first-level action
phase), experimental knowing (i.e., a second-level action phase that we related to
advancing through the learning curve in a production setting) and presentational
knowing (that we related to validation and codification). Coincidentally, these
stages fit well in the Framework’s four cornerstones. Furthermore, the coopera-
tive-inquiry methodology involves several iterative cycles, which may alter the
definition of the original goals of a research project as a better understanding of
the issues is gained. This phenomenon often applies when discoveries are made
on the basis of the observations of unexpected side-effects which end up generat-
ing more value than the original objective sought. Also, problem-solving teams
often realize that there is a more important underlying problem to solve and that
they may have been investigating the mere symptoms of it. Design Thinking‘s Em-
pathize activities are especially conceived to ensure that the design team is indeed
solving a real user problem. Finally, as Kurt Lewin (1958) pointed out, people are
more likely to adopt new ways when they are involved in the decisions affecting
them, which ties into our argument in favor of contextual ambidexterity. How-
ever, he stresses that the results of action research cannot be generalized, because
they are highly contextual. In our Framework, we address this concern about gen-
eralization by assigning a validation function to the communities of practice;
their members evaluate the self-improvements and assess their potential for re-
use in other contexts in the organization; thus, in doing so, they investigate the
potential for generalization. Also, we advocate that the manifestation of the
Framework should be adapted to the specific needs of each organization.

“How about the concept of democratization?”, one may ask. Increasingly, one
hears and reads the term ‘democratizing’ referring to the popularization of a given
field that was previously reserved for an elite or for the initiated. Popularizing a field
means making it widely understandable and accessible to a broad uninitiated audi-
ence; it is bringing them to a point at which they know enough to get started and to
be motivated to continue learning more. This interpretation applies to the subject
matter of this book, but with the added notions of autonomy (in the sense of decision-
making being decentralized and innovation endeavors being mostly self-directed).
Furthermore, democratization involves a population that has a say (in the sense of
being consulted) on matters that affect its members. Let us note that the expression
“democratizing innovation” was originally introduced by Eric von Hippel (2005). He
referred to a co-creation model in which end users of goods are provided the means to
design and to produce them by themselves. He argued that end users can better meet
their specific needs than the designers of manufactured goods ever could. Von Hip-
pel’s concept also includes co-creation partnerships between lead users and manufac-
turers especially for new product uses that are poorly understood; these lead users
help the manufacturers to better understand ambiguous requirements and provide a
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rich source of creativity. Our conception of democratized innovation is distinctive
from von Hippel’s because it focuses on organizations.

These models emphasize collaboration, connectedness, and learning. The vi-
sion of democratizing innovation in organizations draws on all these concepts to
get everyone in one’s organization engaged in innovation. Our Framework provides
a practical way to make all of one’s organization innovative not just a small portion
of it. The creative resource, that is to say one’s regular workers, is already present
in one’s organization and likely eager to participate; it is simply a matter of empow-
ering these workers to do so to get things started.

Summation

Traditional approaches to innovation lack the nimbleness that today’s dynamic market
conditions require. The democratized-innovation framework offers flexibility, resiliency
and sustainability. It involves collaboration, exploration, improvements, knowledge
creation and learning with the aim of creating the value that is one of the defining
principles of innovation. It overlays the existing organizational structure by adding or-
ganic qualities to it which are essential in increasingly challenging market conditions
due to augmenting complexity, shifting trends, game-changing novelties and ever-
disruptive competition. An organization flourishes because it has expertise that allows
it to effectively and efficiently respond to a need. The organization is defined by its
competencies that are leveraged by its workers to generate value. Balancing explora-
tion and exploitation appropriately is important to ensure that the organization cap-
tures the value of the knowledge that it creates in a sustainable manner.
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Chapter 2
Decision-Making in Democratized Innovation

Collaboration in innovation necessarily means that several people have a say in the
innovation endeavor that is under development. Their interventions both contribute
to the project and constrain it. These stakeholders could include customers or the
people defending their interests in their name, managers at all levels, team mem-
bers, suppliers and partners in the value chain, government regulatory agency offi-
cials and often several more. All these people either participate in the novelty
development process or influence how it is conducted. They may also be affected in
one way or another by its execution or by its outcome. To maximize the creative
potential of collaboration, their preferences and ideas should be put to good use.
But they may also have diverging priorities and interests. Their points of view must
be integrated into the project. In the end, a novelty must have catered to every stake-
holder’s interest and needs in a way that is satisfactory to all for it to be declared a
success as an innovation. Optimizing the value generated by innovation means
finding a happy balance between all these interests. Therefore, innovation carried
out by groups of people involves two key considerations: (i) that the ideas be devel-
oped and refined through thought-provoking discussions, and (ii) that group deci-
sions be made through discerning deliberations which may involve negotiations.
Hence, to carry out these activities effectively and efficiently, innovators must be-
come skilled deliberators and negotiators.

How can deliberations stimulate creativity?

Sawyer (2007) related creative discussions amongst the members of a team to im-
provisation in jazz. He calls it “the purest form of collaboration”. He emphasises
that one improvises on the basis of something not in a void. Seeding is indeed a
well-known technique to stimulate brainstorming. Sawyer adds that ideas are grad-
ually developed in a sequence of what he calls sparks. In our concept of collabora-
tive deliberations, sparks could be embryonic ideas, merely clever thoughts, or
insightful observations in a discussion, that don’t in themselves completely solve a
problem or represent a terminally conclusive “Eureka!” moment. They build on
what others have already said and on the accumulated information and arguments
made. As the discussion unfolds, the ideas are refined with the participation of
others until something of value emerges. Since the outcome of a collaborative effort
occurred through a process that may have been convoluted, the final idea or the
final version of the idea truly belongs to all participants not only to the individual
who launched the discussion on that track. The process is tentative; when a given
line of discussion doesn’t lead anywhere, it is time to reframe or to reset it by
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seeding the discussion again. A lull in the discussion may simply be caused by fa-
tigue, in which case the best thing to do is to pause to resume later. The partici-
pants may still keep the points discussed in the back of their minds and find new
ideas related to them while they are in a relaxed state of mind. Therefore, even a
pause in the group discussions may be productive as the participants ponder over
what was said during the discussion. There are no failures in group creativity; crea-
tive discussions are a continuous exploration through possible conceptual avenues
and an information gathering activity. Generally, more information means better
outcomes, but only up to a point. Too much information may overload the partici-
pants minds, in which case, it is necessary to summarize and reorganize to make
the amount of information manageable again.

It is interesting to expand on Sawyer’s jazz improvisation example, since there
are more learnings that may be inferred from it. The musicians initiate a well-
known melody and then together they extend and expand on it using a mix of expe-
rience and imagination to produce a new musical composition which is a unique
ephemeral event. Like a team of specialists, each musician pitches in with his or
her instrument until a peak in creative band performance is attained. This is what
Sawyer called a “state of flow”. One musician plays a few notes that are picked up
by the other musicians as creative prompts; they play along with the developing
musical creation while exchanging the lead, adding their original contributions to
it which provide even more creative avenues on which the other musicians may
elaborate and so on and so forth; nobody presides over the exchanges: they follow
a natural flow. Similarly, the innovation deliberation team is self-directed; it is
guided only by the pursuit of shared understanding and discovery. Nobody knows
precisely how one got to a given point nor where one is going, but one thing is for
sure, creative talent finds in a mix of curiosity and action a fertile ground for imagi-
nation developing in a state of collaborative creative elation. It is a unique perfor-
mance; it is original, like a creative happening.

Let us examine more closely the composition of the participants by considering
once again, the jazz band analogy. Each musician is like a specialist of a particular
instrument and is essential to the band’s capability and identity. It is implicitly un-
derstood by all that if any given musician didn’t participate or wasn’t allowed to
participate fully and freely, the band wouldn’t perform as well. Everyone receives
the other musicians’ contributions with enthusiasm and open-minded interest. All
members of the band must be cognizant of this interdependency, which is funda-
mental to the band’s originality, cohesion and sustainability. Creative debating is a
similar process; like the so-called “cool cats” in jazz, all the participants contribute
their unique knowledge, experience and perspective to a common thread of discus-
sion. Each one of them is recognized and respected for his or her distinctive skills
and for the original knowledge-based perspective that they can bring to the team. It
is a celebration of diversity. Experts in a given field may be invited for a consultation-
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style intervention joining and leaving the discussion group like an external soloist
invited now and then to participate in a jam session with a home band.

The discussion must be transformational in the sense that it advances towards
a commonly shared understanding of a given topic progressing towards a common
goal even if there are disagreements along the way. The process must be flexible
and may even at times be disorganized, with the participants remaining cognizant
of the overall objective and edging or rather meandering towards it. The thinking
should be profound although it is expressed through spontaneous exchanges. The
proponents should always seek to be discombobulating because the very purpose
of these deliberations is to challenge the status quo and to find new patterns of
thought. Although relaxed, it cannot be a mere social discussion; the participants
are discussing tangible subjects for a purpose, even though they can be highly con-
ceptual at times. In this type of discussion, it is as important to think aloud as it is
to be an active listener seeking clarifications when required without interrupting
the flow of a current line of reasoning and encouraging the person expressing his or
her thoughts. Participants should help the speaker clarify an idea that he or she is
developing on the fly. Thinking as one speaks is often a confused and unclear pro-
cess. Participants need to go along with other participants’ lines of thought; they
must consider their ideas with as much interest as if they were their own. Doing so
should be a common courtesy. In addition, they should strive to spark ideas in their
colleagues’ minds through their comments. It is a group conversation but also an
exploration into shared understanding and collective imagination. As much as
someone should help the speaker, one must also respectfully challenge the speak-
ers not to make them shut up, but to make them expand on their thinking. Chal-
lenging ideas is not only alright, it is necessary since the goal of such discussions is
to find enlightenment. One shouldn’t be complacent to avoid unsettling anyone.
Disagreements should be viewed as opportunities and prompts to better explain
one thought; they don’t signal impending conflicts. Group members should also pe-
riodically ask themselves whether they are working on the right problem. More
often than not, there may be an underlying issue to resolve with a reported problem
being a mere symptom of it.

Communications involves an emitter and a receptor. Human language is often
vague, ambiguous, marked by short-cuts and hanging sentences. There are assump-
tions implicitly made about the listener’s knowledge of a field or about the subject
being discussed that lead to implied meanings that may be lost on the receptor. Dif-
ferent interpretations of words result in misconceptions and misunderstandings
that make one’s comments unclear. However, this lack of clarity isn’t all bad,
since it can prompt creativity in the listeners’ minds as they try to decipher what
the speaker is trying to express; they try to associate the unclear speech with
their own thought patterns which may generate original insights. Furthermore,
what can be obvious for someone trained in a given field may not be so for peo-
ple who have another background; professional assumptions condition the way
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people formulate their thoughts and the way they interpret the vocalisations that
they hear. The emitter must be cognizant of the limitations of verbal communica-
tions by making one’s discourse as clear as possible to all. Thus, to ensure that
the points came across accurately, the emitter should welcome being challenged
to clarify his or her thoughts and the receptor needs to be comfortable expressing
that he or she hasn’t grasped what has been said. Open questions, tentative state-
ments and rebuttals will force back-and-forth verbal exchanges to clarify, to re-
word and to adapt what the speaker has said. It is often useful to articulate one’s
thoughts in different ways or to purposely choose a way that is most likely to be
understood – which often means avoiding specialized technical jargon or acro-
nyms. One shouldn’t simply be talking about something; one should be commu-
nicating with the aim of helping one’s colleagues build an accurate mental model
of one’s conceptualizations. Ambiguous wording is often a clue that there are as-
pects of an idea that aren’t fully thought through. In doing so, the speaker is im-
plicitly asking to be assisted in clarifying concepts that may still be vague in his
or her mind; one needs to play along by being their sounding board. One must
keep in mind that opponents in a debate are not adversaries; they are partners in
exploration.

The clash of ideas and opinions, deliberations and negotiation stimulate group
creativity. De Bono (1994) formalized these confrontations with debating roles that
participants are randomly assigned to play. It allows participants the opportunity
to be critical without making it personal when needing to deal with colleagues who
could easily take offense. It brings out the multiple aspects of a problem. However,
the process flows more naturally when the debating group members becomes com-
fortable enough with one another to allow for uncontrived discussions in which
participants move from one role to another in a free-flowing yet balanced manner
as the debate unfolds. Finally, participants must avoid monopolizing the air waves;
being brief is a prized quality and sometimes even a courtesy. If excessive verbosity
becomes an issue, the group could challenge the participants to one-minute inter-
ventions; a chess clock could help keep track of each participants total speaking
time, all in a good spirit of course.

Let us now consider the power of open questions. Conversations easily stray
away from the topic. Although, it can be divergent thinking taking place, more
often than not, this reflects that some participants consciously or subconsciously
avoid addressing ambiguities or flaws in their arguments. Probing open questions
are a powerful way to elicit information, since they invite expansive answers with-
out restricting their orientations. These questions reframe or refocus the delibera-
tions and bring to light areas that remain unclear. They require participants being
comfortable enough with one another to express aloud what they are wondering
about. Humbleness and a genuine interest in what others think are useful attitudes
to display since it gives others the opportunity to express themselves. Questions
also represent what could be viewed as being ‘micro-challenges’ prompting one’s
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teammates to reflect on a specific aspect of a problem. Mastery of question formula-
tion is a useful skill to develop to facilitate a debate and to ensure that the conver-
sation remains on topic while stimulating the generation of ideas.

How do group deliberations come into play in the Framework?

Collaborative innovation involves communications, inquisitive questioning, delib-
erations and ultimately negotiation between stakeholders. The Framework implies
autonomy and empowerment of the workers, which also means some decision mak-
ing which could be progressively increased as trust is built. Decisions will undergo
the scrutiny of collective wisdom as a natural validation process. senior manage-
ment may keep a final approval privilege at least until they are reassured that
sound decisions are being made; delegation of decision-making authority could be
made selectively for certain types of decisions.

The Framework, as illustrated in Fig. 1.1, is function agnostic in the sense that
its structure, goals and processes can be applied anywhere and everywhere in the
organization. Its precepts should be ubiquitous to make all the organization innova-
tive; all workers should have acquired skills in democratized innovation. Produc-
tion workers and production teams will need to convince the communities of
practice of the validity of their improvements which members, in turn, will need to
negotiate amongst themselves whether to incorporate them in the organization’s of-
ficial processes and the extent to which they should be diffused. The worker com-
munity at large will be called on to argue in favor, to justify and possibly to defend
the innovation orientation ideas that they bring forward. Innovation project teams
will need to agree amongst themselves on the best ways to address problems. And
so on as so forth. In every activity and at every step there are ideas that compete,
proponents who disagree, opinions that diverge and interests that divide. Negotia-
tion comes into play frequently in democratized innovation. It shouldn’t become a
destructive chaos of passionate negativity. On the contrary, negotiation should be
viewed as an effective way to stimulate creativity through purposely destabilizing
exchanges. It ensures that the best of several ideas is retained that satisfy all the
stakeholders. One should learn to appreciate one’s opponents in negotiation be-
cause they will help bring out the inspiration that extended exposure to conformity
may have kept subdued.

Democratized innovators are likely to be involved in any of the four cornerstones
of the Framework. They may simultaneously participate in several of the Framework’s
cornerstones and in different roles as described in Davidson (2019a) on which we ex-
panded. These are: (i) advising other workers on an ad-hoc basis, (ii) improving one’s
work processes individually or as a team, (iii) taking part in innovation project teams,
(iv) partaking in extended-group or organization-wide consultations, (v) validating
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other workers’ innovations, (vi) keeping an eye open for new practices and technolo-
gies, and (vii) managing the organizations competencies and capabilities.

All these activities involve decision-making. Managers are encouraged to dele-
gate decision-making as much as possible. Negotiation is the primary decision-
validation mechanism in the Framework.

How should decision-making be carried out in the Framework?

The democratized innovators, who strive to collaborate effectively and efficiently
will need to develop collaborative and knowledge-driven decision-making. They
need to embrace a distributed decision-making model. Creative innovators are
likely to be passionate about their ideas and to hold strong opinions about them.
Furthermore, decision-making discussions amongst a multidisciplinary team are
likely to involve several parties holding opposing interests that need to be recon-
ciled; the various solutions proposed need to be made congruent. Since there are
no ranks amongst the democratized innovators, decision-making must be based on
negotiated agreements leading to outcomes that are clear, well thought out and sat-
isfactory to the stakeholders involved and to the organization at large.

A collaborative approach to decision-making suggests seeking consensuses.
Consensus-seeking implies that participants involved in deliberations challenge
themselves by striving for a consensus, while keeping the option of settling for a
high majority that approximates a consensus as a fall-back option. Each organiza-
tion may set the thresh-hold that works best for it, but generally we recommend
seeking two thirds of the total votes. This means that in a group of three, two fav-
orable votes will suffice to win. This approach reduces the risks of a minority of
participants, such as workers who resist change no matter what arguments are pre-
sented to them, from blocking the decision-making process with unreasonable de-
mands. This would establish an undesirable situation in which the power of a few
increases as the deliberating group works towards a consensus.

The solution that will be considered as being optimal is the one that satisfies a
high majority of the stakeholders with compromises and trade-offs. Thus, negotia-
tion skills are important to work through this process successfully. Negotiators in
innovation must seek to maximize the value of a novelty for all stakeholders.

How can negotiations for optimizing an innovation’s value be
carried out?

Productive deliberations thrive on facts; fact-finding is a non-partisan process that
can bring opponents to start working together. Setting decision-making criteria up-
front will help reduce later disagreements because it dissociates the agreement on
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the criteria from the options to be debated later. However, the weights attributed to
criteria may also be subjective. Data from credible external sources, reference to
precedents and applicable theoretical principles and practices help to reframe the
disagreements with objective arguments. However, a rational and quantitative ap-
proach, even with the referent power brought about by the consultation of an inde-
pendent expert, may still not be sufficient to bring a group of people to agree.

Unsurprisingly, collaborative innovation requires negotiation techniques that
produce collective value. Opponents in a disagreement often engage in the deliber-
ations with a single option in mind, when in fact, disagreements could be resolved
in several different ways. Focusing on a rigidly set position is self-limiting and
often even self-defeating if it prevents any agreement from being reached. The op-
posing parties must set aside their respective positions to focus instead on uncover-
ing their respective interests. These interests may not have been explicitly declared
in the original position statements which means that some artful probing may be
required to get the opposing parties to reveal them. Volunteering something about
one’s own interests and asking seemingly innocuous open questions can build trust
and get the candid exchange started. For example, opponents who are insisting pre-
maturely on using a particular technique could be asked to describe their previous
experiences with it. It is a process of collaborative discovery. Parties who value
their on-going mutual relationship will more readily engage in this exercise. In-
deed, revealing one’s deepest motivations and interests requires trust and respect;
without it the opposing parties may never open up in fear of losing an advantage.
In practice, one needs to uncover and understand the other parties’ underlying
needs, wants and concerns to transcend the specific stumbling blocks causing the
disagreement. This understanding can provide useful clues on what really matters
to them, which may not be what one may have originally thought. This approach
moves the opposing parties away from a closed frame of mind to a mental space
where there are alternative possibilities. This means persistently inquiring with suc-
cessive amicable yet still resolutely probing questions to genuinely understand the
other party’s motivations. Reflective listening confirms that one has understood
and signals that any points made have been noted and taken seriously; they can be
integrated in the statement of the next questions that probe even deeper. It converts
the dispute into a constructive candid discussion.

Integrative negotiation, that is also known as win-win negotiation, involves
finding complementary interests or relative differences in how much the opposing
parties value one aspect or another of a matter at issue. Unsuspected value can be
found, sometimes with little respective loss or pain, and on which the opponents
can readily agree. One could view this process as finding the free value in a deal.
This approach relates to the logrolling technique that involves making concessions
in areas more valued by the opposite party in exchange for making gains in areas
that one values more. The respective preferences shouldn’t be on the same register
otherwise the negotiation deliberations will quickly become distributive, which
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means that whatever one party gains is made at the expense of the other. These
complementary value perceptions are highly contextual and temporal in the sense
that they are dependant on circumstantial conditions that apply at a specific con-
junction in time. They may quickly disappear if the parties involved don’t quickly
capitalize on them.

Integrative negotiation is a value-discovery technique that is, in fact, comp-
atible with the value-creation process of innovation. Therefore, the concept of ‘in-
novation negotiation’ energizes the innovation discussions through deliberations
focusing on value. Respectful disagreements are not necessarily bad. Lencioni
(2002) goes so far as to identify the fear of conflict as one of the dysfunctions of a
team. Several researchers have integrated “constructive conflicts” as a key concept
in their research on team shared mental models (Van den Bossche et al. 2011) and
“shared understanding” (Bittner and Leimeister 2014). We prefer to use the term
disagreement rather than conflict because we believe that dissention in the busi-
ness and professional context should focus on the merits or the disadvantages of
the competing ideas at play rather than on any possible antagonism between the
opposing parties. Mutual respect and civility should be the premises of collabora-
tive work. Disagreement stimulates people’s minds to move away from what may be
complacently considered as being normal; it brings out new patterns of thought.
Counterintuitively, it allows the proponents to make their case and the protagonists
to express their concerns. Through the clash of ideas, and the alternating exchange
of arguments and rebuttals, the team will be far more likely to uncover original
ideas. Therefore, let us celebrate the disagreement as a catalyst for creativity. A ‘ne-
gotiated innovation’ could be defined as a novelty that has undergone the test of a
negotiation. The stakeholders sought deeper for value in seeking areas of agree-
ment which means that through persuasion or compromises, the areas of dissention
were resolved, and the novelty optimized. Negotiating one’s innovation should be
regularly exercised.

Let us have a closer look at the drivers of value involved in negotiation for
innovation.

How can value be created when innovating?

Before investigating how value may be created in innovation, let us have a closer
look at the concept of ‘value’ in this context. A classical interpretation of value re-
lates to what a good, a service or an option may be worth, that may be expressed in
terms of a quantifiable measure produced by the quotient ‘benefits/costs’, or an ex-
change value on a marketplace that is determined by principles of supply and de-
mand. In the field of value-based pricing, the value of a product or a service for
which a price is being sought is the sum of the price of the alternative option plus
the differentiation value. This may be difficult to assess for novelties that are so
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new that there is nothing comparable; however, substitutes could be used even if
the comparison is imperfect. Often, the novelty provides the value of convenience
over other traditional options. Furthermore, if the novelty is yet to be developed, its
quantifiable value may need to be discounted according to the risk involved in its
development. However, the risks once understood can be mitigated, which may
once again boost the novelty’s value. Functional value may determine how well a
good or a service fulfils a set of user needs or contractual requirements. A novelty’s
monetary value may be tied to its future expected performance discounted in pro-
portion to the risk involved in its early adoption, which means that the novelty’s
promoter assumes at least part of the risk. However, the hopeful adopters of a
promised, but yet to be delivered, novelty may bear the cost of opportunities that
were lost in waiting for a speculative option that never materialized. Assessment of
value may also be based on the cost incurred if one were to be deprived of it.
Hence, quantifying value isn’t always straightforward.

Value may be assessed qualitatively in terms of how desirable, important, ap-
preciated, or useful something may be to someone. The beneficiary may have an
intuitive ability or the skill to assess the value that a novelty may bring. Sometimes
people don’t have this ability and, as a result, they use comparative product pricing
as a proxy for value which can end up being an imperfect measure of it. Popularity
of a novelty represents a similar reference, assuming that its adoption by a group
reflects genuine group wisdom rather than simply a fashion. However, on the con-
trary, sometimes value may be in how uncommon (and exclusive) something may
be. Normally a declining price increases the value that it represents for the buyers.
Counterintuitively, the Veblen effect will establish a positive correlation between
price and demand for products that show off social status (Leibenstein 1950). Rarity
may also increase value. Therefore, there may be extrinsic derived value resulting
from the underlying affective connection between a product and its owner or user,
such as projecting a social standing, an image or a sense of belonging, for example.
Product or service adoption may also signal a commitment to a standard or a tech-
nology, triggering positive or negative network externalities that affect the value en-
joyed by other people who made the same choices. But simultaneous choices for
the same option may result in loss of value for other stakeholders who compete for
the same resources.

Value may be intrinsic and measured on a scale or monetary reference or classi-
fied according to a rating system – sometimes related to quality level, feature set,
target-user skill level or functional power. Let us note that Dewey (1939) challenged
the notion of intrinsic value arguing that it may only exist if there is someone to
recognize it. In other words, he argues that in a vacuum, intrinsic value disappears.
Value may be contextual. Something may be coveted in a given context may be ir-
relevant in another; for example, a ship-wreck survivor marooned on a deserted is-
land might find gold to be of little value compared to coconuts that are critical to
his or her survival. Value may be amplified when it is obtained beyond one’s
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original expectations leading to delight; this is a principle that is often exploited in
negotiation by cunningly reducing the other party’s expectations early in a negotia-
tion which sets the stage for making limited concessions made later appear more
valuable. Value may be instrumental when it enables something else that in turn
creates value. It may have little value on its own, while contributing to an amalgam-
ated value created when it is combined with other elements or components. Ironi-
cally, the value of an insignificant component may come to the forefront when it
ceases to function. For example, few people think much about the extent to which
their lives depend on electrical power until a power outage disables all their cher-
ished electronic devices.

All these notions of value, that are sometimes contradictory, highlight how
value assessment may differ from one individual to another and how difficult it is
to establish. In a negotiation, although quantifiable value assessments may be
helpful in setting what is at play, at the end of the day, value is a rather personal
and subjective notion, which, moreover, is relative, contextual and temporal. Inter-
estingly, it is this subjectivity that is the key to unlocking mutually beneficial agree-
ments in a constructive give-and-take process.

Innovation deliberations should focus on exploring the positive and the nega-
tive aspects of a novelty including the side-effects of its development and imple-
mentation. These considerations make something, relatively speaking, more or less
desirable for one party or another (or even for those who may not be present or ex-
plicitly represented in the deliberations). Moreover, the extent to which these as-
pects are sought after or rejected may be a matter of personal perception, cultural
or professional bias, or even circumstances pertaining to one of the parties’ current
situation. To paraphrase a popular saying, value is very much in the eye of the
beholder. Exploring and understanding the multiple aspects and intricacies of the
perception and the recognition of value by the full range of stakeholders may be a
very involved exercise. They are the drivers in converting a novelty into an innova-
tion. Therefore, democratized innovators must become skillful negotiators as they
strive to maximize collective value collaboratively.

Value may be elevated for deceptive reasons; an illusion of value can be artifi-
cially created. Mark Twain (2010) described, in his acclaimed 1876 novel, how Tom
Sawyer, who was tasked with the whitewashing of Aunt Polly’s fence, feigned to
enjoy the work simply to cultivate feelings of envy in his buddies who happened to
be passing by. Cunningly, he artificially elevated the value of the task to entice
them to implore him to let them do the work in his place. However, the negotiated-
innovation process requires authenticity and benevolence; only factual arguments
should be put forward with commendable intentions. Doing otherwise should be
clearly rejected. Not only is it disingenuous, but it also undermines the objective of
reaching mutual understanding.

Finally, let us consider that a novelty’s value will dwindle down as time goes
by and as it progresses on its life cycle or as it is disrupted by competing novelties
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entering the market. Value is ephemeral; it needs to be constantly renewed. A nov-
elty’s value is necessarily a limited-time benefit. However, despite being obsolete, it
may acquire value once again as a vintage item that is representative of a long gone
yet still cherished past era.

How can collaborative creativity be scripted?

Schank and Abelson (1975) described how social interactions can be modelled as
scripts. Similarly, customary creativity techniques can be made to be more flexible
and effective by breaking them down into individual scripts. They can be assembled
as required by the natural flow of a group creativity session. Therefore, the most
effective way to develop a flexible capability for collaborative creativity is in the fol-
lowing steps: (i) identifying reproduceable modes of interaction that are known to
alter the flow of discussions in ways that advance the creative process, (ii) codifying
them, and (iii) reusing them as they are or with some adaptation. Moreover, once
codified, they become artifacts that may be analyzed, manipulated, and adapted.
They materialize interpersonal interactions that are otherwise inherently abstract.
Once scripted, they can purposely be applied. Indeed, calling on the muses to bring
ideas is a viable option when the goal isn’t critical and time-sensitive, but applying
mechanisms to stimulate imagination consistently is preferable in a work setting.
The scripts are generic and reusable. They can be assembled into more elaborate
suites to model more elaborate creative group interactions.

Hence, the codification of the interactions should be viewed not as being con-
trived or constraining, but rather as a way to guide improvised discussions towards
predictable outcomes. In keeping with Sawyer’s (2007) principle of creative group
improvisation, the scripts need to orientate the innovators’ thinking and guide
them towards novel ways of conceptualizing design problems and deliberating on
them, but in a manner that still remains flexible and natural enough to support the
meandering thought processes of creative minds at work. Even improvisation in
jazz is based on well-defined musical principles that ensure that improvisation
sound pleasing. Thus, jazz improvisation isn’t literally fully spontaneous either. It
is guided by principles that have proven to be effective, but still the creative possi-
bilities remain boundless. Similarly, creative discussions are more effective when
guided by recognized modes of interactions.

De Vreede and Briggs (2005) developed reproduceable patterns of collaborative
interactions that they called ‘thinkLets’. As described by Kolfschoten et al. (2006),
they support different aspects of collaborative deliberations, namely: (i) widening
the range of the options to consider (i.e., divergence), (ii) narrowing down the num-
ber of options or elaborating on the ones already identified (i.e., convergence), (iii)
classifying, filtering and organizing the options identified, (iv) evaluating these op-
tions and (v) building agreement (i.e., what they call consensus). Comprehensive
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complex processes can be assembled by aggregating the thinkLets that they identi-
fied to form ‘compound thinkLets’. In practice, the outcome of one thinkLet, such
as a list of brainstormed ideas, a filtered and prioritized list of ideas, ideas related
to others, etc., will become the input for the next thinkLet.

De Vreede and Briggs (2005) describe thinkLets with the following fields: (i) a
mnemonic name, (ii) the reasons to choose the thinkLet or to pass over it, (iii) an
overview of the thinkLet, (iv) inputs, (v) outputs, (vi) setups and configurations, (vii)
steps, (viii) usage insights and finally, (ix) success stories. ThinkLets come into play
as operational group interaction scripts to support a creative process (Kolfschoten
et al. 2004). Faced with a rising number of thinkLets being developed by research
teams, de Vreede, Kolfschoten and Briggs (2006) proposed a consolidated hierarchy
of thinkLets including classes and modifiers that can be shared across several think-
Lets. For example, the ‘OneUp’ thinkLet described by de Vreede and Briggs (2005)
constrains the participants to propose new ideas only if they are arguably better than
the ones already presented. This restriction was later converted as a modifier that can
be added to several other thinkLets (Kolfschoten et al. 2006). Also, they realized that
the concept of a thinkLet script was too rigid. They devised the concept of a rule that
provides more flexibility than scripts. We derived a similar rule-based approach to
defining new thinkLet-like interaction patterns for a set of negotiation-deliberation
thinkLets. Rules specify the way in which free (i.e., spontaneous) discussion may be
constrained to make it more conducive to producing a creative outcome. They define
how a creative dialogue may be conducted to stimulate or to restrain certain behav-
iors. Gradually, participants become conditioned to make use of these thinkLet-rules
without explicitly being aware that they are.

To illustrate this approach, let us consider the following tale that a good friend
of ours once told us; here is how it goes: a monk who regularly sang in a monas-
tery’s choir complained to the choirmaster about another monk who recently joined
the choir. The newcomer’s constant sniffing is annoying; he explained, adding that
he couldn’t stand it anymore. The choir master astutely instructed him to go chat
with the sniffing monk for at least one hour. However, he applied an important con-
straint (that corresponds to an interaction rule in our thinkLet-like model): they
could talk about any subject that they pleased, he instructed, except about the
sniffing issue. The complaining monk complied and engaged in an amiable conver-
sation with his sniffing colleague. As the choirmaster shrewdly anticipated, the ca-
sual conversation allowed both monks to get better acquainted and to develop a
benevolent predisposition towards one another; mutual understanding and cama-
raderie ensued. As a result, the complaining monk now felt compelled to disregard
the sniffing previously considered to be aggravating; in other words, he subcon-
sciously realized that in the overall scheme of things, the sniffing wasn’t really as
serious an issue as he originally thought. He never brought up the matter again; the
problem was implicitly resolved. The approach exercised in this fable could be
transposed as a thinkLet designed to increase each protagonist’s tolerance for the
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other participant’s singularities that may otherwise needlessly increase tensions be-
tween them. A greater tolerance for people makes it easier to find a mutually agree-
able compromises on a divisive issue. This thinkLet-like interaction could be called
‘KnowThyOtherParty’ with a one-on-one conversation setting and a rule stipulating
to engage in small talk for one hour or more while avoiding any known contentious
subjects or in pseudo-code: ‘free discussion’ of length ≥ 1 hr, of type ‘informal dis-
course’, with topics ≠ contentious subject(s). Similarly in innovation deliberations,
free – yet hopefully enlightened – discussions are considered as the basic precondi-
tion for group creativity to take place with constraints added to produce a stimula-
tory effect. We applied conciseness in the definition of the thinkLets; in keeping
with this objective, we limit our presentation of the specialized thinkLet-like inter-
action patterns to the definition of the rules that condition or that constrain a
group’s exchanges, since the other details are straightforward.

ThinkLet modifier rules can be designed to prevent unproductive interactions.
For example, to neutralize a long-winded participant from dominating the discus-
sions, one could add the “RoundRobin” modifier to several of the thinkLets that en-
sures that all the participants are given the opportunity to express themselves or to
explicitly pass on their turns before any other members who already expressed them-
selves in a ‘round’ can speak again. Similarly, the “ElevatorPitch” modifier forces the
participants to make their points in one minute or less before being cut off.

The “Echo” modifier reinforces active listening and shared understanding by
requiring a designated participant to briefly summarize the point made by a previ-
ous speaker; this will prompt the original speaker to correct any misinterpretations
early on. The Echo modifier also forces a point to be reformulated in different ways
which helps clarify vague concepts, because no two people express themselves ex-
actly in the same way.

Some thinkLets relate to the way that meetings are conducted to stimulate crea-
tivity. Pausing a discussion session in an impasse suggests an “Incub8” thinkLet
that would simply interrupt a work session in the hope that illumination will occur
upon resuming it later. As Simon (1979) suggests, the process of forgetting that oc-
curs during incubation allows for illumination when the mind returns to the task
but at a higher level of reflection while still benefiting from all the information
gleaned up to the previous blockage point, but while disregarding the sticking
point that led to the impasse.

There are endless possibilities; it is a good practice to derive one’s own set of
thinkLet rules or modifiers from observations of what works or not in one’s specific
situation. The points presented above are simply intended to illustrate the types of
thinkLets and modifiers. They are but no means intended to be definitive.
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How can negotiated innovation be scripted?

The creative-negotiation process brings out arguments, clarifications and rebuttals
which overall help a team move (or rather zigzag) towards a convergence of their
thinking that enables what Van den Bossche et al. (2011) call “shared mental mod-
els”. A more colloquial expression could be that everyone is on the same page – a
state that all should reach acquiescently rather than grudgingly. Van den Bossche
et al. frame this process as “team learning”. Consensus thinkLets (de Vreed and
Briggs 2005) bring to light areas of agreement and disagreement amongst the partic-
ipants by examining their voting patterns, tracking the opinion-changing arguments
and seeking clarifications about the motivations underpinning previously defined op-
tion rankings obtained through a voting thinkLet. Expanding on the Van den Bossche
et al. (2011) team-learning behaviors model, Bittner and Leimeister (2014) propose a
compound thinkLet that they called the “MindMerger” which is designed to help dis-
cussion groups reach a state of “shared understanding” on a discussion topic and to
build commitment. They identify a three-step process comprising what we para-
phrase as (i) individual interpretation leading to the initial construction of a set of
mental models, (ii) one-on-one team discussions and clarifications of these mental
models towards co-construction, and (iii) constructive group-wide conflicts aiming at
reaching mutual agreement. Contrary to these researchers, we believe that all of
these steps are more effectively performed as a part of a group or a team effort rather
than individually or through one-on-one subgroups. We adapted the model that
they proposed by identifying the following three collaborative steps, namely (i) dis-
ambiguation, (ii) conceptualization and (iii) concurrence. Disambiguation involves
clarifying the problem – in a way that is similar to the empathizing in Design Think-
ing that leads to a better understanding of the user needs and a clearer definition of
the problem to solve. Conceptualization relates to the co-creation of solution op-
tions through several iterative divergent and convergent activities, or the Ideation
domain (i.e., step) in Design Thinking. Finally, the team deliberates and argues the
pros and the cons of the set of options to prioritize them or to narrow them down to
only one. Thus, it takes a process to go from a cacophony of misunderstandings
and diverging views to a state of shared understanding and general agreement (i.e.,
concurrence).

We derived a set of thinkLets that apply the principles of value-driven negotia-
tion in innovation. As the thinkLet examples provided by de Vreed and Briggs
(2005) suggest to do, they are identified by a short mnemonic name, often com-
pounding several words. We only included their short descriptions, because their
full forms are straightforward. Let us review them:

‘OpenUp’ thinkLet: this models the interest-based negotiation technique that
involves setting aside the respective positions and probing into the other parties’ un-
derlying needs, preferences, interests and personal situations. It is a preparatory
component thinkLet for ensuing value-seeking ones. One should ask open questions
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to bring the other party to reveal their motivations and to expand on them. Revealing
something about one’s own preferences helps to get the conversation started.

‘LogRolling’ thinkLet: this is a common integrative negotiation tactic that is
easily translated to a thinkLet. It is a composite thinkLet that comprises an OpenUp
thinkLet first being carried out. The protagonists investigate ways to satisfy their
respective underlying interests by exchanging reciprocal concessions on points that
they care less about against gains on points that they respectively value more.

‘SpoilSport’ thinkLet: Some participants may be over-confident about the sus-
tainability of a current comfortable situation and use this situation as an argument
to block any novelty. They may not realize that success is often ephemeral. “Why
change what isn’t broken?”; they typically say. This point of view has led to some
of the most striking business failures in modern history; it is often called the “in-
cumbent‘s curse” (Chandy and Tellis 2000). This thinkLet forces the participants to
consider the hidden risks of the status quo that are typically obsolescence, unex-
pected competition or paradigm changes or even looming catastrophic events. Sto-
ries of unprepared leading organizations that found a sudden demise may help
engage the conversation in this direction. However, one should expect to be la-
belled as a defeatist. Getting people to realize their vulnerabilities will motivate
them to more readily agree to novelties that represent contingency plans against
them.

