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ABSTRACT

This study explores the success factors of idea management tools to support innovation by studying their
practical implications in organizations. Existing literature research emphasizes on the design, features and
systematic processes associated with idea management tools. The practical use of the tools is presumed to
support innovation management by introducing controls in form of structures and technological support.
However This narrow view does not explore the challenges, benefits and pitfalls that af fect the successful
adoption and use of toolsin an organization. The aim of thisresearch is to bridge this research gap by studying
multiple real life case organizations and examining their idea management tools and support processes in
detail.

Empirical datain form of interviews is collected from 9 organizations. The meticulous content analysis of rich
interview logs reflects that idea management tools provide a platform to support innovation initiative of an
organization. The tools serve as a medium for identification of the opportunities by capturing, prioritizing,
evaluatingthe ideas which otherwise do notfind achannel to surface. All of the tools studied, are designed to
be used by the whole organization and this creates a social setup of collaboration and community around the
tool use.

Collaboration, knowledge sharing and collective decision making are identified as main challenges and also the
critical factors for the success of regarding the use and adoption of tools in all case organization. Furthermoreit
isdiscoveredthat the advantages from these factors are not fully gained in any of the case company. This may
stem from the fact that idea management tools are relatively new concepts for all the organizations being
studied (less than 5years since tool implementation). The practical implication of the tool requires changes in
attitude from the normal working methods in organizations. An environment of ope n idea sharing needs to be
created or adapted instead of each business line responsible for their own portfolio development. The
prolonged struggle to create this attitude change is identified as a major barrier in successful use of the tool.

The findings also show that lack of motivation, commitment and miss-managed expectations can create a
challenge foran organization towards the successful deployment of idea management tools. The role of all the
stakeholdersis extremely important in this context. Commitment from employees as well as middle and top
management can bring real benefits from the tool in terms of participation and implementation decisions.

Keywords: Idea Managementtools, Innovation, innovation Publishing language: English
Management, Innovation Process.
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Chapter 1: Introduction

Diversity in human intellect is an inherent trait that allows us to innovate and make transformation to
cope with the changing dynamics of our world. Thus innovation is a familiar concept for everyone to
write about (Vogel, etal., 2005).There has been tremendous efforts to research discuss and understand
all-inclusive viewpoint of innovation and management of innovation. Thus companies have made
realization thatinnovationis necessary to grow, gainviability, maintain a competitive edge and succeed
intheir current and future business offerings (Drucker, 1998; Kaplan & Norton, 1992). In this context the
field ofinnovationis so enormous that the focus of companiesis noton having monetary value or market
share with only new products (Cooper, 2005) better services or new businesses (Alam & Perry,
2002).Rather they are aimingto create a combination of all three thus generating an innovation system

(Kelly & Littman, 2001).

Ideas can be considered the forerunners for innovation (Forbes, 2013). In today’s fast paced market
companiesneed continuous flow of useful ideas to bring innovation by creating products, services and
business processes thatinturn will generate valueforall stakeholders (customers, supplier & employees)
involved in an organization (Kelly & Littman, 2001). Innovation is necessary for existence of companies
and ideas are considered as the starting point of an innovation process (Bailey & Horvitz, 2010).The
paramountimportance of continuous flow of ideas to bringinnovation is necessary for the survival of an

organization (Cooper, 2005; Haour, 2004).

1.1. Background

Innovation begins with identifying a” need” which can be survival, competitive advantage, aggressive
growth or combination of all. (Cooper, 2005; Haour, 2004; Kaplan & Norton, 1992). Thus the innovation
system may contain many important aspects like stakeholders, processes and ideas which contribute
towards realizing the strategic goals of the organizational and fulfil this need (Haour, 2004; Kelley &
Littman, 2006). Nevertheless for the past few decades focus of innovation has been on successful
management of product innovation (Schumpeter, 1934), technology innovation (Haour, 2004; Van de
Ven, et al., 1999) and service innovation (Kelly & Littman, 2001; Edvardsson, 1996) where all of these
areas were treated as separate entities. Moreover, the role of innovation was centralized and limited to
R&D, middle and top management, thus companies heavily invested and focused on specific activities
and few resources to bring innovation and transformation (Chesbrough & Crowther, 2006). This limited

approach can result in organizations running into the stagnant phase where they are comfortable with



their core offerings and cannot cope with the change that transforms the environment around them
(Chesbrough & Crowther, 2006).

Only in the last few years things have changed and to increase innovation capabilities companies have
started to realize and create whole innovation management systems with processes, supporting tools,
cross business collaboration and customer involvement. (Chesbrough & Crowther, 2006; Haour,
2004).Such elaborate innovation systems require organizational support from all management and
employees (top down and bottom up) along with processes and tools designed to cope with the naturally
disruptive and unexpected process of innovation (Haour, 2004; Van de Ven, et al., 1999).

The purpose of this research is to explore these innovation systems and management practices by
focusing on the processes and tools that are used to manage ideas and support innovations within
organizations. The primary focus of the study is related to idea management tools, comprising of ICT
based tools and processes that support the use of tools and make them a success in supporting
innovation initiatives of an organization. The approach considered here is that Idea management tools

can help to create a holisticinnovation environment by supporting all phases of innovation process.

1.2. Research Gap and Questions

Idea management tools assist organizations in exploiting their innovation capabilities in terms of
capturing, sharingand evaluatingideas (Flynn, etal., 2003; Montoya-Weiss, 2000). The value of ICT tools
and supporting processes to manage ideas has been discussed in literature. Itis clearly visible in such
discussions thatthese systems provide support at different stages of innovation manageme nt processes,
from idea creation to beginning of implementation and commercialization (Montoya-Weiss, 2000).
Additionally the academic research also discusses managerial role of a tool as platform that gathers all
kind of ideas and helps the process by providing a maintenance structure which in turn allows the
transition from idea to implementation to be transparent, smooth and collaborative (Karlsson, 2010).

But thereisa clear research gapin currentliterature in terms of lack of empirical evidence that examines
real life case companies to study the use and processes associated with idea management tools. In this
contextthisresearchisaimedto study a link between the findings from the academic literature and the
outcomesthatoccur by use of ideamanagement tool. Studying the real life companies for this research
will helptounderstand experiences, expectations, and assumptions related to idea management tools
and support processes. This understanding is a window to comprehend the success factors, challenges
and pitfalls that happen when companies use such tools. The main aim of this research is to bridge the
research gap in practical cases and theoretical concepts to evaluate success factors foridea management

tools.



The research scope is built around the study of 6 international companies and 3 software solution
providers of idea management tools. The companies in this study either had a fully functional idea
management tools or were in a transition phase of adopting such tool. On the other hand software
solution providers had experience and knowledge regarding features and design of the tools. They also
have insights regarding the factors that affect its successful use as they provided the solution to
numerous organizations. This diverse dataset helped to create broader picture in terms of expectations,
prospects and actual practices related to the tools and the processes in place. The main research
guestions this study explores are:

1. What are the factors that contribute to the success of Idea management toolsinan organization?

2. What are the biggest challenges faced by organization in successfully implementing the idea

management tools?

The data from the case companies is examined to answer the questions by conducting qualitative
research in form of detailed interviews. This study explores role of idea management tools from all
perspectives of contribution, evaluation and collaboration. The data gathered from the case companiesis
reflected against the literature review, which discusses the innovation management, innovation

processes and idea management tools use and attributes.

1.3. Thesis Structure

Thesis is divided into five chapters (see Fig.1). The first chapter introduces the topic of the thesis and
helpstounderstand the research gap and research questions. The background is explained by discussing
the importance and role of idea managementtool in overallinnovation activities foran organization. The

arguments why this topicis selected for the study are also explained in this section.

The second chapter consists of key literature review and explains the theoretical concepts related to
innovationinorderto develop athorough understanding of the topic. Different types of innovation and
the criteria of classification are discussed. This is followed by details of innovation processes to
understand different stages and nature of that process. Next management of innovation is discussed.
Thisis followed by the discussion regarding the support structures that help innovation managementand
formal innovation processes models and idea management tools are explained in this regard. All these
conceptsrelated toinnovation, management of innovation, processes and models of innovation lay the
ground work to understand the role of idea management tools in the organizations. The last part of the
literature is focused onthe review of idea management tools and benchmarking some of the open source
idea management tools. This section serves as the basis to develop deeper understanding of system
design and processes, motivation for participation, collaboration and outputs. The learnings from the

literature review are reflected against the findings from the real cases in chapter 5.



Chapter 3 introduces research methodology and the case organizations. In this chapter the research
design and data gathering methods are discussed in detail. This section also discusses the approaches
utilized forthe analysis of dataand presentation of the result. The datais obtained in form of interviews
from multiple case studies. The approaches used to analyze data are inspired by using narrative and
content analysis technique proposed by Powell & Renner (2003), grounded theory by Charmaz (2000)
and theory building using multiple cases research by Eisenhardt & Graebner (2007). Using this analysis

the emergent themes are identified and findings are explained in context of these themes.

Chapter 4 discusses findings and answers to the research questions. The results are reflected based on
the themesthatwere emerged by interview analysis. Each case company is discussed separately in this

section followed by explaining the major challenges and success factors for idea management tools.

Chapter 5 concludes the thesis with discussion. In this chapter all the findings from the empirical cases
are reflected against the concepts from literature review. The practical implications of the tool are then
discussed for the future use of the tool. These topics are followed by evaluation of the study by
discussing limitations and future areas of research and conclusion of the research. Figure 1 shows all the

chapters and highlights that will be discussed.