‘RiskOnUs’ thinkLet: since there is always an element of risk in any innovation
proposal, this is a thinkLet that may be used if an OpenUp thinkLet previously re-
vealed that one of the parties’ has concerns about its risks. Indeed, different people
may have different degrees of tolerance to risk. Some may be highly risk averse
while others may be more comfortable with risk or may have the means to assume
any of its detrimental consequences. The more risk-tolerant party may offer to take
on more if not all of a debated proposal’s risk.

‘SelfDisruption’ thinkLet: the objective is to put oneself in the shoes of a com-
petitor concocting ways to disrupt the participants’ own organization. Keep in mind
that the participants, as regular workers, are better able to figure out how to disrupt
their own organization than any of their competitors would be. Indeed, they have
insights on any of the possible weaknesses that are usually common knowledge
within the organization. This thinkLet may convince previously reluctant partici-
pants to agree to a proposed novelty. They may even agree to new lines of products
or services that cannibalize the organization’s existing ones once they have been
brought to realize that these lines may be at risk anyways.

‘SwitchingCosts’ thinkLet: one party assumes all of the costs that a novelty pro-
posal incurs, whether direct or indirect. These may include the proposer covering
the direct costs, such as the cost of new equipment or the cost of relocating a dis-
rupted work group during implementation, or indirect costs, such as alleviating
any consequential detrimental impacts, with retraining for example.
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‘PieceMeal’ thinkLet: an ambitious proposal involving a significant cost and risk
is likely to trigger reservations. This thinkLet explores the opponent’s willingness to
engage in a first incremental step with the understanding that the project could be
discontinued if any issues arise, if milestones are missed or if pre-determined inter-
mediate objectives aren’t met. It is a piece-meal tactic designed to get the other par-
ties to commit to a first step around which they can better wrap their head than they
could with the original full plan. Getting later approvals for the following incremental
steps is usually easier to obtain once the merits of the initial step have been demon-
strated. Also, people generally dislike writing off their investments. The challenge is
on the proposer to make this first step compelling; this suggests selecting a step that
produces the most tangible outcome.

‘ReferentPower’ thinkLet: getting the other party to accept prior case examples,
a standard or the advice of an expert, is a known tactic to bring a reluctant party on
board. This thinkLet may entice a reluctant opponent to accept an option that has
been directly or indirectly validated by people in the know.

‘SwissArmyKnife’ thinkLet: involves bringing forward secondary benefits that
make the original value proposition even more appealing. What is proposed is not
only effective for an original use, it could also be used for other value-bearing
purposes.

‘Reframing’ thinkLet: when the cost of a project is expensive, it may become
more appealing to the other party viewed from another the frame of reference. For
example, a capital-intensive innovation may become more attractive by comparing
its total cost of ownership with other less ambitious options. Alternatively, an ex-
pensive full cost could be spread over a longer period of time or simply broken
down into a lesser incremental cost over a shorter time period. However, the latter
case is simply obscuring the real cost to make it more palatable, which goes against
the principle of shared understanding that we advocate. Therefore, it should be ap-
plied with a genuine argumentation that highlights the affordability of the options
that one promotes.

‘Means2anEnd’ thinkLet: corresponds to an innovation being an enabler for fu-
ture accomplishments or capabilities. It represents instrumental value as opposed
to intrinsic value on its own. An instrumental novelty should be transformational
for the organization; it should typically prepare it for the future.

‘TurnTheTable’ thinkLet: when the other party persistently maintains an adver-
sarial position no matter what arguments and compromises are brought forward, as
an ultimate tactic, one may challenge him or her to tell you what it would take to
get their agreement; this approach forces the other party to take the role of proposer
in the deliberations.

‘One4All-All4One’ thinkLet: this is a thinkLet that is designed to establish a coop-
erative mood amongst the deliberation team. It involves emphasizing the shared goal
that all the parties may have, reminding them that there is common ground achieved
up to that point in the deliberations or a common challenge that affects everyone, such
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as the expression “we’re all in it together!” would convey. This brings the opponents to
realize that there are higher-level common interests or a greater good, before moving
into the discussions on more granular points of contention.

‘GoodOrBadFirst’ thinkLet: Researchers Legg and Sweeny (2014) investigated
the optimal order in which to present good news and bad news when engaging in
challenging discussions. As they recommended, when the other party has the
power to change the bad-news situation, it is preferable to engage the discussion
with the good news. This raises up the opponent’s spirit which motivates him or
her to make the necessary efforts to remedy the bad news situation which is a point
of contention in the negotiated-innovation process. The thinkLet concludes on the
expectation that the other party will address the bad new.

‘EducateThyOpponents’ thinkLet: any decision may involve theoretical princi-
ples, best practices or heuristics with which the other party may not be familiar.
This thinkLet involves educating the opponent on the underlying precepts that may
justify a proposal. It is essential to avoid coming across as patronizing the other
party. We recommend calling on a neutral third party to deliver the knowledge free
of any influences and any affiliations with the protagonists. Ideally, the expert
should be known and respected by the opponent as an authority in the field. The
opponent should be free to ask any follow-on questions directly to the expert.

‘BeautyContest’ thinkLet: faced with an opponent who is adamantly defending
an option over another, launching an exploratory challenge into both options may
be compelling. Rules must be set in advance to evaluate the outcomes fairly. Also,
since budgets are always tight, the challenge should involve limited proof of con-
cepts that highlight each competing proposal’s distinguishing features. The pro-
posal that best demonstrates its benefits prevails.

We presented a set of thinkLets that demonstrate in practical terms how value-
based negotiation may translate to negotiated innovation. Negotiation is a domain
that comprises many more tactics. In particular, there are tactics designed to influ-
ence or even to manipulate the opponent often subconsciously, such as “this is a
proposal that only someone with your extensive experience will appreciate to its
full extent” (i.e., flattery designed to manipulate someone into agreeing to some-
thing), artificially limiting the number of options from which to choose (which in
the author’s mind triggers the search for the other option that the opponents is try-
ing to conceal) or the infamous ‘Pull-rank’ tactic in which one opponent claims to
have precedence over another in one way or another – a tactic which is guaranteed
to create rancor. The objective of negotiated innovation is to reveal any reservations
that stakeholders may have about proposals as early as possible in the innovation
process. The arguments point towards ways in which they may be revised to maxi-
mise overall stakeholder value, or to bring to light options that otherwise may not
have been considered. Thus, it should be viewed as being an exercise of revelation,
not one of confrontation per se. We advocate that the democratized innovators
should strive for frankness in their intent and genuineness in the information that
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they convey to the other parties in the deliberations. One should be open to the no-
tion that there may be a better way than what one originally identified. The search
for illumination is the goal; negotiation is simply a way to dig deeper for value than
through other more commonly known creativity techniques. That being said, there
is value in being aware of manipulative tactics if only to spot them when they are
attempted.

The set of thinkLets presented above is by no means finite. Codifying interac-
tions into thinkLets makes them reproduceable. Whatever works in one’s particular
work environment could be defined as an in-house thinkLet. Moreover, thinkLets
aren’t rigidly defined; they can also become the focus of creativity in themselves.
They can and should be adapted to one’s team’s preferences or to practices in one’s
industry. In addition, there will be learning taking place as they are applied.

Summation

In this chapter, we examined how decision-making should be carried out to maxi-
mise the creative potential of workgroups. A consensus-seeking decision making
process forces the participants in creative deliberations to try harder to convince
their colleagues; as a result they apply more effort in articulating their proposals.
This generates more creativity. We related the search for value that is at the center
of innovation to value-based negotiation. We argued that such negotiation allows
to uncover additional value in the innovation process; the outcome is a negotiated
innovation. Turning to the relatively new field of collaboration engineering, we in-
vestigated how the patterns of interactions that characterize value-driven negotia-
tion could be defined as a set of thinkLets or thinkLet modifiers. They come into
play when negotiating agreements in deliberations about novelties in a way that
can stimulate group creativity. The thinkLet descriptions were reduced to the way
that they constrain free speech or orientate the discussions. Some thinkLets can be
assembled into composite ones; other modes of interaction may modify thinkLets
that one may have already selected. They determine the terms and conditions of the
deliberations.

In addition, thinkLets may capture how people deliberate about their innova-
tion initiatives; this knowledge is often tacit and therefore challenging for organiza-
tions to identify, to capture and to reproduce for lack of a representation. Codifying
collaborative and innovative interactions is an effective way to make the process
more reliable and reproduceable; they may be adapted to better suit particular
cases or assembled as composite thinkLets for commonly encountered situations. A
record could be kept of which thinkLets were applied to derive new learnings in
creative negotiation. Expressed in the form of codified scripts, rules or modifiers
they can become part of an organization’s knowledge assets. They could be kept for
an organization’s exclusive use if they are deemed to support its competitiveness
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but sharing them will enrich the field of collaboration engineering and the commu-
nity of democratized innovators at large. This sharing would represent a form of
‘open democratized innovation’.

Collaboration engineering is a new developing field. Democratized-innovation
teams should include a collaboration engineering specialist who is knowledgeable
in adapting existing thinkLets to specific needs or situations. Alternatively, this spe-
cialist may create entirely new thinkLets especially designed for novel approaches
to collaboration; this person could also take on the role of facilitating the group-
creativity sessions. However, the end goal should be to gradually develop the democ-
ratized innovators’ abilities up to a point at which they can carry out collaborative
creativity sessions on their own.

Finally, let us conclude this chapter with a word about the delegation of deci-
sion-making to workers. The democratized-innovation framework doesn’t imply
that managers relinquish their decision-making prerogatives. At an early stage,
these worker-group decisions may be framed as recommendations subject to official
confirmation. As the trust is built, more autonomy may be granted. It is efficient to
do so. Eventually, managers may elect to dedicate more time to the setting of the
policies that frame the democratized-innovation decision-making than carrying out
the day-to-day decision-making themselves. Managing may become to a greater ex-
tent a policy-making activity leaving processes and resources to manage themselves
according to these policies. Indeed, the management function is also an organiza-
tional capability to manage.
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Chapter 3
Internalizing and Externalizing the Framework

In this chapter, we describe how an organization may adopt the democratized-
innovation framework. We refer to this process as the internalization of the Frame-
work rather than its establishment to emphasize the fact that it is an enablement of
a knowledge network comprising existing workers. It is a matter of establishing the
connections, developing their knowledge, adopting the Framework’s practices and
enticing them to start innovating. As already mentioned in Chapter 1, we emphasize
the fact that the Framework isn’t designed to replace an existing organizational
structure, but rather to support it with greater worker engagement in innovation.
Thanks to the Framework, an organization will enable the knowledge to flow more
freely throughout its ranks. Attaining this goal requires that the regular workers em-
brace its precepts, acquire knowledge in innovation, and make innovativeness a
common reflex. The regular workers must think of themselves as democratized in-
novators. Each organization will need to adapt the Framework to its own circum-
stances. Moreover, the knowledge network itself will self-adapt as time goes by; it
will evolve naturally, continuously, and dynamically to the organization’s evolving
needs. We refer to this customization process as the revelation of the organization’s
manifestation of the Framework because, to a great extent, it occurs automatically
by building on existing components and motivations that are already present but
mostly overlooked. It is a matter of establishing favorable conditions and, with
some guidance, letting the manifestation develop naturally. This is one of the prin-
cipal advantages of the Framework: once seeded, it self-propagates and evolves ac-
cording to the organization’s shifting needs for expertise; it morphs in a way that
maintains its pertinence. We distinguish the process that should be applied to es-
tablish democratized innovation from the regular operation of the Framework once
it has been established. The former situation involves setting up the components of
the Framework in a way that ensures that it establishes itself on a steady footing.
The latter one requires continuously self-adjusting processes that run infinitely.

It is increasingly challenging for organizations to handle the complexities, the
scale, the speed, or the risk of change by drawing exclusively on their own resour-
ces. They need to reach out to external associates and partnering organizations
who have the expertise that they need to carry out challenging innovation endeav-
ors. Openness and cooperation are key principles. In the Framework, this means
allowing some branches of the knowledge network to grow beyond the boundaries
of one’s organization; accordingly, information and knowledge may flow outside
the organization. We call this extension the ‘externalization’ of the Framework in
the sense that the internal knowledge network must interface with the external con-
tributors, suppliers and partnering organizations. Since the Framework is organiza-
tion-centric, it seeks to maximise the inbound flows of knowledge (i.e., flows of
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information from the outside contributors to the internal network). Outbound flows
of information are designed to enable the inbound flows. However, it is important
to control the outbound flows of information and knowledge to external partici-
pants in a way that prevents the inadvertent disclosure of sensitive information. Ex-
ternal resources should be used for non-core competencies as much as possible.
Establishing a rich external knowledge network as an extension to the internal one
will contribute to the organization’s success by providing agility, depth and ex-
tended scope. External contributors may participate on an ad-hoc and short-term
basis or with medium-to-long term agreements.

Although the principles of the Framework are domain agnostic, knowledge is sub-
ject to industry-specific practices, to the accumulated effect of path dependencies tied to
an organization’s history and to contextual circumstances, all of which give the manifes-
tation of the Framework in a particular organization a special if not unique character.

How can the democratized-innovation framework
be internalized?

The goal is to establish the organization’s own manifestation of the Framework.
The first time through the process involves setting up the resources while executing
the tasks in the Framework’s cornerstones. Naturally, the process requires learning
and possibly trial and error as the workers gain familiarity with it. Thus, the first
consideration is determining with which cornerstone to start. The steps described
in this section are illustrated in Fig. 3.1 that is an abstraction of Fig. 1.1 to bring the
process to light. In this figure, the central vertical axis distinguishes the reasoning
processes that draw on past experience (i.e., accumulated knowledge), such as the
management of capabilities and operational improvements, from those that involve
the development of new knowledge, such as defining the orientations of innova-
tion, and conducting investigations and problem-solving related to the develop-
ment of novelties. To launch the manifestation of the Framework, we recommend
first focusing on the cornerstones that involve accumulated knowledge that defines
the organization’s current competencies. The workers’ familiarity with these areas
will facilitate the initiation of the manifestation. It is important to gain an under-
standing of one’s organization from the point of view of the knowledge and compe-
tencies that come into play. It is recommended to start on the side of current
expertise because, more often than not, the regular workers’ impulse is to propose
improvements that relate to their current activities.

In the first step (see Fig. 3.1 step 1a), a list of current competencies that charac-
terizes one’s organization is established by senior managers. “What are we good
at?” is the very simple question that one should ask oneself when drafting this list.
The perspective should be inward-looking in that the competencies shouldn’t re-
flect market successes but rather those that are exercised to accomplish them.
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Detailed competencies may be organized as a hierarchy of competencies. For large
organizations that comprise multiple lines of business, business units and depart-
ments, this exercise could be carried out at the level that represents a distinctive
center of expertise. If there are overlaps in the competencies present in several or-
ganizational entities, they should be considered together. The second step (see
Fig. 3.1 step 1b) involves cataloguing and classifying each worker’s skills – prefera-
bly supported by academic degrees and other official certifications, refereed publi-
cations, past participations in projects, professional-association memberships,
years of experience in each skill, etc. The claims to expertise should obviously be as
genuine as possible; the assessment criteria should be uniform. The assessment
shouldn’t be guided by a worker’s title, because workers’ often have more compe-
tencies than those required for their current occupations. At the very least, one
should attempt to draw out the workers’ hidden skills by asking them which skills
they would like to exercise more often. Ideally, a short list of primary skills that are
deemed to be truly current should be drafted. Indeed, because memories fade, skills
that were not exercised for a long time may no longer be as sharp. They may be
consigned on a list of secondary skills to reactivate with refresher training if need
be. To carry this out, we recommend asking the workers to draft a list of their skills
with the justifications for each one entered. A human-resource (HR) specialist
should then meet each worker individually to review his or her skills list to enforce
consistency across the board. For later updates to these lists once the Framework’s
manifestation will have been established, this validation could be left to a manager
in charge of worker training. It is preferable to avoid assigning this task to the man-
agers to whom the workers regularly report because they may subconsciously align
the workers’ lists with their respective group's functions or with the worker’s role.
This natural reflex could prevent hidden talents that the workers may have from
being identified. Alternatively, functional managers could be asked to carry out this
process by swapping their respective groups of workers. Moreover, these managers
shouldn’t have been previously involved in the identification of the organization’s
competencies to avoid any distortion from occurring. Indeed, the intent is that both
examinations provide an accurate and unbiased picture of the situation. The lists
must then be compiled in a central location; statistics for the unit of analysis (i.e.,
the organization, business unit, department or other organizational entity) should
be derived from them. This exercise should reveal a picture of the organization’s
current competencies. It may also provide hints on possible intergroup synergies.

The compilation of the workers’ declared skills and the managers’ perception of
the organization’s competencies should then be compared. The comparison of the
lists is likely to highlight competency gaps and discrepancies (see Fig. 3.1 step 1c).
If any are found, they should trigger either of two actions: (i) registering the areas
in which the workers need to be trained or in which new workers with the required
skills should be hired, or (ii) feeding this information to the initial collective consul-
tation on the orientation of innovation in the organization. Skill redundancies
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provide clues that suggest the possibility of their being grouped together. The
groups requiring these skills could then access these workers on a matrix-team
basis. Regrouping resources in the same areas of expertise generally enhances the
capabilities. In the spirit of the Framework that strives to leave the organization as
it is, these workers could be virtually grouped.

The second step (see Fig. 3.1 step 2) involves establishing the communities of
practice for the organization’s most important competencies; they don’t necessarily
overlap the organization’s functions. These communities of practice should span
across several functional groups and assemble the most experienced workers in
each respective area. These communities should comprise quite a few members,
since all the members may not always be available to participate at every meeting.
The purpose of the communities of practice is to proactively manage the knowledge
assets related to specific domains of knowledge. They relate the organization’s pro-
cedures to industry or domain practices. They react to proposed updates, that are
prompted either by an improvement proposed by internal production workers or by
the novelties submitted by innovation project teams. They enforce quality and com-
patibility standards and harmonize the new practices with the existing ones. There
needs to be sufficient breath and depth of expertise amongst their ranks to engage
constructively in critical reflection.

The third step involves enticing the workers to bring forward the improvements
that they may have uncovered in the performance of their work (see Fig. 3.1 step 3a).
These improvements are likely to be closely related to their regular occupations. They
will then need to be reviewed by the corresponding community of practice that will
validate them and check their compliance with the organization’s policies (see
Fig. 3.1 step 3c). The communities of practice will make recommendations about
which improvements should be formally incorporated in the organization’s opera-
tions, and if they should be diffused to other groups in the organization.

The communities of practice may also instigate innovation by keeping track of
any external innovations occurring in their respective domains that may be relevant
to the organization (see Fig. 3.1 step 3b); they will evaluate them (see Fig. 3.1 step
3c). They are responsible for ensuring that the organization’s capabilities remain
current and flag any deficiencies identified (see Fig. 3.1 step 3d). They may reach
out to external industry experts and participate in industry events, trade shows and
conferences. Communities of practice embody the knowledge-domain perspective.
They are not intended to replace any existing organizational functions, such as
marketing or business intelligence. Through these communities of practice, the
Framework enables another channel for creativity that all too often is ignored in
favor of customer requirements often at the expense of long-term sustainability. For
example, so-called “technology debt” may fail to be appropriately addressed, or the
organizations may fail to get with the times.

In their capability management role, the communities of practice may need to
organize targeted training initiatives to upgrade some of the workers’ skills (see
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Fig. 3.1 step 3d). They should be allocated a budget for that purpose. Training initia-
tives enable innovation because they develop the workers’ expertise that will likely
translate to novelties. Training can kick start an organization’s efforts to explore the
potential of a new domain with the goal of developing a new organizational capa-
bility if the training and experimentation related to it prove to be conclusive. In-
deed, to recognize the value of a new domain of knowledge, one must first gain
some degree of understanding of it before even considering assimilating it and put-
ting it to use in one’s organization. Initial formal training may be followed by exper-
imentation to develop the competency and eventually the capability organically.
This process may be accelerated by the acquisition of tools or by hiring new workers
who are already proficient in the new skills. The communities of practice should
report on their investigations to share their reflections and to seek feedback from
the oversight committees. Indeed, their observations may trigger new rounds of re-
flection on the orientation of innovation in the organization, that is to say the step-
four sequence in our Framework integration process.

At this point, the reader may be wondering whether the communities of prac-
tice have a far-reaching influencing role. In effect, they do, but this influence must
be strictly guided by their mandate to oversee a specific domain of knowledge. Any
power that they develop must be strictly derived from knowledge-based considera-
tions. Their validation rulings must be supported by a rigorous knowledge-driven
evaluation process; they must be prepared to explain their decisions.

In Step-four, a community of practice will typically have flagged a shift in its
domain of knowledge that is so significant that it warrants a new round of reflection
on the orientations of innovation in the organization (see Fig. 3.1 step 4a). In some
cases, these shifts could put the organization at risk of obsolescence. These changes
will require the development of competencies that are new to the organization.
Thus, a key question to address is whether the organization engages in the develop-
ment of these new competencies or rather seeks new markets for its current ones.
Engaging the regular workers in the consultations on the directions in which to de-
velop innovation broadens this reflection with a wide range of perspectives. Also,
they are important stakeholders. Developing new skills requires a great deal of com-
mitment and effort on their part; they are likely to be affected either way. There are
several techniques that can be applied to support these consultations, such as chal-
lenges, idea boxes, hackathons and crowdsourcing depending on the scope and the
scale of the collective reflection that is engaged. Organizations should encourage
workers to form intrapreneurial teams to sketch out their ideas (see Fig. 3.1. step
4b). In doing so, they will have a range of skills to investigate their ideas from sev-
eral angles. The ideas should be outlined to be presented to the other participants.
They should be sketched out, but not fully investigated yet, since this activity will
come later. Once the ideas have been presented, the group votes on the ideas to
rank them (see Fig. 3.1. step 4c). This ranking represents the group’s recommenda-
tion to the stretch-innovation oversight committee that, in this first run, will need
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to have previously been established. The members of this committee will include
senior managers and possibly internal or external experts. They review the ranked
proposals (see Fig. 3.1 step 4d).

As a fifth step, upon having previously reviewed the recommendations result-
ing from the consultations, the stretch-innovation oversight committee selects the
ones that can proceed (Fig. 3.1 step 5a). The ideas that aren’t retained must be kept
in a repository for possible later use; it should be periodically revisited. The newly
identified innovation orientations may require new competencies that will be devel-
oped through the novelty development projects. The innovation projects are launched
(see Fig. 3.1 step 5b). Core innovation projects teams are formed; they usually include
the members of the original intrapreneurial teams. Additional members may be added
to complete the required skill set for the project as well as any other required resour-
ces in equipment, facilities or other. Transient consultants, internal or external, may
be invited for specialized expertise as the project progresses. Once an innovation proj-
ect is completed, a transfer of project information and knowledge occurs from the in-
novation project team to the relevant community of practice before the innovation
team that has completed its mandate is dissolved (5c).

In Step-six, the communities of practice validate the outcomes of a completed
innovation project (see Fig. 3.1 step 6a). They assess its potential and viability for
integration in the organization’s regular operations. To do so, they may reach out to
a functional group from the organization’s operations to test the practicality of the
proposed novelty. A pilot project to validate the novelty’s potential in real-world
operations may be launched. It could involve an assessment of the viability of the
approach and whether it scales (see Fig. 3.1. step 6b). In case scaling requires fur-
ther development, the novelty may require an extra-cycle of development that
could be handled through the organization’s regular requirements and project man-
agement processes. Indeed, at that point the uncertainties surrounding the novelty
should have been significantly reduced or at least much better understood. Once
the pilot project completed, the community of practice reports its findings to the in-
flow innovation oversight committee to seek its approval before integrating the nov-
elty in the organization’s practices and diffusing it (see Fig. 3.1 step 6c). It will also
arrange for any required worker training related to it.

As part of their on-going responsibilities, the communities of practice provide
feedback to all the other functions in the Framework. In doing so, they support the
other functions of the Framework, but the other functions need to support them as
well to ensure that the investigations of innovations that are in the process of being
validated are swiftly carried out. The communities of practice and the resources
from the Production (i.e., Operations) function dedicated to support them report to
the in-flow innovation oversight committee; it is composed of members of the or-
ganization’s senior management team.

Especially in the initial set-up cycle, senior management must express its sup-
port for the Framework. This support must include tangible incentives for the
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workers to participate, such as their being credited for their support of the commu-
nities of practice and their consultations to the innovation teams. These measures
should be established before the first run through the Framework is initiated. It
goes without saying that all these activities must be appropriately financed. Project
codes must be set up for the workers to register the time that they apply on the
activities related to democratized innovation. Separating the in-flow and stretch
oversight committees prevents from the exploitation-related activities stifling the
exploratory ones, which is often the case in organizations when customer require-
ments take precedence over long-term capability-sustaining ones.

Eventually, as democratized innovation will have been exercised by an increas-
ing number of workers for several cycles, its principles and inner workings will be-
come widely mastered; its activities will occur concurrently, and its components
will become increasingly intertwined. Its functional parts will come closer together
in a process running infinitely as illustrated in Fig. 3.2.

At that point, information and knowledge flow seamlessly throughout the Frame-
work. It becomes a mesh of interactions between workers who are highly net-
worked. The Framework becomes a virtual organizational entity supporting the
regular organization through the depth of its knowledge and the creativity of the
ideas that flow out of it. In addition, as positive outcomes are recorded and trust
develops, management oversight could be reduced. The two oversight committees
could eventually merge into one; the concerns that justified keeping them separate
may eventually diminish as the managers get better acquainted with the principles
of resource-based management as they are applied in the Framework. The merged
committee could then focus its attention on major events as they occur in any area

Sporadic
management
oversight

Field observations

Novelty exploration

Validation

Reorientation

Group creativity

New capabilities
improvements

Capability Management

Fig. 3.2: Fully operational Framework manifestation with intertwined activities.
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of the Framework. Its supervision becomes sporadic and event driven. Figure 3.2 il-
lustrates this arm’s-length oversight as an orbiting entity circling around the now
highly integrated Framework manifestation. This oversight is based on need, and it
is flexible; it is agile management at work. Managers in charge of this supervision
could then focus their attention on setting policies that maximize the benefits of the
Framework, and that safeguard against any possible missteps. Being more removed
from day-to-day supervision allows them to focus on strategic considerations relat-
ing to high-level goal attainment while being confident that the manifestation of
the Framework takes care of the operational details. At its optimal level of activity,
the Framework operates with a high degree of autonomy. Workers are trusted to do
the right thing; most of them will rise to seize the opportunities of this empower-
ment and to take on its challenges in earnest.

How can democratized innovation integrate external
participants?

Nowadays, user needs are more and more specialized forming smaller niche mar-
kets; markets are increasingly fragmented. This is the hyper-specialization of mar-
kets; this phenomenon makes it harder to achieve economies of scale. The trends
shift quickly; the windows of opportunity open and close abruptly. Research and
development costs have increased dramatically. As a result, organizations find it
increasingly difficult to understand these specialized markets and to cater to their
needs by making use of only their own resources. In a networked production
model, organizations reach out to external organizations to be more agile; collabo-
ration makes it possible to share the risks of innovation and to improve the cost-
effectiveness of innovation projects. The outcome of collaborative work is usually of
higher quality because the partners are more specialized and therefore more experi-
enced at their respective trades. The ability to find the right partner for the right
opportunity will increasingly become a key success factor, that is to say a factor
that an organization must satisfy in order to be a player on a market. The concept
of partnering that involves participants from several organizations working together
as if they were a fully integrated team is commonly applied on major engineering
projects that are too large and complex to be addressed with the resources and ex-
pertise of a single firm. Consortia of organizations are usually assembled to provide
an organizational framework for several distinctive organizations intending to work
together to fulfill a common goal. However, let us note that on such projects, the
ownership of the outcome – whether material such as a civil-engineering infrastruc-
ture or intangible such as a new technology custom developed for a specific purpose –
remains with the customer. The consortium partners usually neither seek nor claim
any rights to the intellectual property (IP) that is produced unless the customer
explicitly transfers it back to them. For example, this situation could occur when a
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government agency sees an opportunity for economic development in this transfer.
Other than the financial proceeds of the contract, the participants gain the experi-
ence that can help them bid more successfully on future projects since experience
is usually an important consideration among the tendering selection criteria. Or-
ganizations may become more ambitious as they gain experience by bidding on ten-
ders of increasing size, scope or complexity. Naturally, the consortium members
may harbor concerns that their partners may learn from their collaboration and
eventually become their competitors. However, Loss et al. (2008) point out that the
knowledge developed through joint learning within a short-term alliance working
as a virtual organization may in fact only be truly functional within the context of
the alliance; for the competencies to be persistently internalized by the alliance
partners, the collaboration would need to have been a long-term one. In other
words, the alliance, in itself, becomes an enabling contextual consideration; once
this context is removed after the alliance is disbanded, the value of the learned
knowledge diminishes considerably. Furthermore, this transfer and internalization
of one another’s competitive knowledge may also be controlled through the follow-
ing means. Each project has its particularities that make the generalization of the
information or of the pieces of knowledge exchanged amongst the partners difficult
to achieve. Without this generalization process, the learning allowing lasting opera-
tional competencies being internalized by a partnering organization would be un-
likely; simply put, it couldn’t credibly compete without broader knowledge and
more depth of experience. This concern may be further alleviated by purposely fo-
cusing the exchanges between consortium members on project-specific information
for unique deliverables. In other words, one should work with one’s project part-
ners, not train them.

The management of the collaborations becomes, of course, more problematic
when there is IP at play that holds value beyond the completion of the collaborative
project and that may provide a competitive advantage to whoever makes use of it.
However, despite the complexities of the considerations related to the IP, the rising
costs of research and development still justifies engaging in external collaborations.
The concept of “open innovation” (Chesbrough 2004) was introduced in response
to this realization; it provides a framework for large organizations to cooperate with
other ones on selected projects. It allows for the flows of knowledge across an or-
ganization’s traditional boundaries to be explicitly managed and controlled, possi-
bly even limited to specific subjects and areas. The open innovation activities are
specifically defined by memoranda of understanding and contracts that explicitly
describe the way that the information will be exchanged and how the rights to the
produced IP will be shared. Joint ventures may be created to house this joint owner-
ship of the IP which can then be licenced out to each participating organization
that wishes to make use of it. In this way, the shared value is housed in the joint
venture that benefits to both of its original founding members. The open innovation
framework also allows for an organization’s unused IP that no longer involves any
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competitive value to be sold rather than shelved. The open innovation framework
usually involves clearly defined communication channels and dedicated workers
who are seconded from each organization for the period of the collaboration proj-
ect. Nothing is improvised in this model; the exchanges are carefully planned, ar-
ranged and formally managed. Similar considerations apply to interorganizational
alliances; they have a strategic purpose, and their scope is wider. Typically, the alli-
ance partners strive to leverage one another’s strengths to improve their positions
on their markets (Doz and Hamel 1998).

Democratized innovation is different because it should be allowed to occur
without it needing to be planned in advance; it is driven by ad-hoc circumstances.
Project-related requests for expertise must turn around very quickly. It is a net-
worked organizational model that activates its functional components and reconfig-
ures itself in response to dynamic project needs – even if it coexists within other
formal organizational structures. The communications and exchanges cannot, prac-
tically speaking, be as easily framed ahead of time in contractual agreements and
statements of work as is the case with the open innovation framework. Thus, the
safeguards against unwanted transfers of competitive information and knowledge
must be directly associated with the project information and knowledge, not the
use that is made of them. Hence, they must be tagged with information sensitivity
levels.

How should information sensitivity classifications be used?

The information that an organization produces should be tagged according to its
sensitivity irrespective of its intended readership. Indeed, it would be impractical to
define in advance which projects could involve external participants and which
couldn’t. Spreading activation reaching outside the organization’s boundaries should
just happen with the same flexibility as it does inside the organization. One should
avoid having to tag the sensitivity levels of information after the fact because it
would become a tremendous barrier to the sharing of project information. Default
sensitivity levels may be set to facilitate the process. Furthermore, re-use of prior proj-
ect information is also something to encourage in democratized innovation; two proj-
ects could involve different classifications. Hence, it is safer to assume that all project
information could potentially be viewed by contributors who aren’t covered by the
usual contractual confidentiality clauses that are part of the regular workers’ stan-
dard work contracts. The sensitivity levels associated with specific pieces of informa-
tion and knowledge are subject to change as time advances. Indeed, information that
is highly sensitive at one time may become less so at a later date. Therefore, the sen-
sitivity tags must be periodically revised; they may eventually be downgraded or
even declassified. A specific moment in time for this re-evaluation should be set
when applying a classification which may be a date, a set period of time or a trigger
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that could be tied to the occurrence of other events, such as the completion of a proj-
ect, the release of the novelty on the market, the retirement of a product line, etc. The
organization should establish a classification guide or decision aid to ensure that it is
applied consistently throughout the organization. This classification expertise may
also become one of the organization’s communities of practice serving other func-
tions in the organization. The critically important consideration is that these sensitiv-
ity levels must not hinder the spirit of free-flowing information that characterizes
democratized innovation.

The information and knowledge sensitivity classification levels may be original
or derivative. The original classification of a document is set by a person or an au-
thority that is accredited for that level. A derivative classification applies when clas-
sified information is used to create new informational material; in this case, the
sensitivity level is inherited from the source documents’ levels. A classification
level is set based on the damage caused if it is inappropriately released. Generally,
there is a trend to simplify classification levels to facilitate their processing; more
levels mean more administration, more complexity and more risks of mistakes
being made. The Framework shouldn’t involve accessing sensitive personal infor-
mation or personal identification information about the workers, its external con-
tributors, its suppliers or its customers. Sensitive data may be anonymized, but it is
often harder to achieve in practice, since the human mind has an uncanny ability
to fill in the gaps in the information through simple inferencing. Also, let us set
aside the situations in which information security is already regulated by authorita-
tive bodies. In these cases, suffice to say that the information in the Framework
would simply need to comply with whatever principles apply, such privacy-by-
design (i.e., with proactive and preventative measures built-in), rules, such as data
minimization (i.e., collecting only the data that is strictly necessary for a particular
use), retention limitations (i.e., retaining information only for as long as necessary),
data life-cycle protection (i.e., protecting the information from its collection to its
destruction), and information access tracking (i.e., the logging of who accesses the
information and at what time). Alternatively, the people authorized to access the
data whether internal or external could all be required to hold the appropriate ac-
creditations or clearances; once these are obtained, all the participants would be on
the same footing as far as their access to information is concerned.

Since the healthcare or defense situations are already highly regulated, let us
rather focus on the cases that could cause business disruptions. A critical piece of
information may be lost, or its integrity compromised when the information is inad-
vertently deleted or modified by someone who didn’t have the authority to do so.
The altered information could cause a commercial loss or the loss of proprietary in-
formation (such as customer lists, research and development project lists, lists of
employees, research results and findings, etc.). The proprietary information could
be even more sensitive if it relates to IP, such as discoveries not yet officially dis-
closed or made public, or not yet protected. The organization’s reputation may be
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tarnished if some types of information leak out, such as product or service deficien-
cies not yet addressed nor communicated to the affected customers. Any confiden-
tial or restricted information should be handled through the regular organizational
structure rather than in the Framework.

Classifying information into four levels is generally the norm, namely (from
higher to lower levels of sensitivity): ‘Restricted’, ‘Confidential’, ‘Internal’ and ‘Pub-
lic’ (or equivalent terminology). The lesser the number of levels which can easily be
understood and managed, the better it is. Information that is created and circulated
within the Framework should belong to either the ‘Internal’ or the ‘Public’ data-
sensitivity classification levels. This means that for most of the activities taking
place in the Framework, external participants should be cleared for access and con-
sultation of documents tagged ‘internal’. This usually means their signing simple
non-disclosure agreements (NDA) upon joining. When reaching out to an external
expert for a specific, one-time and non-recurring consultation, the consulting mem-
bers could choose to share only public information to avoid introducing needless
complexities and awkward signing requirements. Information belonging to the
‘Confidential’ level, such as unreleased clinical research data, for example, should
be accessed on a need-to-know basis. However, any information that requires spe-
cial authorization to access slows down the information exchanges which goes
against the Framework’s free-flowing information principle; therefore, it should be
used sparingly. Documents at that level should have their classification reviewed
and, if possible, downgraded or screened versions with the confidential parts re-
moved or blacked/whited out should be produced for use in the Framework at
lower levels of classification. Training in this regard should be provided to the
workers as part of their preparation for democratized innovation.

Contrary to the privacy-by-design approach to systems engineering in which a
high level of privacy is the default setting, it should be assumed that a document in
the Framework is by-default accessible and sharable among all NDA-covered partic-
ipants, that is to say classified as being ‘internal’, unless otherwise indicated. A re-
port produced by an expert who wasn’t cleared to avoid unnecessary administrative
hassles, as mentioned previously, would be labelled ‘public’ since it was written
without any knowledge of internal information. If a new document involves both
public and internal information, the public parts should be handled through rigorous
and explicit references to the original sources rather than simply being blended into
internal informational material. Indeed, unreferenced, or improperly referenced in-
formation from the public domain may incorrectly imply organizational ownership
over it.

The Framework is very compatible with open-source and open-design move-
ments. Indeed, when the end-goal is to make one’s organization’s novelties public,
one becomes far less preoccupied about information leaking out. Traditional IP pro-
tection may hinder collaborative innovation because it discourages third-party use.
Moreover, obtaining a patent doesn’t guarantee commercial success by any means.
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To sum up, integrating external partners boils down to a great extent to manag-
ing the sensitivity of the information that is exchanged amongst the participants of
an innovation project to prevent unwanted disclosures about the organization’s
knowledge assets and business. Defining the innovation projects in a way that
keeps their information either at the internal level or, even better, at the public one
avoids much of the concerns about involving external participants. In cases in
which sensitive or proprietary information needs to be used, democratized innova-
tors will need to keep track of it as it is shared which is troublesome. Even if one’s
organization embraces an open-source or an open-design approach, that is to say
even if the outcome of the democratized innovation process is ultimately publicly
shared, the timing of a novelty’s release may still be a preoccupation that justifies
exercising some control over the information related to it.

Summation

In this chapter, we described a step-by-step implementation process for the democ-
ratized-innovation framework. We recommended starting with the cornerstones
that involve accumulated knowledge. This approach allows the participants to
focus on what they known best while they gain familiarity with the Framework. In
addition, establishing the processes related to the current practices sets the Frame-
work on a firm footing from the start. An inventory of skills that are related to the
organization’s competencies points to which communities of practice should be es-
tablished. They will be mandated with the on-going management of the organiza-
tion’s competencies and capabilities which are critically important to ensure the
organization’s sustainability. The subsequent steps involve organization-wide con-
sultations about the orientation of innovation and launching innovation projects to
be executed by small teams drawing on other workers’ expertise with a flexible
spreading activation mechanism. The outcomes of these projects are reviewed by
the communities of practice before being incorporated in the organization’s stan-
dard procedures and diffused. Senior managers oversee the changes through two
committees that could eventually be merged into one once they become more famil-
iar with the balancing of exploitation and exploration.