Chapter 4 Chapter 5
Chapter 1 Chapter 2 Chapter 3 o P o . P oy
i mpirical Cases valuation of Stu
Background Innovation Research : P ) o y
Research Gap & Innovation Mgmt. Methodology S merge;tT emes lmprﬁzgsins
Questions Process Models Data Analysis uccess Parameters plicati
) Idea Mgmt Sys Challenges & Future Research
Thesis Structure .
Examples Conclusions

Figure 1: Thesis Structure
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Chapter 2: Review of Key Literature

To the reader: This section discusses the concepts from the literature in order to develop a basis for
understanding an all-encompassing view of idea management tools. To create this understanding the
section begins by discussing the key concepts related to innovation. This is followed by explanation of
concepts regarding innovation processes, and then management of innovation is discussed in terms of
practices and support structures. Formal process models of innovation and idea management tools are
discussed as the support structure for management of innovation in an organization. Formal process
models are discussed briefly while the literature review related to idea management tools is reviewed in
detail as they are the focus of the study. This review is created keeping in mind the research gap and
research questions. All these concepts form the solid base for the understanding of idea management
tools in terms of design, stakeholders, support processes and their role in innovation activities of an
organization .Figure 2* shows the flow of literature review from innovation to idea management tools.

The key learnings from literature review are summarized in the end of the chapter to present the

overview.

Innovation

Formal
Innovation
Models
Innovation
Processes
Innovation
Management

Figure 2: Literature Review Flow

! Inspiration fromthe figure taken from CogniStream Accessed at 20.07.2014
http://www.cognistreamer.com/en/index.html
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2.1 Innovation Concepts and Discussion

Innovation has become common practice in today’s world of exploration; we innovate every day in our
personal and professional lives by creating meaningfulness for ourselves and others (Van de Ven, et al.,
1999). Yet it is hard to understand an innovation process in its entirety because there are multiple
viewpoints to understand innovation (Vogel, et al., 2005).This literature review tries to explores
numerous concepts of innovation and management of innovation and develops an understanding how
innovation processes, activities are discussed in literature and key concepts related to the context of this

thesis topic.

Several formal and informal definitions of Innovation exist but in simplest words innovation can be
defined as ideas that have been put into practice. Innovation and invention are mostly compared in
literature, whereinvention can be defined as the first manifestation of anidea (Van de Ven, et al., 1999).
In this contextinvention differs from innovation. As innovation not only explains the creation of newidea
or method butalso talks about processesthat can make theideaworkand deemituseful (Vande Ven, et
al., 1999). Howeverthe translation of ideainto tangible output requires several steps (Berg, et al., 2008).
Thus processes of creatinganinnovation cannot be se parated from a starting point where everything is
unclearand justan ideaexist with no implementation details; which come at later stages of innovation
(Van de Ven, et al., 1999; Karlsson, 2010). It is hard to have a clear boundary that separates innovation
and invention entirely where this unclear first phase of innovation also known as “fuzzy front end” can
also be called as invention (Berg, et al., 2008). The term fuzzy front end is used for first stage of
innovation because itreferstothe initial implementation phase of innovation where opportunities are
identified and concepts are developed and there is less structure compared to development or
implementation stages (Koen, et al., 2001). It is very important step of the process as it is a stage to

evaluate ideas and concept before investing resources (Koen, et al., 2001).

Front end stage is also the stage where ideas can be seenintheir initial phases; idea management tools
are typically but not exclusively dealing with this stage of innovation. These tools support in gathering /
collecting the ideas, developing them by collaboration and evaluating the potential of the ideas for
furtherrecommendation before they actually go into implementation (Montoya-Weiss, 2000). Since from
“fuzzy front end phase” there is no confirmation if all ideas will reach implementation and
commercialization (Berg, etal., 2008). It does contradict from the above definitions of “innovation asidea

being implemented”.

This study however considers that the grass root of innovation is ideas (Bailey & Horvitz, 2010). Idea
managementtools contributeto overall innovation activities within an organization by keeping it fueling

with contenti.e., “ideas”. Aninnovation process contains many steps or activities from identification of
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need, coming up withideas, evaluating and developing them to concepts, planning and implementation,
testing and commercialization (Van de Ven, et al., 1999; Haour, 2004). This research does not make
explicit distinction between invention and innovation and deals with the all the efforts that are related
to” fuzzy front end” as innovation activities specifically focusing on idea generation, development and
evaluation. The stages and different types of innovations are discussed laterin the section wherethisfact

is elaborated more details.

Since ideas vary in their content so the resulting innovation they generate can be very differentin its
content (product, services, and process) and the value it creates for the different stakeholders involved.
In literature innovation has been classified on different criteria’s. Classifications of innovation are based
eitherontype (product, service, process) (Schumpeter, 1934) or in terms of change it creates, it can be a
radical or incremental (Leifer, etal., 2000) or it can also be a technical or processinnovation (Vande Ven,
et al., 1999). Different types of innovation divisions are discussed in this section as this research explores
the management of different kind of ideas usingidea management tools. These divisions are not strictly
followedinthe study and are merely there to understand the difference in the management process of

innovation activities that are based on these different divisions.

In his book “The innovation Journey” Van de Ven et al. (1999) has classified innovation as (i) invent
product, programs, services and technologies (ii) administrative arrangements that create new

organizational processes or policies.

Schumpeter’s explores the economicvalue of innovation and divides it into (i) the introduction of a new
good or a new quality of a good (productinnovation); (ii) the introduction of anew method of production
(processinnovation); (iii) the opening of anew market (market innovation); (iv) new source of supply or
intermediate input (input innovation); and (v) the carrying out of a new organization of industry

(organizational innovation) (Schumpeter, 1934).

Allthese divisions define boundaries for instance as if product innovation is completely different from
service innovation but that is not the case and different kind of innovation can occur during the same

process (Kelly & Littman, 2001).

Another criterion to understand innovation is based on “newness” which explains the division of radical
orincremental innovation; many authors discuss thisterm to be central to any kind of innovation (Seidel,
2007). Rogerssays an idea, change, conceptif perceived new by the individual or unit it is intended for it
will be an innovation (Rogers, 1983). There exist multiple schools of thoughts that examine radical vs
incremental innovation. The basis to distinguish radical and incremental innovation can be the change it

brings at that point of time (Seidel, 2007; Leifer, et al., 2000). Continuous improvements to the existing
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setup can be referred to incremental innovation while a radical innovation can be introduction of a
completely new product, service or technology (Leifer, et al., 2000). Managing radical vs incremental
innovationrequires different set of activities, knowledge and feasibility and thus requires different sets of
actions from organizations’ point of view (Seidel, 2007). The point is that the value of both innovations
for the companies cannot be ignored (Schumpeter, 1934). Incremental innovations generate continuous
value interm of utilizing the existing assets of the company providing sustainability in current business
offering (Fagerberg, Mowery, & Nelson, 2006). The radical innovation helpsto explore new territories for

expansion and growth (Hill & Rothaermel, 2003).

In this study the division of radical vs incremental innovation is only used to understand the
organizational behavior to deal with such innovations. It also helps to create an interesting point from
real life cases to see how beneficially a system can support different kinds of innovation in terms of

management and understanding their value right from ideation phase.

Sinceitisalsodebatedinliterature that boundaries are blurring between different kinds of innovation
and there is a confluence and convergence of technology and business processes, products are
considered tangible services and vice versa (Kelley & Littman, 2006; Kelly & Littman, 2001). Such
intersection makesitclear that no innovation is a singular activity but a combination of one or more, so
one kind of innovation encompasses several different types (Betz, 2003; Kelley & Littman, 2006). For
example portable music players referred to as mp3 players were available in market since 90s. Butin
2001 Apple recognized customer needs and took market by storm when they combined iPod with iTunes.
With all the music online consumers had a complete package and can hear their favorite music
anywhere. The point of this example is that Apple combined the product with service innovation along
with marketing innovation, and pitched the idea to their customer, differentiating from rest of the

players in the field and thus succeeded at greater lengths.

Companies now more than ever identify the collaborative nature of innovation where technology and
business goes hand in hand along with design and marketing (Betz, 2003; Kelly & Littman, 2001). Idea
management tools can provide a platform to allow this collaboration between different innovations
(Karlsson, 2010; Turrell, 2003). This study however uses these types of innovation as explained above,
only to create an understanding of the system and organizational behavior but these boundaries are not
explicitly discussed for each case organization. Rather this differentiation is used to understand

difference steps an organization takes to deal with different innovations.
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2.2 Innovation Processes, Management and Models

There are many definitions and divisions of innovation but the very fundamental question is how does
innovation happens and how to manage such activities? This section ponders these questions by
discussing general organizational activities related to innovation and management of innovation. These
activities include the practices related to all phases of innovation from idea generation to
implementation; factors that affect these activities are also discussed. In later part of this chapter
structures that support innovation management are discussed. These include more formal innovation
process models and idea management tools. All the details regarding idea management models are

discussed as they are the focus of this study.

2.2.1 Innovation Processes
Organizations cannot ignore the importance of innovation management (Haour, 2004).They can do
organized efforts to manage innovation but the process of innovation itself is not predictable and
inherently uncertain as outcome may not comply with all the assumptions and planning (Haour, 2004). To
manage the uncertainty of different stages of innovation process Van de Ven et al. (1999) in his book
“The innovation Journey” explains that organizations learn from the positive outcomes of each step or
activities and avoid the negative outcomes. Since the start of innovation is not very clear this learning by
trial and error helpsto understand and improve the process. Soto understand the process of innovation
and successfully manage it; it is important to reduce uncertainties between outcomes and actions
although it is impossible to completely get rid of all uncertainty from the process (Van de Ven, etal.,

1999).

Van de Ven et al. (1999) used the word “journey” to explain innovation process and how it occurs in “a
“cyberneticmanner, which is neither stable and predictable nor random and stochastic” (Van de Ven, et
al., 1999). What they meanin theirbookisthat innovation process is uncertain. Here it can be noted that
they also talk about “innovation processes” but when they say process, they mean the innovation
journey, where as otherauthors, forexample Cooper (1994) in hiswork, use the word “process” when he
referstoformal process models, i.e. normative descriptions of how innovation activities should happen.

This distinction is important to realize.

Van de Ven et al. (1999) constituted a longitudinal study of 14 different technical and administrative
innovation processes for different projects and identified the common elements in the development of

innovation process. Allthe characteristics were not observed at all the projects but enough support was

available to create a list of common elements.
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- Initiation period/Fuzzy Front End: Events can occur over extended incubation period to set “stage
of innovation”. Efforts to start the initiation period are triggered by “shock” from internal and
external factors. Rather than actual plans these plans serve as “sales vehicle” to propose ideas.

- Developmentperiod: One innovative idea can soon multiplies into multiple ideas and activities.
Mistakes and setbacks can occur resulting in changing the success criteria of innovation and can
create a problematicinternal strife between the team, top management and external contributor
based on changing expectations as process unfolds. Innovation teams deal with external
stakeholders like supplier, partners, competitions or government agencies and the since the
consequences of the innovation actions are not clear it is hard to develop relationships and
manage expectations of various stakeholders in the process.

- Implementation / Termination Period: During this phase innovation adoption occurs
simultaneously asitis beingdeveloped sothereis integration of old and new practices to fit the
need. Running out of resources or end of implementation can mark termination where

evaluation occurs about the success or failure of innovation.

These steps create a broad understanding of the stages that can occur in the innovation process but it is
not necessary that all the steps occur in all the innovations. The idea is to understand the most common
elements which can help to identify some characteristics while observing the innovation process of

different companies (Van de Ven, et al., 1999).

2.2.2 Innovation Management
Innovation management can be considered as set of activities and controls that lead to generation,
management, and evaluation of ideas in the front end phase and produce results in implementation
phase (Adams, Bessant, & Phelps, 2006). Keeping in mind this context this study heavily focuses on the
management of ideas that are generated during first phase of innovation in an organization. The role of
ideamanagementtoolsisto provide structural approach to manage the fuzzy front end (Montoya-Weiss,
2000).The transition from idea to implementation phase is also discussed as for some organizationitis

more important to determine success of theiridea management tools (Turrell, 2003).

Organizations use many different management practices, support processes and models to ensure a flow
of continuous innovations using ideas (Bailey & Horvitz, 2010). Ideas can be managed and converted to
products ,service and new businesses (Kaplan & Norton, 1992; Kelly & Littman, 2001).The first phase of
innovation is ideation and then idea evaluation and selection, that can lead to business prospects of
future and also provide competitive edge (Adams, Bessant, & Phelps, 2006). So this requires investment
in terms of resources, knowledge and money to move an idea from conception to implementation

(Davenport, 1993). The innovation management in this regard should be flexible and created in an
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efficient way to provide such support and also evaluate the progress and identify the success and failure
factors to iterate or change if things are not working in any phase (Haour, 2004).

Due to its uncertainty innovation processis hardtocomprehendinits entirety. As discussed above it can
be broadly dividedinto three stages the initiation period or fuzzy front end, the implementation phase
and commercialization (Van de Ven, et al., 1999; Koen, et al., 2001). The fuzzy front end in innovation
processis all those activities that come before the structured implementation phase of innovation. While
“fuzzy frontend” is considered the uncertain and unstructured phase of innovation the implementation
phase has more structure as ideas become clear when they move forward in an innovation process
(Koen, et al., 2001).

It isalso interesting to note that management techniques are different in different organizations based
on size (small vs big), type (IT vs manufacturing) and reach (global vs local) (Fagerberg, Mowery, &
Nelson, 2006). What is meant here can be explained by an example , a technology startup with 10
employees can easily prototype and test the new ideas they come up with but an international
manufacturing company with global operations cannot do the same due to constraints in available
technology, regulations, policies and magnitude of their operations. So management of innovation
activities is different for such organization. These factors play a major role in defining the innovation

management activities that company practices (Fagerberg, Mowery, & Nelson, 2006). "

Anotheraspectof innovation process management is the “relational complexity” which means thatin an
innovation process the outcome of each step is influenced by the project team and the external factors
(Van de Ven, et al., 1999). Where by external factor it is meant here the stakeholders like competitors,
trade associations, partners, government agencies and policy makers and some others like environmental
regulation and laws etc. So the role of project team and these factors also play an important role in
determiningthe stability of innovation management process (Vande Ven, etal., 1999). These dimensions
need to be considered in comprehending innovation management, so in a company, leadership,
management and employees need to understand the complexity of the overall process of innovation
(Haour, 2004). This familiarity with the factors that affectinnovation management can help to effectively
apprehend and manage the process (Betz, 2003). This could means reducing the ambiguity, learning from
the failure and replicating best practices to gain favorable results. (Van de Ven, et al., 1999).

This is easier said than done since the process of innovation may induce complication in the normal
organizational activities or working practices (Garud, et al., 2011). The organizational activities are
designed to smoothly run day to day tasks and avoid uncertainty (Van de Ven, et al., 1999; Haour,
2004).The ambiguity in innovation process makes is hard to compare to normal planned projects with
financial returns and performance index and quarterly savings (Dougherty & Hardy, 1996). This also

means to incorporate innovation in the company’s usual way of working these activities are treated and
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managed as separate processes (Chesbrough & Crowther, 2006). These methods to deal with innovation
can lead to organizational setting where particular business unit or few people focus on innovation for
example some companies are heavily focused on R&D department for innovation (Drucker, 1998). The
rest of the organization just deal with the diffusion of these innovative activities once the results are
visible in form of new products, services or processes (Chesbrough & Crowther, 2006). This approach
createsa closedinnovation environment where the organizations do not make use of all the resources at
hand and alsothe external inputs inform of new ideas are ignored because the organization is setin its
way of working. (Chesbrough & Crowther, 2006).The same concept is depicted in the figures below.
These figures are adapted from Henry Chesbrough (2003), open innovation model to show the closed vs
openinnovation environment for organization. As it can be seen confining innovation and not creating
collaborative environment can lead organizations to stagnant phase where many opportunities remain

undiscovered as companies only cater to existing markets with ideas from few sources.
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Figure 3: Adapted from Chesbrough (2003), Closed (above) vs Open (bottom) Innovation Environments
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This approach of managing innovation hinders knowledge sharing and collaboration as discussed, only
some people orunits are responsible forinnovation (Garud, etal., 2011). Especially in huge organizations
different innovation activities cannot interest the whole organization at one time (Dougherty & Hardy,
1996). Collaboration between some businesses units involved in innovation activities can provide

beneficial results for the organization (Dougherty & Hardy, 1996).

A firm lacking interdepartmental collaboration can also result into employees becoming familiar and
comfortable to their assigned job roles and are not susceptible of the change (Dougherty, 1992). If the
company at some stage want to adopt more open environmentin terms of sharingknowledge, resources
and collective decision, it might not be easy to incorporate this attitude in working culture of the
company (Chesbrough & Crowther, 2006). As people might not be familiar with this open working
environmentit can require change of behavior and make employees leave their comfort zone and try a

new working method which might not be adoptable inashort period of time (Dougherty & Hardy, 1996).

On the otherif collaboration is occurringin an organization, it helps to create environment where social
aspect of innovation; like idea sharing, collective decision making come into play (Karlsson, 2010). People
who are more committed to innovation practices can use their networks to propagate the ideas further
and create a snow balling effect where an active person in a team or network can act as enabler to
familiarize others with the same working methods of innovating openly (Dougherty & Hardy, 1996).0nce
such internal environment is created an organization can also propagate the same message of open
knowledge sharing and collaboration to the external relations and create a co creating or co innovating
environment thus sharing knowledge and using the abilities of all the employees as a collective force for

benefit of the whole organization (Karlsson, 2010).

Allthe above discussion explains how innovation management is influenced by elements like inherent
uncertainty of the innovation process, role of stakeholders and external factors; along with size, outreach
and working practices of a company. Takingthese element into account whilecreatingand implementing
innovation management structures like idea management tools or formal innovation management
models, can help to manage overall innovation process and create value for an organization in short and
longterm. Next structures that supportinnovation management activities are discussed in form of formal

innovation process models and idea management tools.

2.2.3 Innovation Process Models

In this section formal process models to manage innovation are discussed .These models serve as a basis
of manyideas managementtools becausetheyformalizea structural way to manage innovation process

which is one of the main features of idea management tools as well (Bailey & Horvitz, 2010; Montoya-
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Weiss, 2000). These models consist of steps that help to develop effective routines for companies to
understand and manage different kinds of innovation activities (for example radical vs incremental)
(Cooper, 1994). These steps and activities in process models are linked to each other and provide a
picture of how different stages of an innovation process are proceeding (Cooper, 1994; Cooper &
Kleinschmidt, 1986).

Innovation models have seen changes over the period of time the earlier models of innovation were
linear and followed sequential steps (Rothwell, 1994; Cooper, 1994). As shown in the figures 3,the
science-push model and need-pull model by Rothwell show sequential steps with no feedback loops

reflectingthatitis possible to controll aninnovation porce ss by sequential linear steps (Rothwell, 1994).

Basic Science . Development

» Manufacture » Marketing

Market Need . Development . Manufacture . Sales

Figure 4:Linear models of Innovation-the "science-push" model (top) and the"need-pull" model (bottom) (Adapted from
Rothwell,1994)

With time innovation models have become more dynamic meaning they have integration of different
processes happeningatthe same time with interactions and external factors being part of these models
(Alam & Perry, 2002; Verloop, 2004). One such example is the ‘chain-link model’ as shown in Figure 5
below, it shows numerous feedback loops and external factors like market knowledge to be incorporated

into actual innovation process. Similarly research and knowledge sharing is occurring at each stage

(Abbey, 2012).
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Figure 5: ‘Chain-link’ model of innovation.

As seen from above examples, the innovation models have different steps or stages. Most generic stages
are explained here. The first stage is the gathering or collection of ideas for most of the innovation
models (Verloop, 2004). The next stage is to pass the ideas through a funnel where selection and
evaluation process narrow the scope by selecting or rejecting ideas based on the evaluation criteria
(Cooper, 1994). The ideagathering and evaluation can have many back and forth steps that occur in this
phase. Since this phase involves selection of idea for implementation so refining or changing ideas is a
possibility. This creates feedback and discussion (Koen, et al., 2001) .