Also, we examined the challenges of involving external participants in the
Framework. Project information must be classified according to its sensitivity which
determines who may have access to it. We recommended keeping the information
exchanged within the Framework at the internal and public sensitivity levels, that
is to say levels that don’t require any need-to-know justifications. Restrictions on
the access to information are contrary to the free-flowing principle that should pre-
vail in the Framework.

Open-source and open-design approaches are gaining in popularity which ar-
gues in favor of making project information public; it facilitates the establishment
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of co-creation agreements with external contributors who are instrumental in to-
day’s fragmented markets. Making novelties open-sourced means that the organiza-
tions must develop their competitiveness by other means that are preferably hard to
reproduce, such as their reputation and branding. The Framework lends itself well
to unconventional approaches to the management of information and IP such as
putting the novelties in the public domain. Since the Framework requires that the
participants who work in the cornerstones be tracked for accounting purposes, it
makes it easy to identify their respective contributions to innovation initiatives for
recognition purposes.

In the idea-to-novelty-in-use process there are many ways to create value all
along the innovation process. The value creation may not even stop once the nov-
elty is delivered to its users. Indeed, a novelty may allow for end-user customiza-
tions which extend the creativity beyond the producing organization to where it is
used to create value in other value streams.

Democratized innovation allows for flexible access to specialized knowledge,
which means facilitating interpersonal connections and exchanges between knowl-
edgeable people. Their interactions must be dynamic, flexible, ad-hoc and event
driven. Throughout the network, recognition and rewards entice the participants to
contribute willingly and enthusiastically. Creativity in a context of complexity needs
to draw on an overarching virtual knowledge network that isn’t restrained by de-
partmental delimitations nor even by the organization’s traditional boundaries. The
Framework multiplies the number of creative minds to which an organization’s regu-
lar workers can reach out and the range of expertise on which they can draw. An
inclusive approach to innovation will unleash the creative potential of one’s regular
workers. The empowerment will entice them to rise to the occasion uncovering value
in one’s organization that one never expected to be there.
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We have seen how democratized innovation requires that the workers collaborate,
deliberate and negotiate in a process that seeks to maximize the value for all stake-
holders. We qualified this process as seeking an optimal outcome. The ensuing con-
sideration is for the workers to master the principles of innovation in order to be
able to practice them at their workplaces. We will start this investigation by devel-
oping a better understanding the ambiguous concept of innovation. We clarify the
reasons which should bring the managers of organizations of different types to inte-
grate people skilled in innovation in their organizations. Then, we relate common
preoccupations that workers may have when conducting innovation endeavors as
entry points into the subject of innovation as a body of knowledge. Beyond a few
classics (such as Utterback 1996, Brandenburger and Nalebuff 1996, Cooper 1999,
Moore 2002, von Hippel 2005, Ries 2011, Christensen 2016 and several more that the
reader may find in the reference list at the end of this book) there are many innova-
tion primers in the literature, in fact so many that we will let the reader find the one
or the ones that works best for his or her needs. We investigate how the risks that
innovation involves should be managed. A resource-based approach to managing
innovation that relates to the management of capabilities is described. Finally, we
present a model that helps to define one’s innovation strategy.
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Chapter 4
Value-creating Exploration

Exploration in the context of organizational management means searching for
value through an investigation into the unknown. It is discovering new seeds of
value creation and developing them until their benefits, once fully developed, can
be harvested. Exploration contrasts with the notion of exploitation in organiza-
tional management which involves making something better through knowledge
that is currently mastered. Exploration implies proactively seeking to change some-
thing that is established or replacing the old; it may be more or less disruptive. It
could be construed as being creative replacement or, more dramatically, as creative
destruction (Schumpeter 1942). In both cases, the aim is to derive a benefit for
someone who may simply be oneself. It is change that is embraced by those who
believe in it, adopt it or switchover to it, promote it and remain with it at least long
enough to qualify them as adopters. However, as we shall see, there may also be
mixed modes in innovation with exploitation in exploration when one applies or
improves on other people’s ideas, and exploration in exploitation, when previ-
ously cast-off solutions are rediscovered, reactivated and reutilized. We purpose-
fully introduced this chapter with the concept of exploration rather than that of
innovation because innovation conjures up a wide range of folkloric interpreta-
tions that are prone to misconceptions that may deter from looking at the subject
from a new angle. However, since innovationess is at the center of value-creating
exploration, let us now then turn our discerning attention to the ambiguous con-
cept of innovation.

How could innovation be defined concisely?

A good starting point when approaching any new domain of study is to challenge
oneself to define it as clearly and concisely as possible. As Nicolas Boileau (1998)
once wrote in 1674: “What you understand well, you enunciate clearly”. Thus, one
should resist the temptation of including in the definition all the many nuances
and subtleties that a domain of knowledge may involve. The definition should re-
duce the concept to its very essence – an exercise which, admittedly, can be chal-
lenging. An indication that the exercise has been successfully completed is when
there are no more words that could possibly be removed from it without the defini-
tion breaking down completely. “Less is more!” as the architect Ludwig Mies van de
Rohe (Eckardt n.d.), who associated form to function, once said, or “Keeping it
short goes a long way” as Sir Richard Branson (2014) said, presumably tongue in
cheek. Following this principle, Davidson (2019a) suggested that innovation, as an
outcome, is “creating value from something new” – a definition that could be
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further reduced to ‘value from novelty’ or even further to ‘value-creating novelty’. If
the word innovation is taken as the action of innovating, one could suggest that it
is ‘value-creating exploration’ which is the title of this chapter. Thus, the concepts
of ‘novelty’ and ‘value’ are fundamental notions of the approach that we propose.
Innovativeness is the capability to produce value-creating novelties. Improvements
should also be considered as a form of novelty involving exploration in exploitation.

We contend that democratized innovation boosts an organization’s innova-
tiveness. It allows for ‘value-creating novelty enabled through ubiquitous collabora-
tion amongst empowered regular workers’, or for short: ‘collaboratively-developed
worker-empowered value-creating novelty’. It is an innovation that involves bring-
ing several minds and domains of expertise together in a holistic manner to solve
problems that are either too broad in scope or too complex for anyone to effectively
tackle alone. It also involves workers being allowed to innovate on their own work
to capture the benefits of their virtual progression along the learning curve as they
carry out their tasks time and time again. This is a value-creating improvement
which is also a form of innovation.

Since we highlighted the two concepts of ‘novelty’ and ‘value’, let us define
them in this specific context. A novelty is something that is new and unfamiliar to a
worker, a group of workers, an organization, a group of organizations, a population
designated as a market or as a user-base, or possibly even, when the novelty is far
reaching, society at large. Being unfamiliar means that it hasn’t been experienced
before and, thus, that it is something about which there is a lack of knowledge and
know-how. The newness of a novelty is always relative to the prior experience of
the stakeholders for which it is intended or who will make use of it.

We described the concept of value in Part 1 of this book as it relates to integra-
tive negotiations for what we called ‘negotiated innovation’. In the context of inno-
vation, the most common meaning is that value is the usefulness that something
brings to someone or its utility, that is to say its suitability for a given purpose.
However, all the other types of value that we identified in Part 1 may come into play
to form innovation.

Let us now consider another method for circumscribing the elusive concept of
innovation.

How do common misconceptions provide insights into
innovation?

Defining how a concept may be misconceived, in fact, helps to better delineate it.
This approach applies the exclusion method, that is to say the successive elimina-
tion of false beliefs and statements about innovation to remove from our tenets
about it in our search for clarity. Thus, let us consider some of the most common
misconceptions about innovation.
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Is innovation only about technology and products?

People usually associate innovation with technology and products when, in fact,
there are many significant process and service innovations that we experience
every day. This mistaken belief takes its roots in the fact that the production pro-
cesses are invisible to the end-users; similarly, services are intangible. As a result,
less attention is drawn to them. Identifying how something can be produced more
efficiently, in greater quantities or at a lesser cost, certainly involves considerable
ingenuity and will undoubtably create genuine value. Also, since our economies
are increasingly service-oriented, there are many opportunities to create value by
imagining better ways of providing them. Thus, processes and services are impor-
tant to keep in mind when looking for ways to innovate. In addition, with the ad-
vent of software-as-a-service (SaaS) and subscription-based computing models,
functionalities that were previously provided as products are now moving into the
realm of services.

Is innovation about leading-edge domain expertise?

Innovation often involves developing leading-edge novelties in a given field. The
lead innovator is viewed as a domain guru or a person who knows all the ropes of a
business generally thanks to a long tenure in an industry or at an organisation.
Thus, one may think: who would be better qualified to lead an organization’s inno-
vation initiatives than someone who has expert-level knowledge in the domain? Ex-
tensive domain experience or cutting-edge research expertise are certainly useful
skills to include on any innovation project team. But skills in managing innovation
shouldn’t be amalgamated with domain expertise. Innovation management is a dis-
cipline in its own right that involves understanding how an organization creates
value, how it manages risk, how it fosters collaboration amongst its workers, how it
manages its sustainability in ever-changing market conditions, how to continuously
learn, how to manage its competencies and capabilities and how to pivot effec-
tively. Moreover, an organization may have mastered the domain of expertise that
comes into play in producing its goods, but it may lack the innovativeness to re-
main on the cutting edge after an initial success and to reinvent itself. Core compe-
tencies can become core rigidities as Leonard-Barton (1992) pointed out. However,
innovation and innovativeness ensure that one’s organization’s competencies don’t
become obsolete and that they don’t indeed become rigid barriers that undermine
its sustainability. Innovation may relate to a wide range of non-technological con-
siderations, such as social, business and management ones for example.
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Does innovation exclusively occur within a single organization?

A common belief is that innovation is inward-looking, that is to say singularly focused
on – and carried out within – one organization. In fact, innovation can often be outer-
looking by drawing on the innovations developed by one’s suppliers or by coaching
one’s customers as they strive to innovate in their own respective organizations.
Value chains in innovation are created by connecting the functions that create value.
These organizations each own segments of these value-producing processes; they
may also be pursuing several innovation tracks simultaneously working concurrently,
jointly, in sequence or implicitly through market mediation. Inventing a novelty isn’t
a pre-requisite; novelties may be bought from innovative suppliers. Innovating with a
purchased novelty is still innovation even if the invention and value-creation steps
are separated in space and time. Organizations may adopt the third-party’s novelties
to improve the efficiencies of their production processes or to integrate into their own
products or services which in turn could be adopted as innovations by their custom-
ers. As previously mentioned, for innovation to be achieved it must involve a novelty
which produces a value; but novelty is a relative notion in that it means that it is new
to one’s organization and not necessarily new in absolute terms.

Is innovation about making more advanced technologies?

It is often believed that innovation is about making products and services more and
more technologically advanced which in turn usually means that they involve in-
creasing complexity. On the contrary, more often than not, innovation is about sim-
plifying an existing technology or its user interface to make it more accessible or
more usable. The early versions of a technology may have been exclusively used by a
well-to-do tech-savvy elite because it was complicated and expensive. Its simplifica-
tion makes it more readily usable by the uninitiated. Furthermore, a greater volume
of sales may then reduce its production costs, making it less expensive and more ac-
cessible to price-sensitive users. Hence, making technologies easier to use by remov-
ing complexity may counterintuitively represent a higher level of sophistication and
evolution; it creates tremendous value especially if this newly-developed ease of use
and this affordability allow the members of a mainstream market to use it. This pro-
cess unlocks value for a greater number of otherwise uninitiated people who, up to
that point, where excluded from using it because of a cost or skill barrier.

Does innovation always involve a brand-new invention?

Tying innovation singularly to invention neglects a rich source of innovation. In-
deed, valuable ideas may be found by looking back to the past. Innovation can be
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about rediscovering an invention that was never adopted because the market condi-
tions weren’t right at the time of its original market introduction. It may have failed
in a primary use, or it may have been prematurely – and possibly frivolously –
abandoned because of a shift in styles, fashions or social habits. Lee, Lee and Lee
(2003) underline the bias that inventors often have in favor of exploration – that is
to say for seeking new inventions and discoveries while neglecting the potential of
existing – yet unused or even forgotten – inventions that could perfectly well fit a
current purpose often at a much lesser cost since they are essentially already devel-
oped. As the colloquial expression goes, inventors often reinvent the wheel. Hence,
it can be beneficial to search for previous inventions before engaging in new
development.

Is innovation always adopted quickly?

It is often believed that the benefits of a novelty will be quickly and widely recog-
nized by a user-base eager for change, and that its superior properties will bring
users to readily adopt it. It is a naïve view that is often entertained by neophyte en-
trepreneurs. The reality is that there is usually a considerable resistance to change.
In addition, novelties often underperform severely compared to proven current
technologies in their early stages of use while the unforeseen implementation and
usage issues get resolved. However, once the issues have been fixed and once a
given inflection point in the adoption rate has been reached, their superior attrib-
utes usually prevail rendering the previous technologies obsolete and more likely
to be phased out. The users must then learn how to use them, which represents an-
other barrier.

Is innovation about responding to technological shifts and market trends?

Innovation is often thought to be about reading technological shifts and quickly re-
sponding to them. In fact, because the innovation requires time and sometimes
even extensive amounts of it, it may be difficult if not impossible to do so. This ex-
plains why so many incumbent firms get caught off guard by nimble start-ups intro-
ducing novelties that they didn’t see coming. It is important for organizations to
monitor early discoveries made by research organizations to get the appropriate
forewarning; in other words: look at the science before the technology hits you!
Similarly, anticipating future market needs and preferences involves considerable
uncertainty; it may even be unrealistic to a great extent. Indeed, guessing when
market trends will develop, and when they will end may be as unpredictable
as gambling because of the wide range of factors that come into play especially
those that one expected the least. Trends may not last long enough to allow an
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organization to adjust appropriately. In some cases, organizational managers may
need to simply accept the fact that they cannot compete effectively against a com-
petitor that developed an early lead. In this case, a better alternative might be to
find an alternative market for what the organization produces if the shift is persis-
tent or even permanent, or, conversely, to buy into the new market through a
merger and acquisition. A trend may only be temporary; missing a trend may not
mean that one is permanently excluded from a market. Thus, organizations that
are established in their fields and start-ups seeking value need to develop the ca-
pability to quickly pivot. For a nimble organization, pivoting may mean temporar-
ily pivoting out of a market only to pivot back onto it when the conditions are
more favorable.

Is innovation a form of project management?

Many people believe that innovation is an advanced form of project management.
This is a misconception that is commonly reflected in many so-called innovation
management software systems. This misconception comes from the fact that a nov-
elty development project is often part of the innovation process. Innovation re-
quires a benefit to be attained for stakeholders; it is the determination of how this
value will be achieved that is at the center of innovation. Innovation initiatives nec-
essarily become projects that need to be appropriately managed; once they can be
considered to be regular projects, there is hardly anything inherently different about
managing them than managing any other types of projects. Any novelties related to
the project management interpretation of innovation management represent in fact
innovations in the field of project management. In addition, the value unlocked by
innovation often has a holistic attribute because its value isn’t achieved until all of
its constituent parts are in place to provide the benefit sought after. This rationale
should guide the design of a minimum viable product (MVP) (Ries 2011) which must
deliver complete value albeit in a minimalistic manner. Breaking down the value into
incremental value-attributions as is the case for value-based project management
may be more of an intellectual exercise than the reflection of a partial worth that
could be enjoyed by anyone unless someone takes over a suspended incomplete proj-
ect to follow through with it.

Is innovation mostly about creativity and having ideas?

It is a long-held belief that innovation is mostly about creativity and ideas. Al-
though inventiveness is always useful and often part of the innovation process,
adopting, applying and sometimes improving on other people’s ideas or other or-
ganization’s inventions is also worthwhile and, in fact, the most common way of
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innovating. Thomas Edison (Morris 2019) is credited for stating – presumably face-
tiously – that he never had any new ideas; he was expressing the notion that there
is more to innovation than having an original idea. There is a lot of hard work in-
volved in bringing it to fruition or, to use the terminology that relates to this chap-
ter, there is a need to carry out exploitation-related activities in the exploration
process towards the achievement of value.

Is it essential to be the first on the market?

There is a mystique about being the first on the market with an idea. It is the so-
called “first-mover advantage” that paves the way to success. This is a common be-
lief; however, it often makes more sense to wait until others have entered the market
only to take the fast-follower role. There are many examples of pioneering companies
that consumed huge amounts of their resources and eventually ran out of resources
in trying to educate the market on their novelty and to work through the issues that
early adopters inevitably encounter. In fact, holding off until the market experimen-
tation has almost finished and until the time that the customer-base will have been
made aware of a novelty or will have been educated on it is a sound practice. Utter-
back (1996) suggests that the most opportune time to enter the market is right before
a dominant design in the adopters’ collective minds emerges. In addition, if one had
to map the attractiveness of a market against the number of competitors operating on
wit, the typical curve has an inverted ‘U’ shape. This means that an early market
with few players and few customers who, moreover, aren’t aware and cognizant of
the novelty will be less attractive than a market with several competitors that im-
plicitly cooperate in growing the awareness of the market (Haveman 1993); this is
what Brandenburger and Nalebuff (1996) called “co-opetition”. In other words, fol-
lowing a pioneer is a strategy that has often paid off even if it is less glamorous
than being in the pioneer role. Start-up entrepreneurs are often dispirited when
they learn that a competitor has entered the market that they were stealthily pre-
paring to engage. In fact, they should be comforted that another company will take
on the head winds of early introduction of a novelty and implicitly share the cost of
educating the market.

Is innovation about market success?

Although market-success stories are always inspiring to read about, market success
is extremely hard to predict. The best technology may not end up winning the mar-
ket; pioneering firms often get overtaken by fast followers as soon as there is market
traction. In addition, since innovations may be intended for oneself or for one’s fel-
low co-workers, success isn’t always measured in terms of market gains; it can be
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an increase of a product or service’s quality, a performance improvement, or any
other attribute that generates value for end users.

All these misconceptions stem from the persistent lack of a common under-
standing of the concept of innovation. This exercise has allowed us to circumscribe
the concept by rectifying these misconceptions, which enriches our pursuit of clar-
ity on the subject.

How can innovation typologies guide our understanding of
innovation?

Now that we devised a concise definition for the concept of innovation and re-
viewed some of the most common misconceptions about it, let us turn our atten-
tion to yet another way to gain insight into a new domain, that is to say by
identifying and analyzing the typologies that relate to it. To do this, one should
ask oneself: ‘How can innovation initiatives be classified?’ This question remains
a favorite topic of discussion at academic and professional innovation gatherings.
In fact, identifying typologies is a useful exercise to define innovation because it
helps to draw out the fundamental components of the body of knowledge by
understanding how they relate to – or differ from – one another. In other words,
identifying that an innovation belongs to one category and not to another usually
highlights a key difference that is likely to bring to light an important piece of
knowledge. One could say that structuring is a way of understanding.

Amongst the types of innovation identified in the literature, one finds those
that focus on the degree of novelty of the outcome for the producing organization,
namely, at both ends of the spectrum, incremental innovation – which is a simple
improvement – and radical innovation – that is more ambitious in that it represents
a departure from what is currently done. Other categories focus on the potential dis-
turbances that the innovation is expected to cause once introduced on the market.
Depending on the degree of turmoil produced, these types of innovations may be
qualified as being disruptive (Christensen, Raynor and MacDonald 2015), break-
through or even revolutionary. Instigators of innovation look for initiatives that
cause disturbances because it is thought that they can redefine the terms of compe-
tition and open up opportunities. They seek to challenge and to undermine unpre-
pared competitors to improve their own positions on the market; the novelty must
bring a competitive advantage. However, in reality, the disruptive effect is some-
thing that one can only safely identify after the fact. Anticipating it in practice re-
lates more to conjecture than to an exact science. For this reason, we believe that
market disruption is too unpredictable for practitioners to use reliably. Indeed, pre-
dicting the future impacts of innovations on the market is a haphazard exercise.
More often than not, the market turmoil doesn’t produce the desired effect. Instead
of revolutionizing a targeted market, the novelty may flop, fade away or simply

74 Chapter 4 Value-creating Exploration

 EBSCOhost - printed on 2/9/2023 12:16 AM via . All use subject to https://www.ebsco.com/terms-of-use



create a small niche for itself. For example, originally, two-wheeled self-balancing
personal transporters were originally heralded as a technology that would usher in
a new era in personal transportation. In reality, they only managed to capture sev-
eral niche markets. Disruption remains a classification worthy of interest for aca-
demic researchers analyzing innovation cases in hindsight. There are other types of
innovation that reflect how well-known components of existing solutions may be
rearranged forming new solution architectures. A systemic interdependency reflects
the existence of considerable coordination amongst the market stakeholders which
causes excessive market inertia, long delays before mainstream-market adoption,
winner-takes-all market dynamics, and the market being locked for extensive peri-
ods of time. They often require collateral material being created by third parties
which show-cases the novelty. These types are just a sampling of the many innova-
tion types that are recognized in academic and professional circles, albeit with var-
iations in terminology and with slightly differing interpretations of the terminology
that still foster passionate debates. In other words, tongue in cheek, one could say
that the “dominant design” (Utterback and Abernathy 1975) of innovation typolo-
gies hasn’t emerged yet.

This multitude of viewpoints reflected in the range of typologies described
above leads us to contend that an organization shouldn’t define itself exclusively
by the goods or services that it produces and commercializes. The fruit of its pro-
duction – which generates proceeds – at any given time simply reflects an ad-hoc
matching of its capabilities with a temporal market opportunity. Basing one’s orga-
nizational strategy exclusively on market demand means chasing a constantly mov-
ing target. We submit that an organization should define itself by what it knows
and what it is able to do, or in other words, by its capability to make its competen-
cies productive in one way or another. As Greek philosopher Seneca is reported to
have said that: “luck is what happens when preparation meets opportunity”. We
interpret the word preparation as the early learning of the competencies that will
eventually allow an organization to seize market opportunities when they arise. Sir
Francis Bacon (1824) emphasized the importance of knowledge when writing that
“knowledge itself is power” in which we interpret the word power as meaning the
power to achieve something that has value.

As noted earlier, Leonard-Barton (1992) warned that core competencies may be-
come an undesirable source of rigidity in organizations. This view suggests that an
organization constantly needs to respond to market dynamics by adapting its com-
petencies. More often than not this is hard to carry out because of the extensive and
inevitably time-consuming learning required to master new competencies and to be
able to derive value from them. To alleviate this concern, we believe that core com-
petencies matter more to an organization’s sustainability than the vagaries of mar-
ket demand at any given point in time. In case of market disruption causing an
unexpected mismatch between these competencies and the market demand, organ-
izations should be prepared to shift to another market to find a better match
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elsewhere. Organizations may lose their focus by relentlessly following the whims
of market demand.

A resolute commitment to continuous organizational learning and to the sound
management of the organization’s capability life cycles should alleviate the concern
about rigidity. In practice, this organizational learning requires that on the one
hand, at a high level, a general orientation to be set and, on the other hand, at a
granular level, that the learning takes place when its workers acquire new knowl-
edge and skills and when they share them with their fellow workers. These granular
learnings roll up to form comprehensive organizational competencies. This learning
occurs as they carry out their work or participate in projects. To support this learn-
ing appropriately, organizations must ensure that the workers have ready access to
training resources. They will also derive new knowledge from cross-disciplinary in-
teractions. Workers need to be encouraged to embrace life-long learning because
exploratory innovation necessarily means that new knowledge and new competen-
cies will need to be acquired. Learning how to learn in the workplace is a skill in
itself that organizations need to cultivate.

The key to an organization’s sustainability over the long-term is to develop its
resiliency to market turmoil and crises caused by any number of reasons, such as
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Capabilities

Facilities

Novelty

Stakeholders

Knowledge Know How
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Fig. 4.1: Progression from organizational learning to value creation.
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market shifts, new competition, regulations, deregulation, changing environmen-
tal conditions to name a few. This can be achieved by astutely managing one’s
organization’s competencies and capabilities. First, let us define a competency as
a distinctive area of knowledge with related know-how and supporting practices
acquired in context through organizational learning. There are also other depen-
dant knowledge assets that become increasingly specific to a context and a given
purpose, as illustrated in Fig. 4.1. Experience in applying a competency will en-
able a ‘capability’.

A capability is an actionable competency that is deployable to carry out a goal;
thus, it comes into play to produce value in very practical terms. ‘Capability enable-
ment’ is the process by which competencies are converted into one or more capabili-
ties. An organization derives a competitive advantage through its distinguishing
capabilities. Thus, with sustainability in mind, managing an organization’s capabili-
ties, upgrading them, and developing new ones is as critically important for the
proper management of an organization’s innovation function as the management of
its production lines’ responses to temporary and possibly even transient market
needs. A capability can be applied on several production lines for a range of markets
and market segments. A ‘facility’ is an assembly of tangible means established to
support and to enable a capability that allows a productive activity to be carried out,
sometimes with additional resources. A novelty can be an artifact produced by a facil-
ity developed through its capabilities that creates value for a set of stakeholders; for
example, a leading-edge research laboratory produces discoveries that, in turn, en-
able an innovation process.

To sum up, learning, which enables the development or upgrading of new com-
petencies which translate into capabilities, is at the center of innovation. Thus, for
this reason, we propose that there is an alternative typology of innovation, which,
in our view, better applies to the goal of democratizing innovation. It focuses on the
degree of learning that an innovation initiative involves for an organization. The
concept of novelty means that something is new to a given organization; it is a rela-
tive concept not an absolute one, as we have already stated. A competency may
also be commonplace in one industry but not in another. Distinctive industrial sec-
tors may converge in a way that causes disruptions. This occurs when challengers
that are well established on one market enter another market by introducing more
efficient means from their original industrial sectors to address a market need that
the incumbents previously addressed with traditional means (Davidson and Iva-
nova 2011). It is a clash of competencies and capabilities. Incumbent firms may not
be able to carry out the required learning quickly enough to react. The displacement
of chemical photography by digital photography is a classical example of this
phenomenon.

An organization interested in an ambiguous market opportunity often struggles
to understand it well enough to produce an offer that will be successful; trial and
error is common. Von Hippel (2005) emphasized the advantages that manufacturers
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may gain by reaching out to lead users. These passionate early aficionados (that
one could even call ‘proto-customers’) can help them to better understand a na-
scent market. Because they are themselves users of the developing novelty, they
have the motivation to find solutions that really work. They experiment passion-
ately and tirelessly with fast-paced iterations to satisfy their own needs and to re-
solve their own early-use issues faster than any manufacturer ever could. Thus,
co-creation with lead users represents a tremendous vicarious learning opportu-
nity for organizations that can considerably reduce the design cycle and avoid
costly mistakes. This type of learning is more effective (and potentially less expen-
sive in the long run) than the formally validated learning that takes place in the
trial-error-pivoting process, which is practiced in the Lean start-up model (Ries
2011). These partnerships are invaluable; in the future, they are likely to increas-
ingly become part of the innovation process.

Thus, our learning and competencies-based approach is squarely focused on
creating a competitive advantage by leveraging an organization’s resources whether
internal or external. This perspective relates to the resource-based view of organiza-
tions. We view learning as a key enabler for innovation. For this reason, we focused
on a typology that relates to the degree of learning that an innovation initiative in-
volves. Moreover, learning, as a generic skill, is instrumental in that it is an enabler
for innovation, both to develop an organization’s innovation capabilities and to ac-
quire domain-specific or market-specific knowledge. When an innovation initiative
means continuing with the same competencies that an organization has been suc-
cessfully applying, it remains in the flow of the organization’s current competen-
cies. This is an approach that can be viewed as playing it safe, but which, in fact,
might be much less so when the postponement of necessary and inevitable changes
raises the risk of falling behind. Conversely, if the competencies are new and aren’t
mastered by an organization, an innovation initiative that requires them is a stretch
for the organization. There are risks in its execution, but which may be compen-
sated by the possibility of reducing the long-term risk of falling behind competitors.
Let us note that the intensity of novelty and the extent of the learning may differ
from one organizational department to another. For example, if an organization de-
cides to shift its activities to a new market that has a need for its competencies, de-
spite the research and development department considering it as a perfect fit, the
marketing and sales departments may consider it as being a stretch because there
is learning involved in their being able to respond to the new market’s characteris-
tics. This learning perspective translates into ‘in-flow innovation’ or ‘stretch innova-
tion’, as illustrated on left and the right sides of the democratized-innovation
framework diagram in Fig. 1.1 (see Chapter 1).

Innovation is holistic in that its value isn’t achieved until the novelty benefits
someone, which usually means an external customer, but which can also frequently
be another fellow worker or group of workers, or even the inventor himself or her-
self. Furthermore, because introducing a novelty to its target market or user-base
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usually involves learning as well, we also retained the notion of customers needing
to learn about the novelty, to which Cooper (1999) referred in a straightforward
manner as being “new to market”. When an innovation is new to the market, its
users may need to be educated about its advantages and taught how to use it.
Sometimes the advantages are clear and quickly adopted such as portable digital
music players that overcame Compact-Disks players which themselves had previously
quickly supplanted analog vinyl-record players. On the contrary, some novelties need
to be explained through extensive advertising, such as on-the-go pen-shaped stain
removers. Hence, organizations also need to be preoccupied by their customers’ learn-
ing because it could slow down the adoption of their novelties. Therefore, the opera-
tional learning and market education are two challenges in which an organization
will need to become actively involved, often at great expense. Learning of these types
may become hurdles that are likely to slow down product development and market
adoption, both of which could put the success of innovation endeavors at risk.

These three learning-centric types of innovations should be kept in mind when
establishing democratized innovation. We will disregard the types related to an inno-
vation’s degree of newness because it may be new on one market but commonplace
on another, which could be confusing in an organization serving both markets. Fur-
thermore, in our opinion, the innovation types that involve predicting the disruptive
effects of an innovation on the market are based on speculation, making them too
uncertain to be safely used in practice. Indeed, there is considerable uncertainty
about a novelty’s adoption by the market and unpredictability in the competitors’ re-
actions to it; market contingencies are highly speculative and unreliable. Entrepre-
neurs typically over-estimate the rate of market adoption and under-estimate the
effects of the competitors’ defensive tactics, such as pre-announcements of their own
versions of the novelty or extending the useful life of their solutions through defen-
sive innovations that improve their performance slightly. Novelties may fail because
the market traction for them was over-estimated. Causes are wide-ranging, such as
imperfect information, lack of trust towards a new market player, insufficient brand
strength, lack of – or spotty – reputation, regulations, technological lock-out or sim-
ply people’s natural resistance to change.

Thus, our learning-centric innovation typology balances exploration and ex-
ploitation to enable democratized innovation. Exploration involves learning new
competencies, for stretch innovation, while the continued use and improvement of
current knowledge exercises exploitation which relates to in-flow innovation.

How can organizations benefit from expertise in innovation?

Previously, we highlighted the ambiguity surrounding the concept of innovation for
practitioners, which begs the question: what can a capability in innovation con-
cretely bring to an organization? To answer this question, we need to distinguish
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between organizations that are established in their fields or markets and those that
are new to them, such as start-ups and established organizations entering markets
that are new to them. Davidson and Ivanova (2011) calls the former ‘incumbents’
and the latter ‘challengers’; we will use this terminology as well. The incumbents
mostly focus on the exploitation of their capabilities usually on a specific market
that they know well. Conversely, challengers apply most of their efforts on explora-
tion and on finding a demand for their novelties. An organization may fit both
these categories at the same time if it has an incumbent role on one market and a
challenger role on another market. The incumbents’ managers will mostly be con-
cerned about cultivating their workers’ innovativeness despite their organizations’
focus on exploitation. Organizational silos may develop which can stifle collabora-
tion and original creative thinking. Ensuring that such organizations maintain their
sustainability in shifting market conditions is also a prime consideration.

The challengers’ managers must quickly find a demand that will fuel their de-
veloping organization’s – or business unit’s – growth. They must be ready to
quickly pivot to adjust their offers to the specificities of the demand on the markets
on which they are trying to establish themselves. Faced with a disruptive event, an
incumbent may either update its competencies to follow the shift or move to a new
market where there is still a demand for its original competencies, which ironically
would put it in a challenger role. Geoffrey Moore (2002) recommended that start-
ups focus on a single niche market at a time. Once they established a dominant po-
sition on it, they should proceed to grow by moving successfully from one niche
market to another. This is growth by conquering successive niche markets one after
the other. Thus, the exploration-exploitation scenarios may be hybrid and depend
on specific circumstances. One could say that it is a good practice for an incumbent
to act more like a challenger, and for challengers to strive to take on the role of in-
cumbent without losing their agility. In any case, there are significant uncertainties
that shed doubt on the organization’s successes irrespective of its role. Developing
capabilities in innovation – or what one could call innovativeness – provides the
means to address these uncertainties by dynamically balancing the organizations
exploration and exploitation activities. In other words, it must be ambidextrous.
Competency in the principles of innovation enhances the organization’s capability
to deal with these uncertainties. The innovation specialist will need to be the man-
ager of this ambidexterity to ensure that it is creative and value producing.

Let us review some finer details. The incumbents must proactively manage
their competencies and their capabilities to avoid being taken off guard. This objec-
tive usually involves ongoing worker training. In addition, they must capture the
benefits of their progression along the learning curve through worker improve-
ments and encourage their workers to develop original novelties. We recommended
that the coupling between the organization’s capabilities and market opportunities
be kept loose to facilitate eventual moves to alternative markets if need be; selling
on any particular market should be viewed as a temporary opportunity. Hence,
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innovation, with capability management and learning, must take place in the mar-
keting departments as well.

It is important for start-ups to quickly pivot in response to the feedback that
they receive on their offers (Ries 2011). They must integrate a capability to do so in
their development plans until their assumptions have been validated; their evolving
ideas eventually need to meet the reality of the market in what we could call their
first successful touch-down onto it. Carrying out this short-cycled pivoting means
that there is fast-paced learning about the field and about the market taking place.
Early customer consultations establish a co-creation dynamic that can make this
process less error prone by reducing the guesswork. Established organizations
working with start-ups can share the risk and help foster a nimbler work culture
through osmosis. A start-up is mostly about an idea, but it should also be about ad-
justing the idea with innovation capabilities. It needs to master the linkages be-
tween a nascent capability and the value that can be unlocked by meeting a market
need. Integrating innovation expertise among its ranks will allow it to prepare for –
and to navigate through – these adjustments. Pivoting involves adapting the idea
or moving to another market or market segment to uncover the coveted value.
Moreover, in keeping with the principle enunciated by Moore (2002), a successful
start-up seeking to expand should move from one niche market to the next; it
must maintain its pivoting capability to continue growing. This means that it
needs to hone its learning-based innovation capabilities.

In both incumbent and challenger organizations, the people championing inno-
vation will need to ensure that the organizational capabilities support the organiza-
tion’s quest for growth-sustaining or growth-enabling value. This astute management
of ambidexterity, organizational capabilities and pivoting are the clear benefits that
innovation can bring to both types of organizations. With democratized innovation
that engages everyone in innovation, the innovation specialists will need to add the
roles of innovation trainer, coach and facilitator; they will need to oversee the pat-
terns of collaboration taking place in the organization to help them develop if need
be. Effective people and management skills will be required to accomplish innovation
through the collective imagination of a group of people.

Summation

In this chapter, we strived to clarify the ambiguity surrounding the concept of in-
novation. We proposed a concise definition that emphasizes two fundamental
concepts, namely novelty and value-creation. A democratized innovation frame-
work involves additional notions of collaboration amongst empowered workers
conducting innovation. The exploration of the concept of innovation was further
refined through an exclusion method by reviewing typical misconceptions about
innovation and by identifying the typologies of innovation that are often used. We
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suggested that market disruptions are too unpredictable for innovators to use in
practice. Hence, we devised a typology that emphasizes the extent to which an
innovation is in the flow of what an organization already knows how to do or a
stretch of its competencies, that is to say a typology that is based on the degree of
learning involved in innovation projects. We included the new-to-market type
(Cooper 1999) because it involved educating the user-base, that is to say learning
targeted to an external group. Thus, learning is at the center of innovation and
particularly of the democratized-innovation framework that involves workers who
don’t have formal education in innovation to engage in it. The knowledge-related
components that come into play in the progression from organizational learning
to value creation were reviewed. We concluded by clarifying the tangible benefits
of innovation.
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Chapter 5
Value-creating Knowledge

As we have previously mentioned, innovation is about creating value from some-
thing new. An organization may derive this value in two ways. One popular view is
that organizations need to “hunt” for value by reacting to market changes and by
astutely managing market dynamics. Another view is that value should be “culti-
vated” from within an organization by developing its capabilities. The approach
that we advocate for democratized innovation leans mostly towards the latter view,
although the former cannot be ignored. Therefore, we position the Framework as a
resource-based view of innovation in organizations. While still keeping a watchful
eye on market dynamics, it is a view according to which innovation should be stim-
ulated to a greater extent from within the organization. Let us also keep in mind
that marketing and sales functions should be included in a resource-based ap-
proach since they may develop innovative marketing and sales techniques.

There is an extensive body of research in the field of innovation and a consider-
able number of case studies and publications in this domain of knowledge. A
primer in innovation could easily become voluminous. Therefore, in this chapter,
we present a selected set of learning points on innovation for regular workers learn-
ing about democratized innovation that relate to common preoccupations that they
may have and with which they will intuitively relate. These pieces of knowledge are
not intended by any means to be part of a comprehensive review of the fundamen-
tals of innovation. The points that are reviewed are rather designed to be segues
into the subject of innovation that allow trainers to get the conversation about inno-
vation easily started with the workers; the points are illustrative of the type of mate-
rial that could get the democratized innovators quickly interested and motivated to
learn more. The workers learning about innovation will naturally reorientate the
discussions on innovation in directions that are the most pertinent to them; this
cannot be planned in advance. We review some of the basic principles that come into
play that should relate to the realities of their workplaces. The knowledge points are
designed for learners who don’t have prior formal training in innovation, but who are
seeking to actively participate in a democratized-innovation work environment.

Inventing original novelties that could become innovations involves diverging
from deep-seated design patterns to create new ones; this is a mental process that
isn’t necessarily easy to carry out. Once the new patterns found, real users will de-
termine if the proposed design patterns provide the much-coveted value that de-
fines innovation. Success will be tied to the achievement of this value, which is
determined by how well the stakeholders‘ needs and expectations are met. Satisfac-
tion may result from any number of criteria such as soundness, practicality, afford-
ability, viability, accessibility to name just a few. Market stakeholders generally
seek stability; they strive to converge on a single design pattern because it brings
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simplification and efficiency. This propensity prompts them to agree – whether in a
way that is explicit, tacit or imposed – on a design pattern that then becomes the
new standard until it becomes obsolete, or until it is updated to continue meeting
evolving requirements. This endless cyclical process of divergence, convergence,
cooptation and standardization around design patterns illustrates the cycles of re-
generative obsolescence and renewal that are typical of innovation.