The evaluation phase leads to implementation phase where new products, processes or services can
result from ideas that were gathered in the first stage (Cooper & Kleinschmidt, 1986). This can be
considered aconvergent phase where resources are allocated forthe project and scope is narrowed. The
final stage is commerecialization of innovation where it is introduced to the market (Abbey, 2012). Some
authors also discuss post launch or commercialization phase in terms of diffusion of innovation where a
new innovationis continually improved to make it acceptable (Rogers, 1983). Organization can learn from
all these stages by introduction of organizational learnings from best practices or failed attempt as last

stage of innovation process model (Fagerberg, Mowery, & Nelson, 2006).
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One of the most discussed innovation process models is the stage gate model (Cooper, 1994; Cooper &
Kleinschmidt, 1986). It is the sequential model which consists of activities that can transform anideato a
product. Each step of the processis pronounced as stage where set of activities occursandthenthereisa
preceding gate that is there to make decision to see if development can continue or not. In his model
Cooper proposed across functional decision making team wheretechnology, marketingand business can
collaborate to make an informed decision. This can help reduce the decision time and make the product
development process fast and help to avoid pit falls of the process in earlier stages of innovation by

discarding the outcomes that are not working (Cooper & Kleinschmidt, 1986; Cooper, 1994)

Idea Screen

Driving new Products to Market

e g L e g e g

Second Development Testing & Launch
Screen Validation

Figure 6: Stage Gate Model by Cooper (1994)

The initial stage gate model was very rigid and lacked flexibility and thus one stage cannot be jumped
unlessthe previous one is successful creatinglongertimes lags (Loch, 2000). Cooper himself improved it
by creating 3" generation stage gate model where you can skip the stages or cross the gates based on
the decision of the team to make the process faster (Cooper, 1994).This can be considered significant
improvement butitstill lacks the diversityinterms of management of complete project portfolio of the
company (Khurana & Rosenthal, 1998). As product or service projects, incremental vs radical projects
may require different set of management processes and decisions (Fagerberg;Mowery;& Nelson, 2006).
Factors like novelty and market value may vary for different projects and need to be considered inafront

end model (Nobelius & and Trygg, 2002).

Innovation models add structure to the overall innovation process but at the same time they can create
limitation orinhabitation because of rigid ste ps that need to be taken can limit the possibility of ideas or
concepts that are not familiar to be dropped in the early stage (Loch, 2000). Loch (2000) made research
on a European Technology Manufacturer which ran an innovation contest; he studied 90 new product
development projects. These projects ranged from radical to incremental and line improvements. What

was interesting to see from his findings was the fact that only 33 projects followed the formal defined
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innovation management models while rest were managed by informal methods and the results from
using formal and informal approach do not vary that much. Thus these innovation modelgave sequential
approach to innovation and mostly control innovationin a linear way (Cooper, 1994; Rothwell, 1994) the
real life scenario might be different (Loch, 2000).

To summarize the above discussion, the innovation process models formalize the innovation
management activities by managing ideas and leading them from innovation to implementation and
commercialization stage (Cooper & Kleinschmidt, 1986). So these process models form basis of idea
management tools (Montoya-Weiss, 2000; Bailey & Horvitz, 2010). As idea management tools help the
process of managing ideas through different phases of innovation, they support the overall innovation
management activities of organizations (Bailey & Horvitz, 2010). These tools provide normative structure
to innovation process. But all the challenges, concepts and factors that affect innovation management
also hinder or support the use of such tools. That is why to create thorough understanding of idea
management tools in terms of their design, functionality, role of stakeholders, the understanding of
innovation management and process modelsis necessary. Next section discusses idea managementtools

in detail.

2.2.4 Idea Management Tools
Management of ideas mean set of activities that can create organized gathering, evaluating, sharing and
processing of ideas to create innovations (Bailey & Horvitz, 2010; Turrell, 2003).An idea management tool
can be considered as a platform that has a functionality to collect ideas, refine them ,evaluate them
based on certain criteria, recommend for actions and store them for future reference (Bailey & Horvitz,
2010; Montoya-Weiss, 2000). All such ICT based systems specially designed for this purpose are used to
describe idea management tools. As these tools are defined based on basic set of characteristics
including gathering, collaborating, and evaluating, selecting and sharing ideas with in an organization
(Bailey & Horvitz, 2010). One might argue that some of the above functionality defined by Bailey and
Horvitz can be achieved fromthe simple communication channels like emails, spread sheets or in house

communication tools (Turrell, 2003).

To explain this conceptfurther Mark Turrell (2003) discussed different kind of idea management schemes
in his research and some of them are explained here. At the most basic level the ideas in organizations
after an ideation sessions are recorded in form of spread sheet or simple list format. Second are the
suggestion boxes which are installed in the work place to gather ideas. Third are the basic idea
managementtools where thereis no support process and ideas are collected without any commenting,
evaluation orresponse, these can be seen as complaint front for the companies. All these systems lack

are processes and structure specially, builtin the idea management tool like commenting, voting, rating
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etc. Thus they lack complexity which is a positive aspect of their simple design as compared to idea
managementtools. But due to lack of complexity their benefits are limited in terms of creating an idea

bank with all support processes in place as shown in figure (Turrell, 2003).

Advanced |dea Management

Tools

Basic Idea Management Tools

Suggestion Boxes

Idea Lists

Figure 7: Idea Management Solution
So for the purpose of this research the ICT tools specifically designed for purpose of idea management

are discussed in detail while the other practices are not discussed explicitly.

The ideamanagementtools can helpto enable the creative process of ideation, motivation, participation
to enhance the innovative environment and supporting over all innovative processes in an organization
(Cormican & O'Sullivan, 2003). The idea portfolio can range from incremental to radical ideas that result
into new products, services or business (Karlsson, 2010). Providing support to the idea portfolio of a
company isone of advantage of the tool. As all kind of ideas get a platformto become availableto review
(Bailey & Horvitz, 2010; Montoya-Weiss, 2000). Many authors have discussed the features an idea
management tool should have in it (Montoya-Weiss, 2000; Bailey & Horvitz, 2010). These features may

vary from organization to organizations but some common features are discussed here.

Features of Idea Management Tools

Most important feature of an ideamanagementtoolis thatit engagesall employeesinanorganizationin
the process of tool use (Karlsson, 2010).This can be achieved by submitting an idea, commenting on it,
rating or voting it or evaluating it or accessing the idea from the database, the tool supports (Bailey &
Horvitz, 2010; Montoya-Weiss, 2000; Cormican & O'Sullivan, 2003). Divergent nature of the first phase of
innovation means that there can be many ideas related to different areas or portfolios and since the
systemalso serve as a data base for ideas; this can impart complexity to the process of gatheringideain

terms of handlingall of the requests at the same time efficiently (Karlsson, 2010). Idea management tool
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should enhance collaboration not only in all stages meaning in the stage where ideas are being
developed butalsowhentheyare being evaluated (Karlsson, 2010; Turrell, 2003). Collective knowledge
sharing, decision making and diversity of perspective can help to make the tool successful for
organizational benefit (Karlsson, 2010). This tool should also have a feedback loop enabled for the ideas
being submitted and provide recommendation to move idea for the next phase of innovation process
(Turrell, 2003). The last feature the tool should supportistointegrate idea management into the overall
innovation activities and initiatives of an organization by actuallyimplementingideas to generate results

(Turrell, 2003; Bailey & Horvitz, 2010).

Design of Idea Management Tools

The design of such tools plays an important role in the overall process of idea formulation, selection,
sorting, diversification and outcome of the innovation process (Montoya-Weiss, 2000). The sorting,
evaluation and absorption of ideas to the company’s portfolio pave new innovation initiatives for an
organization (Bailey & Horvitz, 2010; Karlsson, 2010).

On a broader perspective process can start with motivating and driving people to participate in ideas
gathering process (Bailey & Horvitz, 2010).Since this participation is necessary to begin the process. This
can encompass all formal orinformal innovation activities, which can drive people to contribute (Turrell,
2003).The more formal process begin with submission of ideas to asystem by filling a form or a template
(Montoya-Weiss, 2000). The form helpsto describe the ideaand same standardize procedure is used for
submission of all the ideas. This form may ask certain set of questionsthat needto be answered for each
idea submitted. These questions can be for example the technical feasibility or market potential of an
ideaoritcan beregardingthe scale to rate novelty of an idea (Montoya-Weiss, 2000). The approach can
vary in different organizations as some support more open approach and encourage participation by
asking minimum questions (Bailey & Horvitz, 2010). One aspect discussed by Bailey and Horvitz (2010), is
the design of tool to enhance participation. The tool can support the thought process of individuals for
example by asking if idea fits organizational strategy, technical capabilities or market value (Bailey &
Horvitz, 2010; Montoya-Weiss, 2000). On the other hand if ideation is introduced by utilizing the
challenge based approachitcan generate ideas to direct the creativity towards specific direction (Bailey
& Horvitz, 2010). Where challenge based approach is more targeted ideation approach which allow
companies to provide direction for ideation to their employees by providing topics where ideas from
employees can be valuable for companies (Bailey & Horvitz, 2010; Karlsson, 2010).

To explain this further if we look into the Galilio software discussed by Montoya-Weiss and O’Driscoll
(2000). The ideainitiator has to answer 38 questions in total at different stages of idea submission. The

initial phase is the definition of idea and requires 10 questions and sub questions discussing customer
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and organizational needs, technical feasibility and competitor advantage. Once these questions are
answered the next phase contains 12 questions and sub questions where more details regarding the idea
novelty etc. are asked from idea submitter. Once this is done the idea submitter rates his own idea on

multiple criteriaona 5 point Likert scale for 16 different criteria and sub criteria (Montoya-Weiss, 2000).