The subject matter in this chapter is classified in four categories, namely: (i)
opportunity and pivoting, (ii) design and engineering, (iii) workers and organiza-
tion, and (iv) launch and diffusion.

Opportunity and pivoting: How does innovation
relate to change?

Changing the status quo is one of the basic premises of innovation; innovators are
agents of change. There is necessarily a transition from an initial state to an end
state. However, the speed of the change may vary. The change may be implemented
abruptly with a predefined switch-over date and time. This approach usually in-
volves risks, which can be mitigated with a fair amount of preparation, staging, re-
hearsals and simulations, stand-by assistance and possibly the option to switch
back in case issues arise during the transition process. Alternatively, change may
be gradually applied; the components of the current situation and the new one may
co-exist for a transitional period, which reduces the risk, but increases the organiza-
tion’s operational complexity. During this period, the members of the affected user-
base may learn about the novelty and get accustomed to it. They are expected to
migrate any collateral material that they may have used or created under the envi-
ronment that is being retired. The risks of work disruptions are reduced or at least
mitigated. However, this approach may have the undesirable side-effect of catering
to those who procrastinate or even openly resist change by providing them with a
way to postpone their migration until the very end of the transitional period. Their
actions allow them to purposely place themselves in an abrupt switch-over situa-
tion despite the organization’s preparation and accommodation for a smooth transi-
tion. In the worst-case scenario, if they are in great numbers, they may jeopardize
the switchover process and cause the de-facto rejection of the novelty. Procrastina-
tion when facing a requirement to change is a common human reaction because
change requires time and effort. The affected people may not have asked for it nor
have seen it coming; they may not understand the need for the change. Hence,
change needs to be explained and even socialized. It may impact people’s habits
and diminish their productivity, causing frustration; innovators need to take these
considerations into account. Users need to learn new skills which may bring to
light gaps in their knowledge. They may secretly entertain doubts about their ability
to carry on their activities with the novelty in place. For all these reasons, change
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needs to be carefully managed; and therefore, the careful management of change
facilitates the creation of the value that defines innovation. The scenario involving
the co-existence of the new and the old may also mean duplication which is usually
perceived as being wasteful and quickly eliminated. The old and the new may co-
exist for extended periods of time and in ways that are both pertinent and justified
when they have clearly distinctive user groups or purposes. In this case, bridging or
interfacing solutions, such as converters, allow access to both solutions with
more-or-less transparent exchanges of information between them. However, their
effectiveness may be variable; the interconnectivity may range from being fully
transparent to issue-prone especially when interconnectivity (or the lack thereof)
is exploited by two rival organizations or design teams as a way to exclude one
another from their respective user bases. On the positive side, bridging solutions
may have the effect of connecting two user bases that were otherwise separated
by different technologies; as a result, they become unified.

Change may precipitate the retirement of current technologies or solutions. It
involves the adoption of something new that is deemed to be better in one way or
another, immediately or in a foreseeable future; it represents an evolution or a revo-
lution depending on how radical the change may be. The change may be arbitrary,
which could raise concerns about its justification in the eyes of the affected users,
or, at the very opposite, it may be motivated by a collective benefit that takes prece-
dence over any other individual interests. The resistance to change, or inertia, is a
strong force that may stifle innovation; it may result from fears of change or from
self-serving interests that support the status quo; the expression “why change what
isn’t broken?” is often heard. In extreme cases, it could take a major event, possibly
a dramatic one like an accident, a disaster or even a catastrophe to break through
the inertia that may otherwise have prevented long-overdue change. Crises may
break through such inertia and resistances because they change the priorities, force
rationalizations, or alter the value systems. Change that occurs too quickly may be
disruptive by ushering in transformations that may have dramatic and even devas-
tating effects on workers, populations, industrial sectors and economies in a phe-
nomenon that Schumpeter (1942) called ‘creative destruction’.

Accommodating the simultaneous use of a novelty and an old solution allows
for the continued use of the old solution’s collateral material, which avoids a loss
for its users. But in doing so it may stifle the development of new collateral material
that better highlights the novelty’s features and advantages. Alternatively, the ab-
sence of a migration path means a clean break with the past, but also the loss of
any material that was enjoyed with the old solution. But in some cases, it may be
beneficial because it forces the development of material that truly showcases the
novelty’s superior features, which ultimately helps to promote its adoption which
means a greater rate of progress. There is however a loss of value in discarding the
old material that the users will need to write off as sunk costs. Therefore, the ab-
sence of a bridging solution may represent a deliberate strategy to force the users to
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break away from the past in favor of a novelty. Such a radical decision is often stip-
ulated by governmental decree or an organizational directive, or simply by other
stakeholders, such as suppliers refusing to continue supporting the older version.

For the suppliers, a more accommodating and gradual migration approach in-
creases the chances that the users will remain loyal to one’s organization’s solution
whereas an abrupt switchover that causes disruption could prompt the users to con-
sider moving to another supplier’s solution. Thus, change represents a risk for sup-
pliers imposing it since it gives their customers an opportunity to re-assess their
options.

Adapting to change can be a matter of survival. Change in a shifting environ-
ment becomes mandatory to remain current with the times. Failure to adopt the
change taking place carries the looming threat of obsolescence, loss of competitive-
ness and declining market share, all of which may jeopardize an organization’s po-
sition and possibly even its very survival.

In practice, change may translate to many specific activities, such as version
upgrading, code refactoring, technological generational leaps, new styles, new se-
ries, new paradigms, new fashions, etc. that is to say the many ways in which a
novelty may supplant a current solution whether it had reached the natural end of
its lifespan or if, on the contrary, its premature retirement was artificially precipi-
tated and even calculated through planned obsolescence.

Democratized innovators must evaluate how the change that their novelties
imply would be implemented and whether establishing a bridge with the past is de-
sirable. Also, it is a good practice when navigating through change to prompt feed-
back from real-life users to understand what they want as early as possible. Issues
will inevitably occur as a result of use cases or situations that were not anticipated
and from design or production errors. Because of this process, it is always advisable
to deploy early versions of a novelty to a small user base, preferably even one that
has been carefully selected for its members’ experience, motivation, resilience and
patience given that they will be confronted with these development pains.

Design and engineering: How do standards
influence innovation?

Standards are important in innovation because they represent a convergence on a
particular design and a rejection of alternatives. They are the artifacts of agreements
whether implicit or explicit. Once established and adopted by novelty producers,
they enable market-mediated collaboration which involves their independently de-
signing products that comply with the adopted standard. The concept of a standard
could be expanded to include the locking effect that deeply ingrained practices or
procedures often have. In its simplest form, the dominance of a design in a product
or service category represents a virtual standard to which the other players on the
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corresponding market must comply to continue carrying out their business on this
market. Utterback and Abernathy (1975) defined a three-phased process that charac-
terizes how an agreement on a particular design establishes itself as a reference de-
fining a new product category. Many early players experiment with different features
in the “fluid phase”. Early adopters respond or not to their solutions; the process is
fast paced with many of the tentative solutions failing quickly. Eventually, the adopt-
ers show a preference for a particular design. As a result, a “dominant design”
emerges which is a pivotal event in a transition to the second phase, known as the
“transitional phase”, as Utterback (1996) observed. The product category users’ ex-
pectations are set from that point on; this shift favors a small set of winning firms
with the other ones dropping out. Finally, in the “specialization phase”, the market
is well delineated with a small number of dominant firms serving the market. Inter-
estingly, in this phase, a significant share of the technological inventiveness comes
from an ecosystem of third-party suppliers that innovate by providing components to
the principal firms that, in turn, often focus on the novelty’s core components that
have the highest added value; they subcontract the rest. This three-phased cycle may
repeat itself as a new technological paradigm supplants another.

The democratized innovators should be cognizant of a novelty’s progression in
its product category. The initial novelties will likely be tentative. Finding the right
solution may involve considering what has already being designed to avoid need-
less repetitions of options that were previously rejected. Experimentation will con-
tinue in the product category with a range of features and configurations trying to
find the winning formula that defines the product category. At this highly explor-
atory stage, the innovators need to focus their minds on divergent thinking; they
widen the number of options to try out. They iterate through several cycles of trial
and error. After a design has gained traction, the ambiguity and the uncertainty
will be partially resolved which reduces the risks, but also the opportunities. The
designers’ efforts shift to improvements that build on the dominant design, identi-
fying process innovations that improve cost-efficiencies (Utterback 1996) and find-
ing specialized market segments.

An interoperability standard is a technological convention that allows organiza-
tions to develop complementary solutions that seamlessly work together. In addi-
tion, it allows the end users to interchangeably make use of any of the components
abiding by the standard or to assemble them as fully compatible integrated assemb-
lages. Third-party component suppliers or producers of products that require inter-
operability are the first to adopt a standard. Coopting for a common standard
means that the organizations adopting it implicitly cooperate with one another in
developing a market comprising a range of compatible components without need-
ing to explicitly coordinate their actions later on. Once the standard is set, all the
firms need to do to participate in the market is to follow the standard. This implicit
cooperation is said to be market-mediated because it occurs through the dynamics
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of the market with the players keeping their independence. There are duties and
responsibilities imposed on those who coopt for a shared standard. It is defined
and governed by a standard development organization (SDO) formed by representa-
tives of several of these independent market players or by governmental authorities;
the standard is managed in the sense that it is periodically reviewed and updated. A
standard may be open and freely available or available for a fee with a binding com-
mitment to scrupulously follow the standard. The open-standard adopters may also
be required to share any improvements freely with others. Alternatively, standards
can be proprietary and closed. Closed standards are often used by dominant firms to
keep competitors out of their markets; however, case experience suggests that this is
generally a losing strategy (Farrell and Saloner 1985). It restricts the possibilities for
interorganizational partnerships that can create holistic value and implicit coopera-
tion between competitors (Brandenburger and Nalebuff 1996). By comparison, the
proponents of a closed standard will need to create a critical mass of adopters on
their own. Closed standards are generally believed to allow for better quality control,
but this advantage can be offset by an open standard with strong compliance rules.

An uncoordinated market with many competing standards may entice some
users to hold off adopting any products out of concern that the market may consoli-
date causing the product that they chose to be discontinued which would mean los-
ing their investment. Several standards in the same product category may co-exist,
but often they are not interchangeable nor interoperable; their sponsors may en-
gage in a confrontation for dominance of the market with a winner-takes-all out-
come (Corbel 2009).

Since standards exist in many industrial sectors and for many types of products
and services, the democratized innovators need to understand how to use them.
They need to be aware of the opportunities for cooptation and of the risks that stan-
dard rivalries that may come about represent. For example, defining a standard and
then making it freely available to whoever may want to use it, is a daring yet power-
ful strategy. The astute innovator will need to be cognizant of the opportunity of-
fered by adopting an open standard developed by third parties. They should be
wary of product categories for which two or more standards already compete.

There are other types of standards of interest for democratized innovators. Mea-
surement standards may come into play in innovation because they can influence
the modularity and sizes of solutions that involve component assemblies. For exam-
ple, in the construction industry there are components and construction materials
that come in standard sizes, which are usually cut in rounded measurement units.
This type of standardization facilitates the design process, but at the same time it
restricts the variety of options. Quality standards also provide reassurance for the
end user looking to purchase with more confidence items that are hard to evaluate
for a layperson. They guarantee a level of quality while relieving the purchasers
from having to assess the quality by themselves which they may not be qualified to
do. Some of the reservations that buyers could have had before purchasing an item
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may be removed especially if the quality standard is enforced by a government
agency.

Democratized innovators need to keep measurement and quality standards in
mind when designing their novelties. They should value the simplification that they
bring, while dealing with the constraints that they involve. They were often devel-
oped to coordinate markets that had chaotic diversity. A totally uncoordinated mar-
ket could hamper innovation because the diversity of solutions produces complexity
and fragments the market; it can make the customers think twice and shy away from
committing to any of the options offered.

Regulations are a form of standardization as well; they may be perceived by
some as being roadblocks to innovation. At first glance, their stipulations may ap-
pear to be constraining, but there are also interesting benefits. Regulations force
out outdated generations of technology clearing the ground for novelties by making
the changes compulsory. In doing so, they help usher in innovations that may oth-
erwise have been slow to gain market traction. This is particularly useful to break
the resistance to change with which innovators are constantly confronted. Ashford,
Heaton and Priest (1979) claim that regulations stimulate inventiveness by chal-
lenging solution developers to come up with new ways to comply with them,
whereas without these regulations, they may have comfortably continued with the
status quo. They create challenges for engineers to solve that stimulate their crea-
tivity. Flushing out outdated technologies may also simplify the environment in
which a novelty needs to integrate by reducing the need for interoperability with
older technologies. In other words, regulations can do away with these obsolete
technologies on which some users cling for too long, often beyond their useful life.
Democratized innovators should carefully review new regulations to find the im-
pulse for innovation. They represent hidden opportunities because the forced com-
pliance will likely translate into renewed market demand. Therefore, there are
several reasons to view regulations as useful catalysts of progress. They can also
facilitate the coordination between innovators without their needing to interact or
to coordinate themselves.

Workers and organization: How can more original ideas be
generated?

Ideation involves developing new concepts that break with commonplace patterns.
This is much harder to do than one may think. The familiar designs and solutions
condition our thinking and constrain our ability to come up with new ones. To stim-
ulate one’s creativity, these patterns need to be broken down to entertain what Kop
and Carroll (2011) call “non-linear thinking”. In addition, the human mind has limi-
tations in its information processing capabilities – that Simon (1979, 1991) calls
“bounded rationality” – that bring creators to settle on satisfactory solutions which
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are not necessarily optimal ones. Miller and Ireland (2005) and Hodgkinson et al.
(2009) describe a mental process called “holistic intuition” that draws extensively
on a form of expertise derived from past experience often intuitively at a subcon-
scious level. Faced with ambiguity, the mind has the uncanny ability to fill in the
gaps. Thus, ambiguous input can stimulate creativity by forcing the mind to try to
make sense of it by creatively filling in the missing information.

Davidson (2015) classifies creativity techniques into three categories, namely: in-
dividual creativity, group creativity and eco-system creativity. Let us review some of
these techniques. Representing the problem differently may stimulate creativity. For
example, mind mapping a problem space as a diagram of concepts radiating out of a
base concept draws out its conceptual structure. Creativity with this technique usu-
ally involves changing the structure of something in a novel manner; the graphical
representation that highlights this structure helps to identify the appropriate change
to make. The very statement of the problem may hinder one’s ability to think out of
the box. Brainwriting helps break down these known patterns by substituting a key
concept in the statement by another – often at random – to find a solution to the
modified problem statement. Once a solution is found, the designer attempts to trans-
fer it back to the original problem which often reveals an original idea.

Pattern-breaking exercises can also be carried out in groups. Participants are
challenged to relate a concept selected at random to the problem at hand. In doing
so, they are forced to apply another frame of reference onto their problem which,
like brainwriting, prompts their imagination and stimulates creative discussions.
Convergent thinking may interfere with divergent thinking. To prevent this, brain-
storming (Osborn 1988) separates ideation from evaluation. The intent is to avoid
any participants refraining from expressing their ideas in fear of immediate judge-
ment; all the ideas freely brought forward are evaluated in a second stage.

The Delphi technique stimulates additive ideation. The participants exchange
written statements of their ideas or responses to a survey question, and they add
any additional thoughts that they may have on each of them. In order to do so, they
all exchange the documents in sequence until all ideas have been reviewed and ex-
tended by all participants. The ideas with the extended points are then reviewed
and discussed in a follow-on plenary session. Role-playing techniques force each of
the participants to present, to defend or to critique an idea from a particular stand-
point (de Bono 1994). The participants are periodically required to switch roles as
the process unfolds. This process ensures that the ideas are investigated from sev-
eral angles.

Creativity may also come from external sources. A forward-thinking organization
will strive to obtain feedback and ideas from as many sources as possible. Customers
using its products or services day in day out may have invaluable observations on
issues that they experienced and wishes, both of which could easily be turned into
new feature ideas. There are usually too many of them, which must then be priori-
tized according to predefined criteria. Collecting ideas from one’s employees is also a
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rich source of inspiration since they may provide feedback from work practices, is-
sues that slow them down, or simply observations of unexpected and puzzling phe-
nomena. The idea box may contain the seeds for the next brilliant ideas.

Hackathons build on the stimulating effect that a group event provides. In addi-
tion, there is instant diversity with on-the-spot ad-hoc team formation. The exercise
involves a competition usually with prizes to gamify the event. One or more chal-
lenges are presented on which each team works during a set time period extending
from an extended day to a weekend. The final solutions are presented to a panel of
judges who evaluate them and assign the prizes before the crowd of participants in
a festive atmosphere. Subsequently, the best ideas are further analyzed, and devel-
opment projects launched.

With the advent of the Internet and the Web 2.0/3.0, group consultations can
take place at a grander scale amongst a collectivity of people who may not even be
part of the sponsoring organization. With crowdsourcing, creativity becomes an
open and inclusive activity. Since the Internet is, by definition, open-ended, the
number of people consulted can quickly become staggering. Computer software is
usually required to help keep the process manageable. Participants may be chal-
lenged to find ideas to resolve posted problems or to evaluate and to vote on a set
of ideas that are proposed to them. The gamification of the process with prizes or
the association with a social cause dear to the participants will make it more popu-
lar. Social media in general provides candid unsolicited feedback, which even if it
may be critical is still invaluable.

The democratized innovators should become familiar with several of these tech-
niques to stimulate their imagination in different ways. Trying several techniques
ensures that a problem gets investigated from different angles and with different
mindsets.

Coming up with a single idea or a single design is never enough; it suggests
that the ideation or design process wasn’t pursued far enough. Most problems can
be resolved in any number of ways. Considering multiple ideas generates debates,
brings out differing views and focuses the discussions on the comparison of the re-
spective attributes of each idea or design. Throughout the process it often happens
that participants realize that they were working on the wrong problem. Being able
to assess the respective merits or drawbacks of each solution means establishing
evaluation criteria and setting priorities. Features from different solutions may be
merged; compromises may be made. Through this process, original solutions are
found.

Diversity and decentralization of the decision-making power can also stimulate
creativity. Indeed, the rigidity of organizational practices may unwittingly lead to
the establishment of a belief system that may limit and even stifle the workers’ abil-
ities to generate ideas that don’t fit into its precepts. Furthermore, centralized deci-
sion-making power increases the distance between the decision-makers and the
particular operational circumstances. This makes it harder to adapt the practices in
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order to find solutions that fit the context in an optimal manner; one could say that
one size fits all never fits anyone well. In this age of ubiquitous instant communica-
tions through multiple channels and technologies, and cloud-based information
systems that diffuse information throughout an organization almost instantly, dis-
tributing the decision-making power is easier to achieve while ensuring the neces-
sary safeguards against misguided decisions. Distributed organizations are nimbler
and more imaginative than centralized and uniform ones. Barnes, Gartland and
Stack (2004) advocate a participative model that encourages ideas and decisions
made on the organization’s front lines.

Friendly competition stimulates creativity. Challenging two or more internal
teams to simultaneously develop competing solutions brings them to outperform
with a better solution usually being found. Moreover, opening internal challenges
to external contributors (which could even be as audacious as inviting external sup-
pliers) ensures that the internal standards match those that prevails in the external
market. This reduces the risk of complacency.

Most inventions are inspired by external sources (i.e., academic institutions, re-
search organizations or others) rather than being created from scratch; Cohen and
Levinthal (1990) defined the concept of “absorptive capacity” that allows an organi-
zation to recognize the value of developments in a given field and to develop the
capabilities to assimilate them in order to derive a benefit from them. It is a form of
associative learning thanks to which the new elements of knowledge are related to
an organization’s context. Given the fact that many lines of business are increas-
ingly becoming knowledge-based, it includes knowing where to find information
for a particular field; patent databases may provide useful starting points or one’s
own backlog of ideas that were never carried out because previously the conditions
weren’t right. New knowledge should be quickly put into practice. As a result, the
innovators are quickly confronted with the practicalities of applying a new body of
knowledge to their unique situation. Domain knowledge is usually codified and
readily transferrable, but the related know-how is often highly contextual and tacit;
it may be hard to transfer to others. A learner who doesn’t have practical experience
may find it difficult to understand it. Indeed, without practical experience it is hard
to even entertain useful discussions about the subjects at hand because one needs
the shared experience to communicate effectively, let alone to understand the
shared meaning. There is no better way to acquire it than getting down to it and
learning by doing or at least learning by trying. For the democratized innovators,
this means that if one intends to champion a new competency in the organization,
one should launch a pilot project as early as possible which should involve starting
with a simple and achievable goal; it focuses the learning by confronting the do-
main knowledge to practical considerations. The learning will be richer.

Humbleness opens the mind to creative thinking. Democratized innovators
should ask themselves: “how could our successful product be one-upped by an
imaginary (or not-so-imaginary) competitor?” Being proactive in this exercise and
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humble in recognizing that one’s novelty’s leadership position may not last forever
are key attributes of the democratized innovators’ spirit. One should never be fully
satisfied with what one has accomplished, and proactively engage in brainstorming
sessions to find ways to beat one’s own novelty. If it is hard to do, then it may be
necessary to bring in external consultants or end-users to avoid complacency.

As we have seen in Part 1, the Framework is, by definition, distributed and diversi-
fied with the team members being engaged by applying a principle of spreading acti-
vation. Participants join and leave as the project needs arise, evolve or are met. As
much as possible, the decision power is left to the people who have the appropriate
specialized expertise to debate it constructively in a negotiated innovation dynamic
amongst the stakeholders. Making groups vote on matters provides further reassurance
for management because a formal record is taken of each vote which entices people to
be mindful of the way that they vote. Thus, de-facto, the Framework integrates the
seeds for creativity that should be cultivated throughout the organization.

Launch and diffusion: How can a novelty be successfully
introduced?

The introduction of a novelty may synchronize with the previous solution’s end of
life. Often, it couldn’t keep up with the growing demands made on it. This is a
straightforward situation that involves little resistance to its introduction. However,
most cases aren’t as straightforward; it may incur considerable resistance from its
intended user base.

A novelty that is first in its category represents a particular challenge. Indeed,
when entering a brand-new market, the first challenges to face involve confirming
that there is truly a demand for the novelty and educating the would-be adopters.
In fact, even on a new market that doesn’t have any direct competitors per se, the
users’ needs may already be filled by a substitute solution or technique that may
not formally be in the same product or service category as one’s novelty. It may
even be a manual method. Hence, an unmet need is often a fallacy or, at best, a mis-
nomer since the need likely already exists even if it is addressed differently. One
should then determine how laborious, pricey or, more generally, resource-consuming
this existing solution may be, and whether it could qualify as a pain point. However,
on most markets, there are already competitors, which confirms that there is a de-
mand to meet. If there is a single firm – the pioneer – the first thing to do is to exam-
ine its pricing strategy if that information is available. The pioneer may be profiting
from its monopolistic position on the market with high umbrella pricing, that is to
say pricing that becomes a reference point for would-be competitors to assess the
profitability of their potentially entering the nascent market. As a rule, a high um-
brella price point attracts competitors. It also allows a competitor to enter at a lower
price point while still being profitable. Analyzing the pioneering firm’s offer, its
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history on the market and its capabilities should shed light on the maturity of the
market. It will reveal the attractiveness of the opportunity for another player to enter
the market and the extent of the challenges that may lay ahead. Competitors leaving
the market would obviously be a warning signs of low-profitability issues; one should
try to understand what motivated them to do so. Is the product or service being
talked about in the social media? Are there reviews and possibly comparisons, such
as benchmarking data from a neutral third-party organization? How would one’s nov-
elty be different and hopefully more compelling than the pioneer’s or the substitutes?
Is there a subset of the total population that may be more receptive to a novelty from
a lesser-known brand? These might include users who are more adventurous or tech-
savvy. Some may like to impress their following with a novelty never seen before,
while yet others have the means to switch and to forego the residual value of the sol-
utions that they currently use.

Introducing a novelty to a standard-based market involves particular chal-
lenges. One needs to assess the degree of homogeneity of the users’ profiles and
preferences. A market that is very homogeneous will be highly prone to being
locked by one player with a suitable solution and a well-known brand. On the con-
trary, if the user profiles and preferences are very heterogeneous, the network ef-
fects induced by a leading standard taper off quickly; this is a phenomenon known
as “infra-marginal network effects” (Liebowitz and Margolis 1994). A heterogeneous
market cannot be entirely locked by a single standard which allows multiple stand-
ards to coexist, each with a segment of the market characterized by a set of specific
user preferences. In other words, challengers should go after heterogeneous mar-
kets, while dominant players could use their size and might to control homoge-
neous ones, as long as another dominant player hasn’t already locked them. Size
will have little impact on a heterogeneous market, but it matters when economies
of scale can be leveraged. For the democratized innovators, this means that if they
are part of a challenger organization, they should look for the diversity of user
needs. However, this also means that, as they grow in size, they will not be able to
dominate the market either; it could remain vulnerable to new competitors. How-
ever, early successes in such a market allows a small player to establish itself and
to grow; it could then tackle another market that is more homogeneous to leverage
its newly acquired size and to achieve sustainability. The consulting market is a
quintessential example of a heterogeneous market.

Maybe the userbase isn’t external, but rather an internal group of co-workers;
maybe this novelty would only be used by its inventor. In this case, the benefits
should be identified and quantified, if the idea is at the proposal stage, the develop-
ment costs should be assessed; they should include the opportunity cost resulting
from the organization not having some of its employees working in their regular oc-
cupations while they develop the novelty. The expected return on investment
should be estimated. Interfacing issues with existing practices, technologies and
tools should also be reviewed. The skills and training that would be required to
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develop it and later to operate it should be examined. In addition, one shouldn’t
forget about the cost of maintaining the novelty. When comparing several compet-
ing novelties that involve radically different capital and operating costs, it may be
advantageous to consider the total cost of ownership to determine which one is
truly the most advantageous.

Assuming that the novelty is well advanced, and that the developer isn’t the
principal beneficiary, a lead user should be identified. The earlier this user is in-
volved, the earlier the feedback will be available. A lead user who joins at the incep-
tion of the innovation project is, in fact, a co-creator. The lead users may be
motivated to participate by being the first to get access to the novelty from which
they may derive a competitive advantage. They may simply be seeking the prestige
of being on the cutting edge or recognized as being the novelty’s champion or spon-
sor in their organizations. Co-creators may be entitled to a compensation. Whatever
the motivation may be, having the help of a lead user ends up being invaluable in
most cases, especially, if it avoids needing to pivot the project later which can be
time consuming. Furthermore, in some cases, the lead user‘s organization may
even sponsor the project with an early purchase. Alternatively, sponsoring market
studies or organizing customer surveys or focus groups could help gain useful user
or market insights.

Engaging in consulting activities is a fertile ground for learning and exploration
of what the target users need. An interesting option is to provide, first on a consult-
ing basis, the service that the novelty would later automate. When the novelty is at
the pre-commercial stage, one could use it oneself to aid in providing the service. It
goes without saying that the creators of the novelty would be patient lead users,
albeit not fully objective since they would be evaluating their own novelty. Eventu-
ally, once the novelty becomes available, it could be commercialized, while phasing
out the consulting business or transferring it to a value-added reseller (VAR) or to
another consulting firm.

It is highly recommended to discuss the risks involved with using an early version
of a novelty with the lead users and to clarify the objectives sought in doing so for
both parties. These objectives could clash if the lead user expects features that are too
specific for a generic product. In which case, having a VAR partner to propose could
avoid disagreements and save the partnership in a mutually beneficial manner.

Having to choose between several options is always a puzzle for consumers un-
sure about which one to select. Typically, in absence of knowledge and informa-
tion, new would-be adopters will look for explicit or implicit guidance in their
purchasing decisions from those who have already committed to one of the options.
The preferred standard may not necessarily be the most technologically advanced,
the best designed or the best from the viewpoint of any other criteria. It is usually
the one that manages to garner the most adopters, signalling a form of collective
wisdom. In order to create some leverage from market adoption, one should focus
on selling to customers (or signing up users) who could influence others to do the
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same either explicitly by their public statements or implicitly by the reference that
their simple use of the novelty represents. To make them effective influencers –
whether or not they explicitly refer to themselves as such – they need to have a
high-profile status in their industry either for their technical expertise or simply
from their general notoriety.

Introducing one’s novelty on a niche market is usually an effective strategy to
shield oneself from powerful competitors. When this market is too small to be of
interest to them, the niche market wouldn’t be on their radar screens so to speak.
The niche may simply be defined as a particular segment of a larger market, in
which case one’s novelty should be specialized to respond particularly well to its
users’ needs, preferences, constraints and expectations preferably better than the
larger competitors’ solutions. One could also focus on a regional market that has a
particularity that shields it from competitors, such as an uncommon language or
complex social structures. The competitive forces may be less intense on a regional
market or a foreign country, allowing one’s organization to grow more easily. One
should take care to keep the orders under the threshold of interest for established
players. Also, keeping the novelty’s pricing under the allowable threshold for sole-
sourced orders can be invaluable in the early stages to avoid a formal tendering
process being required by some purchasers. The aim could also be to just make the
first order happen and initiate a cash flow whatever the profit margin may be; if the
customers or users like the novelty, then they will be likely to order more of it later
on. If they are delighted, they may even tell their acquaintances (Beckwith 2014)
implicitly helping in the effort to market the novelty. The delight factor may be di-
rectly associated with the novelty or with other related value-generating activities,
such as customer service or training. Reducing the risks involved in adopting a nov-
elty that doesn’t have a brand name by offering a free trial period, full money-back
policy or extended warrantees can go a long way to diminishing any hesitations
that the users may have.

If one has other successful products, the novelty could be introduced with a
cross-marketing technique, such as providing a free sample with the other product,
combined packaging, or simply discount coupons. In doing so, one strives to intro-
duce the novelty to one’s existing user base, bridging both markets. Greater quanti-
ties offered at the same price as the competitors’ offer could prove to be enticing for
some customers, but one should beware of the fact that when faced with the diffi-
culty to evaluate a solution, they may consciously or sub-consciously use the price
as a proxy for quality. In other words, they intuitively expect that a higher-price
should be applied on an item of higher quality; lesser quality is usually less expen-
sive to produce and thus cheaper – a word that commonly denotes lack of quality.

An important thing to keep in mind is that, although one may have managed
to remain stealthy during one’s development phase, once the novelty is intro-
duced to the market, it will certainly come to the competitors’ attention. They are
likely to react with price cuts or pre-announcements of their own upcoming versions of
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the novelty even if they haven’t developed them yet. Their brand strength and reputa-
tion could bring customers to wait for their brand-name versions while ignoring the
challenger’s novelty despite it being already available. This delay would derail the
novelty’s launch and deprive the new market entrant from much needed revenue, po-
tentially even jeopardizing its survival. It is always safe to assume that one’s entry on
the market will be harder than anticipated and that adoption will take longer than
planned. If the novelty is intended for internal use, one shouldn’t underestimate the
resistance to change that one may face.

If the market still comprises many users who haven’t committed to any solu-
tions, it is preferable to go after them in priority of course. However, when market
saturation makes it necessary to draw the competitors’ users away which entails
switching costs, offering to cover these costs removes a barrier albeit at a high cost
for their sponsor. Switching to another more attractive market, such as one that is
still in its early-development stage should be considered to find sales growth. One
should keep in mind that markets are fleeting.

Summation

The innovation subject matter presented in this chapter relates to the typical preoc-
cupations and scope that democratized innovators in training are likely to enter-
tain. Identifying which specific body of innovation domain knowledge may be
appropriate for a particular group of regular workers depends on each organization.
The training in innovation is highly context-dependent because the perspective
needs to be anchored in practice which is obviously contextual. Thus, we presented
topics intended to be illustrative of the type of material that is typically of interest
to regular workers. The trainer could make use of them to get the discussions
started; the study points could then be adapted to whatever sparks the learners’ in-
terest. Additional study points could be developed by the trainer or by external
training partners to expand on innovation topics particularly relevant to one’s orga-
nization. As shown in the points presented in this chapter, the perspective must be
predominantly practical. Using ‘how’ questions in the statements of the study
points helps frame them in a way that corresponds to the democratized innovators’
needs rather than being presentations of theoretical points. First and foremost, it is
of utmost importance to develop the learners’ curiosity and interest for the subject
to motivate them to research, to experiment and to practice even more by them-
selves or in groups; as Sir Kenneth Robinson is reported to have said: “Curiosity is
the engine of achievement”. Therefore, the primary goal is to develop their curiosity
and interest; the knowledge and practice will then come naturally soon after.
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Chapter 6
Innovation Modelling

The ambiguity that typically characterizes innovation projects creates risk. The organ-
ization’s capabilities that aren’t properly managed may suddenly become misaligned
with the skills that are required to carry out innovation projects. An organization’s
production doesn’t occur in a void; it integrates into a complex sequence of value
streams. There are many possible strategic orientations that may be selected for an
innovation project. A comprehensive innovation strategy will guide the decision-
making in keeping with the orientation that is selected both at the planning stage
and as the project is being carried out. In this chapter, we investigate these chal-
lenges. We present two conceptual models that may be applied when innovating,
one that relates to risk management and the other to innovation strategizing. In addi-
tion, we define on what the management of an organization’s knowledge assets
should focus, and the concepts of value chains and value streams in innovation are
reviewed. The points presented highlight the multidimensional aspects of the innova-
tors’ reflections.

How can the risks that innovation involves be managed?

Risk relates to an expected outcome that doesn’t occur or to an undesirable result
that causes a loss. Innovation always involves risks because it is a venture into the
unknown. The chances of success of innovation initiatives are often hard to predict.
Innovators must understand and assess the risks associated with their projects to
manage them appropriately. Risk may have a delaying effect by causing entrepre-
neurs to procrastinate. Projects that are risky or perceived as being risky may be
less attractive for investors who may hesitate to commit their funding, which may
delay the launch or which may cause them to demand financial terms that compen-
sate for the risk. Excessive optimism may lead to risks being misunderstood and
underestimated which may jeopardize the innovation projects’ ultimate success
when they are much more advanced and after extensive costs have been engaged.
For example, it is common that feasibility studies are mistakenly carried out as an
innovation project’s first phase of development, when their purpose is really to
clear the unknowns that make the innovation project difficult to plan and to esti-
mate; its practicality must be confirmed. A feasibility study should comprise activi-
ties that clarify the project’s areas of ambiguity that create risks and provide plans
to manage them; the outcome should support the project-planning phase. In addi-
tion, it is important to keep in mind that the experimentation that is part of the fea-
sibility studies may not directly be reusable in the later stages of the project. One
should resist the temptation to alter or even to distort the purpose of a feasibility
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study simply to reuse components for their later use in the eventual development
stage.

The risk exposure could also be quantified as: the probability of a loss multi-
plied by the size of the loss. This simple equation draws out five risk management
strategies to which we will refer with the acronym ATRAM; one may:
– Assume the risk, which means taking on the risk and establishing a form of self-

insurance. In practice, this means setting aside or pre-arranging the funding
that may be required to remedy its eventual consequences.

– Transfer the risk, in full or in part, by seeking insurance coverage which, in fact,
is a form of mutualization of the risk in exchange of a fixed premium, partnering
in a joint-venture or outsourcing parts of a project that the organization doesn’t
have the capabilities to carry out by itself to a partner that does.

– Reduce the risk, by reducing the scale of a project; for example, this situation
would apply when there is a high level of contextual uncertainty or ambiguity
that cannot be resolved; in the risk exposure equation, this relates to reducing
the size of the potential loss.

– Avoid the risk, which means that the risk is eliminated by not engaging in – or
by withdrawing from – the risk-bearing activity; in other words, the size of the
loss is reduced to zero. However, this also means that one chooses to pass on
any gains that the project could have generated. The risk associated with the
status quo should also be assessed.

– Mitigate the risk, which means that measures are taken to reduce the probability
of a risk’s negative consequences occurring, such as conducting preventative
maintenance on machinery to reduce the risks of it breaking down in the field at
an unexpected and possibly inopportune time, including experts on a project
who ideally have worked on similar projects, having knowledgeable technicians
on stand-by at critical times ready to intervene in case of problems, or buying
technologies rather than developing them in-house.

One may combine several of these strategies, such as, for example, combining both
the reduce and mitigate strategies by creating a working prototype for a smaller set
of users with a Commercial-off-the-shelf (COTS) tool that is fully supported by a
third-party organization. It facilitates the development even if the tool’s features
don’t fit the purpose as well as customized development would. The smaller user-
base reduces the outcry in case of problems.

The risk factors identified for an innovation project may change as it pro-
gresses; monitoring them actively makes it possible to adjust the risk strategy if
need be. It goes without saying that risk management strategizing requires the
strategy to be put in place before the loss or the undesirable outcome occurs. Let us
also note that different stakeholders may have different tolerances to risks and that
agreement on the risk management strategy may involve negotiations amongst
them which should be part of what we called negotiated innovation.
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Barry Boehm (2000) introduced a spiral model designed especially for software
development projects, which highlights an evolutionary process featuring a widen-
ing project scope. Risk analyses are carried out at each cycle. He related the model
to the game of stud poker for which a set of cards are handed out some face up
some face down. This illustrates the risks related to the ambiguity and the uncer-
tainty surrounding the value of one’s hand compared to the other players’ hands;
additional clues are provided to the players as the game progresses and as the
cards are revealed. Like Design Thinking, the spiral model guides the users through
the possible steps that they can carry out or reiterate or, on the contrary, over
which they may skip or leap forward, rather than following a fixed sequence
through a set of rigidly predefined steps.

We designed a new model that we called the ‘iVortoid framework which stands
for ‘Innovation Vortex-like framework. The iVortoid reflects the fact that it comprises a
depth dimension contrary to a spiral which is on a single plane. At each cycle, a risk
is identified, and a risk management strategy is selected; various activities are then
carried out to investigate and to manage the risk. This model is a map not an itinerary;
the steps that don’t apply to a given situation can be skipped over. These cycles could
focus on one of the following investigations that illustrate some typical risks associ-
ated with innovation projects:
– the insufficient knowledge of the users’ needs or requirements, or the misunder-

standing or misinterpretation of the problem to address (a Design-Thinking Em-
pathise-domain study could be conducted, and the user acceptance criteria
defined);

– the availability and readiness of the capabilities that are needed to carry out the
project (which could involve their development, their procurement or arranging
for training initiatives);

– the identification of a project portfolio which balances opportunities and risks,
when managing several projects concurrently (the mix of projects with different
risk levels balances the overall portfolio risk);

– the appropriateness of the solution architecture (which may need to be revisited
if the initial prototype, working prototype and finished novelty are implemented
with different underlying technologies; prototyping and scaling may point to
different tools and techniques with different inherent risks);

– the planning of the resources and the estimation of the project costs (including
development, commercialization or deployment, and the total cost of owner-
ship; the extent to which these costs could increase should be considered; stock-
ing or hedging strategies could be considered);

– the availability of quality assurance techniques and tests to prevent defects in
the novelty (testing against the project requirements and the service-level agree-
ments, for example);
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– the existence of regulations (depending on the industry, independent verifica-
tion and validation may be required; one should consider whether these regula-
tions could change in the foreseeable future);

– unforeseen changes in market or user-related circumstances (external or inter-
nal; i.e., decreasing demand or new competition);

– unexpected requirement changes which usually means increasing scope (identify-
ing and managing the so-called “requirements creep” which is often addressed
by identifying items that are out of the original scope of work and renegotiating
the terms of the project with additional costs, as ‘extras’, associated with the new
work items);

– unplanned organizational changes (i.e., mergers and acquisitions, partner dis-
engagement, disablement of key participants or bankruptcies, etc.);

– uncertainties about the practicality of the assembly of a novelty in the field
which is often addressed by staging it to uncover any delivery and integration
issues before it is deployed;

– unanticipated circumstances when deploying or commercializing the novelty
(such as the resistance to change or the competitors’ reactions to one’s novelty’s
market introduction);

– the challenges of maintaining the novelty’s condition and readiness and re-
specting the terms of its warranty after its delivery to the customers;

– the challenges of operating the novelty and its integration in a value chain of
wider scope, which are sometimes addressed with design-build-operate-transfer
agreements (DBOT) that involve the designing organization operating the nov-
elty for a prescribed period of time to iron out the integration issues before
transferring its ownership to the customer;

– sustainability and lifecycle of the novelty including the on-going pertinence of
the novelty in its conditions of use and with respect to competing solutions (in-
cluding the availability of key components such as underlying technologies, ma-
terials and business models, as well as the resources required to operate it).

Figure 6.1 shows the iVortoid framework in which the risk management strategies
allow for the gradual reduction of the ambiguity by moving down the iVortoid to-
wards a state of clarity at its center; considering the three-dimensional (3D) per-
spective, one could also say that the goal is to move through the iVortoid towards
its exit at the center. The model’s typical risk-bearing issues should be adjusted to
an organization’s line of business, its practices and processes, as well as to its par-
ticular context and circumstances. It needs to be regularly revisited to assess the
impact of any changes that occur and to monitor the continued suitability of the
risk management strategy as the innovation project progresses and as the ambigu-
ity surrounding the project gradually clears. This is a four-phased cyclical model
that runs clockwise. In a first phase (see Fig. 6.1 upper right), the unknowns that
cause a risk exposure are identified; these may involve some of the typical ones
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that we previously listed. They are investigated to gain an understanding of them;
the innovators may choose to focus on one of the unknowns at a time in each itera-
tion. The model user should start somewhere in the middle of the iVortoid because
the investigations may reveal later conditions that increase the project’s ambiguity
beyond what was originally thought at the start. The second phase (see Fig. 6.1
lower right) involves the development of a risk management strategy using the
ATRAM options. The connection between the risk and the risk management strategy
should be documented and the steps that the strategy requires should be planned.
In the third phase (see Fig. 6.1 lower left), the activities that the strategy involves
are carried out and the results collected. Finally, in a fourth phase (see Fig. 6.1.
upper left), the results from the iteration that completed are analyzed. If the strat-
egy that was applied allowed to clarify an unknown, the process continues at a
lower (i.e., deeper) level in the iVortoid. If on the contrary, the iteration revealed
issues that increase the ambiguity, then the next iteration would need to proceed at
a higher level in the iVortoid. We call these incremental jumps ‘redirections’ of the
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Fig. 6.1: The iVortoid framework used to develop a risk management strategy.
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path through the iVortoid. One can jump up or down by any number of levels, if
need be, which can also be viewed as moving forward and backward in the model
given the three-dimensional perspective. At this point in the process, the innovator
may plan a new iteration taking into account the new information collected in the
performance of the iteration that just completed, or he or she may select another
risk-bearing unknown previously set aside to investigate. The depth in the iVortoid
which is visible from the 3D perspective is also measured with the 45-degree depth
axis representing the time separating the current understanding of the project to its
clarity (see Fig. 6.1 lower left). The model iterates as often as necessary with the
ultimate goal of reaching this point in the center of the iVortoid. The inward-
oriented coils of the iVortoid illustrate the reduction of the ambiguity at each cycle.
The process continues inwards towards the state of clarity or at least significantly
diminished ambiguity which allows for the project to be planned and executed with
more confidence. The time-to-clarity variable is the time that separates the project’s
present ambiguous situation in the iVortoid to the state of clarity. It may increase or
decrease as the iterations are carried out in the iVortoid clearing unknowns which
reduces ambiguity or on the contrary uncovering new unknowns which need to be
investigated making the objective of reaching the state of clarity more elusive and
remote.

Contrary to Boehm’s spiral model, the vertical axis does not represent the in-
creasing project cost; it measures the overall ambiguity in the innovation project.
The expenses applied to risk management activities will ultimately pay off; no mat-
ter what is done, they will always be a small fraction of the costs that could other-
wise have been needed to address the issues when the full development of the
project is underway, to say nothing about the lost project time and delays. Thus,
gauging the project’s ambiguity matters more than the project cost at this stage;
cost isn’t a prime consideration, within reason of course. The iVortoid framework
integrates an iterative process in case new project information comes into play that
reintroduces ambiguity. As a result, a risk management procedure previously car-
ried out may need to be repeated or it may have revealed new ambiguities about
which one may not have been aware. To illustrate this graphically in the model,
there is a gap next to the vertical axis after each cycle’s review-and-planning stage
(see Fig. 6.1 at the top center) that allows paths to be reiterated which means that
the overall level of project ambiguity is readjusted; stepping back higher in the
iVortoid means that the iteration hasn’t reduced the ambiguity. Jumping up or
down one or more cycles (i.e. farther away from clarity or closer to it) reflects the
situation in which more ambiguity has been uncovered or, on the contrary, situa-
tions in which ambiguity has been cleared or appropriately understood.

Another way of looking at the model, is that the coils of the vortex-like shape
illustrate the layers of disambiguation that that are attempted at each iteration and
the progression towards the state of clarity (or of well-managed risks) at the center
as the risk analysis proceeds. Once the ambiguity has significantly diminished
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thanks to the various risk management measures, the project is in known territory
so to speak. At that point, it could be managed like any other regular project with
standard project management techniques.

How should organizations manage their innovation
capabilities?

We believe that the management of knowledge assets is a central consideration in the
management of innovation. Knowledge assets are what brings an innovation initiative
to fruition. This line of investigation addresses the question: “are we (or how could we
be) capable of carrying out an innovation initiative?” Contrary to value chains and
value streams that model the value-creating business functions and activities, this di-
mension relates to organizational learning and organizational readiness.

In Chapter 4, we proposed an innovation typology based on learning. Compe-
tencies involve knowledge and know-how. They are enabled by a chain of knowl-
edge-development processes that extend from the genesis of theoretical principles
(i.e., fundamental knowledge) usually in research settings to the value-generating
competencies that organizations apply. As illustrated on Fig. 6.2, scientific discover-
ies and theoretical principles produced by fundamental science and research even-
tually feed applied science which in turn puts them to practical use by producing
inventions and technologies which represent knowledge. These inventions and
technologies may be adopted by organizations through knowledge transfers. They
further experiment with them and learn about them producing related know-how
that can be explicitly codified such as:
– techniques that operationalize a skill,
– methods on the application of algorithms, tools, models or frameworks to

achieve a given result,
– customary or habitual organizational practices (i.e., directives and guidelines),

and
– processes that comprise sequences of activities or tasks leading to value-

producing results.

Other areas of know-how relate to the development of practical points of experience
that remain tacit in that they cannot be easily codified. They are usually implicitly
transferred amongst workers through mentoring, simulations and coaching. The
final step involves the incorporation of the know-how in the organization’s produc-
tion processes. These components are operationalized to form what is needed for
an organization to claim that it has a competency in a domain and in a given con-
text (i.e., an industry, line of business or region).

The steps that lead to the creation of competencies from the knowledge and
know-how require a significant amount of training; greater depth in the genesis of
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competencies may be developed by establishing ties with research organizations
that generate the fundamental knowledge or with internship or fellowship pro-
grams providing temporary employment to students or to recent graduates who are
or were involved in fundamental or applied research. Core competencies are those
that are tied to an organization’s distinctiveness and competitiveness. Competen-
cies enable capabilities by drawing on one or more areas of expertise to fulfill a spe-
cific goal as illustrated in Fig. 4.1 in Chapter 4.

We believe that it is more important for organizations to map, track, manage
and update their capabilities rather than their focusing on their product lines and
production processes to improve their overall resiliency and sustainability in ever-
changing business circumstances. Start-ups need to do this at an even faster pace
by pivoting a few times before their seed funding runs out. Products and processes
need to be frequently modified to catch up with the continuous shifts in market de-
mand, which forces an organization to be reactive. When an organization is over-
whelmed by these frequent tactical changes, the management of capabilities enables
a high-level view of the organization’s readiness. The state of readiness or capability
preparedness, as it is called, may be strategically planned much longer in advance
than the tactical adjustments to products and processes that are attempted in re-
sponse to market shifts. Hence, managing capabilities proactively allows an orga-
nization to be better prepared for any eventuality. Indeed, market demand can
shift quickly, while capabilities require time to be updated or to be developed
from scratch. An organization that manages its capabilities has a better chance of
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Fig. 6.2: Knowledge-to-competencies development chain.
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being ready when a market shift occurs. It could be viewed as managing more
strategically than tactically. In addition, it will be ready to initiate the search for
alternative markets to pursue should it become necessary; just recognizing that
the option is in the cards will allow for a quicker execution when the time comes
to carry out the shift. Establishing a token position in the alternative markets can
even better prepare for this eventuality.

Capabilities can be materialized as facilities. As we mentioned in Chapter 4, a
facility is a set of supporting means enabled by capabilities and other resources
that together allow an outcome to be carried out (see Fig. 4.1). They may take differ-
ent forms; generally speaking, they are a set of resources assembled as a distinctive
establishment to facilitate the production of a novelty or a class of novelties, or to
carry out a step or a series of steps in the innovation process. For example, a tech-
nological platform from which a range of finished goods can be readily derived
could be a considered as being a facility on which an organization can rely time
and time again. In its more literal meaning, a facility may also be a physical object,
such as a piece of equipment or an instrument, or an establishment comprising one
or more buildings, including staff and equipment – such as a research lab – that
provides the innovators all the access, administrative support and equipment to
conduct their investigations in specific domains. When the operating costs are very
high, the facilities can be shared with other organizations. Facilities need to be op-
erated, managed and periodically updated, which requires time and resources.
Thus, the pertinence of establishing them should be carefully weighed against
other options, such as renting, leasing or sharing them. Other organizations may
deliberately do the opposite by outsourcing business functions (with the related ca-
pabilities and facilities) that don’t leverage their core competencies. This means
doing away with a facility or transferring it to a partnering organization. The original
facility-operation capability is replaced by a capability to manage more cost-effective
long-term partnerships or subcontractors who may be using the transferred facility or
similar ones more knowledgeably and efficiently. Facilities have a pre-determined
life span; they are not necessarily established forever. They may serve a purpose
until their serviceability elapses, at which point, they need to be upgraded to con-
tinue meeting their intended purpose or replaced. An organization may also decide
to phase out, spin off or close down the facilities that no longer align with its strat-
egy. Facilities need to be documented with explicit descriptions of the competencies,
the capabilities and the resources required to operate them and to use them.

Organizations need to manage their competencies, capabilities and facilities dili-
gently. This means establishing and updating an inventory of their knowledge assets
with comprehensive descriptions, maintenance plans and training. Of course, the
guiding principle is how they all contribute to creating value for the stakeholders,
which is, as the reader may recall, the last component illustrated on Fig. 4.1.
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Let us recapitulate how all these knowledge assets should be managed. Figure 6.3
illustrates on the left-hand side the progression from know-how to facilities with
each level building on the previous one. On the right-hand side, the management
focus for each type of knowledge asset is shown. Know-how is developed when a
body of knowledge is applied for a given purpose. Its management involves monitor-
ing updates of practices in the corresponding domain or industry, which could mean
in practice participating in various professional activities or gatherings, such as con-
ventions, conferences, workshops, get-togethers organized by trade associations
which make it possible to informally exchange with one’s peers in one’s industry; or-
ganizations may also consider partnerships with research organizations even to the
extent of sponsoring them in exchange for a first right of refusal on the IP produced.
Competencies may need to be periodically updated through training that should ide-
ally be work-based to maintain the closest connection with the particularities of
one’s workplace. Capabilities draw on competencies and tie in the organization’s op-
erational activities. Their management involves reassessing and managing their read-
iness with any corrective measures being applied if they are found to be deficient in
one way or another. Finally at the lower level in Fig. 6.3, the facilities make use of
capabilities and resources to accomplish creative exploratory goals. As knowledge as-
sets, their functionality and their amenity need to be periodically reassessed and
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Fig. 6.3: Knowledge assets and their related management.
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updated. Xavier Baron (2016) emphasized the importance that the concept of amenity
plays in determining how well the facility‘s users carry out their tasks. Indeed, be-
yond the purely functional considerations, a facility‘s components should provide
convenience and safety in the performance of the activities that it supports, and pos-
sibly comfort and enjoyment as well depending on its purpose. Hence, it is a qualita-
tive consideration that relates to human factors, but that can have a very tangible
effect on the effectiveness of the innovation process.

Adopting democratized innovation involves developing a capability based on
the Framework’s principles in one’s organization. To support its regular workers
turned into democratized innovators, an organization may choose to establish a
training and coaching facility like an innovation office providing support and re-
fresher training on one aspect or another of the Framework. This functional group
may also oversee how well the collaborative exchanges take place and proactively
stimulate them as needed. In the Framework’s structure, the democratized-innovation
capability could also be a managed by a dedicated community of practice.

How can the creation of value be managed?

Michael Porter (1985) defined a value chain as the strategic business functions that
come into play to deliver valuable products or services to a given market; these func-
tions may be primary, that is to say that they are directly involved in the production
of the goods or services that an organization produces or provides. They may also
support the primary functions. Later, Womack and Jones (1997) added the notion of
value stream that they defined as being an end-to-end set of activities that produces
the value that a customer expects.

The full extent of an innovation initiative from ideation to launch may be car-
ried out entirely within an organization. The value may be passed on to its custom-
ers in exchange of a financial compensation, or it may be captured internally when
the beneficiaries are amongst the organization’s workers. However, in another sce-
nario, the novelty’s inception and the creation of value may be separated in space
and time. The process may span across several organizations that either explicitly
collaborate or implicitly interact with one another through the mediation of the
market. For example, customers may assemble a computer system with compatible
components made by different suppliers. This forms a value chain that may extend
over a durable form of vertical integration or that simply reflects an impromptu sale
transaction. For instance, an industrial-machinery maker may sell its latest novelty
to a manufacturing firm that would then use it to automate a key process, making it
more efficient. The efficiency gains allow the manufacturer to sell its products at a
more competitive price which increases the value offered to its customers. The
value chain may extend beyond that point if the customers have customers of their
own to whom they provide more value as well.
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In some cases, the value flows in a single direction, while in others it may si-
multaneously flow in both directions. For example, von Hippel (2005) described the
co-creation that on occasion occurs between lead users and manufacturers. On the
one hand, the lead users benefit from gaining early access to a novelty which may
be worth their having to deal with the inevitable glitches that they will encounter
with its early or pre-commercial versions. In addition, thanks to the manufacturer
providing them with pre-commercial versions to try out, they can spear-head the
development of a value-creation initiative in their own field or line of business. This
may bring value to them in terms of performance, prestige, competitiveness, ad-
vanced learning or getting ahead in the race to innovate in their own line of busi-
ness. On the other hand, the services that a lead customer provides back to the
manufacturer also have a considerable value. The manufacturer can observe how
they use pre-commercial versions of the novelty and collect feedback on its early
use; this early testing may confirm the novelty’s viability and reveal any flaws that
it may have with a patient user without its reputation being negatively impacted.
This collaboration accelerates innovation and reduces the risks of design misfits; it
establishes a de-facto co-creation field laboratory. The lead users provide invalu-
able insights into a target market’s needs and expectations. They test early proto-
types in real-life conditions in a fault-tolerant environment usually with a quick
turn-around time; this level of dedication cannot be hired nor bought.

Therefore, value may flow in several directions and through several stakehold-
ers. Innovation initiatives may involve several of these outward-extending or criss-
crossing value streams; often the outcome from one value stream feeds into another
value stream within the organization or outside of it. What characterizes each
stream is the value towards which it builds, and the intermediate value components
that are created along the way. Value streams highlight the linkages between the
capabilities (that involve competencies and operational activities) and, if applica-
ble, the facilities that come into play to create value. They can be assembled and
configured to respond to specific demand scenarios that span the whole novelty-
invention-to-value-creation scope. A given capability could enable several value
streams. Complex streams may be created by aggregating more basic ones; these
complex streams may involve several capabilities. Innovation involves setting up
new value streams or enhancing existing ones. The achievement of the value by the
customers as they use one’s novelty should be carefully managed. To this aim, an
organization should dedicate resources to support the innovation that takes place
in the customers’ organizations by setting up a customer innovation support capa-
bility. The reader may have guessed that, in the Framework, this responsibility
rests with a dedicated community of practice.

It is worthwhile to map them out. An innovation initiative’s value stream in-
cludes the sources of innovation and an outcome in the form of a novelty used by
someone; value is created between these two points by applying the organization’s
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capabilities and facilities or by developing new ones. Figure 6.4 illustrates the dif-
ferent sources from which value streams could be initiated.

Like value chains, value streams may be primary in the sense of being part of pro-
duction or supporting activities, such as research and development or development
and operations (DevOps). The former creates value that is directly delivered to an
organization’s customers, while the latter develops the business solutions used by
the production value streams. This dichotomy distinguishes between the value pro-
duced by the research and development function traditionally associated with the
invention of the novelty from that generated by the organization’s production and
operations functions. This distinction corresponds to production-innovation capa-
bilities compared to innovation capability management.

The concept of “mission threads” is used by the military when it applies or
manages its capabilities as a system of systems (SoS) (Owens 1996). There are three
types of mission threads, namely operational, development or sustainment mission
threads. They need to satisfy several types of quality attributes. Interestingly, the
quality attributes for the sustainment mission threads includes a review of the in-
strumentation that supports training. Thus, this is yet another case that places training
at the center of the management of the capabilities that an organization needs to inno-
vate. In keeping with the resource-based view of the innovative organization that is
applied in our Framework, we focused our attention on the capability management
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Fig. 6.4: Sources from which value streams may be initiated.
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aspect of value streams; in particular, the enablement and sustainment of competen-
cies. In addition, this parallel supports our learning-centric innovation typology.

How can value-creating capabilities be innovated?

Expanding on this capability-enabled value stream model, we devised the concept
of ‘value-stream innovation’. In this view, rather than focusing on processes, this
concept relates to the business architecture of value streams, which maps the capa-
bilities that come into play to produce value. Hence, value-stream innovation is the
innovation of these value-producing capabilities. Let us note that this concept differs
from the concept of “innovation value streams” proposed by Hansen and Birkenshaw
(2007) which is a three-step process, comprising idea generation, development and
implementation. The difference is in the positioning of the word innovation; a little
difference that changes the meaning altogether. Positioning the word innovation
before the terms value stream implies a novelty development process. Value-stream
innovation, that is to say with the word innovation positioned after the term value-
stream, concerns the management of the organization’s capabilities that may in turn
be applied to produce innovative novelties. Value-stream innovation includes the de-
velopment, improvement and sustainability of these capabilities. These activities
should be carried out by the corresponding communities of practice. For example, in
artificial intelligence (AI), the ability to process perceptual data usually requires a
machine-learning capability, whereas automating the decision-making related to the
interpretation of the perceptual data and especially explaining the system’s decisions
generally requires a capability in symbolic AI. These are two distinctive sets of skills.
The establishment of these capabilities relates to innovation capability management.
AI-system developers may draw on either or both these capabilities to assemble inno-
vative AI applications that will eventually be delivered to customers through value
streams that apply production-innovation capabilities. This example highlights the
distinction that exists between the capabilities to innovate – to which we referred ear-
lier as innovation capability management – and the object of the innovation – that we
called production-innovation capabilities. Furthermore, in the previous AI example,
feeding perceptual data into a decision-module associates two distinctive capabilities
as part of a hybrid system. The two value streams merge into one. A composite nov-
elty may comprise several value streams that merge to deliver value to a group of
stakeholders.

To situate the approach in adjacent methodologies and practices, we note that,
interestingly, the management of the value created by a novelty also relates to the
field of benefit management. The key aspect of benefit management that carries
over to innovation value management is the documentation of the benefit to realize.
This documentation covers the identification, planning, measurement, tracking
and assessment of the benefits that a project or program should produce. Similarly,
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before engaging in an innovation project, the stakeholders should have identified
and agreed on what the expected benefits or value may be. A benefit generally has
a narrower scope than a value; it is often expressed as a gain or an improvement of
a key performance parameter that provides a user or user-group with an advantage
in performing a task. By comparison, a value is a more diffuse concept: it is the ef-
fect provided by a novelty that renders something more valuable or desirable. De-
spite these differences in scope, the practice of documenting the expected benefit
(or value) that is central in benefit management is one that the democratized inno-
vators should diligently adopt. They will find it convenient to regularly refer to
these descriptions as an innovation project advances to guide their decision making
or to validate them later on. It helps to ensure that the innovation initiative remains
true to its intended purpose. It may also come in handy in case one needs to recon-
firm the project’s purpose to senior management if any doubts about it are raised.
In addition, it is interesting to note that several benefit management methodologies
highlight a point that relates to training. Indeed, rather than simply being trained
on a novelty, benefit management methodology stipulates that the users of the novelty
should be “educated” on how to exploit it to carry out their work better. The difference
is in the realization that training is enabling while education is transformational. Train-
ing and education are once again central considerations in innovation.

How can an innovation strategy be defined?

An innovation endeavor should start with the definition of its innovation strategy;
it will guide the innovators in making a set of strategic decisions. Each endeavor
has its own strategy although it is likely that several endeavors may apply similar
ones. To do so, we adapted the innovation-strategizing model defined by Davidson
and Ivanova (2011) and which was later expanded as the “iNuggets” innovation
strategy framework by Davidson, Malard and Ivanova (2012). A variation was de-
vised to analyze innovation strategies in organizations. It involves four main group-
ings of considerations, that we call strategic viewpoints. They come into play in
defining a comprehensive innovation strategy; They are identified as: (i) Opportu-
nity and Pivoting, (ii) Design and Engineering, (iii) Workers and Organization, and
(iv) Launch and Diffusion. These viewpoints form four quadrants as illustrated in
Fig. 6.5.

The hemicycle on the left-hand side of Fig. 6.5 represents the viewpoints that
relate to market contingencies and the management of demand that are external to
an organization, while the hemicycle on the right-hand side of Fig. 6.5 relates to
organizational resource management or in this case, the management of capabilities
(that are mostly internal, but which may also extend beyond the organizational
boundaries for co-creation and partnerships). Each hemicycle comprises two quad-
rants reflecting different aspects of it. There is a process to define a strategy for a
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specific innovation endeavor that overlays this viewpoint classification. Before de-
scribing the process, let us first note that the quadrants in the model reflect func-
tional groupings of considerations rather than formal steps in a rigorous sequential
process. In other words, switching from one quadrant to another implies moving from
one viewpoint to another which is like looking at the endeavor through a different lens
(e.g., from design-and-engineering to workers-and-organizational considerations, or
from launch-and-diffusion to opportunity-and-pivoting ones). The lens analogy is illus-
trated by the arcs of the two opposing hemicycles and the two quadrants that each
one comprises in the diagram in Fig. 6.5. The points collected in the model represent
the endeavor’s innovation strategy. These points may be related to the innovation best
practices pertaining to the quadrant under review. For example, when in the opportu-
nity-and-pivoting quadrant, the user could pick the strategy of targeting a small and
specific market segment and then relate it to the well-known best practice for start-ups
to enter a less competitive niche market, especially one that allows to circumvent dom-
inant players. Typically, the innovation strategist incrementally assembles the points
and relates them to recognized best practices in each quadrant then moves to another
one to do the same. Generally, the process edges clockwise from the opportunity-and-
pivoting quadrant through to the launch-and-diffusion one (see Fig. 6.5). It can loop
back or jump forward allowing to reiterate any of the previously visited quadrants or
to skip ahead to the next quadrants. The strategic decisions that are progressively
made as the strategy is defined may impact some of the ones already made or con-
strain the remaining options (Davidson 1985). In this way, the process flexibly edges
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Fig. 6.5: The iNuggets innovation strategy framework.
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towards the end goal of developing a comprehensive strategy that covers most if not
all of these viewpoints. The strategy may be updated as the innovation endeavor pro-
gresses, and until the ambiguities related to it are clarified. Updates may also be car-
ried out as new information is gleaned, and as new strategic decisions are made and
added to the strategy; this ‘re-actualizes’ the innovation strategy. Also, an innovation
endeavor that doesn’t produce the expected value should pivot and cycle again (and
possibly even several times) which means revisiting some of the four quadrants if not
all of them while updating the strategy for a new direction hoping this time to find
the value that the users need and, as a result, commercial viability. Cycling through
several cycles of the model reflects the hit-and-miss nature of exploration. A trace of
the process applied in developing the strategy keeps a record of the decisions that
were made and the events that occurred related to the innovation strategy. A success-
ful pattern of strategic points could be saved and formalized as an internal custom-
ized strategy that then becomes part of the knowledge assets.

Therefore, this is a flexible process that shifts the focus of the innovation strate-
gizing from one viewpoint to another, which may require the participation or con-
sultation of people who have specialized expertise in one area or the other. Decisions
made in one quadrant may have impacts on those made in other quadrants. The deci-
sion-makers in each quadrant should remain abreast of any new information that
may have an impact on their prior decisions and on their strategies. For example, piv-
oting may involve switching to another market with minimal technical changes but
with significant impacts on the organization’s marketing capabilities. Conversely,
changes resulting from marketing decisions that are at first glance mundane such as
deciding to make a basic version of one’s online services freely available as a loss-
leader, may have significant technological impacts because of the increased traffic
that open access to it would involve. This innovation strategy framework is an effec-
tive way to focus the team discussions when democratized innovators get together to
strategize; it entices them to consider a range of perspectives.

The value created thanks to the strategies defined through this cyclical process
is highly temporal and contextual, which means that it doesn’t last forever since
the context is subject to change; the value may erode over time with life-cycle de-
velopments, or it could be challenged by disruptive events bringing about its sud-
den dissolution. Thus, it is essential to periodically revisit the innovation strategy for
all of one’s innovation endeavors and novelties including those that are currently
successful and those that didn’t make it to market. The former case focuses on sus-
taining the value that has been achieved, while the latter one monitors whether new
windows of opportunity for previously failed, suspended or abandoned novelties
may have suddenly opened. In fast-moving industrial sectors, this activity may re-
quire constant monitoring and situation reassessments resulting from fast changes
occurring on the market, such as changes in demand, trends and competition. In
practice, this means that the innovation strategist should run through the quadrants
with updated information and knowledge to identify any value-affecting changes; he
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or she should update the strategy accordingly. For example, a new scientific discov-
ery may provide a hint that new technologies may appear on the market within a few
years which are likely to eventually compete with one’s established products and
services. A novelty that a competitor introduced on one’s market may have a more
immediate effect by rendering obsolete one’s current offering, or by diminishing or
even eradicating its value. In strategist roles, the democratized innovators may then
decide to engage in defensive innovation or make a pre-announcement to get one’s
user base to wait rather than switching to the challenger’s novelty (which incidentally
are both best practices of innovation). A market change, such as previously indepen-
dent competitors partnering or coopting for a competing technology or standard is an-
other event that can quickly affect one’s organization. Ironically, an organization’s
novelties may also cannibalize its own existing commodity production lines; this is
something to realize even if this negative effect may be beneficial in the long term
which justifies allowing them to carry on. More importantly, by realizing that medium-
to-long term changes are coming, the organization may engage in the task of updating
its capabilities or investigate new markets for them, which makes the process more re-
source-related.

As an example, let us consider the case of a fictitious start-up that started with
the idea of selling high-end art online with a Dutch auction system; the key differ-
entiators are: 1) that the sellers don’t need to reveal their reservation price, and 2)
that buyers tend to bid at the high end of their budget brackets producing better
proceeds. Let us imagine that the start-up founder came up with the idea when vis-
iting a Dutch auction house specialized in selling large batches of flowers for the
wholesale market and on the following day, visiting a fine-arts museum in Amster-
dam. She put two and two together in a spark of creative imagination. Thus, to
translate this start-up’s approach in the opportunity-and-pivoting quadrant into
strategic management terms, she related the art market to the best practice of se-
lecting a market with heterogeneous preferences which is advantageous for a start-
up and unlikely to be dominated by a strong competitor, and the strategy of selling
to high-end art collectors to the best practice of ‘selling to a high-end market’ or in
other words, going for where the money is.

The community of practice mandated with the management of the democra-
tized-innovation capability should support the regular workers in their strategizing,
not to carry it out for them, but to train them and to advise them on how to do it
themselves.

Summation

In the Framework, innovation needs to become a shared responsibility, a commu-
nity value and a collective reflex in which all workers are engaged and that one ex-
ercises on a daily basis. The regular workers need knowledge in innovation to do
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so. Collectively they build the organization’s innovation capability. It doesn’t need
to be perfect and complete to get things started. It is important to foster a critical
mindset about all considerations related to innovation, whether these relate to
one’s innovation endeavors or to the very frameworks and tools that are used, be-
cause criticism, dissatisfaction about the status quo, curiosity and the perpetual
quest for new knowledge and learning are generally the starting points of innova-
tion. One shouldn’t hesitate to adapt one’s models, frameworks and tools to one’s
particular needs. Questions such as the following ones should come naturally to
everyone’s mind: Why am I doing this? How can I make this better? Is there a better
way of doing this? Has anyone resolved this before? Let’s get other people’s views
and ideas on this matter.

Let us also conclude by recapitulating the tangible benefits that innovation
brings to organizations. The managers of established organizations should be con-
cerned about their organizations’ sustainability in changing market conditions,
while start-up owners are, of course, mostly focused on finding a market that can
fuel their nascent organization’s growth; they may need to pivot several times be-
fore being successful. In both cases there are ambiguities and uncertainties that
make proper planning of innovation initiatives difficult to carry out. A better ap-
proach is to develop the capability to address these unknowns. For the established
organizations, the key is to astutely manage the risks of innovation, their competen-
cies, capabilities, and value streams, as well as managing the continued pertinence
of their innovation strategies. Learning is at the center of innovation since new or
updated capabilities imply new knowledge and skills to acquire. The innovation
manager is mostly a capability manager with an organizational training mandate;
strategizing and managing risk are also part of the job. The coupling between capa-
bilities and market demand should be purposefully kept loose to facilitate eventual
moves to new markets where demand for one’s organization’s capabilities can once
again be found. Alternatively, the organization should proactively adapt its capabili-
ties to shifting conditions. Selling on a market should simply be viewed as a tempo-
rary touch down onto it.

For the start-up and challenger group, the key will be to quickly pivot to adjust
the sketchy original idea and development plan to the realities of market demand.
The short-cycled pivoting that start-ups need to carry out means that there is fast-
paced learning about the market that takes place through a trial-and-error process.
A start-up needs to develop its ability to quickly adapt to this pivoting which means
that it needs to understand, to redefine and to master the linkage between capabili-
ties and value in record time. This pivoting capability, as we call it, should be
planned with an innovation specialist before the project is even initiated; as a re-
sult, pivoting, when it occurs, will be greatly facilitated. Pivoting may involve
adapting the engineering – involving technical knowledge – or moving to another
market or market segment with its distinctiveness to find the coveted value – which
means that they will need to acquire knowledge about the new market and to
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develop new marketing competencies and capabilities. In the latter case, one may
wonder whether it is a contingency perspective or a resource-based one. In fact, the
management of the market-pivoting capability is a resource-based one despite the
marketing objective sought that relates to the contingency approach. In other
words, it is an example of mixed modes of innovation with both an innovation ca-
pability and an operational innovation purpose. Looking at the situation from a dif-
ferent viewpoint can bring insights. Beyond the start-up’s eventual first success, it
might want to grow by moving from one niche market to another as recommended
by Geoffrey Moore (2002) which again requires fast capability adjustments and
learning. The start-up’s innovation specialist holds mostly the roles of pivoting
manager and strategy advisor.

Hence, the astute management of innovation capabilities benefits both estab-
lished organizations as well as start-ups including the other types of challengers.
Overall, the in-house innovation specialist will need to advise the democratized inno-
vators on capability management, innovation project risk management and innova-
tion strategizing that are carried out in the Framework’s cornerstones. In addition, he
or she will need to take on the roles of trainer, coach, and workshop facilitator. The
person in this role must always keep in mind that democratized innovation means
that they should simply advise and guide the regular workers who carry out the inno-
vation. Therefore, this is a multi-dimensional role that requires effective people-skills
since innovation will need to be accomplished through many minds working together.
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Part 3: The Training
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The conversion of the Framework into an organization’s particular manifestation of
democratized innovation relies to a great extent on the regular workers’ individual
and team initiatives. They need to adapt it to their needs. For this purpose, they must
first master the principles and practices of the Framework that we proposed and of
the domain of innovation. The training approach draws them into the subject matter
as active participants; this sets the stage for them to make the knowledge theirs. The
trainer is a guide and a facilitator in the process. We analyze the training situation
systematically and describe an innovative approach to the training of aspiring de-
mocratized innovators. Then, we review a comprehensive set of practical considera-
tions that come into play when conducting democratized-innovation workshops.
Finally, we investigate advanced topics such as addressing the learners’ resistance to
change and the use of exploratory and creative dialectics for the purposes of instruc-
tion. The trainer needs to develop a high-level of proficiency with these dialectics to
guide the learners in a way that is effective from an instructional point of view and
that naturally entices the learners to strive to reproduce the skill in their own creative
deliberations.
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Chapter 7
Training Challenges and Approach

Previously, we emphasized that, to be more successful, organizations need to draw
on the innovativeness of their regular workers to a greater extent than they currently
do. This means that their workers need to be actively engaged in innovation and em-
powered to undertake activities pertaining to innovation. Also, we stressed that the
existing organizational structure remains in place unaffected. The interconnections
between the regular workers form a virtual knowledge network that makes the deci-
sion-making related to innovation more knowledgeable. There are well-defined inter-
faces with management to ensure proper oversight of the activities taking place
within the Framework. Thus, the workers’ empowerment occurs throughout the
Framework’s four cornerstones.

First, this empowerment needs to be granted by senior management, and the
expectations related to it must be clearly communicated to the workers. Second, the
workers must be encouraged to exercise this new power that has been bestowed
upon them. Counterintuitively, this may not naturally come to all, since with
empowerment comes engagement, commitment and accountability. With democra-
tized innovation, workers are granted more control over the innovation that applies
to their work, and a say on the orientations of innovation in their organizations, but
this comes with additional responsibilities to which some of them may not be ac-
customed. Getting them to spontaneously display initiative, creativity and a flair for
uncovering value, all of which could be compounded as being part of innova-
tiveness, may represent an uneasy challenge as well. The training in democratized
innovation involves more than the acquisition of new knowledge. The workers need
to be taught to think and to act as democratized innovators. There are significant
behavioral changes to instill through the training process; some of these may be
tacit and therefore challenging to teach.

How can workers be trained to use deliberations to stimulate
creativity?

Previously, we argued that the workers derive the legitimacy to participate in de-
mocratized innovation from the enhancement of their knowledge in innovation,
which in turn produces the empowerment that is sought (Davidson 2019a). They will
develop self-confidence in voicing their opinions about innovation and in exercising
their imagination in bringing forward initiatives that relate to improvements or to
novelties with clear value propositions. The training must be offered to all the work-
ers to make democratized innovation a ubiquitous skill in organizations; there are
both hard and soft skills to acquire. Being empowered to innovate doesn’t mean that
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any half-baked idea that someone may have dreamed up on a whim will be adopted
without extensive scrutiny. Quite on the contrary, in the Framework, there is hard
work taking place jointly with other innovators in the knowledge network to clarify
an idea, to develop it further and to bring it to the next level, which may even mean
redesigning it entirely. There are more stakeholders to convince than ever before,
more opinions to consider, and more concerns to address. Getting an idea adopted
involves resolving diverging viewpoints which requires extensive and intensive delib-
erations. Acute negotiation skills come into play to find the appropriate compromises
that optimizing value usually involves. In democratized innovation, collaborative
imagination must pass the test of collective wisdom. Ideas mature in a collaborative
environment supported by the knowledge network. Hardly have ideas been concep-
tualized that they are evaluated collectively by being again challenged or supported
by the wide range of expertise available in the knowledge network; incongruities are
quickly detected well before extensive costs are engaged. Quick pivoting occurs natu-
rally when one has access to a wide range of perspectives. Thus, given the omnipres-
ence of this spirit of collaboration at all steps of the process, the workers must
develop the ability to devise and to articulate appropriate arguments for their pro-
posed novelties; those reviewing them must also articulate their points of view con-
structively. The proposers must be able to make convincing cases while remaining
open to the option of making the appropriate redesigns and compromises that result
from the feedback. The exercise is like testing the potential of one’s ideas against the
experience of others; the feedback should be perceived as being invaluable because
it prevents costly mistakes and accelerates the innovation cycle. It may be hard at
times, possibly even frustrating, but certainly gratifying in the end knowing that
one’s novelty has been supported, reviewed and endorsed by one’s knowledge net-
work, which is a state that we proposed to qualify as one’s innovation having been
“negotiated” from the early inception to its final acceptance. It is the ultimate state of
acceptance after having worked its way through the collaborative process. If an idea
didn’t survive the collective scrutiny; it should be taken as being a learning experi-
ence that can be used in developing the next one. Ideas not retained at one point in
time may be reused later for another purpose. Significant and valuable ideas develop
through a continuum of creativity with interconnected sparks of imagination in a vir-
tual collective mind. The knowledge network is a source of inspiration for the organi-
zation, a sounding board and a virtual testbench; it is all of that and more right at the
democratized innovators’ disposal.

For democratized innovation to be successfully introduced to an organization,
that is to say that its ‘manifestation’ is allowed to flourish, an executive-level cham-
pion must promote it, possibly with the help of an external consultant and facilita-
tor. Thus, the impulse is unlikely to have originated from the ranks of the regular
workers. As a result, the regular workers, who are used to the current way of doing
things in the organization, may need to be sold on the idea and on the advantages
of making this change; it may be viewed with suspicion. Unsurprisingly (and even
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typically), some may resist the notion of any change claiming that the current
modus operandi works “just fine”. This feeling may come from both the individual
contributors and the line managers. However, to reduce these concerns, it should
be underscored that one isn’t replacing the existing organizational structures and
processes, but rather that one is adding more expertise to activities that require cre-
ativity. A virtual knowledge network with related processes brings out the regular
workers’ creativity into the open; it could be viewed as being a reliable background
capability. Therefore, establishing the manifestation of the Framework shouldn’t be
called an organizational change, but rather an organizational addition or enable-
ment. It isn’t change per se; it is rather bringing out something that is already pres-
ent, yet somewhat dormant, in one’s organization. The training must aid in the
achievement of this revelation.