Whereas the Microsoft idea management tool discussed by Brian P. Bailey and Eric Horvitz (2010) was
web based software where ideas were collected based on predefined challenge. Users were able to add
ideas in narrative format and additional supports in terms of attachment as video, presentation were
possible. They werealso able to comment orvote or associate ideas with others. Since the ideation was
challenge based the system does not asked questions from the users. The system has the ability to use
filtering to see if the submitted ideas complied with the existing challenge. If that is not the case they
were placed to an open challenge (Bailey & Horvitz, 2010).

These examples reflect different methods to capture ideas it can be very extensive as in case of Galilio
software or very simple as in case study of Bailey. Hence the bottom line is to support the idea
submission process by formalizing it and making it same for all ideas. This makes the process
comprehendible for later stages of idea management (Montoya-Weiss, 2000). The other advantage is
that these idea submission processes supportthe creative process by using the challenge based approach
or multiple questionsthat can help the thought process of the ideasubmitte rand help them think before
submitting ideas (Bailey & Horvitz, 2010).

Ideadevelopment stage requires someset of activities likerefining of idea by collaboration, commenting
or rating (Bailey & Horvitz, 2010; Montoya-Weiss, 2000; Karlsson, 2010). Commenting practices are
importantas they can helptodevelop the ideafurther. Many authors discuss the social value thatan idea
managementtool generatedinform of collaboration between employees (Karlsson, 2010). Commenting,
rating or voting can idea help to spark this networking and collaboration (Bailey & Horvitz, 2010;
Karlsson, 2010). Different type of commenting features can be part of an idea management tool. For
instance in some toolsthe ideasubmitteris allowed to ask people he/she thinks are most relevant to his
ideaand can contribute toimprove it (Karlsson, 2010). Where as in some idea management tools there is
a possibility to add key word and any user of the system can comment on idea or area they see as
interesting (Bailey & Horvitz, 2010; Montoya-Weiss, 2000).

A transparent evaluation process is essential for successful functioning of an idea management tool as it
ensures that all ideas are validated against criteria that are fair, standardized and fit company strategy
(Bailey & Horvitz, 2010; Montoya-Weiss, 2000). The idea evaluation has to be flexible to support
incremental as well as more break throughideas which may require different set of criteria to be judged

(Bailey & Horvitz, 2010). Atthis stage an ideaisstill part of the idea managementtool and the evaluation
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can thenleadto selection of the ideas that can be moved to next phase of implementation or postponed
or rejected (Bailey & Horvitz, 2010; Karlsson, 2010). But it has to be noted all these ideas are actually
future prospects that can serve to add to knowledge bank of an organization (Karlsson, 2010; Turrell,
2003). This selection and evaluation steps help to structure the fuzzy front end phase but at the same
time create a transparency and environment of innovation within an organization (Flynn, et al., 2003).

Evaluation phase alsorequires a decision makingactivity. Since the one of the goal of the tool is to create
or design processesthatensure noideais rejected due to lack of knowledge or capabilities to evaluate
(Bailey & Horvitz, 2010; Flynn, et al., 2003). Hence companies are trying to create teams that are
constituted of people from different business units. These cross business teams help to see the potential
of ideainterms of viability, desirability and feasibility ortechnology, business and customer needs (Kelly
& Littman, 2001). Thereis also an approach of self-evaluation where users are asked to rate or evaluate
their idea prior to expert opinion. This approach is used to make the idea submitter think about their

ideas before submitting them (Montoya-Weiss, 2000).

In the next section some examples fromidea managementtools are discussed. These examples are used
to benchmark the features and design of idea management tools as discussed in the literature review

above. These examples also explain the actual use of the tool in real life context.

Examples of Idea Management Tools

An idea management tool for the sake of understanding has been divided into two groups “internally
focused system”, focused on an organization internal employees while other that involves external
contributors called “externally focused system” (Karlsson, 2010). The difference in both these systems
are based onthe stakeholders that are involved for example an internally focused system is internal to
the organizations while an externally focused system can have stakeholders as contributors in form of
suppliers, partners orusers (Karlsson, 2010). In this section some examples of idea managementtools are
discussed. These are open source tools idea management tools which mean companies have opened
these idea management tools for their customers and employees alike.

Idea Storm-By Dell

Idea storm was launched in 2007 as a collaborative effort by Dell to get the ideas from their customers.
The company callsitas a platform to have “online brainstorming”. The simple procedure allows any user
to register to the site. Once a person is member of the idea storm, they can contribute by submitting
ideasinform of textdescription. Itis also possible to add video or pictures as an additional explanation of
the idea. The ideation is supported by having some topics related to different business and product

divisionsin Dell. A usercan contribute to any of these topics. The categories of ideas also help to search
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forideasrelated to specifictopics. While submitting idea “double check” functionality allows seeingif the

ideaalready existsin the system. To enhance targetideation Dell hasintroduced “storm sessions” which
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Figure 8: Ideastorm Dell Open idea collection software

are short lived idea sessions where users are required to submit the ideas in specific time regarding
specifictopic. The commenting is allowed in the system where other users and Dell representative can
also comment on the ideas. The evaluation of idea is completed based on the content of idea, the dell
teamchecksif theideaisrelevanttotheirinnovation portfolio. Secondly they evaluate if idea is already
known to them i.e., it was either implemented or about to be implemented in near future. Then idea
submitterisinformed about the decisionabout theiridea. Based on evaluation, ideaeither gets selected
forimplementation, itis possible that similar the idea already exists or has been discarded due to some
reason or idea is not feasible at the current time. All the ideas are kept in archive for future use.
Moreover the ideas receiving discussion and comments become part of trending ideas where Dell
employees and otherusers can see the most relevant topics. According to the stats provided by Dell on
the idea storm website the system is successful and out of over 21000 ideas submitted 500 plus have

already been implemented.’

Open ldeo

Open Ideois an open innovation platform which uses challenge based idea management process. This
platform is open for everyone. The aim of the open Ideo platform is to ideate by collaborating,
knowledge sharing and building on each other ideas. The process begins when a social challenge is

posted by the Ideo team. This challenge can have sponsorship from any company supporting the cause.

% Accessed at 31/07/2014 :http://www.ideastorm.com/
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Once the challenge is posted the materials like background research, stats, case studies, tools and
existing stories are shared to help contributors understand the challenge. After these step users are
encouraged tosubmitideas and missions which are the inspiring examples related to the challenge. At
this step the collaboration and discussion is facilitated and encouraged by the Ideo team. The top ideas
are” applauded” by Ideo experts to be short listed. These shortlisted ideas are encouraged by the Ideo

expertsto prototype and testforthe challenge in the community for which challenge was designed for.
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Figure 9: Openldeo. Idea sharing and collaboration software.

Afterseveral iterations of prototyping and testing, the best ideas are selected based on the key criteria
for the challenge and the decision coming from Ideo experts, community feedback and the sponsor’s
opinion. The selected ideais then being set to implementation either by the sponsor or the community
members. Ideo supports open collaboration and knowledge sharing at all stages and impact generated by
actual implementation is highly valued and promoted. Another feature from user point of view is that
when someone participate and submits ideas to open Ideo they gain recognition in form of “deign
guotient” this personal “badge of honor” Ideo uses this badge to see the most active participants and

also understand the area of expertise for each participant.’

It can be seenfromthe examplesthatas described above inthe literature review the idea submission is
standardized. In case of idea storm the user have to link the idea to existing idea portfolio of the
company while Ideo favors more directed challenge based approach. One difference which is seen from
the features and design of the tool is that in challenge based approach Ideo helps the thought process of
the user by providingthem with materials like examples or case studies that are related to the challenge.

This has not been discussed in the literature. Secondly highlighting more active users and ideas are

* Accessed at 31/07/2014: https://openideo.com/
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supported by both examples which is not been explicitly discussed in the literature. In Ideo the users are
provided with personal badges that help the expertstoidentify the active users. Where as in idea storm
the most commented ideas start trending to show the interest of the community. This feature has also
not beendiscussed. Inideastorm the evaluation is done by the expert of the company, although based
on the ideacontent they can be cross business teams. This approachis explained in the literature. Where
asinldeochallenge the topideasare selected by the votes of the system users as well as experts and the
community the challenge was created for. Ideo followed more collaborative approach in evaluatingideas

by involving users of the system in decision making along with experts.

Idea Management tool and Innovation Process

It is interesting to study here how an idea management tool supports different phases of innovation
process. Ifideamanagementtools support managing ideas then it is possible to channel the innovation
effortstothe direction they are needed the most by using directed ideation and prioritizing ideas based
on company’s current needs (Karlsson, 2010). From employees point of view an idea management tool is
a platform where their ideas can get response or feedback and get recognized while from the point of
view of leader ship ormanagementit can help to generate value as new ideas keep flowing in and it also
create an innovative environment where open knowledge sharing and collaboration is considered
important (Bailey & Horvitz, 2010; Leifer, etal., 2000) If we study different steps of aninnovation process
the ideamanagementtool can supportall these phases. Thistable here is constructed based on the role
of idea management discussed from several authors and innovation process and steps as discussed
before. The table explains for each step of innovation, how idea management tool can support and is
important forthe company. The inspiration forthe table is taken fromthe literature of idea management

tool (Bailey & Horvitz, 2010; Karlsson, 2010; Simula & Ahola, 2014; Montoya-Weiss, 2000).
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Innovation Process Steps

Idea genesis, gathering

and collection.

Role of Idea Management Tool

Engaging and encouraging participation
from all employees. Developingideas
further by supporting collaboration,

rating, voting.

Askingforideasrelated to specific topic

or project.

Visibilityforthe managerstothe ideas
that are beingcollected and can be used
for benefit of company forshortand

longterm

Values Generated by Tool Use

Collaboration, Knowledge Sharing,

Openness.

Contentin form of ideas.

Participation.