It is a given that the workers have prior professional or trade education and ex-
perience; one must relate the new knowledge to their backgrounds. In addition,
they will be expected to act as implicit partners in this organizational enhancement
by adapting the manifestation of democratized innovation to their organization’s
particular case. The training must be carried out while the organization continues
operating as usual, which can be challenging. How does one bring the workers to
embrace this enablement and to readily engage in the related training? In this chap-
ter, we will explore the approaches and techniques to motivate them to willingly
and enthusiastically learn the skills required to make democratized innovation a
practical reality in their organizations. Thus, let us review the challenges involved
in training regular workers in democratized innovation.

How can the challenges of training on the Framework be
addressed?

To state the overall goal that is sought from the start, the intent of the training pro-
gram is to quickly bring the workers at a point where they are familiar enough with
the Framework to be able to start exercising it in their day-to-day activities. Little
time should be spent on theorizing about it; the training needs to be very quickly
grounded in action by prompting the learners to relate the workshop’s material to
their regular work. As we hinted earlier, the implementation of democratized inno-
vation is the manifestation of a natural inclination that the workers have that is
waiting to be unleashed. The precise expression of it requires some adaptation that
will be defined through the attendees’ input both as learners in the workshops and
as practitioners of the Framework on their place of work. Therefore, as much as pos-
sible, worker training and Framework implementation should occur concurrently.
The practice of the Framework will justify the effort involved in learning about it in
the eyes of the workers; it will feed their motivation to learn. Framework simula-
tions in the classroom should also be part of the exposure to the Framework as
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soon as possible. One shouldn’t aim for perfection which would cause unnecessary
delays before practicing the Framework. Any mistakes made in trying out the
Framework in real-life, albeit executed at a measured pace, supports a learning-by-
doing technique (Dewey 1938; DuFour et al. 2016) that has proven to be effective
with adult learners. Any issues encountered in the initial runs through the Frame-
work once reported and analyzed in class provide effective learning opportunities.
Practically speaking, the training program will require the acquisition of both
knowledge on the working principles of the Framework and in the field of innova-
tion, which incidentally were respectively the subjects of the two first parts of this
book. Let us review the principles underpinning this training program.

The recommended training approach involves extensive learner participation.
They must be brought to rediscover the principles at play by themselves through
discussions and in a workshop setting with the inconspicuous guidance of the
trainer who acts more as a facilitator in this case. The learners being trained must
get the feeling that they had the concepts in their minds all along as if this knowl-
edge just needed to be uncovered and revealed. As a result of this process, they will
make the knowledge learned theirs which goes a long way towards their wanting to
use it in their work.

The learners must experience in the workshops the very same dynamics of crea-
tive collaboration that they will be required to carry out later for their innovation
endeavors. In other words, the classroom learning dynamics epitomize the subject
matter to be learned. Through mimicry (perhaps subconsciously), they must learn
the behaviors leading to collaborative conceptualization, exploration and valida-
tion. From the outset, it should be explained that collaboration doesn’t mean al-
ways agreeing with one another or bowing to a vocal participant: this would be an
expression of the groupthink phenomenon that must absolutely be avoided. Of
course, conversely, creative collaboration doesn’t mean social loafing either. Every-
body needs to participate or, for quieter personalities, to be skillfully prompted to
do so in a way that entices them to bring forward their thoughts. Overall, these col-
laborative dynamics mean finding the flow state described by Sawyer (2007) and
further investigated by Bashwiner et al. (2016, 2020) with the jazz-band improvisa-
tion analogy that we previously examined. They must not be passive recipients of
the subject matter, but rather active members in the forging of their shared under-
standing of it with some limited guidance from the trainer that hopefully can be
reduced as they progress. Ideally, they should eventually be able to carry out these
discussions without any facilitator being required. Creative collaboration must be-
come a common practice even a natural reflex. Through their active participation,
they will be creating their own instance of the workshop on democratized innova-
tion, that is to say a workshop that is perfectly adapted to their unique needs.

The democratized-innovation training program is a frame of reference intended
to guide the trainer in “shepherding” the learners through the course material. In
order to achieve this, it is designed to be flexible. The trainer must start by mastering
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the principles of work-based training for adult learners; the workshop’s sequence of
study points investigated will naturally follow as the workshop unfolds. Let us review
these fundamental training principles; we used a categorization of viewpoints de-
rived from a work-based training analysis model that was also previously applied in
Davidson (2013) which includes the following aspects: the organization, the training
context (that we derived from the original model terminology that made use of the
word “environment”), the learners, the subject matter and the training agents (which
refers to the resources at large involved in the training).

The organization

An organization may be prompted to adopt the Framework to boost its innova-
tiveness. There may be underlying motivations, such as better dealing with in-
creased market fragmentation and complexity, lessening the impacts of disruptions
on an organization’s traditional markets, that is to say by improving its sustainabil-
ity, or pivoting with more ease, to mention a few. There may be industry-specific
considerations, such as industries that are more risk averse than others or market
disruptions taking place, such as merging markets (Davidson and Ivanova 2011).
The organization’s particular situation may come into play as well, such as its seek-
ing diversification or its reacting to a shrinking market share. There might be con-
textual stresses of which the trainer should be aware to gauge the challenge and to
prepare appropriately. Senior management may want to explain the rationale for
adopting democratized innovation to its workers before they engage in the training
to better frame the context for them and to secure their cooperation.

The trainer should also understand the existing organizational structure. It
should be clearly explained from the outset to all the stakeholders that the Frame-
work simply adds a knowledge network to the existing organizational structure. It
isn’t intended to replace or to compete with the existing organizational structure by
any means. The Framework shouldn’t be perceived as a threat to the status quo,
but rather as a revelation of an already existing pool of creativity that may not al-
ways have had the opportunity to flourish because of operational priorities and
constraints.

The training context

There may be practical considerations that affect the learners’ receptivity to the
training. The challenges of adult learning will be amplified by two additional orga-
nizational factors. First, its introduction will likely have been promulgated by se-
nior management, possibly even with the personal intervention of a particular
senior manager – acting as the champion – promoting its adoption. Therefore, it is
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unlikely to be fully voluntary; initiatives coming from the perceived authorities in
an organization may naturally be viewed with a certain degree of grudging reluc-
tance especially if it pushes people outside of their comfort zones. As a result, the
workers’ motivation to participate will need to be cultivated. Second, the workers
will need to continue their day-to-day activities while undergoing the training.
Time on their busy schedules will certainly need to be officially freed for the train-
ing workshops, but the trainer still needs to be cognizant that the workers will be
timesharing with other activities, and that getting them to participate, to persevere
and to focus their full attention on the training will be an on-going challenge. The
trainer will need to be watchful that their other work activities don’t take priority
over the training.

Traditional classroom lecture-based methods should be avoided. Indeed, it is
not effective to make adult learners in a work-based setting sit through lectures pas-
sively absorbing training material. Knowledge points must be grounded in practice
and in action. Experiencing the skills is even more effective because the knowledge
develops quicker in their minds. Challenges, friendly competition and gamification
bring the learners to take on an active role in class and to associate various emo-
tions with the training process which, if they are positively channelled, are condu-
cive to better learning.

The Learners

As mentioned in our introductory comments, an organization’s workers are adults
who, as learners, have particular characteristics. The training program is designed
to cater to their distinctive training needs. They are independent thinkers who will
be driven by self-induced motivation; any attempt to impose training that they
don’t deem useful will be rejected outright. They will constantly validate and reas-
sess the pertinence of the training, which may easily lead to disenchantment and
even to disengagement if the trainer fails to properly anchor the new knowledge in
justifications to which their can relate. It is even better to prompt them to muse on
how the material could be applied to their work. One can expect that the learners
will focus on the specific aspects of the subject matter that are the most interesting
to them both collectively and individually. This is a form of mental filter that makes
their minds try to relate the new knowledge to what they already know. In addition,
they naturally focus on the study points that fall within the scope of their personal
interests and professional goals. As a result, two learners participating in the same
workshop may end up with slightly different takeaways if their goals and interests
happen to be different. Such variations are perfectly fine since the objective of the
training sessions is to bring the workers to develop their own mental models and
practices derived from the Framework that work specifically for each one of them.
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This is a personal appropriation of the workshop’s knowledge that should be en-
couraged. The training program simply represents a guideline.

To frame the training approach in theory, training adults is a distinctive sub-
field of education science known as “andragogy”, which roughly relates to the field
of adult learning and education (ALE). Adult workers have busy lives as every one
of us knows of course. Everyday, they need to deal with their work responsibilities,
pressures to produce and to provide, and people who depend on them or on whom
they rely. They generally multi-task, switching from one task to another sometimes
even from one role to another throughout a typical workday. They are often sub-
jected to time constraints which can induce stress. These considerations are part of
the typical professional lives experienced by most workers. Their professional back-
grounds, that is to say the combination of their education and their experiences,
may also influence the way in which they approach study points and think about
them. They may have deeply engrained views and biases with which the trainer
may need to contend. They have competencies and habits that may have served
them well throughout their professional lives that they will exhibit in the workshop
discussions. They will often try to relate the new study points with their current
knowledge seeking connections which is a reflex that should be encouraged since
these conceptual connections will help anchor the new knowledge in their minds.
In fact, their failure to openly relate the new knowledge to their current one, may
be a hint of an even greater and possibly looming challenge for the trainer to ad-
dress: resistance to change. It is a common reaction amongst adult learners that
may be expressed by their detrimental behaviors during the workshops either co-
vertly by their lack of participation at the workshops and their failing to apply the
learned skills in their daily activities, or sometimes even overtly by disrupting the
discussions with confrontational remarks. Given the workshop’s focus on participa-
tion and knowledge rediscovery, these behaviors will indubitably undermine the
workshop’s effectiveness. They must be addressed as soon as they become appar-
ent. The behaviors suggest that they are unwilling to adapt to the proposed change,
which could be the result of the rationale of the change not having been appropri-
ately explained to them or that they don’t accept it, let alone approve of it.

To sum up, they are accomplished professionals; they are anything but neo-
phytes in their respective fields. As a result, they may have a certain degree of skep-
ticism towards any training initiative that is offered to them. To be successful, the
trainer will need to be sensitive to each learner’s particular needs and distinctive
expectations. The training must be presented as complementing their expertise in
their respective fields.
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The subject matter

In Chapter 4, we described the ambiguity surrounding the concept of innovation;
this ambiguity will need to be addressed otherwise some learners may claim that
they are already actively innovating, and that the training in innovation isn’t neces-
sary. Indeed, sometimes it takes a fair amount of knowledge to be cognizant of the
limitations of one’s knowledge on a particular subject. They need to realize that in-
novation is a domain of expertise in its own right with a genuine body of knowledge
associated with it.

The training needs to focus as much as possible on practicing innovation to ex-
perience the principles at play. Formal instruction on theory should be kept to a
strict minimum; problem-solving with case examples and simulations should be
preferred.

The learners will expect the benefits of the workshops to be quickly apparent.
The trainer needs to pay close attention to this by asking for feedback on how the
learners may have applied the previous session’s subject matter and discuss any
difficulties that they may have encountered; typically, time for this type of feedback
should be scheduled before moving to new training points.

Because of their diversified backgrounds, the learners will often reword the work-
shop subject matter in ways that are more telling for them. This is something to en-
courage because it is indicative that they are trying to make sense of the new
knowledge. It shows that they are trying to make the training points theirs. The
trainer will also need to develop active listening skills to rephrase learning points
using the learners preferred terminology as expressed in their questions and
comments.

The most challenging skill to instill in the learners is the ability to explore new
ideas collaboratively or colloquially putting all the participants heads together.
This will be accomplished through creative collaborative discussions. First, this in-
volves being open to new ideas and being willing to investigate them with the other
participants even if their ideas compete with one’s own. The learners need to de-
velop their curiosity and their probing skills; some self-doubt and humbleness help
too. This is a skill that is hard to explain; it is tacit. It should rather be observed and
experienced through mentoring and coaching. Since the workshops involve discov-
ering the principle of democratized innovation, the very dynamics of this learning
process must illustrate how collaborative discussions may be constructively con-
ducted. This is a form of bootstrapping, in the sense that the trainer uses the techni-
ques to be acquired as the training technique for the workshop. Starting in a
mentoring mode (i.e., showing the behavior), the trainer engages an exploratory
discussion with open questions with the intent to subconsciously inspire the work-
shops participants to respond and to reproduce the behavior. Little by little, as the
participants start using open questions and arguments themselves, the trainer will
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be able to shift to a simple coaching mode that simply requires overseeing how the
discussions unfold to ensure that they doesn’t stray away from the subject matter.

In addition, the learners need to acquire an interest in learning, because inno-
vation is to a great extent about learning about novelties that involve new domain
knowledge. They should be brought to embrace what is new, unfamiliar and ambig-
uous rather than seeing it as something that is unsettling. They need to be comfort-
able in going beyond what they know or what is commonly known; the unknown
should become attractive. They need to develop life-long learning skills that should
be motivated by a continuous quest for value through knowledge.

The training agents

The training approach that we advocate emphasizes the rediscovery of the subject-
matter to better anchor the training material in the learners’ minds. Therefore, the
learners are active partners in managing how their own training unfolds; the trainer
is simply a coach and a facilitator in this process. The trainer must engage the
learners to pull them into active participation. Simulations will make it experiential;
gamification will stimulate motivation by establishing a more light-hearted spirit
that may make them less aware that there are learning. The workshop’s participant-
centric model will instill a sense of control over the learning process that should
appease the learners who display skepticism and reluctance from the start; it is
hard to criticize when one is in the proverbial driver’s seat. However, the trainer
will need to subtly orient or reorientate the discussions to ensure that the work-
shop’s subject matter is appropriately covered.

We mentioned previously that each adult learner may absorb the subject matter
in slightly different ways because of varying interests. As a result, they will also ex-
pect to manage their own learning process by themselves which will make them
want to visualize the coverage of their developing knowledge and to be aware of
any gaps. Therefore, the training material must be organized in short modules from
which they can pick and choose. Since most of the workshops involve group activi-
ties, there needs to be agreement on the subjects to investigate which will allow
them to exercise the negotiation skills early on. This is again another example of
bootstrapping at play in the workshop training process.

It is to be expected that some may engage in the subject matter more assidu-
ously than others. They can each learn at their own pace about different study
points at varying depths. This is characteristic of learning in adults; the trainer
shouldn’t attempt to force any uniformity in the learning experience across the
members of a given group or from one training group to another. People will natu-
rally focus on what is most important to them. More importantly, if they find value
in particular study points, they will apply them in their daily activities. To a large
extent, training adults is a best-effort endeavor.
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How can an approach for training in democratized innovation be
defined?

The traditional training technique involves well-structured lectures fully prepared
beforehand and delivered in a classroom setting; in this model the learners are for-
mally taught a body of knowledge. Their learning reflects the degree to which they
are attentive and motivated by the subject matter. Validation of the effectiveness of
the learning process involves testing the students to confirm how well they assimi-
lated the body of knowledge at least to the extent of being able to regurgitate the
memorized subject matter at an exam. However, there is typically little if any vali-
dation of their ability to practice what they learned. In addition, in this educational
model, learning is a singular event which doesn’t take into account the reality that
people forget the knowledge that they don’t regularly exercise. This technique, that
is known as “behavioral”, fails when the knowledge is tacit, that is to say when it
isn’t explicitly codified let alone codifiable. With this approach, knowledge is some-
thing that needs to be communicated to – and absorbed by – learners who attend
the lectures rather passively other than for the occasional allowances for question
periods that are designed to clarify what they may not have properly understood.
Some courses conducted with this method include field exercises or lab work to
provide some element of practice and self-directed discovery, albeit limited.

When it is important to ensure that the learned skills are actually practiced
once that the training is completed, learning techniques that engage the learners
and that involve experiencing the skills in the workshop setting are more effective
than the behavioral approach. These techniques place the learners in situations in
which they need to solve problems that are typical of the activities that they will be
carrying out in their workplaces, usually with incrementally increasing complexity.
Lave and Wenger (1996) described the concept of “situated learning” in which the
learners acquire professional skills that relate to their seeking membership in a
working community that we interpret as meaning their knowledge network. The
learner-centered problem-solving approach to teaching was also advocated by
Dewey (1938) for its dynamic exploration of the knowledge through questions that
the learners are challenged to investigate on their own or in small groups; he
claimed that it allowed the learners to develop a deeper understanding of the
knowledge. This approach features learning the skills in a context that is either lit-
erally one’s workplace, a context that simulates it or more conceptually with the
use of the same tools that the workers would be using later. Knowledge is co-
constructed usually through mentoring and coaching. Learning is a highly social
activity.

Forgetting is an important function of the mind which underlines the reality
that learning isn’t a one-time event; conscious effort must be applied to maintain
one’s acquired knowledge. Forgetting is how the mind naturally manages to remain
current in a shifting context. Memories – including knowledge and skills – that are
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seldom accessed and rarely used end up being forgotten; however, let us note that
the memories don’t completely disappear. They may be recalled at a later time with
less effort than that applied for their initial learning; re-learning is a reactivation of
one’s recollections of the knowledge that faded in one’s mind. Forgetting allows the
mind to focus on what is important at any particular time in a continuously evolving
environment. However, this also means that one needs to maintain one’s proficiency
at previously learned skills through periodical refresher training beyond the comple-
tion of the initial training sessions. Even while the workshop curriculum unfolds, rep-
etitions are always useful. Training in democratized innovation doesn’t escape this
reality; it needs to be actively exercised or old habits of individual thinking and uni-
lateral decision-making will quickly settle in again.

Repetitions can help better anchor the knowledge in the learners’ minds. Fur-
thermore, when the learners start noticing the repetitions, it means that they have
assimilated the subject matter. On occasion, we applied this principle in the con-
tents of this book as the attentive reader may have noticed. However, too much rep-
etition may come across as rambling; it is a matter of striking a happy balance.

How does the training concept cater to individual learning
preferences?

Everyone has his or her preferred learning technique. Some people may favor visual
cues, while others may better respond to auditory techniques. The iconography used
to illustrate the significant parts of the Framework, such as the cornerstones in its
four-quadrant representation, relates to visual learning. The trainer may choose to
add auditory mnemotechnics to the workshop, such as catchy acronyms; for exam-
ple, the iVortoid’ model’s ATRAM acronym helps the learner recall the five risk man-
agement strategies. Yet other learners may respond better to a kinetic technique, that
is to say learning through gestures and movements, even as limited as writing down
notes or drawing out diagrams derived from the subject matter being learned. These
preferences relate to the sensorimotor processing of the information presented in the
classroom. Given the existence of these preferences amongst learners, it is always a
good idea to combine several of these techniques in the classroom to cater to all
these individual preferences.

Yet another mode of learning, known as “reflective learning”, engages the
learners at a higher level of cognition. Some learners need a period of time to ab-
sorb the subject matter on their own and to think through its implications and other
ancillary considerations before engaging in its application or before taking part in
group activities in which they need to show that they understood it. By selecting
the study topics for the following workshop at the end of each session, the learners
with this type of preference may carry out readings ahead of the workshops or sim-
ply organize their thoughts ahead of time. However, as we described previously,

How does the training concept cater to individual learning preferences? 133

 EBSCOhost - printed on 2/9/2023 12:16 AM via . All use subject to https://www.ebsco.com/terms-of-use



adult learners also need to understand how the knowledge may be useful to them
which is something that they may not always be able to figure out by themselves.
This means that when a reflective period is provided, the trainer needs to quickly
proceed with the practical applications of the knowledge and to engage in the
group discussions.

This focus on practicing knowledge relates to Aristotle’s (2012) belief that the-
ory cannot be well understood until the learner has had the opportunity to apply it
and to John Dewey’s “experiential learning” (1938) which involves a person learn-
ing from experiences and learning by reflecting on what one is doing or has done.
In other words, it involves having the opportunity to directly experience the skills
on the job or in a simulated environment and then using metacognition – that is to
say the thinking about one’s thinking – to gain insight into the experience to con-
vert it into working knowledge. In practice, this means experiencing the skill possi-
bly through a trial-and-error process, then stepping back and reflecting on one’s
attempts while using one’s cognitive abilities to make better sense of the experience
(whether successful or not) and of the knowledge at play. Learning is thus enriched
through a cognitive feedback loop. Other similar learning approaches have been de-
vised, such as the “reflective practice” (Boud, Keogh and Walker 1985) which insti-
tutionalizes the reflective process to enable continuous learning. Interestingly once
the learners have developed the habit of reflecting on their experiences, they may
continue doing so without the teacher or facilitator being present. It highlights pro-
cesses such as self-assessing one’s performance, learning from one’s mistakes
when performing a task all the way up to learning from failed projects, that involve
a larger scale and greater consequences. It is seeking valuable learnings by making
sense of one’s experiences. This approach to learning applies particularly well
when the learners need to develop reasoning and problem-solving abilities, as well
as the behavioral and mental abilities to apply a piece of knowledge in context. An-
other significant benefit is that it also feeds the participants’ motivation to learn,
which is a key consideration in adult learning as we have already mentioned.

How can one learn through a process of social interactions?

The training technique that we advocate is participatory, experiential, discursive,
and reflective. The knowledge must be rediscovered through a process of social in-
teractions. The Cambridge online dictionary defined constructivism as “a theory
. . . [according to which] learning is an active process . . . [allowing] people [to]
gain knowledge and understanding through the combination of experiences and
ideas”. The keyword in this definition is “combination”. Let us turn this time to the
online Merriam-Webster dictionary that interestingly states that a combination can
be “two or more people working as a team”. Thus, these definitions suggest that a
constructive mingling of experiences and ideas towards the advancement of
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knowledge and understanding can best be performed in the context of group inter-
actions; add a common purpose to the mix and we have a team as once again the
Merriam-Webster dictionary suggests. Therefore, the fundamental premise of the
approach that we advocate is that individual learning (because each learner’s pur-
pose may be slightly different) is still more effective when it takes place at least par-
tially in a social context emphasizing interactions with others. Deeper understandings
are developed by testing one another’s developing conceptualizations, theories and
ideas. At the center of this approach is the ability to communicate one’s thoughts and
to process, associate and transform them through discourse. Adding individual per-
sonalities, motivations and passions to the mix, we obtain lively and stimulating
debates in which the participants search deeper and deeper for the shared under-
standing through the testing of their ideas amongst the group. Thus, participants
must be able to debate in a constructive manner that is to say in a way that advances
the development of a shared understanding towards the discovery or rediscovery of
knowledge. Ambiguity must be transformed into clarity of understanding through
the virtual commingling of several minds.

Let us consider how this commingling of minds may be realized; it should be
externalized and formalized to a point of being predictable, systematic and repro-
duceable. Socratic dialectic learning involves a group of people debating a subject
in a search for truth (which corresponds to the learning points in the case of the
training workshops). This process of interactive exchange of ideas or “discursive
reasoning” unfolds as a dialogue of arguments and counterarguments takes place.
These arguments take the form of logical propositions and counterpropositions. A
fundamental principle of this approach is that the proponents of a proposition must
consent to change their views if their propositions are proven to be unfounded;
ideas are nothing more than thoughts needing to be tested. We relate this truth-
seeking process to the evidence-based exploration and rationale-building taking
place in the democratized innovators’ quest for the solution which value best satis-
fies its stakeholders, that is to say the negotiated innovation. A sequence of open
questions allows to clarify a vague or ambiguous initial belief (i.e., the original
idea) through its logical consequences and through conceptual transformations as
the exchange proceeds. In the Framework, the propositions don’t need to be as rig-
orously grounded in logic as formal Socratic dialectic would require, but the partic-
ipants’ interventions still need to be factual and to reflect coherent (to avoid saying
rational) thinking. Ideas are refined and validated through respectful deliberations;
all must hold a deep reverence for the truth which can be equated to finding what
is best for the affected stakeholders in a given context. Plato (Plato and Bloom 1991)
adopts a similar evolutionary perspective by suggesting that, through dialectics,
one incrementally develops one’s conceptualization and understanding of a given
reality until enlightenment is reached in a process that he qualifies as being slow
and difficult. He claims that one works from one idea to another idea in a process
that culminates in the emergence of an idea with supreme qualities. Giving up an
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idea that doesn’t survive the test may be painful, but if it leads to better shared un-
derstanding, as such, it still has a positive effect which should be celebrated.

The notions of shared understanding and illumination reached through dis-
course leads us to the notion of social constructivism (Vygotsky 1978) in which ex-
perience in learning is blended with social interactions. It is based on the view that
learning is a process that takes place through interactions with others. It highlights
group discussions intended to make sense of a subject matter through deliberations
conducted with others to reach a state of understanding on which all participants
agree. Similarly, Van Eemersen and Grootendost (1984) describe the shared con-
struction of knowledge through the resolution of opposing views in their research
on argumentative discussions. Along analogous lines of reasoning, McKinley (2015)
highlights the importance of critical thinking in a collaborative learning environ-
ment for training in English-as-a-foreign-language writing. In addition, he observes
that the students’ abilities and successes in the training may be influenced by their
social norms and by each student-author’s identity construction with respect to their
desire to be included in a community. A key component of their framework relates to
critical argumentation. We relate McKinsey’s social norms and what he calls accumu-
lated schemata to the conditioning effect of the learners’ professional backgrounds,
and his concept of identity-construction to the learners’ natural propensity to seek
recognition in the manifestation of the Framework. This yearning for recognition is a
powerful motivator to entice workers to set aside their own activities at least for a
little while to help out their colleagues who reach out to them. The knowledge that is
produced through the passions of argumentation will be better appropriated by the
group. Thus, participation, joint exploration, challenging one another through ques-
tions shedding light on areas of ambiguity, seeking evidence, coherent arguments and
rational justifications, experiencing the skills through trial and error, simulations and
on-the-job practice, discourse, critical thinking, deliberations and negotiations, all
these techniques come into play in the training in democratized innovation and the
application of it in practice. The bootstrapping principle applies again with the skills
that are exercised during the workshop learning process applying as well in the negoti-
ated-innovation process that takes place in the Framework.

Summation

In this chapter, we reviewed the challenges involved in the training of adult work-
ers using a structured analysis of the work-based training situation. Adult learners
have special needs that must be addressed for the training to be effective. Failure to
do so with traditional classroom teacher-centric training techniques will result in
disappointing results. The trainer should leverage the characteristics of the training
situation rather than treating them as pitfalls. The idiosyncrasies of adult learners
must be leveraged to ensure that more effective learning takes place.
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The workshops must emphasize learner participation in rediscovering the sub-
ject matter to ensure that the learners appropriate it. In addition, we advocated the
importance for the learners to experience the Framework through action-oriented
training techniques. The learners must rediscover the knowledge through their
group deliberations, which makes them exercise a skill that is fundamental for the
Framework’s negotiated innovation. It is a bootstrapping learning technique. Most
importantly, one should get started with one’s manifestation of the Framework as
soon as possible in the training process. A manifestation suggests engagement, ac-
tion and practice. The learnings are already present in the learners’ minds; they
simply need to be revealed through the dynamics of creative group deliberations.
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Chapter 8
Workshop Techniques

As we have seen, the trainers should act more as facilitators of the learners’ redis-
covery of the workshop’s subject matter than as instructors per se. They must thor-
oughly master the study points to be able to adapt them on the fly to the shifting
orientations of the group discussions. There is hardly any plan per se that needs to
be set ahead of each session since the workshops follow the learners’ interests, but
attention should still be applied to ensure that overall a proper curriculum in inno-
vation is covered. The path through the study points may be circuitous, possibly
even meandering at times. The trainers must be flexible, and they must be good lis-
teners to go with the flow, but with the skill to subtly nudge the discussions back to
the workshop’s subject matter when the learners stray too much off track. The train-
ers must master the art of training in a context of constant improvisation; they must
expect the unexpected. No two workshops will be the same; however, common pat-
terns in the way that they unfold will emerge. The workshops must be dynamic,
engaging, friendly and, as much as possible captivating because learner motivation
is something to cultivate for the workshops to be successful. The workshops are
“performances” carried out by both the participants and the trainer featuring ex-
pressions of creativity in training in a live and improvised setting which isn’t unlike
performance art. Similarly, the process is improvised and exploratory. The trainer
inconspicuously edges them through the rediscovery of various knowledge points.
The participants are left free to find their own way to the points of knowledge even
if the path to it may be anything but linear at times. Misconceptions that the partic-
ipants eventually develop throughout their deliberations become powerful opportu-
nities for re-examinations leading to deeper understanding. The rectification of
their mistaken beliefs through more fully articulated explanations will allow them
to better anchor the new knowledge in their minds. It goes without saying that it is
a process that requires time and patience on the trainer’s part; the workshops are
completed when the learners are considered to be proficient in democratized inno-
vation. The progress in the workshop is measured by assessing the overall perfor-
mance exhibited by the learners; it isn’t simply based on their advancement in the
training program as is usually the case with traditional training. It is tested in terms
of their proficiency in their application of the Framework.

The workshops must illustrate through its dynamics how collaborative explora-
tion should later be conducted in the Framework. In the performance of these work-
shops, the learners will experience how to cultivate the creative flow state that is so
important in the Framework without their needing to be aware of it. This is a form
of subliminal learning. Despite this training being implicit, the learners should still
be able to recall or to mimic the skill when needed. Their minds will have been con-
ditioned to approach ambiguity through a discursive technique. The reflex becomes

https://doi.org/10.1515/9783110683837-012

 EBSCOhost - printed on 2/9/2023 12:16 AM via . All use subject to https://www.ebsco.com/terms-of-use

https://doi.org/10.1515/9783110683837-012


indissociable from the person’s being. The ability to deliberate collaboratively to-
wards a creative, exploratory or problem-solving goal is the most important skill for
the learners to acquire. The trainer needs to be cognizant of each participant’s prog-
ress in this regard astutely prompting those exhibiting a propensity to hold back,
drawing them in the active deliberations.

The training should be conducted in a way that inspires the learners to embrace
their own manifestation of the Framework and to make it work for them. We used
the notion of inspiring in this statement because the motivation to adopt this new
knowledge must come from them. The trainer simply provides benevolent guidance
throughout the process.

How should the training sessions be positioned?

The training should be framed as being workshops rather than formal instruction
per se. It should be conveyed to the workers attending it that they aren’t students in
the literal sense of the word, but rather active partners in implementing the organ-
ization’s particular manifestation of democratized innovation. They need to figure
out how it should be integrated into the organization’s work processes. Therefore,
the learners are expected to be far more than students; they will be instrumental in
making the organization’s manifestation of the Framework a working reality at
their workplace. They will enable it first, virtually in their minds and then, second,
in practice by applying it to their day-to-day activities. Time in the workshop should
be regularly set aside to discuss how they may have applied the workshop’s learn-
ings. As a few members report their practical experiences, others will be enticed to
do the same.

Previously, we argued that the learners needed to become familiar with the no-
tions related to innovation. However, innovativeness may be viewed by some as a per-
sonal quality rather than a hard skill; they may claim that they are already innovative.
Add the common resistance to change to this situation, and the trainer may face a flat
refusal to participate in the workshops. There are useful tactics to manage this situa-
tion: one of them is to explain that they will be selecting the study points which allows
them to elevate the workshop at any level that they choose. Another tactic is to make
them realize the ambiguity surrounding the concept of innovation. This can easily be
illustrated by the divergent interpretations of it that are likely to exist amongst the
workshop attendees. Usually, each person has his or her own definition of what inno-
vation may be. The trainer should ask them to write down their interpretations individ-
ually as short statements that are then collected, read aloud, and discussed as a
group. The definitions will likely differ considerably. The need to find a common un-
derstanding of it will, as a result, become obvious to all.

The workshops are participatory and experiential with short theoretical learn-
ing capsules as it unfolds when misconceptions become evident or to reframe the
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points brought up by the participants and to relate them to known theoretical prin-
ciples. Throughout this unconventional approach to training, genuine learning will
take place hopefully without the learners being overly aware of it. The workshops
must be engaging possibly even entertaining; ideally, the learners must look for-
ward to them.

How should discussion groups be configured to maximize
collaboration?

The workshop teams should be assembled to maximise the possible team combina-
tions; the trainer must check that the compositions of the teams change regularly to
expose the learners to as much team diversity as possible and to allow them to ex-
perience all the cornerstones and roles in the Framework. A random selection pro-
cedure or a round-robin approach with one member systematically switching teams
at each session, could be applied to make these changes easy and mechanical. This
avoids the need for people to select their teammates, which could easily become
time-consuming and awkward if some people feel left out. Learners coming from
the same work groups in the organization should as much as possible join different
teams to avoid introducing in the workshop any pre-existing interpersonal behav-
iors, either good or bad. If the workshop group is noticeably homogeneous, the
trainer may consider purposely inviting other members with different backgrounds
to artificially introduce the diversity that is lacking in the group. Diversity helps
people think outside of their usual thought patterns.

Based on their research in the field of neuroscience with experimentation re-
lated to the improvisations made in jazz, Bashwiner et al. (2016, 2020) suggested
that people are most creative when they manage to loosen the strong pre-existing
associations in their minds. They must temporarily silence the inner critic that the
researchers relate to the mind’s “executive attention network”. They should activate
with more intensity what Kaufman (2013) calls the “imagination network” that re-
lates to thinking about the future which, more precisely, means envisioning differ-
ent possible scenarios and developing a mental representation of something that
one has never encountered before. In addition, interestingly, one’s imagination net-
work also comes into play when trying to figure out what someone else is thinking.
It is common knowledge that when experiencing creative block, a stimulating con-
versation with other creative people may get one’s creativity going again. Hence,
there is extensive anecdotal evidence that suggests that creative thinking may be
stimulated by creative discussions. Creative thoughts also activate the mind’s “sa-
lient network” which acts like a switch that perceives and integrates sensory stimuli
and that processes cognitive information. It promotes different lines of thought.

Collaborative group creativity involves first provoking creative thoughts aiming at
forming inceptive or embryonic mental constructs, and second, engaging in creative
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discussions to articulate them to the others to solicit their creative input. It is truly co-
creation. This two-step process forces the originator of an idea to better define, to struc-
ture and sometimes to clarify his or her thoughts that naturally may still be vague. This
exchange with other creative conversationalists leads to a state of shared understand-
ing through which an exercise of joint exploration may engage into what is, conceptu-
ally, the unknown. In the state of flow, the leadership of the developing line of
reasoning moves from one participant to the next as if the minds were working as one.

For this flow state – which is indicative of peek performance – to occur, each
participant must be in tune with the other team members to mentally follow one
another’s contributions to the shared line of reasoning. Different perspectives con-
currently weave together, diverging and converging in sequence to finally merge
into one singular creation. This process draws heavily on the participants’ mental
capacity and produces exhilarating excitement, but also significant effort that may
even be physically draining. This cross-member mental conjunction relates to the
theory of mind concept used in psychology (Harris 1991). This is the ability to intui-
tively perceive and to implicitly understand other people’s beliefs, expectations,
desires and mental states or to make inferences about their thoughts and their
perspectives based on observations. This mental connection allows the partici-
pants to anticipate what they are about to say next or to do, and to discern their
general intentions. When such a virtual connection is established, it is frequent
for people in an animated discussion to somewhat impatiently jump ahead of
what a fellow conversationalist is about to say once they inferred a point, or on
the contrary to express their perplexity when the direction of the line of reasoning
isn’t made clear quickly enough. Other mannerisms typical of people in a state of
creative flow may be observed, such as people completing one another’s senten-
ces, squinting their eyes as if to better see something that is out of focus, placing
their fingers against their foreheads or pinching their chins in a pondering pose,
scratching their heads in puzzlement, pacing back and forth in the room and
other gestures and facial expressions indicative of their being at the same time
perplexed and mesmerized by what they are jointly trying to fathom.

In the negotiated-innovation process, which is a step closer to decision-making,
the principles of the theory of mind again come into play at an even greater extent
because one needs to uncover what the other party may not be explicitly saying or
may even be purposefully holding off revealing. As we have seen in Chapter 2, one
must probe beyond the problematic demands to bring to light the underlying motiva-
tions which could be satisfied in alternative ways that hopefully are more acceptable
to all parties involved. Thus, the participants must be able to induce this sharing of
minds. Through deliberations, proposals are transformed. We use the word ‘trans-
formed’ because collaborative creativity involves the interplay of two or more con-
cepts. Usually, arguments seek to transform an idea put forward in a given manner.
The proponent of a new argument could be challenged to explain how it impacts the
original idea being deliberated.
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Because creative collaboration teams may involve decision-making in a climate
of trust and in a tone of confidence, the total number of participants in such discus-
sions must be small and remain an odd number to avoid any ties occurring when
the time comes to vote; ties could lead to stalemates that prevent any further action,
and, sadly, preclude any value from being generated for anyone.

There needs to be frank discussions, while avoiding a cacophony and ensuring
that all the participating stakeholders (or their representatives) have a fair opportu-
nity to express their points of view. It is common that groups that are too large to
support efficient discussions split into smaller groups. In addition, the sub-groups
should still comprise odd numbers of members and enable the two-thirds superma-
jority decision-making that is part of the notion of negotiated innovation described
in Chapter 2. Therefore, this suggests that there should be a minimum of three peo-
ple in any team; we will consider the maximum number of team members in the
next section.

How should the workshops be configured to maximize
collaboration?

The learners are expected to actively engage in collaborative discussions which
means that the number of people who can be accommodated in the workshops is
necessarily limited. Krems, Dunbar and Neuberg (2016) conducted a study on the
optimal size of conversation groups. They found that these conversation groups
naturally comprise no more than four people. This observation is based on the limi-
tations of the human mind’s ability to “mentalize” the minds of the other people
with whom one converses. In addition, the risk of overloading the people’s informa-
tion-processing capabilities and the practical constraints of being able to hear what
other people in a small group are saying, may also play a role in limiting the size of
a conversation group. They observed that beyond four people, groups tend to split
in smaller conversation groups which produces separate conversations. Further-
more, when the conversationalists talk about an absent party whose mind also im-
plicitly needs to be modelled, the number of conversationalists is further reduced
by one. In other words, this absent person about whom the people are talking cre-
ates the same mental drain on the conversationalists as if he or she were physically
present.

In the democratized-innovation workshops, the size of a deliberation team is
restricted by the limitations of the participant’s mental-modelling abilities. Discus-
sions aiming at rediscovering collaboratively the workshop’s subject matter repre-
sent a considerable cognitive demand on their minds as they strive to model the
other participants’ developing lines of reasoning. Indeed, the type of collaborative
creativity that we seek to develop in the workshop setting involves finding a flow
state, which means that all participants interactively construct a shared virtual
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creation that exists only in their minds while they interact. The mental effort re-
quired to carry this out is significant.

Furthermore, in the Framework’s exploratory discussions that exercise a user-
centric Design Thinking approach, the novelty’s end-user (or a typical one) repre-
sents an absent person whose mind needs to be modelled as well in the discussions.
In the workshop’s training context, the Framework’s learning points that the partic-
ipants are challenged to rediscover on their own represents a virtual entity to take
into account as well that is equivalent to an absent person in the conversational
group study. Thus, the optimal number of participants in such discussions is again
three. However, the total number of participants in the workshop can exceed three
in the following manner.

A workshop group should include no more than nine people who can break up
into three teams of three for learner-driven knowledge rediscovery discussions.
When the three teams have concluded their independent deliberations, each of
these teams must designate a person to represent each of them in the subsequent
plenary discussions that involve the trainer. The representatives will deliberate in
the name of their team in the plenary session. This maintains the optimal number
of four when one includes the trainer in the count. Indeed, the trainer counts as a
fourth person in the optimal conversation group size. The remaining two members
of each team may still support their representative as the plenary session unfolds
by feeding their thoughts or ideas to him or her as written notes on sheets torn off
small notepads or on small whiteboards that should be available to them; they may
also confer at impromptu recesses. Alternatively, if the team members are equipped
with laptop computers and smart phones, the team members could send their
thoughts to their representatives as chat or text messages. For that purpose, they
should move their tables closer to the plenary discussion table; moving the tables
around is easier if they are mounted on casters. The round shape of the tables sup-
ports the perception of equal status amongst those sitting around them which sup-
ports in the workshop setting an important principle of democratized innovation.
Figures 8.1 and 8.2 illustrates how the group splits in three teams to deliberate inde-
pendently as the trainer looks on, and later they all reconvene in the plenary
session.

For the Framework classroom simulation exercises, as illustrated in Fig. 8.3,
the nine-person group should be organized in the following way: first, five work-
shop members will represent a community of practice (see Fig. 8.3 lower left). This
group may be larger than the prescribed four people for group creativity conversa-
tions, because they usually discuss facts and not beliefs or intentions about the
work carried out by their colleagues in other cornerstones of the Framework. This is
supported again by Krems, Dunbar and Neuberg (2016) who suggest that the discus-
sion of facts involves a lesser cognitive load on the participants’ minds. When the
community of practice needs to investigate in more depth specific subjects that in-
volve collaborative discussions (such as, for example, the updating of one of the
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Fig. 8.1: The learners deliberate in three teams.

Fig. 8.2: Three team representatives deliberate with the trainer.
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organization’s capabilities), they must designate sub-committees of three people
that may be composed of any combination of the available community members
plus external expert-consultants, if need be, who wouldn’t vote. An innovation
project core team (see Fig. 8.3 upper right) should involve three people because col-
laborative discussions about conceptual and exploratory beliefs is a significant part
of their activities; in real-life situations there would be many more absentee mem-
bers. These types of discussions cause a significant cognitive load, as we have seen.
The last remaining person out of the total nine people will double as a production
worker proposing a field improvement for the community of practice to approve, or
he or she will test a novelty developed by the innovation project team at the com-
munity of practice‘s request (see Fig. 8.3 upper left). This person will also serve as
an invited domain expert for the innovation project team. The trainer looks on
ready to provide clues to the learners who require help (see Fig. 8.3 lower right).

While still in the simulation exercises, all the nine workshop members assemble
to engage in the group-wide consultations aiming at finding the orientations of innova-
tion in the organization. They may either work all together in a crowdsourcing activity
or gather in teams of three to clarify their proposals which is again a conceptual activ-
ity. They all physically congregate together to impress that this is a group-wide activity
while the trainer looks on, as illustrated on Fig. 8.4. The lower-left location in the room
corresponds to the position of the orientation cornerstone in the Framework diagram
(see Fig. 1.1 in Chapter 1). In this scenario, the trainer will take on the role of a member

Fig. 8.3: Simulation of learners working in three of the four cornerstones.
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of the stretch-innovation oversight committee required to review and to approve the
various recommendations stemming from the Framework in action.

Attendance at the workshops should be mandatory since assiduous participa-
tion is indicative of one’s seriousness in contributing to the Framework being im-
plemented. However, if a trainer expects or finds absenteeism to be a problem, the
groups could include a few more participants (but no more than three) who could
play the roles of observers as the three independent discussion groups of three
learners deliberate and as additional improvers from the imaginary Production
function. Another approach is to arrange for several groups being trained contem-
poraneously but not literally concurrently, allowing participants to be drawn from
another group to replace missing participants on the fly so to speak.

Two workshop groups of nine people could merge into one for more exten-
sive Framework-simulation exercises. For example, this allows several concur-
rent innovation project teams to be enacted. The three-member core teams that
represent the optimal number for the flow state to occur should be maintained;
this limited team size simply needs to be replicated to include all the learners. If
an innovation project is complex and requires more workers, it should be split
up in smaller sub-teams of three members. More elaborate scenarios could be de-
vised with more consultants assisting each innovation team as their concepts
evolve. A second community of practice could be established as well providing
sufficient people to simulate more elaborate scenarios. Most importantly, the

Fig. 8.4: Simulation of the group-wide consultations on innovation orientation.
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team compositions need to change to ensure that all the members experience all
the roles in all four of the Framework’s cornerstones.

How should the Framework simulations be conducted
in the workshops?

Simulations apply the principle of ‘scaffolding‘ in education (Yin et al. 2009). Scaf-
folding provides safeguard measures that reduce the complexity of the situations or
an environment in which the learners can safely exercise their developing skills
without concerns about the consequences of making mistakes. The level of com-
plexity of the simulations can be gradually increased as the learners improve on
their skills, before shifting to real-life work situations with coaching. Having an al-
lowance for safely making mistakes in the simulations reduces the stress and anxi-
ety for the learners; they are placed in a more relaxed and receptive state of mind
which is more conducing to learning. To start, the simulations should relate to ficti-
tious cases that have been especially designed to simplify the considerations at
play. This initial simplified simulation could be followed by more realistic ones that
reproduce more closely situations that they encounter on their real workplaces.
They may be asked to suggest cases that they experienced as ideas from which new
simulations could be derived. Both fictitious and real-life simulations can be re-
peated with variations that add various complexities to ensure that the learners re-
main appropriately challenged. This transfer from a fictitious case to a realistic one
illustrates one of the key principles of scaffolding, which is the gradual removal of
the instructional support as the learners’ gain familiarity with the knowledge and
confidence in their skills.

When role-playing in simulation exercises, the trainer may decide either to let
the learners pick their preferred role – which usually plays into one of their natural
strengths or, on the contrary, to entice the learners to take on roles that are out of
their comfort zones to expand their abilities. For example, some people may be
more comfortable in an evaluation role while others prefer to work on new ideas.
The first time on a simulation, the trainer may choose to let the learners play roles
that align with their natural abilities to develop a feeling of self-efficacy (Bandura
1993) which contributes to developing their confidence and motivation, but later
they should apply a round-robin switching procedure to ensure that everyone expe-
riences all the roles. Generally, the simulations will gamify the training.
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How do mentoring and coaching apply to knowledge
rediscovery training?

Mentoring and coaching are commonly used work-based training techniques. They
are a must for learning tacit knowledge that isn’t explicitly codified nor even codifi-
able. Mentoring involves the learner observing how an experienced worker carries
out a task. Preferably, the mentor should express aloud the reasoning process that
takes place when carrying out a task to maximize the learning. The learner should
also be allowed to ask questions as the task is performed or after it is completed if
the mentor cannot take his or her attention away from the task. In particular, the
mentor should explain how to evaluate how well a task is carried out and how to
assess the quality of its outcome. Coaching often follows a period of mentoring.
This time, the learner attempts to carry out the task while the experienced worker
looks on providing advice and critiques as he or she proceeds.

In the training program, workers who are experienced in the Framework shouldn’t
participate in the workshops before the new learners have experienced the knowledge
rediscovery training technique; this would defeat the purpose since they would simply
tell the learners what the knowledge points are. The knowledge rediscovery needs to
be appropriately challenging to push the learners out of their comfort zones while not
being so hard that they would want to capitulate.

How does one teach people to deliberate constructively?

The participants must learn how to constructively carry out critical thinking as a
group without anyone feeling put on the spot. Whether the subject of the delibera-
tions are points in the training curriculum to rediscover, or, later in the workplace,
ideas to develop when working on innovation endeavors, the fundamental skill to
acquire is the ability to respectfully carry out collaborative investigation of a subject
that is highly ambiguous. In addition, a tangible time-limited goal is needed to
keep the learners focused. This is a skill that cannot be passively learned; it must
be experienced for it to be fully mastered.

Another principle guiding creative deliberations is that the participants must
exercise kindness and curiosity in allowing the people who are naturally less ex-
pressive to contribute their thoughts and ideas as well. They may need to be regu-
larly prompted to do so. A consideration to keep in mind is that one’s fellow
participants may in fact hold the key to solving a problem on which one is stum-
bling. Thus, it is as important to create the conditions that allow creative ideas to
rise out of these deliberations as it is to try to convince the other participants of the
merits of one’s own ideas. A fair amount of humility in this regard is beneficial to
ensure a positive outcome to the deliberations. The outcomes of collaborative
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deliberations should be celebrated to reinforce this belief, irrespective of whose
idea was retained.

In Chapter 2, we described a set of thinkLets for creative deliberations that add
to the consensus thinkLets that have been developed over the years by several re-
searchers and that are readily available online. The democratized-innovation learn-
ers need to become familiar with them. Beyond these techniques, the trainers must
develop a mastery of what we called ‘exploratory and creative dialectics’ that are
designed to reorganize and to reframe the points raised by the learners in the work-
shop setting to relate them to the workshop’s subject matter in the process of
knowledge rediscovery and revelation by the learners. One could view exploratory
and creative dialectics as advanced deliberation skills that are used for the purpose
of knowledge-rediscovery-based instruction. We will investigate the principles of
this type of dialectics in more details in Chapter 9.

How should gamification be used as a motivational technique?

Let us start by paraphrasing Paul Valery’s 1941 statement that “a serious . . . [per-
son] has few ideas while a . . . [person] with ideas is never serious” (Dicocitations
2021). This highlights how some good-hearted playfulness may effectively stimulate
ideation and learning by establishing favorable conditions for reaching the coveted
state of creative flow. Neuroscientists might explain this phenomenon as reducing
the activation of the executive attention network responsible for thoughtful prob-
lem resolution grounded in acquired knowledge and experience in favor of less
structured imaginative out-of-the-box thinking based on intuition. The overall
workshop dynamics could also be viewed as the gamification of the learning pro-
cess. The workshops need to be engaging and entertaining; who said that learning
needs to be tedious and boring?

However, the specialists’ reservations about using gamification in instruction
(Dahlstrøm 2017; Lewis, Swartz and Lyons 2016) should also be considered to avoid
its pitfalls. Indeed, the critics warn that rewards represent an extrinsic motivator for
the learners that may have the undesirable side-effect of reducing their intrinsic
motivation. In other words, the learners may become addicted to the rewards and
could lose their natural motivation when they are no longer offered which would be
the case at their workplaces. Indeed, to ensure the success of their manifestation of
democratized innovation, it is important that the learners maintain a persistent mo-
tivation to continue applying the knowledge learned in the workshops to their regu-
lar activities beyond the completion of the workshop. Therefore, one should take
heed of this warning when considering using the pleasantness that games provide
to entice the learners to look forward to the workshops. No explicit rewards should
be offered to them, except a diffuse and ephemeral feeling of satisfaction that they
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may experience when winning at a game. Self-efficacy at democratized innovation
should remain the only intrinsic reward.

How should one convert knowledge points into competencies?

A competency involves multifaceted knowledge; theoretical knowledge alone isn’t
sufficient for a worker to be fully operational in a work setting. French researcher,
Le Boterf (2002) identified several types of knowledge that come into play in work-
based training. For a worker to claim to be competent in a given domain, he or she
needs to master the following types of knowledge. Let us illustrate each type of
knowledge with some examples from the domain of democratized innovation.
– Theoretical knowledge are the principles and concepts of a given domain. In the

Frameworks, it includes considerations such as, for example, the understanding
of the Framework’s cornerstones, the principles of innovation, such as our
learning-based innovation typology, and, for the training of trainers, the chal-
lenges of adult education or how the theory of mind explains the limitations on
the number of people who can take part in conversations.

– Situational knowledge of how one should apply and adapt the general principles
to specific situations: it relates to the definition of the organization’s particular
manifestation of the Framework, which could mean adapting it to its industry’s
usages or the organization’s culture and practices. It also comes into play when
adapting the innovation knowledge to an organization’s particular situation.
For example, depending on whether the organization is an incumbent in its
field or a challenger, some innovation strategies may apply, others not.

– Procedural knowledge are pre-defined methods, procedures and sequences of ac-
tions that should rigorously be followed to achieve something: it comprises con-
siderations, such as the step-by-step method that we recommended to establish
the Framework in an organization. We also recommended starting or ending the
workshops by asking the learners to choose the topic for the next workshop out
of a suggested list of three or four in different categories.

– Operational know-how relates to the use of tools and techniques; for example, in
the domain of innovation, it includes our iVortoid framework that brings the
learner to reflect on the risks involved in early ambiguous projects and on ways
to reduce them through risk management strategies. Often these tools and tech-
niques reduce the cognitive workload of the workers who use them; in addition,
they allow workers to make use of these tools without their needing to fully un-
derstand the underlying technical intricacies that came into play in their
development.

– Experiential and empirical knowledge of heuristics or tricks of the trade that
facilitate a process: it covers for example, how to manage the propensity for
risk taking that groups may unwittingly have; many of this chapter’s practical
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recommendations about the management of the workshops clearly fall into
this category as well.

– Relational knowledge that encompasses how a worker should interact with other
workers and stakeholders: it comes into play in managing the interactions be-
tween people. For example, workers should readily make themselves available
for colleagues who reach out to them for help. We also described how workers
negotiating their innovations should try to find out the other party’s underlying
interests to find mutually satisfactory ways to satisfy the points in contention.

– Cognitive knowledge that covers the ability to process the information relating to
a task and to reason about it: for example, our Framework’s critical thinking,
negotiated innovation and creative dialectics fit precisely into this category.
Being able to work one’s way from an initial state of ambiguity to the clarity of
shared understanding while maximizing a novelty’s value by deliberating ratio-
nally about the stakeholders’ requirements illustrate task-related cognition at
play.

The trainer must take care to engage the learners in all these knowledge categories
to ensure that the learning in the workshop is well balanced. Failure to do so could
result in incomplete learning that could limit their abilities as democratized innova-
tors. In order to do so, the trainer must keep track of the knowledge categories to
which the visited learning points belong. A typical mistake is to overdo the theory
which relates to the classical lecture-style mode of instruction against which we
have already argued. Each trainer may choose his or her own technique to register
the study points. A simple table on a spreadsheet comprising these knowledge
types for the trainer to check off will show how balanced the coverage of the knowl-
edge may be at the blink of an eye. Overdoing one category signals that one needs
to apply more effort on the other ones. Maintaining a global vision of the knowledge
being uncovered in the midst of meandering discussions allows the trainer to skill-
fully intervene to ensure that the learning is comprehensive. Hints, open questions
and knowledge capsules come in handy to do so.

How should the workshop topics be managed?

The training workshop should be organized as a selection of self-contained modules
to fit into the typical workshop session’s timeframe which can range from two to
three hours to avoid learner restlessness. The reader may have noticed that most of
the section headings in this book are expressed as ‘how’ questions. As open ques-
tions, they will naturally launch the discussions on the given topic, at first amongst
the three separate teams of three learners, and afterwards in the plenary session with
the three team representatives arguing in favor of their respective group’s findings
with the trainer. This scheme of phrasing headings as questions was established on

How should the workshop topics be managed? 151

 EBSCOhost - printed on 2/9/2023 12:16 AM via . All use subject to https://www.ebsco.com/terms-of-use



purpose. Indeed, in doing so, the book’s table of contents provides the trainer with a
convenient and structured list of thought-provoking study points. One should keep in
mind that the book is structured according to the trilogy of understanding, knowledge
and wisdom both across and within the parts of this book. The points in sections that
relate to understanding are mostly explanatory in nature; knowledge sections repre-
sent in-depth explorations of the subject, while wisdom covers advanced topics. An-
other way of seeing them is that they situate, deepen and elevate the perspective on a
subject. Part 3 contains subject matter concerning the training on the Framework,
which is also structured in this manner.

One can expect that the members of the team-discussion tables flag the trainer
to ask for clarifications on the question provided as a challenge; they may be un-
sure about either the terminology used or about its scope. The trainer should move
from table to table ready to provide the required clarification preventing them from
going too far in a direction that would be completely foreign to the topic, but still
taking care to let the teams spontaneously explore the topic as they please; one
should keep in mind that misconceptions may later become useful learning oppor-
tunities. Observing the team members’ body language may also provide clues about
how well they engage in the discussions. Perplexed expressions at one table could
prompt the trainer to engage the team members to get them over what may be a minor
hurdle. If there are perplexed expressions at all the tables, then it is worth resetting
the exercise by pausing all the group discussions to find out what they may not have
understood.

The first time that learners experience rediscovery-based learning it may natu-
rally be somewhat disconcerting to them; the tables are turned in a way that is
presumably unfamiliar to them since it breaks away from the traditional teacher-
centric instructional approach that they all experienced throughout their prior ed-
ucation. Uninitiated learners may be unsure about what to do. Coaching may be
required with a few recommendations; mentoring may be more effective by show-
ing them the dynamics of exploratory and creative dialectics in action. For exam-
ple, the trainer could illustrate investigative deliberations by asking questions to
understand how to navigate through public transportation systems in the learners’
hometowns. A traveller who is new to a town may ask open questions to understand
how the public transportation fare payment system works. Beyond establishing
shared understanding, the trainer must show them how this investigation could lead
them to find innovative payment techniques. Tourism street smarts are convenient
examples of which to make use because everyone has wondered about them at one
point or another when travelling abroad.

In Chapter 7, we pointed out that adult learners expect to manage their own
training curriculum. Therefore, we recommend that the trainers present three or
four topic options from which the learners may choose at the end of a session in
preparation for the next one. The table of contents relates the topics to the three
parts of the book and to the chapters which will easily allow the trainers to visualize
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their context. Trainer preparation for an upcoming session could simply involve
reading the pages in the book that are related to the topic that the learners selected.
Now, one should keep in mind that this text covers the knowledge points; the
trainer must allow the learners to express their findings before the trainer starts re-
lating them to the book’s material. It is to be expected that the workshop will stray
away from the points listed in this book since innovation is a wide topic. The con-
versation about innovation will never be fully finished, neither should it since it is
future-oriented and a continuously developing domain of knowledge.

How should workshop notes be drafted?

As the deliberations proceed in the workshop’s plenary sessions, the trainer should
jot down the keywords that represent each of the points made on a whiteboard or
flipcharts on an easel. The learners may use small portable whiteboards to jot down
their ideas as they deliberate ahead of the plenary session. Towards the end of a
workshop session, the trainer will use a second whiteboard (or flipcharts) to reca-
pitulate and to reframe the points raised during the workshop session according to
the Framework’s concepts. Knowledge appropriation by the learners is important in
adult learning and education; therefore, the trainer must take care to relate the
learning points to those raised by the learners. The learner points that aren’t used
at that time should be kept for later use. Both the learners and the trainer should
take digital pictures of the whiteboard, typically with their smartphones, to keep as
workshop documentation for later reference. Some learners may prefer to write up
their own notes. The workshop learners must keep their notes for themselves to en-
sure that other workshop groups experience the full benefits of the same knowledge
rediscovery process.

How should the learners be evaluated?

As far as grading participants, the long and the short of it is that there isn’t any
need for grades. In practice, what really matters is what the workers learn and how
keenly they apply what they learned; one could call these the takeaways. Their
evaluation of the pertinence of the workshop is a more important consideration.
They should be asked for feedback at the end of each session or at the beginning of
the next, and globally at the end of the workshop. The trainer should strive to ad-
just to the learners’ feedback or explain the rationale of the training method if the
dissatisfaction results from uneasiness with it. Adult learners like to self-evaluate.
The participants should self-assess their own progress on the basis of the extent to
which they managed to apply the workshop learnings to their regular work. They
should be encouraged to share their experiences with the group.
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Jakobsen and Knetermann’s (2017) “team-based learning” concept involves
learners being required to go through learning material before each course. To en-
sure that people have indeed done so, they start the course with a short quiz. Those
who don’t succeed are then required to carry out additional study assignments. For
the Framework training, we chose not to have this expectation. Their carrying on
with their regular work usually precludes them from dedicating any time to read or
to research any material beforehand. However, if some of them do, it certainly
shouldn’t be discouraged, but care should be taken that they don’t spoil the knowl-
edge rediscovery process. If it is a single individual, he or she could be asked to
play the role of trainer’s assistant by taking down the points raised in the discus-
sions on a whiteboard during the plenary session.

If many learners read material ahead of the workshops, the trainer should orga-
nizing fast-track workshops that gather the keenest learners together to keep them
appropriately challenged. The format of the course would then relate more closely
to Jakobsen and Knetermann’s (2017) team-based learning method, with the discus-
sions in the workshops focusing on the application of the material absorbed by the
learners prior to the session.

How should the learning points be illustrated with running
examples?

As we mentioned in Chapter 7, adult learners expect the knowledge learned to
quickly translate to practice. To that aim, the trainer may invite the learners to de-
scribe how the workshop material relates to their daily activities. Since all the learn-
ers are likely to have a diversified range of interests that may be difficult to reconcile,
the trainer may prefer to use several general-purpose running examples to which the
trainer may refer as the workshops unfold. Moreover, there may be times when an
example outside of the learners’ specific work contexts is preferable to avoid running
too quickly into emotionally loaded opinions indicative of sectarian thinking in the
organization that could detract from the study points. When the trainer perceives
such a risk, it is better to fall back on an example from a neutral domain. We propose
the following examples, namely: an improvement case, a design challenge, a case
that involves touchy interpersonal ramifications, and a capability management case.
None of these cases require prior domain expertise; indeed, the learners shouldn’t
have to invest any time and effort in acquiring new knowledge in a field that isn’t
theirs.
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Improvement cases

We all naturally and intuitively look for ways to improve on activities that are fre-
quently carried out. Efficiency may improve as the skills are mastered, or as the ac-
tivities are carried out more mechanically. The learners will likely come up with
numerous examples when prompted, but in case they draw a blank, the trainer
could mention the following case that relates to a business practice. It involves a
maneuver when driving a train pulling heavy railway cars about to reach the top of
a hill. In this industry, a recognized practice is to ensure that the railway cars recon-
nect tightly together right before the train initiates its descent. Indeed, the connec-
tion between two adjacent railway cars is purposefully loose to prevent the full load
of the train from concentrating on any single connector knuckle, when a train ini-
tiates its forward motion from a stationary position; the forces of inertia of the
train’s full load would easily break it. Because of this concern, each knuckles com-
prises a gap that allows each car’s inertia to be overcome one at a time; any knuckle
is subjected to no more than the load of one single car at a time. However, when
rolling down a hill, the gap in the coupler knuckles close up under the effects of the
accelerating cars propelled by the force of gravity induced by the downward slope
of the hill. As a result, a sequence of sharp jolts occurs as each car goes over the
ridge and the gap of its leading connector knuckle closes one after the other. To
prevent this undesirable effect from happening, the train driver needs to slow down
before reaching the crest of the hill to ensure that the cars’ coupler knuckles gently
reconnect with each other. Keeping them tightly in this proper forward position be-
fore engaging in the downward slope prevents any jolts from occurring. In addition,
preventing the nasty jolts reduces metal fatigue and extends the life of the coupler
knuckles; there is more to it than simply a smooth ride. The identity of the person
who came up with this practice is lost to the ages, but it illustrates the value that a
single person may bring to his or her organization by bringing forward an astute
practice from which all can benefit.

After describing this example, the trainer should prompt the learners to find
similar improvement cases. These may be as mundane as finding itinerary efficien-
cies when commuting to and from the office or riding the public transportation
systems.

Design challenge case

For this case, the learners are challenged to design what the kitchen of the future
could look like. The trainer should start by prompting the learners to express their
pet peeves with their own kitchens; this will highlight that there is room for improve-
ments. Open kitchen concepts have been in vogue for quite a while, but what could
be the next big thing in kitchen design? Get them to consider radical functional
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trends, such as whether people will cook at all. Maybe time will come when it will be
cheaper to buy fully prepared meals from a caterer rather than cooking them by one-
self at home. How would they be delivered? Maybe by drone? How would the drones
drop off their payloads without spilling anything? The learners should work in
groups of three to come up with original designs. If they can’t agree on any particular
point, they should be encouraged to vote amongst themselves with the Framework’s
consensus-seeking principle in mind. The solutions that they propose could reveal
their boldness as designers.

Interpersonal issues case

This case illustrates the challenges of managing stakeholder relationships when sit-
ting on condominium (condo) boards. As many people may have experienced, it is
a thankless and often trying job that requires strong negotiation skills. Condo own-
ers are naturally very opinionated about their condo units because they are both
financial assets and their homes. Hence, they tend to be both rational and emo-
tional about them. People complain about the upkeep, while demanding that the
condo fees be kept low. One could say that many co-owners want to have their cake
and eat it too as the saying goes. Board members may pull their hair out trying to
find happy compromises. In our experience, the most effective board members are
those who put their minds together to understand and to solve the issues creatively;
it is both a problem-solving and co-creation process. They may have little if any ex-
perience in construction and building maintenance. Yet, through exploratory dis-
cussions and open-minded deliberations, they can find the best ways to proceed.
Since many people may have experienced condo boards firsthand, the learners are
likely to immediately understand the case and to relate to it. Themes, such as rising
insurance renewals costs in a context of a condo established in a building of histori-
cal significance (see if they find out about replacement vs. reproduction vs. recon-
struction evaluations and historical preservation laws), a leaky roof, a classical
fence dispute, complaints about noisy neighbors or an issue involving one of the
board members (that is to say a situation with ethical issues to be managed), or, if
the learners feel particularly brave, selecting paint color schemes or carpet pat-
terns, are all guaranteed to produce lively deliberations.

Capability management case

This is a case that involves developing a new line of business. It comes in two fla-
vors: one corresponding to an established organization and the other to a chal-
lenger (i.e., a start-up or an established company entering a new market). This
example doesn’t require any domain knowledge to figure out. It was used by
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Davidson, Malard and Ivanova (2012) for a study in innovation that involved pre-
senting a simple case to busy technology executives as a preamble for a survey
questionnaire.

The case is a variation of the Dutch auction example presented in Chapter 6. It
involves a fictitious Internet-services firm developing an online version of the
Dutch auction system. The rationale for doing so is that Dutch auctions are more
effective and profitable than traditional auctions. In a traditional auction, the par-
ties interested by an item being offered start bidding at a low-end starting price and
gradually step up their bids in a highly competitive context. Most bidders fold as
the bidding goes higher than what they can afford to pay. The process continues
with a diminishing number of bidders until only one single unchallenged bid wins
the coveted item. By comparison, Dutch auctions start high; the auctioneer reduces
the asking price – usually at an astoundingly fast pace – until a bidder commits to
buy at a particular price which freezes the process abruptly and concludes the
transaction. There are none of the theatrics and bidding wars that are part of the
traditional auction’s folklore. Dutch auctions tend to be dispassionate, which con-
trasts with the excitement of traditional auctions which are social gatherings and
opportunities for people to show off their wealth, power and audacity often at their
own financial peril. We stated previously that Dutch auctions tend to be more prof-
itable because first, a greater number of transactions can be carried out over the
same period of time, and second, more importantly, the process testing the bidders’
self-control, people have a tendency to bid at the high end of their budgets.

In the incumbent variation of the case, a hypothetical existing online tradi-
tional auction firm wishes to experiment with the Dutch auction concept. It experi-
ments with caution to avoid disturbing its existing revenue stream. Furthermore,
the mechanical process may not sit well with some customers who are used to the
spectacle of traditional auctions and who may get frustrated and possibly even
bored. There are pros and cons of each of these types of auctions to consider.

For the challenger variation of the case, the new market entrant needs to
quickly establish its Dutch auction model with a winning offer in a niche market. It
cannot leverage a strong brand name. Also, it must not challenge established online
auction firms head on. It must find a niche market to showcase its Dutch auctions.
It will need to establish barriers to the entry of competitors, which could include
the development of capabilities that are difficult to reproduce. It may need to pivot
from one product category to another as it tries to find a profitable market. Also, if
it is already a player on another market, it could leverage its know-how or the
strength of its brand on its original market with a cross-marketing offer.

This case lends itself well to the investigation of a range of innovation strate-
gies, market challenges and organizational issues. The learners could start by con-
sidering what competencies and capabilities are required to develop an online
Dutch auction. The incumbent may consider how its existing capabilities would
apply, while a start-up may need to move quickly to find a market that sticks. In
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both cases, adjustments of competencies and capabilities are likely to be required.
Getting the learners to name their fictitious firms will gamify the case and entice
them to make the case theirs by personalizing it.

Summation

In this chapter, we reviewed a series of practical considerations related to the orga-
nization of the training workshops, as well as workshop dynamics and techniques.
The workshop‘s format is designed to cater to the needs of adult learners in a work-
based setting. In a principle of bootstrapping, its participatory format featuring the
learners’ rediscovery of the knowledge points is an application of the collaborative
deliberation skills that the democratized innovators will later need to apply in the
performance of their work. Therefore, the workshop includes a body of knowledge
to acquire but its dynamics also contribute to their subconsciously developing the
behaviors and interpersonal skills that are part of democratized innovation.

Also, we examined the optimal workshop attendance which should aim at in-
cluding three deliberation teams of three learners that is to say nine people in total.
Clearly, training a large number of people will require a train-the-trainer approach,
with potential new trainers being recruited within the organization. Although it is
important to keep track of learner attendances, grading learners is excluded. What
matters is to develop the learners’ motivation for democratized innovation; what-
ever subject matter sticks in their minds should suffice to allow them to make their
own manifestation of democratized innovation work for them.
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Chapter 9
Training of the Trainers

In Chapter 7, the typical challenges that are encountered when training adult learners
in a work-based setting were presented and analyzed. We described an approach that
effectively addresses these challenges while supporting the training in democratized
innovation. It highlights learner participation and the rediscovery of the workshop sub-
ject matter through social interactions and discourse. As a result, the learners become
more engaged in their own learning. Then, in Chapter 8, we covered a range of practi-
cal considerations when conducting the training workshops. Most importantly, we pre-
scribed the maximum number of people who can simultaneously participate in the
workshop to allow for productive deliberations. Exploratory and creative deliberations
are fundamental components of the adult training approach that we advocated. Negoti-
ating one’s innovation is a step in the process that ensures that the interests of all
stakeholders are integrated in the outcome. As the Framework’s manifestation is more
and more exercised, deliberations increasingly take place in the organization. As we
shall see in this chapter, exploratory and creative discourse also comes into play when
addressing one of the most common challenges in adult education, that is to say the
overcoming of their natural propensity to resist change. Therefore, proficiency at this
type of discourse serves three purposes: innovating collaboratively, participative
training and overcoming the workers’ reservations about novelties that disturb
their regular beliefs and habits.

As a side-effect of the workshops, the learners are expected to acquire a basic level
of proficiency in the art of deliberation. They rediscover the workshop’s subject matter
supported by the inconspicuous guidance of the trainer. Later, they could apply the
same skills on their own, when carrying out deliberations related to their innovation
endeavors. Any ability at exploratory and creative discourse that rubs off from their
participation in the workshops will serve the intended purpose without requiring more
extensive and formal training in it. Simply the fact that they acquire the habit of talk-
ing constructively to one another and putting their minds together to solve problems
represents in itself a remarkable success. However, as far as the trainers are concerned,
they need to develop a mastery of exploratory and creative dialectics and proficiency
in applying them to effectively drive the workshops.

How does the training technique affect the learners’ resistance
to change?

Resistance to change is a common reaction exhibited by adult learners. It must be ad-
dressed otherwise it will inhibit their learning. The knowledge that the learners cur-
rently possess may have served them well for a long time. As a result, it isn’t surprising
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that any suggestion to replace it by a new body of knowledge with which they aren’t
accustomed will be unsettling. They invested time and effort to develop their expertise;
it is part of their inner being. Furthermore, they are likely to have enhanced their
knowledge with experience by practicing it in real-life situations. This allowed them to
develop valuable complementary knowledge such as know-how and heuristics. They
may also have earned a recognition for their expertise. Indeed, resistance to change is
often based on concerns about losing one’s professional and social status acquired
through the expertise that one has developed over the years, and, in a very practical
way, fear of being unable to carry out one’s work with the same efficiency and effec-
tiveness as one exhibited before. Thus, the reluctance to put all of this at risk for some-
thing unfamiliar is understandable. Furthermore, they may be unwilling to learn new
knowledge from the basics and to stumble through a process of trial and error; they
may associate this ramp-up process as being functionally incapacitated.

Langer (2000) defines the concept of “mindful learning”, that is to say the “act
of drawing novel distinctions”. This implies entertaining the possibility that knowl-
edge points may not be absolutely certain. For example, a mindful-learning trainer
might say that tires “can be used” on wheels, rather than a more affirmative state-
ment such as “tires are designed to go on wheels”, even if, in effect, they have been
designed for that primary purpose. This opens up the mind to other uses of tires if
not even substituting them by something else on vehicles. Along similar lines, Me-
zirow (2000) refers to “transformational learning” that mutates the frames of refer-
ence that people take for granted; new information should bring learners to adjust
their beliefs. For example, this is an exercise that populations all over the world
have been required to do with ever shifting pandemic confinement directives.

To extend Mezirow’s thinking, if the learners acquiesce to the merits of the di-
rection of the change, it becomes an evolutionary process. Therefore, one may won-
der whether this evolutionary perspective could be induced at the same time that
the knowledge is originally acquired? This approach would mean that people focus
their learning on the path that brought them to the knowledge rather than the piece
of knowledge itself taken in isolation. A path suggests something that can naturally
be extended; implanting this consideration through knowledge rediscovery will
mentally prepare the learner to expect new knowledge discoveries further along the
same path. In other words, the recollections of how knowledge was elicited and the
understanding that knowledge isn’t immutable opens the minds from the start to
later updates to it. This epistemological learning – that is to say learning that is
based on a reflection on the limits and the validity of knowledge – is likely to re-
duce the resistance to change when change become necessary. Furthermore, if the
original quest for knowledge was participatory and experiential – as is the case
with the knowledge rediscovery training technique that we advocate – the path be-
comes a mental journey intertwined with personal memories of how it occurred.
Add deliberations and negotiations to the mix and the learners will have become emo-
tionally invested in the knowledge rediscovery process. As a result, the knowledge
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rediscovery path will have more significance than the goal of acquiring a piece of
knowledge; in other words, the journey is more cognitively important than the
destination. Furthermore, recognizing the path to knowledge will also facilitate
recalling knowledge that may have faded over time. Treading along a path that
has been visited before is always easier. This is the rationale underpinning learn-
ing through the knowledge rediscovery approach that we advocate. This is how
we believe that learning should be carried out to cultivate life-long learning and
openness to new ideas in the future. Unfortunately, most workers have learned
their skills with what Langer (2000) called “mindless learning” based on the pas-
sive assimilation of knowledge presented as irrefutable certainties.

How should the trainer overcome the learners’ resistance
to change?

Learning in adults requires them to update a complex network of interdependent
cognitive elements in their minds to which we will refer as their belief systems.
These belief systems define how they view and understand their undertakings,
their roles and their work environments. Their thinking and their actions at work
are conditioned by these beliefs. As we suggested previously, Langer (2000) refers
to the “power of uncertainty” in suggesting that new teaching material should be
introduced in a conditional perspective (as opposed to statements of certainty) be-
cause it opens the learners’ minds to consider different perspectives related to it
later. Unfortunately, traditional teaching generally focuses on the learners mind-
lessly absorbing knowledge points in a way that fosters rigid mindsets. This rigidity
diminishes the learners’ ability to update their thinking later and to think out of the
proverbial box. For example, one of the author’s favorite pastimes is to wander
through the isles of hardware stores with a divergent thinking process, that is to
say by trying to find components that could be used or assembled to fix a house-
hold problem for which they weren’t originally designed. Incidentally, let us note
that it is common for marine engineers to scavenge parts from non-essential equip-
ment throughout their ships to repair broken critical components when at sea far
from any shipyard. Similarly, at the hardware store, it isn’t because plastic tube
connectors are placed in the display racks in the plumbing department that they
can’t be used to, say, prop up a piece of furniture for example. We share the view
that all bodies of knowledge should be presented to the learners in a way that in-
vites critical reflection about them later; this approach opens the learner’s mind
from the start. Doubt is a powerful force for the advancement of knowledge. Irre-
spective of the progress of knowledge in a domain, the value of knowledge depends
on each learner’s context and goals, which are also both potentially shifting consid-
erations. The learner-driven knowledge rediscovery approach that we adopted for
teaching democratized innovation creates this mindset from the outset because the
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learners contributed to rediscovering its principles; they found the path to the
knowledge, therefore they will feel empowered to update this path, if need be, later
on. Generally, they will be more likely to develop a habit of diverging from what
may appear normal if they subconsciously harbor doubts about it.

Coming to grips with new perspectives that challenge knowledge that may have
been acquired mindlessly, as Langer (2000) puts it, triggers resistance. Mindless
learning precludes critical thinking related to the knowledge acquired through it; it
assumes that the learners take the knowledge at face value with little allowance for
skepticism. How can anyone raise doubts about a belief presented as being un-
questionably true, possibly even as being foundational without stirring up objec-
tions? The stage is set for the unqualified rejection of the unsettling change. The
rigidity in the original learnings plus their repeated validation over a significant pe-
riod of time stifles the learner’s ability to question the teachings. Thus, one needs
to restore the learners’ ability to engage in critical thinking in the areas that they
consider as being unequivocal beliefs before the acquisition of new knowledge and
new skills may even be contemplated. Mezirow (2000) calls these deep-seated be-
liefs “assumptions” which highlights the fact that these are knowledge points that
one assumes to be true, but that may not necessarily be so as a matter of fact. Ambi-
guity may be considered as a more common state of humanity’s quest for knowl-
edge with certitude being a fleeting and relative state.