Idea Evaluation &

Opensharing of ideas, experiences and

Collaboration, Discussion,

Selection collaborative decision making can assist
Knowledge & experience sharing.
insuggesting developingideafurther,
recommendingitforimplementation.
Idea Feedback & Feedback from not only the other Trust building between employees &
Recognition employees but managementtoidea the management. Expectation

submitter & recognition of the effort.

management.

Idea implementation

Following up onthe recommendedidea
and makingthem part of current or

future innovation activities.

Allocatingresources tothe ideasand

implement them.

Making successful stories as learnings

for the organization

Trust building between employees &

the management.

Expectation management.

Inspiration & Motivation from success

stories.

Monetary returns.

Idea bank

Keepingthe ideas for future use, using
the successful ideas and

implementation forthe learning.

Contentin form of ideas.

Table 1:Idea Management Tool & Innovation Process
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It has to be pointed out that in above table the set of activities and values generated by tool are the
result of the practices that arise over time by use of tool (Orlikowski, 2000). For example a timely
feedbacktothe userof an ideamanagementtool as consequence will build trust of the user on the tool
and the associated process and vice versa. The idea management tools in essence help the companies
understand the need for the innovation to meet customer demands and have an edge over their
competitors (Kaplan & Norton, 1992). Such collaborative platforms of idea management allow visibility to

new ideas, the cooperation between employees and knowledge sharing.

2.2.5 Advantages of Idea Management Tools and Success Factors
The approach of collaborative management of innovation by using idea management tool within an
organization utilizes the variability of the employees and makes use of their creative potential to have a

constant stream of ideas which are source of innovation (Karlsson, 2010; Bailey & Horvitz, 2010)

e Ifsuch toolsare supportedtheycan be channeledinto frontendinnovation activities which help
to manage an organization’sinnovation needs which are most relevant and important (Flynn, et
al., 2003).

e |dea management tool can ensure the flow of ideas by keeping track and creating a self-
sustaining system that help drive innovation in a bottom up manner by engaging the employees
(Bailey & Horvitz, 2010).

e Idea management tool also provides a platform where all ideas are stored hence it is a form of
ideabankfor an organization where ideas are stored, sorted and available for present or future
use (Karlsson, 2010).

e Use of the tools also creates benefits as in organizations people are usually familiar with the IT
tools the use of idea management tool can be easy to adapt and be used to create an

infrastructure to bring innovative strategy to grass root level (Montoya-Weiss, 2000).

Such systemsalso allow organizations to benefit from co-creating environments, where they give away
power, share knowledge and allow people to self-organize (Karlsson, 2010).Another success factor is to

minimize the complexity of transforming these concepts from initial fuzzy front end phase to

implementation and provide supportin all the phases (Flynn, et al., 2003).

Collaboration fordecision making and idea development process is extremely important in this regard.
Idea management tools can support this selection and decision making by taking into account the

viewpoint of multiple business units to evaluate ideas which is critical for the success of such tools.

(Montoya-Weiss, 2000).
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Ideamanagementtoolsalso enableto create a value for usersin form of a feedback where they actually
can share theirideaand see the reaction from otherusers or theirmanagers. This could not only help the
participation but also begin a community approach which generates an open working and sharing

environment (Karlsson, 2010; Majchrzak & Malhotra, 2013).

2.3 Summary of Literature Review

To summarize the literature review, in alarger context it seems that companies are now a days trying to
create innovation systems where many aspects; like stakeholders, processes and ideas which contribute
towards creating holistic systems to manage theirinnovation portfolio (Haour, 2004) Innovation process
in essence is uncertain (Van de Ven, et al., 1999). Companies use organized efforts to manage
innovations (Tidd, et al., 2002). This means deploying control structures and processes that help in
generation, management, evaluation of ideas in the front end phase and produce results in

implementation phase (Adams, Bessant, & Phelps, 2006).

Idea management tools like innovation process model impart structure to the innovation activities
(Montoya-Weiss, 2000). These idea management tools have organized steps that normalize the
innovation processes (Bailey & Horvitz, 2010; Montoya-Weiss, 2000). This can be seen from the features
of these tools discussed in previous section. The idea management tools create a structure that guides
how ideas flow through the tool contemplating different phases of development, evaluation and
recommendation (Bailey & Horvitz, 2010; Montoya-Weiss, 2000). The tool itself deals with contentin
form of ideas (Bailey & Horvitz, 2010; Karlsson, 2010). Collaboration, openness knowledge sharing and
collective decision making are values or outcomes that support the tool and processes associated with

the tool (Turrell, 2003).

Here it has to be noted that idea management literature focuses on the design and steps of these
normalized models to control innovation (Bailey & Horvitz, 2010; Montoya-Weiss, 2000). An innovation
process contains many steps or activities from identification of need, coming up with ideas, evaluating
and developingthem to concepts, planning and implementation, testing and commercialization (Van de
Ven, et al., 1999; Haour, 2004).Management of these activities are dependent on variety of factors like
inherent uncertainty of the innovation itself, role of stakeholders and external factors and working
practices and processes of acompany as discussed in detail in section 2.2.2. These dimensions need to be

considered in understanding management of ideas that lead to innovation.

Secondly companies now more than ever identify the collaborative nature of innovation where
technology and business goes handin hand along with design and marketing (Betz, 2003; Kelly & Littman,

2001) and idea management tools are believed to inherently provide a platform to allow this

33



collaboration (Karlsson, 2010; Turrell, 2003). It has been discussed that the ideas from the tool in

principle can support all types of innovation like incre mental, radical or product, services or business

(Bailey & Horvitz, 2010; Karlsson, 2010).

But the success of the tools is dependedent on many factors like working environment of the company
(closed vs open) (Chesbrough, 2003), rigid boundaries between businesses (Dougherty & Hardy, 1996). It
seems these factors add to complexity of the innovation process and makes it hard to be controlled by
formal models and provide challenges for their successful working (Loch, 2000).1t has also been discussed
companies need to understand and reduce the ambiguity, learn from the failure and replicate best

practices to gain favorable results. (Van de Ven, et al., 1999). This approach can contribute to the

successful use of the tool. .

In short the potential of ideamanagementtools in supporting innovation still needs to be investigated
further. As in literature authors have discussed idea management tool from the perspective of the
stakeholders, design, idea content and processes (Bailey & Horvitz, 2010; Montoya-Weiss, 2000). The
academic literature lacks real life scenarios as examples when companies are in process of either
adopting or about to adopt such systems. The assumed and actual data may be different. Keeping in

mind all the finding from the literature the study aims to bridge the gap between theoretical concepts

and actual use of the tool.

The results that are obtained from analyzing data from case companies, is reflected against the findings
from the literature to understand the use of tool in real life and discover the factors that contribute

towards the success or failure of the idea management tool. The same research design is visually

reflected in figure 4.
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Chapter 3: Research Methodology

To the reader: This section initially discusses the research design for the study along with the details of
how the research was conducted, methods used for data collection and analysis. This Research uses
qualitative approach of data gathering using interviews as primary source of data collection. Multiple
cases studies are explored to seek answers for the research questions. The data is analyzed using content
and narrative analysis by Powell and Renner (2003), grounded theory approach by Charmaz (2000) and
theory building using multiple cases research by Eisenhardt and Graebner (2007). The chapter is
concluded by explaining the analysis of the data in detail along with the information regarding the case

companies.

3.1 Research Questions

This study not only aims to understand the actions in an organizational settings related to idea
managementtoolsand butalso explores the reason why such activities occur and what are the assumed

or real consequences in the end which contributed to gain a manifold answer to the main research

questions for this thesis.
The main research questions for the study are:
1 What are the factors that contribute to the success of Idea managementtoolsinanorganization?

2. What are the biggest challenges faced by organization in successfully implementing the idea

management tools?

3.2 Research Design and Methodology

The empirical part of research is made by creating a qualitative study of multiple real life cases. This
approach provided the window to actual processes associated with implementation, deployment and
development of idea management tools. The study of real life cases also help to understand the what,

why and how questions that are associated with this research topic (Yin, 2009).

Although there are numerous techniques and methods for gathering data on require ments, interview
allow to understand interviewee perception of reality by observing the way they answer to specific
questions as it helps to understand the person in focus and the context of the information provided
(Beyer & Holtzblatt, 1995). For the purpose of this research the interviews were conducted in a semi-
structured format; the questions served as a guide line to discuss social, physical and virtual
environments of ideamanagementtools. In this context the multiple case organizations were selected to

create a divergent orbreadth study of success parameters of ideamanagement tools as most of research
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lacks the multiple perspectives on thistopic. Also the research moved from the divergent to convergent
phase as most common success factors needed to be identified and having multiple perspectives helped

to create the generalization based on each specific case.

Secondly the existing literature on idea management tools mostly discusses single case company as the
basis of theirstudy. In context of the research questions; the real life examples to explain the actual use
of theideamanagementtools and support processes that make them successful or provide challenges is
not explicitly discussed in available literature. These reasons contributed to select multiple case studies

to explore the above research questions.

In additionif interviews are conducted from multiple sources they can provide rich datafor the questions
that are beingexplored and understand the reason behind a response. This gives a broader view to real
life design, execution and operational tasks that can contribute towards the success of the systems.
Hence to gain rounded insights 13 interviews were conducted in total over the period of 2 months.
Among these were 6 organizations familiar with the idea management and 3 software providers who
developed the idea management tools for organizations. The details related to the case companies,

interviewees and software vendors are explained in the later section.

3.1 Data Collection Methods and Case Companies

The primary data collection method used forthis study isinterviews. Multiple informants from diffe rent
companieswere interviewed for the purpose of the study. While all the secondary data regarding the
back ground, core business, operationsand business values of companies was gathered using the open

source data available in form of publicly available annual reports and company’s website.

As a primary data collection method these interviews were designed to be semi structured to gain as
much information as possible in specified time. This approach was selected as this allows the person
being interviewed to provide their own view point regarding a topic (Ghauri & Gronhaug, 2005). The
purpose of this study is to identify factors that define success of idea managementtools, the interviews
were conducted with the mindset of gaining insight, into internal and external factors that influence
these systems. So interview protocol was defined keeping in mind some of the bigger themes that
explore the research question for this study based on the literature review, personal knowledge and

inspiration from the work of the PHD student and instructor for this thesis.

The interview protocol had detailed questions covering numerous topics ranging from innovation policy
of an organization, innovation activities, role of the interviewee in innovation activities to specific
guestionsrelated to design, features and use of idea management tool and organization take on success

and challenges associated to it . The detailed interview protocol is available in the appendix A. These
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guestions were created to structure the thought process of the researcher. The interview were intended
to understand the norms, experiences and assumptions that were related to innovation activities &
processes in the organization focusing particularly on the use of idea management tools and how such
activities are supported . The design features and technology of idea management, ICT based tool was
also explored by creating detail questions covering this topic. These questions gave window to discover
the view point of the whole organization, top management and interviewee personal opinions related to

above mentioned topics.

As mentioned before total of 13 interviews were conducted for this study. It was agreed with the
informants before the interviews were conducted that their personal and professional information like
names, positions and company will be kept strictly anonymous. Among them 10 interviews were
conducted from the 6 International organizations representing the industrial, chemical, IT and
manufacturing sector. The remaining 3, interviews were from the 1 international and 2 local Finish

software solution providers of idea management tools.

The interviewees can be classified into threegroups. (i) Had varied but managerial role in the innovation
management team, where innovation management team from here on refer to a group of people
focusing oninnovation initiative and activities in organization. (N=7), (ii) Employees consisting of different
business divisions who gave end user perspective regarding the practices, exp ectations and assumptions
related tothe use of the tool (N=3), (iii) representatives from the software solution providers discussing

the view point of most important aspect that can make such idea management tool successful (N-=3).

No of Informants Job Role Industry

7 Innovation Management Manufacturing, Chemical, IT
3 End Users of the Tool Manufacturing, Chemical

3 Software Solution Providers IT

Table 2: Role of Informants

Each interview lasted from 1to 2 hours. All interviews were recorded and transcribed personally by the
researcher. The word by word transcription material consists of 100 pages. The notes and responses of
the interviewees were noted during the interview as well. During the wrap up of each interview the
purpose of the study, research topic and discussion was summarized. As this is an important part of the

interview conduction. (Beyer & Holtzblatt, 1995)
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The case companies were selected based on the prior knowledge that they were acquainted with idea
management tool in their organization. The participants for interview were contacted by sending an
email and lateron the phone, explaining the purpose of the research and askingif they will be interested
to be part of the study. The participants voluntarily showed interest and spared the precious time to
participate. It also became possible during the interviews, that the contact of other relevant personals
were shared and contacted by the researcher to become part of the study. The case organizations for

convenience can be described as:

(i) Companies that are using the idea management tools and have support processes in place.
(i) Companies that are in transition phase where they have set of innovation activities related to
ideamanagement buttheywere inthe process of eitherdeploymentofthe ICTtool or gathering

requirements to have a sophisticated tool in place that support such activities.

This created a very interesting dynamic which helped to explore the views of organization where a
refined ICT tool is in place specifically serving the purpose of managing ideas as compared to
organizations where such specific tool might be missing but there are activities, in-house solutions or

other channels to serve the same purpose.

The research was broadened by interviewing three software solution vendors. The se software solution
providers created these ICT tools for purpose of idea management forseveral organizations. This helped
to understand the tool design and change ortransition phase when companiesfeelthe needto use these
tools and most common requirements asked from tool developers. The assumption, expectation and
experiencesregarding the role of software tools to manage ideas to produce value for organi zation were

also discussed in the interviews.

As discussed before the interviews were conducted in an informal, semi structured discussion although
the interview protocol was referred to time and again. This informal approach sparked conversation
related to certain topics that were more relevant to the particular case organization. This also allowed
questioning the context or reason behind any particular answer to gain insights. Some interviewees
discussed certain topic in more detail while other focused on the intricate details of the idea
management tool they are using. Similarly some software vendors discussed the values that interest
customerto use theirsolution, while others discussed the importance of training and enabling the use of
tool. These numerous viewpoints contributed to understand the idea managementtools and understand

the similarity and repetitive patterns to create a generalized view of the findings.
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3.2 Data Analysis Methods

In this section the data analysis method utilized to analyze the interviews are discussed. Case studies
provide great opportunity to create a generalization based on the environmental context and empirical
data gathered (Eisenhardt & Graebner, 2007). In multiple case studies each case can be used to identify
replications, comparisons and emergent themes to create a generalization and use recursion to create a
generalized theory (Eisenhardt & Graebner, 2007). The same approach is used in the data analysis in this
research. The data analysis took inspiration by combining narrative and content analysis technique
proposed by (Powell & Renner, 2003); grounded theory by (Charmaz, 2000) and theory building using

multiple cases research by (Eisenhardt & Graebner, 2007).

All these approaches convey the view point to understand the data for each case very thoroughly
(Charmaz , 2000; Powell & Renner, 2003).Then using replication and iterative analysis to identify the
emergent themes from each case can be implied to create a theory (Eisenhardt & Graebner, 2007). In
grounded theory approach and Taylor & Renner method these themes in turn help to discover an
emergenttheory. In this study the combination of the above methods was used to do the data analysis
and identify most occurring themes to present the results but no method is followed step by step or

vigorously.

Since data was gathered inform of recorded interviews. These interviews were transcribed d to create a
document with rich data in form of narration, notes and impressions. In the beginning the analysis
focused on identifying the most commonly occurring themes and concepts from the data. As it was
explainedinthe previous section 3among6 case organizations had an ICT based tool in place to manage
ideas while the remaining 3 were still in different transition phases to deploy the tool. As the common
themes were analyzed furtherto define preset codes or themes, these preset-codes were used then to
code the transcript. This data analysis technique led to investigate the assumptions and experience
related to the implementation, adoption, use and future use of the tool. To explain the phenomenon
associated with the use of the tool the results of the research are presented using the emergent themes

having maximum occurrence & co-occurrence at the end of the data analysis.

Based on the use of idea management tool in case organization, the analysis of data showed that two
kinds of interpretations can be drawn out; (i) first that resulted in from the actual use of the ICT tools and
(ii) second that showed expectations or assumptions before such tools become fully functional for
organizations. The results are explained to study the assumed practices and their current practices

related to the concept of idea management without ICT tool in place.
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In analysis none of the approach or frame work is strictly followed. The framework are used to explain
the tools and supporting processes that can help to explicate the use of idea management tools on macro
level in organizational innovation context as well micro level in terms of features ,design and idea

portfolio .

3.2.1 Interview Analysis
The interviews consisted of hours of recorded material which were listened repeatedly and transcribed
word by word by the researcher. This generated as discussed before, 100 pages of transcript. The data
generated as a result of these transcripts was analyzed rigorously multiple times to gain deeper
understanding of the conversation in terms of meaning and context (Powell & Renner, 2003). The
analysis began by consultingthe literature review, interview protocol and previous research to identify
the common themes related to the research topic. These emergent themes were then used to create
preset codes; one common theme consisted of many preset codes. These preset codes were then usedto
code the transcript. The emergent themes were identified by utilizing the co-occurrence of different

preset codes. The codes are shown in the table below.

Common Themes Preset Codes Explanation

Personal Background, Job role, view Personal information, definitions, actions
point, actions and experience related to the research

Organizational Innovation Initiatives, Organizational view point, assumptions,
Innovation activities, expectations and experiences related to
Innovationteam, idea the research topic.
portfolio

Technological Ideamanagement tool, Organizational and specific view points,
design of tool, features of actions, assumptions, expectations and
tool, experiences related to idea management

tool.

Behavioral Motivations, Success Factors, Organizational and specificviewpoints,

Challenges. assumptions, experience and actions.

Table 3: Common Themes and Preset Codes
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In the first step, each line of the document was open coded. All the open codes were considered unique
to begin with. Then these open codes were checked against the preset codes. The procedure was
repeated and codes checked and re-checked several times .These preset codes were used as initial
grouping foropen codes but it was avoided toforce each line into these themes. If there were some open
codesthat did not fitintothe themesthey were used as unique entities. Since each case presented some
unique set of data. The open codes related to preset codes of idea management tools; explain the
concept of actual vs assumed use, identified vs assumed success and challenges were re-examined.
Specifically any co-occurrence of preset code with title of idea management tool was rechecked several

times.

The software QDA minor was used to code each line of the transcript after manual coding was
completed. This helped to calculate code reoccurrence and frequency of each preset code. To avoid
biased resultsthe whole process was repeated severaltimes. This repetition was also used to identify if
these themes and presetcodes are mostrelevanttothe data and if any specific theme is missed or over
looked. This also helped to eradicate three preset codes because of almost no occurrence (N<3) and 100

percent co-occurrence with other preset codes.

The co-occurrence was examined at least three times against each open code. Then 13 Research Memos
were written foreach case. These memos were based on the relationship between open codes and co-
occurrence of preset codes. These research memos were used to cross examine each case forsimilarities
and differences and then to identify the prime concepts or groups that are common in each case
organization and software solution providers. Figure 11 shows the steps of the data analysis methods and

emergence of most common themes later used to present the result in chapter 4.