In other words, when people stop questioning the validity of their beliefs, their
beliefs become assumptions that is to say facts that they view as being absolute
truths. As a result, new learnings that undermine these beliefs are subconsciously
rejected, because the assumptions are indubitable in their minds. This rigid mind-
set precludes questioning the knowledge; it stifles any opportunity for adaptations
and advancements; teachings are elevated to the status of received wisdom. At an
organizational level it adds up to organizational myopia (Henderson and Clark
1990) which may in the worst of cases end up undermining the organization’s very
sustainability, or, to paraphrase Leonard-Barton (1992), it produces core competen-
cies that become core rigidities. This is often the result of what Langer (2000) calls
mindless learning, that is to say learning that is very matter of fact without any pro-
vision for doubt. This state of mind usually fosters resistance to change. The reality
is that very few things in science, technology and even life are invariably or unfail-
ingly true, but rather are simply perceived as such in people’s minds. There is a French
saying according to which “the exception proves a rule”. The latter part of the saying
“in the cases that aren’t excluded” is usually dropped in the colloquial use of the say-
ing, but it makes an important point. Interestingly, it integrates a critical reflection
about the universality of a fundamental principle based on the justification of an ex-
ception. If the exception is debunked, then the rule’s universality is maintained, but if
the exception is justified, then it suggests the existence of a new distinction. For this
reason, while abstaining from falling into the deceptive argumentation of sophistry,
we advocate viewing truth in a belief system as a simple probability dependent on
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what is currently known about a domain of knowledge at a given time rather than
something that is invariably true. This truth should be viewed as being a convenient
approximation of certainty; below that level, terms such as probable, plausible, pos-
sible, doubtful, unlikely, or any number of synonyms illustrate varying levels of con-
fidence that one may associated with a belief. An assumption that is taken for
granted by someone should rather be framed as a presumption, that is to say a belief
based on probabilities of being true by taking into account what is know about it at a
given point in time, which could in fact be limited. Moreover, the appropriateness of
a belief reflects how well it is suited to a given context. It is a conditional attribute
associated with its practical application. If the contextual conditions change, some-
thing that may have been tagged as having a high level of appropriateness, may no
longer be viewed as such. Therefore, as we alluded previously, to open minds one
needs to cultivate a healthy level of doubt which is developed through the practice of
skepticism. This state of mind addresses both the rational and subjective aspects of
beliefs. Questioning the learners’ assumptions may be particularly challenging be-
cause, first, they work into a complex system of interdependent beliefs and, second,
because they may be intimately intertwined with emotional considerations, such as
the learner’s self-concept (that is to say the beliefs that they hold about themselves)
and their self-efficacy (that is to say their beliefs in their abilities to perform). There-
fore, updating a specific belief system in a localized manner, that is to say without
affecting other related ones may be challenging. In addition, the emotional consider-
ations make learning a destabilizing and possibly even a trying exercise. People may
perceive that their inner self is at risk of being deconstructed, while in fact the update
at play may only be limited to focused considerations (e.g., one technique replacing
another) allowing their overall experience in the field to carry over without profound
upheaval.

Let us now consider a process designed to address the learners’ resistance to
change. To start, they need to come to the realization that the change is induced by
a shifting context. It is needed to reach a positive outcome, that is to say the sus-
tainability of the organization in an ever-changing and possibly threatening envi-
ronment. In practice, this means that the impulse for making the adjustments is
beneficial for the organization which means that it is likely to have a positive im-
pact on the workers as well. When presenting the need for a change, it should be
made clear that there isn’t any nefarious intent, such as staff reductions for exam-
ple. Even the perception that there may be a hidden agenda will intensify the resis-
tance because it becomes a matter of work stability. Turmoil in the workplace will
inevitably ensue. Senior management may want to confirm that it is committed to
retraining its staff to alleviate this concern. Some beliefs need to be adjusted
throughout an organization’s workforce to ensure that it continues thriving. Indi-
vidually, this means of course that each learner’s belief systems must be harmo-
nized to support the organization’s adaptation to the shifting conditions.

How should the trainer overcome the learners’ resistance to change? 163

 EBSCOhost - printed on 2/9/2023 12:16 AM via . All use subject to https://www.ebsco.com/terms-of-use



The following process is designed to overcome the learners’ resistance to change.
It is inspired by Mezirow’s (2000) “transformation theory”. It fosters an acceptance of
the change by the learners to overcome their resistance to it. The initial step in navi-
gating through the change involves expanding the learners’ awareness of the condi-
tions and of the constraints that triggered the need for the change which in turn
makes the acquisition of the new knowledge necessary to support it. A carrot-and-
stick approach usually works. Emphasis could be placed on the risks involved if the
organization were to disregard the change, such as losing its competitiveness, for ex-
ample. Highlighting the career opportunities that the new context may create can
stimulate some interest from the learners. In the second step, the learners are invited
to engage in an exercise of critical reflection around the justifications and limitations
of their current beliefs that are at issue based on the examination of objective evi-
dence and similar case story telling. The shortcomings of the current beliefs should
be framed in their context by relating them to the needs to fulfill the new conditions
and constraints. This reduces the learners’ propensity to express subjective or sectar-
ian thinking, since the statements must be rationally supported by a need; “Why do
we still need to do that?” could be a typical question to ask as a rebuttal. It should be
clear that the circumstances point towards a line of action, rather than simple prefer-
ences. Grounding the discussions in this manner helps support the feasibility of the
exercise because there is no reference to what may be right or wrong in absolute
terms; the suitability of the beliefs is determined by the circumstances. Then, this
step leads to a third step that focuses on an exercise of collective reflection involving
the discovery of the new beliefs and their dialectic validation related to the current
beliefs as a group. This means an interplay of arguments and counterarguments.
Common areas should be identified and emphasized because they are reassuring for
the learners, and the distinctions understood. In practice, this exercise aims at updat-
ing the network of justifications of the learners’ current belief systems to integrate
(one could even use the expression “to splice in”) the new beliefs into it. Integrating
rather than changing will help the learners make the new beliefs theirs. The process
ends with a fourth step that features the experimentation of the beliefs supported by
an understanding of – and appreciation for – the new context. This step entices the
learners to try out the new or transformed beliefs if they haven’t already done so as
part of the awareness awakening step. This ensures that the new beliefs are exercised
in practice, and that they start developing a sense of self-efficacy related to it. Feeling
that one is quickly getting good at the new skill will go a long way towards it being
accepted; mentoring and coaching should be provided. Sometimes a beginner may
be stumped by the smallest of details that has little to do with the gist of the change.
Simulations may help overcome the fears of making mistakes because it removes any
real consequences. In addition, in some cases, once the initial trial has been carried
out, these simulations could be continued individually, allowing the learner fearful
of public image to stumble privately. However, feelings of frustration are more likely
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to develop when they are in isolation. The exercise should be monitored by the
trainer prompting for feedback privately and offering help as required.

How can critical thinking overcome the learners’ resistance
to change?

Let us have a closer look at the behavioral response that occurs when people resist
change. It reflects that a person is struggling to maintain, and possibly even to de-
fend, the coherence of his or her belief system when being presented with new
knowledge that challenges it. Mezirow (2000) refers to the “deconstruction” of prior
blocking assumptions. We believe, on the contrary, that learning isn’t a removal or
a replacement process, but rather an additive one which introduces new conceptual
constructs leading to the expansion of the learners’ understanding. The learner re-
ceives new material (or we should rather say rediscovers it in the case of the work-
shops given the learning technique that is applied) which needs to be related and
added to the learners’ current knowledge base. The original knowledge doesn’t dis-
appear; it may be reframed with new constraints and conditions, rendering some
pieces of it unused which then gradually fade away, but this time through a natural
process of forgetting. Indeed, the knowledge that isn’t regularly used in a person’s
daily activities will gradually lose sharpness and eventually be forgotten; this is a
natural memory management process that allows the mind to focus on what really
matters at any given time. Interestingly, forgotten knowledge can be recalled easily
with refresher training (or by going over one’s own work notes) if need be. Nobody
can claim to have the ability to consciously remove knowledge from his or her
mind; one could also call this ability intentionally forgetting something. Ironically,
just thinking about the very thing to forget reinforces its memory.

From an epistemological perspective, knowledge is a system of beliefs that are
generally considered as being true or that a person singularly holds as being true.
This means that these beliefs must be supported by justifications which in turn must
be supported by their own justifications in a potentially open-ended regression pro-
cess. For simple belief propositions, there will be a simple chain of justifications,
while for complex ones, they may branch out in multiple directions forming either a
tree or a network. The justifications may in fact be patterns of considerations with
each component of a given pattern having justifications of its own. Some justifica-
tions may be shared, thus the possibility that they form an intricate network.

Therefore, the learners who resist change should be brought to identify what
the current and the new knowledge have in common and how they differ. The com-
plementarities represent clear distinctions that offer efficacious opportunities to
add the new knowledge without challenging the validity of the current knowledge
or revoking it. In the workshop, it is highly advisable, as a general practice, for the
trainer to engage the learners pre-emptively in this exercise irrespective of concerns
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being expressed or not. Indeed, the naysayers in an innovation endeavor may keep
their doubts for themselves and covertly denigrate the novelty or the new knowl-
edge points; therefore, it is highly preferable to probe their thoughts to uncover any
reservations that they may have in order to address their doubts constructively and
openly.

Because the human mind is rationally bounded (Simon 1979, 1991), this poten-
tially infinite regression process is eventually resolved by subjective justifications,
which often may be based on one’s personal interpretation of the subject matter or
experience. The subjectivity of these personal interpretations is what causes most
of the resistance to change, since presumably the proposed change isn’t put for-
ward for irrational reasons. However, since people tend to prefer what they know
over what they don’t, connecting justifications for the novelty to what they already
know and accept as fact goes a long way towards opening their minds. At these
subjective points, there is an internal relationship between knowledge and the
knower, requiring the beholder of the beliefs to be satisfied with the network of jus-
tifications. This state of satisfaction is mostly an emotional state of mind; it may
even occur in the domain of subconsciousness. If this is the case, one needs to
bring it into the domain of conscious reasoning. Feelings of self-efficacy come into
play, that is to say that one’s confidence in being able to complete a task with grati-
fying performance, or convictions of doing things the right way are common per-
ceptions that ultimately support one’s belief system. For example, the notion that a
technique is the best way of resolving a particular type of problem may be sup-
ported by the memory of repeated successful experiences with it or more vaguely
feelings of self-efficacy; the trade practices that one learned from a mentor that one
holds in high esteem may also support this notion. Resistance to change comes into
play when two bodies of knowledge overlap or contradict one another, that is to
say when there is redundancy or discrepancies.

Therefore, in order to make the learners more able and willing to consider
change, the trainer needs to add new beliefs that introduce variance in their existing
belief systems. He or she must take care to relate them to the existing knowledge
base with distinctions and justifications. For example, this could mean presenting
supporting evidence that a current piece of knowledge that was believed to be true,
may in fact not always be true. Subjective elements are prime focus points for such
variances to assemble convincing evidence to be presented to the learners. This men-
tal process based on purposefully cultivating doubt and skepticism about a given as-
sumption facilitates the formation of new justification branches on which the new
pieces of knowledge may be connected; this is a process of critical thinking about the
justifications that form one’s belief system. This may also be achieved by involving
the learners in practical exercises that makes them experience the limits of the cur-
rent knowledge. Since knowledge is usually situated in context, there may also be
contextual circumstances that shed doubt on the current body of knowledge. For ex-
ample, there could be a new technique, technology or paradigm that addresses more
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efficiently a need than the current ones do. The areas of doubt provide clues about
how to integrate the new knowledge in the existing belief systems. Thus, viewed
from the angle of this splicing approach, change may not be as radical as initially
perceived by those who resist it.

More often than not, an organization remains true to its core competencies and
the pivoting-induced knowledge variations relates to new market knowledge; this
new knowledge relates to the flexible market “touch downs” that are key to an or-
ganization’s sustainability, as we previously mentioned. Market opportunities may
be circumstantial. A current body of knowledge may have originally been organi-
cally developed because of such circumstantial opportunities. Thus, path depen-
dency is a concept that is likely to have influenced the way that one’s knowledge
base came about. An opportunity that disappears on one market may render spe-
cific market knowledge obsolete, while the development of a new opportunity for
one’s organization’s core competencies on another market may require developing
new complementary market-related knowledge. For example, a technology firm
that may have provided customer account payment-processing technologies in the
retail point-of-sales market space may suddenly find itself pushed by shifting con-
ditions to seek new opportunities on other markets, such as online-web transac-
tions payment processing. Its beliefs in the retail payment processing would need
to be adapted to integrate considerations relating to online payments. There are
common areas, and there are differences. Although, transaction security and vali-
dation processes would need to be adapted, the underlying payments processes re-
main roughly the same.

How can dialectics be explorative and creative?

In the Framework, the term ‘deliberation’ was used to describe a collaborative dis-
cursive act. Mansbridge (2009) defines a deliberation as “a communication that in-
duces reflection on preferences, [values and interests] in a non-coercive fashion”,
which supports this premise. Her definition supports the notion that a group of peo-
ple willing to put their minds together can cooperatively find the best way to re-
solve a problem or to design something new. They seek the common good for their
constituents, that we relate in the context of innovation to finding optimal solutions
that integrate the stakeholders’ preferences in a tangible manner. It is an act of
what she calls “collective agency” that requires clear communications, frank and
mutual disclosure and joint fact-finding; justifications put forward must be based
on evidence or on expert testimony. The participants must also exhibit “reciprocal
empathy” in understanding the other party’s individual perspectives, and they
must seek to explore deeper in keeping with the principles of integrative negotia-
tion. Critical reflection takes place throughout the process. They explore the possi-
bilities by going beyond what is known and commonplace through the power of
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their combined mental abilities and imaginations. In addition to coming up with
creative ideas, each participant must also seek to induce creative thinking in the
other protagonists who act not only as their sounding boards, but also as their part-
ners in a co-creation process. The outcome must address the stakeholders’ preferen-
ces fairly; upon agreeing on an outcome, the participants must be committed to it
even if concessions and trade-offs were made along the way. Indeed, optimality is a
relative concept that is based on the satisfaction of a constituency’s requirements.
In other words, an optimal solution is the best possible solution that reflects the
plurality of preferences.

Argumentation is a notion that is often associated with deliberations and nego-
tiation; arguments and counterarguments are fundamental components of its dy-
namics. The online version of Merriam-Webster defines argumentation as “the act
or process of forming reasons, and of drawing conclusions and applying them to a
case in discussion”, which relates to our cooperative interpretation of the notion of
deliberation. In addition, Merriam-Webster defines an argument as “a cohesive se-
ries of reasons, statements or facts intended to support or to establish a view”. We
purposefully excluded connotations that refer to any form of quarreling. Although
respectful disagreements or conflicting ideas are often useful to stimulate creativity,
this should be the most antagonism that is justifiable in present-day workplaces.
Van Eemeren and Grootendorst (1984) highlight the “articulated differences of opin-
ion” and the “exchange of views” that characterizes argumentation. It follows an itera-
tive process of information-seeking questions, propositions, rational justifications,
requests for clarifications and explanations leading to acceptances or refutations. The
goal is to convince someone to view something differently or to persuade someone to
do something. They conceive argumentation as a “bilateral dialogue” comprising what
they call “speech acts” occurring between a speaker and one or more listeners who
interactively exchange roles as a deliberation unfolds. The shared reflections and the
mindful exchanges on the subject being investigated seek to reach clarity, shared un-
derstanding and agreement. Interestingly, Van Eemeren and Grootendorst (1984) ac-
knowledge that the process is what they qualify as being an “imperfect imitation of
logicians”. We subscribe to this qualification, since we believe that people engaged in
an exploratory and creative deliberation are unlikely to rigorously follow rules of logic;
but a best-effort approach in this regard works well enough. Searles (1975) identified
five functions of speech acts. Amongst them, “bringing about the changes in reality” is
the one that relates the most to creativity. We added a leading function of ‘perceiving
or understanding reality’ which applies when understanding the premises of a prob-
lem or conducting critical thinking, and when rediscovering knowledge in the instruc-
tional use of dialectics. Van Eemeren and Grootendorst (1984) explain that an
argumentation is both a process and a product that “externalizes” the argumenta-
tion. We adopted this distinction as well to devise a classification of the explor-
atory and creative dialectic transformations. We distinguished between those that
make the deliberations as an activity more constructive and insightful from those
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that transform the shared understanding as the tangible outcome of the delibera-
tions. The latter relates to our concept of negotiated innovation that we defined as
the optimized outcome produced by the creative deliberations that satisfies the stake-
holders’ preferences.

In the Framework, as the deliberations progress, the statements exchanged in-
crementally transform the participants’ shared understanding up to a point of
agreement. The dialectics may support a creative purpose and an instructional one.
The deliberation’s traditional purpose also comes into play when resolving dis-
agreements that may also occur when negotiating one’s innovation or while con-
ducting critical thinking activities. These are explorative and creative dialectics that
focus on creativity, learning, negotiation and critical thinking while always uphold-
ing the objective of seeking more value.

Dialectics involve verbal interactions and group reasoning. Through a discursive
process, the proponents coherently investigate how to solve a problem, how to de-
sign a novelty or, more generally, how to interactively figure out something that is
unknown; jointly they seek an optimal outcome. The process can be launched or
stimulated by an open question to which a provisional answer (that we shall call a
proposition) may be put forward. Arguments in favor and against the propositions
are usually voiced. The evidence is collected. The deliberations progress towards
finding an optimal outcome. This process may be iterative with nested questions that
are recursively stacked and unstacked as complex questions are broken down into
more manageable sub-questions or as discussions lead to new previously unforeseen
considerations. The discussion meanders through a developing thread of collabora-
tive exchanges of views, inquiries and critical reflections. Like fog concealing the de-
tails of a landscape, the vagueness of an original starting point is gradually clarified.
The characteristics of the problem to address come into sharper view. The disorganiza-
tion of confusion is progressively cleared; confused conceptual considerations and
their relationships are disentangled. Facts and evidence are weighed. The plurality of
perspectives, interests and preferences is duly noted and accommodated. The visions
for its resolution are iteratively imagined, validated, and transformed. All these pro-
cesses seek to convert the initial ambiguity into a structured understanding shared by
all, by deliberating openly, rationally and cooperatively, while relentlessly seeking to
find the coveted value that will produce innovation.

Ideas are sparked or learning points are inferred along the way, and they are trans-
formed through the discourse between the participants in a process of sublation. It is
the process that involves preserving the useful portions of a proposition or of an idea
while working out its limitations that may have been drawn out by the reservations ex-
pressed by some of the participants. Original concepts, daring visions and creative
ideas emerge as they are being subjected to a set of conceptual transformations incre-
mentally applied as the deliberations unfold. These transformations are already avail-
able in our common, yet semantically rich, language. The thoughts brought forward
get clarified, organized, reorganized, validated and possibly even tested; finally, an
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“aha!” moment of collective enlightenment is reached. As we previously stated, this
discursive process can be used in different ways: to stimulate group creativity, to inves-
tigate and to rediscover new areas of knowledge, to seek consensuses on decisions to
be made and to overcome resistance to change through critical thinking.

Exploratory and creative dialectics involve a set of conceptual transformations
that are applied to intermediate propositions or constructs through discourse. They
come into play to facilitate the developing reasoning process and to feed the evolv-
ing shared understanding that progresses toward an outcome. Dialectics tradition-
ally involve negation-affirmation dynamics; a proposition, a concept or a construct
is transformed when confronted with different perspectives. A proposition brought for-
ward by a proponent who is challenged to expand or to clarify his or her thoughts or
to justify them is also part of dialectics. Therefore, there are two aspects to exploratory
dialectics, namely transformations that lead directly to the development of the product
of what is being discussed and activities that are part of the deliberation process.
Fusing and adapting the definitions provided by Merriam-Webster’s online ver-
sion for the noun ‘product’ and for the verb ‘produce’, we suggest that, in this sit-
uation, an outcome is “something that is produced by intellectual effort which
emphasizes the coupling of product and process”. The deliberation process com-
prises various activities designed to generate insights that will hopefully lead to
better outcomes. Interestingly, deriving a definition again from Merriam-Webster
online dictionary, an activity is a process involving a mental function which,
moreover, in the case of education can stimulate learning through firsthand expe-
rience that we will approximate to practice.

Tab. 9.1: Process-oriented extended sublations for exploratory and creative dialectics.

Sublation Name Description of the Effect

Affirm To confirm to be valid

Analyze To undertake a detailed examination of anything complex in order to
understand its nature or to determine its essential features

Challenge To arouse interest in a demanding undertaking with a thought-provoking angle
to stimulate the development of original ideas and thinking,

Classify To define a systematic arrangement in groups or categories according to
established criteria

Contradict To demonstrate that something is inconsistent or incompatible with another

Contrast To set in opposition in order to highlight a difference

Decompose To separate something into its constituent parts or elements which are often
basic, or into simpler compounds
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We called these transformations “extended sublations”. In fact, they are de-
rived from common words of the English language; they simply need to be viewed
from this new perspective. They are classified in two categories corresponding to
‘Product’ and ‘Process’ to reflect whether they directly operate on the concepts at
play or they represent an exploratory activity. Tables 9.1 and 9.2 show two illustra-
tive sets of sublations for exploratory and creative dialectics; we don’t claim these
sets of sublations to be complete and definitive. On the contrary, the reader is

Tab. 9.1 (continued)

Sublation Name Description of the Effect

Dissect To analyze and interpret the separate components of something minutely

Distinguish To notice and to understand the difference or differences between two or more
things

Epitomise To serve as a perfect example of a quality or a type of thing,

Evaluate To carry out a systematic assessment of something

Exemplify To illustrate by an example

Expand To express at length in greater detail

Find a
Discrepancy

To find a difference between things that should be the same

Find an
Inconsistency

To find facts or claims to be incompatible

Illustrate To represent a conceptual construct in visual or graphical form

Justify To demonstrate or prove to be valid

Map To apply in a one-to-one manner one function or a set of functions to a
corresponding set of elements

Negate To suppress or to supplant a proposition

Oppose To establish the relation between two propositions having the same subject
and predicate but differing in quantity or quality or both

Prioritize To list or rank according to an order of precedence

Progress To move forward through a continuous series of improvements

Reframe To look, present or think about something (e.g. beliefs, ideas etc.) in a different
way,

Sort To put in a certain place or rank according to kind, class, or nature

Synthesize To put things together to make a new whole,

Derived from online versions of (1) Merriam-Webster, (2) TheFreeDictionary, (3) Cambridge.
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Tab. 9.2: Product-oriented extended sublations for exploratory and creative dialectics.

Sublation Name Description of the Effect

Abstract To derive or induce a general conception or principle from particulars

Adapt To adjust to a particular use, purpose or situation

Adjunct To associate something to another in a dependent and subordinate position

Alter To make different without changing into something else

Amalgamate To unite or combine as a mixture of different elements

Associate To bring together or into relationship in any of various intangible ways

Categorize To define a general class of ideas, terms, or things that mark divisions or
coordination within a conceptual scheme

Combine To join together for a common purpose

Commutate To apply an operation on members of a set that is independent of the order

Convert To change from one form or function to another; to bring from one belief, view
or party to another; to change from one unit of reference to another

Deduce To infer something by thinking about the known facts

Derive To generate a construct inspired from an original one

Differentiate To develop differential or distinguishing characteristics in something

Enlarge To make something larger or bigger

Evolve To progess from a simpler form to a more complex one

Exclude To bar from participation, consideration, acceptance, membership or inclusion

Extend To stretch out to fullest length or to full capacity

Extrapolate To project, extend, or expand (known data or experience) into an area not
known or experienced so as to arrive at a usually conjectural knowledge of the
unknown area

Generalize To formulate general concepts by abstracting common properties of instances

Improve To enhance the value or quality of something; to make better

Include To comprise as part of a whole or a group

Induce To infer a generalized conclusion from particular instances

Infer To derive logical conclusions from premises known or assumed to be true

Instantiate To create an individual representative of a category

Integrate To form, coordinate or blend into a functioning or unified whole

172 Chapter 9 Training of the Trainers

 EBSCOhost - printed on 2/9/2023 12:16 AM via . All use subject to https://www.ebsco.com/terms-of-use



invited to add to these lists according to what works in his or her particular mani-
festation of the Framework.

How can exploratory dialectics be used for instruction?

In the instructional use of exploratory dialectics, the knowledge is mostly rediscov-
ered and partly revealed in a discursive process that engages the learners’ imagina-
tion with expressive intensity; they become “conversant” with the knowledge that
is unlocked in association with the other participants who in turn become earnest
proponents in a collaborative knowledge-seeking deliberation. They are expected to
draw on their experience, but especially on their ability to reason; the new beliefs
are necessarily confronted with their prior knowledge and beliefs that may both
help them and hold them back as we have seen earlier in this chapter. The team
members having hopefully different backgrounds, the sets of prior beliefs and expe-
riences allow the members to be exposed to different perspectives even in these
early discussions.

These exploratory discussions are characteristic of the discursive investigation
technique to be used in team deliberations taking place prior to the plenary ses-
sions in the democratized-innovation workshops. After this initial team-based exer-
cise, the same technique is applied in the plenary part of the workshop session but
this time with the trainer acting as an active participant in the knowledge redis-
covery process. The trainer will strive to use as many of the points brought for-
ward by the representatives of each team, filling in the gaps when required with
astutely leading questions or hints in order to get the participants to find the path
to the revelation of the knowledge. The learners must be guided through the rea-
soning that will lead them to the knowledge. The process is repeated for each
study point.

Tab. 9.2 (continued)

Sublation Name Description of the Effect

Make an
Abduction

To find the simplest explanation for an observed phenomenon

Organize To cause to have an orderly, functional, or coherent structure

Translate To transfer or turn from one set of symbols to another

Transmutate To change or alter in form, appearance or nature especially to a higher form

Derived from online versions of (1) Merriam-Webster, (2) TheFreeDictionary, (3) Cambridge,
(4) Wikipedia.
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In practice, the exploratory dialectics for instructional purposes used in the
workshop should be conducted in the following manner: the nine participants must
first split up in three teams of three members, as we described in Chapter 8 to carry
out a short exercise of critical reflection (see Fig. 8.1). The length of this exercise
may range from fifteen minutes for the simpler points to forty-five minutes for the
more complex ones. Let us note that the dynamics of these exercises involving
small teams working on their own prior to the plenary workshop sessions relate to
those of other tried and tested techniques such as ‘process-oriented guided inquiry
learning’ (POGIL) and ‘problem-based learning’ (PBL) (Eberlein et al. 2008); thus,
this approach of getting the learners to work on a problem, a challenge or a study
point prior to reporting their findings to the group at large has been proven effec-
tive. The aim sought through this initial team challenge is to sharpen their attention
on the subject matter that will improve the effectiveness of the ensuing learning in
the plenary sessions. Indeed, they will be more engaged in their learning if they
applied some effort in trying to figure out the knowledge by themselves through
critical reflections and problem-solving with a couple of their peers, possibly uncov-
ering typical issues or even making errors. A friendly spirit of competition between
the teams for simple bragging rights for winning on rediscovering a knowledge
point may further stimulate them. However, the trainer should take care that this
competition doesn’t generate feelings of frustration, which is why the composition
of the teams should be changed from session to session. They should even be en-
couraged to take a stand on propositions related to the knowledge because engage-
ment and passions will foster even more acute learning even if the points defended
are later contradicted in the plenary session. Like POGIL and PBL, the approach
that we advocate emphasizes extensive communication and interactions between
the team members. Hence, the study points must not be too easy otherwise they
may not engage in any discussions with one another. A member of any team may
simply blurt out the answer aloud, and in doing so preclude any further investiga-
tion and original thinking from the other participants. At the end of this period,
each group must designate a representative who, with the other two representatives
of the other two groups, will then engage in an exercise of exploratory (instruc-
tional) dialectics with the trainer (see Fig. 8.2). As mentioned in Chapter 8, the opti-
mal size for discussions involving a debate is four. There will not be any need to
vote on propositions, since the instructional aim is to rediscover already codified
knowledge – although there is certainly always room for improvement and en-
hancements in anything; the trainer will arbitrate on the ultimate outcome of the
exercise by confirming whether or not the knowledge has indeed been rediscov-
ered. The workshop’s subject matter is ‘the’ reference or the standard to attain. The
trainer must skillfully orient the discussions to relate and to integrate the learners’
ideas and proposals to this knowledge rediscovery process.

As a fictitious example, let us imagine that a group of workers at an online auc-
tion start-up is deliberating on the type of products that should be offered. One
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participant proposed focusing on high-end cars, while the other brought forward
the idea of auctioning artwork. In comparing their proposals, they applied the ’Ana-
lyze’, ‘Abstract’, ‘Classify’ and ‘Generalize’ transformations, which are respectively,
process, product, process and product sublations which made them realize that they
were both addressing the same market for high-end items intended for the well-to-do.
Upon realizing this, they applied the ‘Amalgamate’ product sublation that brought the
two ideas together as separate parts of an online auction designed for wealthy custom-
ers. Their colleague from the marketing department later came back telling them that
they had to choose one or the other since the start-up couldn’t finance both. They re-
viewed the concept once again, and they agreed to ‘Prioritize’ (i.e., a process sublation)
on the artwork auction and ‘Adjuncted’ (i.e., a product sublation) the car auction idea
to the artwork auction by offering to anyone who buys a work of art a ride in a fashion-
able car. In effect, the car-related idea became a buyer-perk feature for the artwork auc-
tion. In order to reinforce the uniqueness of the perk, they applied the ‘Adapt’ product
sublation to focus the car-ride perks on vintage cars that are more exclusive. Finally, in
reflecting on the connection between the purchased artwork and the car-ride perk,
they realized that cars may not have existed at the time many of the artworks were
created. For authenticity, they then applied an ‘Extend’ product sublation to include in
the ride buyer-perk feature rides in horse carriages that better reflect the era of the
older works of art that the customers may buy. Soon after, they launched the service
that quickly became popular with customers.

Summation

In this chapter, we presented advanced topics for the training of the trainers in de-
mocratized innovation. We described how critical reflection on the chains or net-
works of justifications that support deep-held beliefs onto which adult learners may
hold allow them to overcome the reservations that otherwise brings them to resist
change; this process requires discourse exercising critical thinking. Eliciting the
new knowledge in the workshops through active group participation may help alle-
viate the propensity to resist change since they were involved in rediscovering the
learning points. The rediscovery training technique associates learning with a co-
creation activity. The learners investing their imagination and reasoning in uncov-
ering this knowledge goes a long way to their appropriating and accepting it. They
will have developed a special connection with it. They own the path that led to the
knowledge that, we contend, opens their mind to it eventually being extended in a
process that we called epistemological learning.

Also, we showed how exploratory and creative dialectics may be applied to foster
creativity and learning through subject matter rediscovery. We illustrated the dialec-
tic transformations with what we called extended sublations as a set of functions and
activities that transform a concept or a conception that a deliberation group is
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developing collaboratively. Through these sublations, the discourse will be richer
and more effective. The learners may intuitively reproduce these techniques by imi-
tating the trainer; the trainer needs to develop a higher level of mastery in order to
reorientate the learning while still ensuring that the learners maintain their percep-
tion that they rediscovered the subject matter through the single power of the joint
deliberations. These techniques can be used for several purposes in the Framework,
namely critical thinking, training and of course innovating democratically.
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Conclusion

This concludes our journey of discovery through the precepts and practices of democ-
ratized innovation. The reader may have already initiated the innovation process by
devising ways to implement democratized innovation in his or her organization. Em-
powering his or her workers to innovate collaboratively through democratized inno-
vation qualifies as a “management innovation” (Hamel 2006) that can bring lasting
benefits to one’s organization. Carrying out innovation in an organization involves
balancing the activities related to exploration and those that are linked with exploita-
tion. It establishes organizational ambidexterity that allows innovation to thrive both
in the short term and the long term. We made a case for creative collaboration, and
we showed how deliberations can be used to stimulate creativity. Consensus-seeking
decision-making leads to negotiated innovations producing outcomes that optimize
the value for all stakeholders. We presented a set of thinkLets that the democratized
innovators may apply to facilitate their deliberations. It may become commonplace
for democratized innovators to inquire with their colleagues whether they have al-
ready “negotiated their innovations” because the clash of opinions represents a fruit-
ful additional cycle of creativity. A step-by-step process was presented to develop
one’s own manifestation of the democratized-innovation framework that is adapted
to one’s situation, circumstances and preferences. Reaching out to external contribu-
tors was related to an approach for protecting the organization’s sensitive information.
We reviewed the ambiguity surrounding the concept of innovation by running through
a set of common misconceptions about it. A straightforward yet coherent innovation
typology centered on learning was presented. Since the literature on innovation is al-
ready plentiful, we described useful segues into the subject through practical consider-
ations that are common in workplaces. These topics can be easily further expanded
into in-depth explorations of the principles of innovation.

Risk is a fundamental consideration in innovation. We derived the iVortoid risk
management strategizing framework that allows the users to devise strategies to gain
insights into the ambiguity that is typical of innovation projects and to help manage
the risks involved in undertaking them. The notion of value-stream innovation was ex-
plored; it means innovating on an organization’s capabilities. We made the case that
organizations should proactively manage their competencies and capabilities to ensure
their sustainability in fluctuating market conditions. When innovating, one of the first
steps is to reflect on the strategy to apply. We described the iNuggets framework that
allows the democratized innovators to define the components of their innovation strat-
egies that they should then relate to best practices in innovation for guidance. It is iter-
ative and runs through four quadrants defined by contingency-related considerations
as well as by resource-based ones. The strategy guides the democratized innovators as
they carry out their innovations’ iterations; it should be revisited when they need to
pivot.
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Since mastering the precepts of democratized innovation empowers the work-
ers, we reviewed the challenges of training them as experienced adult learners in a
workshop setting. A participatory and experiential approach was defined that fea-
tures the rediscovery of the workshop’s subject matter, again, through collaborative
deliberations. We reviewed a set of practical points, in particular the optimal size
for the workshop groups to ensure effective deliberations. We investigated how to
address the propensity that people often exhibit to resist change through a process
of critical reflection. Finally, the principles of what we called exploratory and crea-
tive dialectics that are designed to enhance deliberations were reviewed. The learn-
ers may acquire some familiarity with them by observing how the trainer applies
them in the workshop. The trainers need to develop a mastery in them to innoc-
uously orient or reorientate the learners’ rediscovery of the workshop’s subject mat-
ter through deliberations.

Since the format of the workshops is participative and experiential, only a lim-
ited number of people can be trained at the same time. In addition, democratized
innovation requires that all the workers be trained, which, depending on the size of
the organization, may involve a high number of workshops. We recommended a
train-the-trainer approach that involves identifying workers who have promising dis-
positions for a trainer role and who demonstrate particular interest in democratized
innovation. Their training could include additional advanced academic training in in-
novation; given the Framework’s workshop’s participative learning approach, in-
verted (or flipped) classroom instructional models would be a compatible option for
them, particularly those that are discussion-oriented and group-based (Sherbino,
Chan and Schiff 2013). Once fully trained, they would then train their colleagues in
the Framework’s workshops.

“How about the managers? Do they train in democratized innovation as well?”,
one could ask. As they gain confidence in the Framework, they may be compelled to
delegate more and more of the day-to-day decision-making to the workers, which
provides the immediate benefit of freeing them up for other activities, such as reflec-
tions on the policies regulating the Framework’s processes for example. They may
also want to attend the workshop, since management innovation is an important
source of competitive advantage for an organization (Hamel 2006). They can be de-
mocratized innovators too. Workshops in democratized innovation for managers
should comprise only managers since it is to be expected that discussions may turn
to the managers’ roles in the Framework. The managers’ power distance (Hofstede
2003) in the organization is another consideration to take into account. If it is long
(meaning that management exercises tight and far-reaching control), it may be pref-
erable to organize workshops comprising only managers who are at the same level in
the organization’s hierarchy. Otherwise, in a more casual management organiza-
tional culture with a shorter power distance, mixing levels should work out fine.

Increasingly, workers are spread out across several locations and work as virtual
teams. Castellano, Davidson, Khelladi (2017) made the case that creativity techniques
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enhance knowledge transfers amongst the members of global virtual teams undertak-
ing a co-creation activity. Our negotiation thinkLets and our exploratory and creative
dialectics apply in a virtual team setting just as well as in person. The learners’ com-
fort level with training remotely remains the most significant issue. If they are profi-
cient at using collaborative work tools, then holding the workshops remotely could
be tried out. We recommend first attempting it as a pilot project before organizing
virtual sessions in greater numbers. The collaborative work tools allow sessions to be
recorded which provides for an instant record. However, the trainer should evaluate
if these recordings stifle the spontaneity of the creative deliberations. Face-to-face in-
teractions facilitate the interpretation of non-verbal exchanges, since even the best
resolution video remains an animated 2D picture; the collaborative-work technolo-
gies will likely improve in the future to a point at which the online experience truly
becomes telepresence. Latency may also become a disturbing issue when part of the
group is online, and the other is assembled in person on the same location. Latency
may cause the online learners to view and hear the interactions with a slight yet still
noticeable delay or lag as it is called. In this case, the interpersonal exchanges in the
workshop should slow down and provide pauses in the discussions to allow them to
intervene appropriately. They may otherwise get frustrated because of their always
needing to struggle to get their points across. Once finally expressed, their points
may already be slightly out of context in relation to the lively discussions of the co-
located group; as a result, their points often stray awkwardly away from the co-
located group’s current discussion. Despite the challenges of video conferencing, the
online training format can prove to be a significant time and cost saver in distributed
organizations; it may be worthwhile ironing out any issues until all the learners mas-
ter the medium and the format.

We presented the rationale and inner workings of democratized innovation. For
small and medium organizations, a manual technique works fine. For larger organiza-
tions, it may be advantageous to consider a computerized collaborative team manage-
ment software tool. There are several commercially available. One should look for
tools that can support the spreading activation of resources. Indeed, in large organiza-
tions, identifying who has the expertise that one needs and who is currently available
to help can be challenging. Without computerization, one could be prompted to limit
one’s search to a small subset of workers with whom one is acquainted which would
partially defeat the purpose of democratized innovation. In addition, the communities
of practice could use computerization to diffuse the information about novelties or im-
provements that they validated to the right people. Diffusing this information in a
selective manner rather than broadcasting it will cut down on the amount of infor-
mation through which every worker needs to sift. The lesser the amount of infor-
mation, the better. Finally, in order to encourage workers to readily volunteer
their expertise, their time and their contributions on innovation projects should
be logged; democratized-innovation project codes should be made available for
them to use to justify their time away from their regular work. This information
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should then be compiled and integrated in each worker’s performance evaluation
file.

We have presented a framework that enhances the regular workers’ engagement
in innovation. Each implementation must be adapted to one’s organization’s particu-
lar situation and circumstances. This will define one’s organization’s particular mani-
festation of the Framework. The seeds of democratized innovation are for the most
part already present in every organization albeit in a latent state; it is a matter of re-
vealing and unleashing it. Starting with one single connection is fine; it will grow
quickly. Make the power of the knowledge network work for your organization; the
knowledge network is there waiting for you to unleash it. The workers simply need to
realize that they were democratized innovators all along without even realizing it.
Regular workers turned into democratized innovators can achieve extraordinary
things for their organization. As an innovation champion the next step is now up to
you.
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