Preset Codes Generated from the
themes

13 written Research
Memos

Most commonly I ‘

occurring themes
From interview

protocol Transcript
(100 pages) Emergent
Open coding Themes for

Figure 11: Data Analysis Methods
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3.2.2 Procedure of the Study

The procedure of study followed anin depth literaturereview which helped to generate the theoretical
interpretations related to the topic of the research. Thisis followed by studying the phenomenon in the
practical situation which also generated enormous amount of data and rich interpretation. Theoretical
interpretation helped to structure research design by incorporating the main attributes related to idea
management tool. As the research continued the possibilities that appeared by exploring actual
phenomenon fromreal life examples added to the theoretical interpretations. Thus a complete picture
contains elements of theory and practical knowledge from tool use. It can be assumed that results
generated by combining both approaches can be applicable across the organizations using or about to

use the idea management tools.
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Chapter 4: Results

To the reader: In this section the results of the empirical case study of this thesis are discussed. As
mentioned earlier the data collection was done for the multiple case studies. Firstly the information and
results related to each case company and theirinnovation practices related to idea managementtools are
explained in this section in detail. Then the combined results are presented using the emergent themes of

the data. These emergent themes are represented in the Figure 12 along with the explanation of result

representation.
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Figure 12: Framework for Results

Using these themes as inspiration for each case organization the results are discussed in terms of idea
managementtool use in organizational context. This means results show how these tools were adopted
and whatis the current status of the tools in particular case company? This is followed by discussion on
support processes and use of the idea managed tools. Each of the themes had maximum occurrence in

the data that is why they are used while explaining the result. Each of the themes is explained for the
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casesin formof the table. Here it has to be noted elementsin each case which do notfitto these themes
are also explained by quoting them as “miscellaneous” in table 4. Below there is an overview of each

defined theme.

Innovation Activities: Refer to all the organizational and individual activities that are related to

innovation processes, management of processes or idea management tool.

Innovation Initiative: Refers to steps or actions that are taken to introduce something new
related to innovation in organization. This something new can be a tool, competition or

promotional activities or team.

Innovation Team: Refers to all the team members associated with roles related to promoting,

introducing, enabling or managing the innovation related tasks or activities.

Idea portfolio support: Refers to the ideas or innovations supported by the idea management

tools exclusively. It also discusses different ideas received in the tool based on content.

Idea Management Tools Features: Refers to features, support processes and development model

followed by an organization.

There are cases (N=3) where these tools are still in transition phase with assumed characteristics of the
tool that can only be tested in future. These cases are explained along with current organizational
arrangement related to idea management. The disparity that arises from the actual use of tool and
assumed use of tool is pointed out. The individual case studies are explained just as the overview to get
familiar with the data. The unique and common processes and activities and the consequences of such
activities are discussed in the later part of this section. The chapter is concluded by discussing the

challenges and success factors that affect the use of idea management tools.

The terminology that will be used is explained here, the case studies from where data is gathered are
referred to as Company A, B, C and so on while software solution providers as software solution
providers A, B & C. Ideainitiatorisany employee who puts the ideaforward forevaluation, sayin an idea
managementtool or where the tool is missing through some other channel; innovation team is used to
explain all the members of an organization who have are responsible for managing, promoting
innovation activities and responsible for innovation initiative in organization. These activities can be
managing ideamanagementtool, facilitating the tool, coordinate with other businesses etc. These roles

are describedindetail inthe section belowand explained in the text when they appearfor the first time.
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4.1 Idea Management Tools in Case Companies

Thisresearch has gathered datafrom multiple case studies. To give users an overview of each case these
organizations are briefly discussed, then the results that were obtained from each case are explained by
explainingthe support processes related to the tool, features of the tool and the contentin terms of idea
managed by the tool. Asthe focus of thisresearchisthe idea managementtool the use of these tools are
explained here in larger organizational context with other innovation initiative/activities. Unique and
common findingsin detailsinterms of context and consequences are explained for all the companies in

separate section.

As discussed earlier 6 International organizations representing the industrial, chemical, IT and
manufacturing section and 1 international and 2 local Finish software solution providers of idea
management tools were studies for this research. The table below gives an overview for the reader
regarding each organization, the informants that were interviewed and the state of idea management

tool at the time of interviews.

Organization Industry Operation No. Of Interviews State of Idea

Management Tool
Company A Manufacturing International 3 Fully Functional

Company B Chemical International 1 Fully Functional —
some changes

planned soon.
Company C Manufacturing International 1 Fully Functional

Company D Chemical International 2 Transition
phase-testing

the tool

Company E Chemical International 2 Transition
phase-
requirement

gathering
Company F IT International 1 Transition

phase-planning

Table 4: Description of Case Companies
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Organization Industry Operation No. Of Interviews Portfolio

Software Solution IT Local Finland 1 Many ICT based
Provider A solutions.
Company B IT Local Finland 1 Focused on ICT

basedinnovation
management

tools.

Company C IT International 1 Many ICT based

solutions.

Table 5: Description of Software Solution Providers

Next the details findings related to each company are discussed.

Company A:

Organizational Context:

Company A is huge manufacturing company from Finland which is operating globally with more than
10,000 employees all overthe world. The company deals with manufacturing industry and comprises of
different business divisions. As a corporate level innovation Initiative Company A has formulated a
strategy that involves support of innovation activities, cross business collaboration, enhancinginnovation
culture and managing all these transformational activities. Idea management tool is one of the most
important parts of this organizational innovation initiative. The company has been using an idea
management tool for more than two years. This is a corporate wide tool with access to all in the
organization. The use of tool is promoted as a platform to manage day to day innovation activities and
provide “some structure to fuzzy front end of innovation”. The tool is used to handle and manage ideas
until the recommendation phase. After this phase the ideas become responsibility of specific business

division
Support Processes:

Idea management tool is supported by various practices and initiatives to enhance the use of tool. An
innovation management team is created to manage, support and promote the tool company wide. The

teamincludes like of innovation managerresponsible for corporate level innovation strategy, innovation
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coordinator who facilitates the idea process by acting as medium between idea initiator and idea
evaluators and an evaluation team which is a group of nominated personals from different businesses
who evaluate ideaforfurther processing orrecommendation. The idea managementtool is promoted by
the top management and innovation team alike. The company faces some challe nges regarding the
commitment of middle management who do not see the value of tool in day to day operations and prefer
the traditional face toface, email etc. methods forideasharing. Company A has given special attention to
develop a feedback time for the idea initiator and this feedback time is perfected after testing several
time periods. The thought behind thisisto keepthe ideainitiatorinterested in their idea and keep them
engaged by providingtimely feedback where systemis not convertedtoa “black box” with onlyinputand
no output. The company sees the value of input from customers and partners as very important for the
innovation and idea management process but does not want to make external contributors like partners
and customer as part of the tool contributors. They see it as a bottle neck in terms of tool merely
becoming a complaint front for customers and it might not be possible for them to manage their

expectations.

Inspirational practices are adopted to promote use of tool. These include several challenge based idea
competitions like theme of the month, idea of the month. Winners of these competitions are rewarded
and success stories are promoted to inspire and motivate people to participate. The company does not
have an explicit rewarding system in place where each contributor is rewarded and people are

incentivized using success stories and challenge based approach.

Idea management Tool Use

Idea portfolio managed by tool includes all product, service and business related ideas. Being a
manufacturing company the product technology ideas are abundant. In view of organization idea
management tool supports the incremental innovation as the idea submission and evaluation is
standardized. The radical innovation requires evaluation for each idea separately and it can pose
difficulty with standard evaluationin terms of lack of expertise or knowledge at the time of evaluation.
Radical ideas add complexity to the system and thus are avoided. The tool does not support the
collaboration between the ideainitiator and other employees so this is seen as one of the challenge by
the innovation team. Another useful feature company see for the use of tool is that it has successfully

become an idea bank where ideas can be searched and utilized for later use.

In essence the company sees the value of tool in combination with the se support processes. The tool
servesasone elementof the largerinnovation initiative to bring the culture of innovation in organization

and this was stressed by the informants several times.
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Company B:

Organizational Context:

Company B is company from Finland operating internationally with more than 5000 employees. The
company deals with chemical industry and is one of the key players in its field. The company has a
corporate level idea management tool which is in use for more than 2 years. The tool has gone through
several iteration and testing phase and there are still some changes that are in the pipeline to make it
easier to adopt and use. It is a companywide tool accessible to all. The corporate level innovation
strategy is still in pipeline for the company. The tool on the other hand was seen mainly by other
employees as the platform for research and development to put ideas forward even after it was
introduced to all the employees. To prompt the use of the tool company recognizes that it requires
change in the attitude of top and middle management by actively promoting the tool and stressing its
importance for organization and value it can bring. The innovation initiatives are being taken in this
respect and importance of idea collection, sharing and bringing this culture of open innovation is

promoted.
Support Processes

For Company B innovation initiatives are now in process as they have identified bottle necks in their
current use of the tool. Company B also has innovation team with innovation manger and other
members. The team has one full time member acting as innovation coordinator facilitating and
promotingthe use of tool and enhancingthe culture of innovation while otheremployees dedicate some
of theirtime to supportinnovation activities and tool. Then there is anominated evaluation team of 9-10
personal who evaluate all the ideas that become part of the tool. Innovation coordinator does initial
refiningof ideasand delegatethemtothe responsible personnel. There is no fixed time to give feedback
toideainitiatoritdepends ontheidea content, so some ideas may require more detailed evaluation and
collaboration than other. The company understands the value of input from customers and partners as
very important for the innovation and idea management process and as future prospect they want to
create some projects in the idea management tool with the suppliers and customers as we Il but right

now tool does not have this functionality.

There is competition based approach to gather idea supported by the tool. Then there is a group of
trained employees who act as facilitators and conduct workshops and brainstorming sessions to

generatedideas related to specific area, project or new direction. These ideas from work shop are then
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transferred to the idea management tool where others employees can also assess them. Other
employees are then encouraged to participate by puttingideas to the tool, the facilitators and managers
are supporting company’s innovation initiatives. Company B also uses the success stories of ideas that
reach the implementation phase or generated value for company as motivation factor for others to

participate and see their work appreciated and implemented.
Idea management Tool Use

Currently Idea portfolio managed by tool includes all product and marketing ideas. In view of
organization idea management tool supports the incremental innovation as the idea submission and
evaluationis easierforincrementalideas with set of expertise and knowledge at hand. In this company
the radical idea may require a large time to fully developed or understood and the evaluation may
require external inputs from partners, suppliers and government. So tool is seen more suitable for
incremental innovation. The tool support collaboration between all the employees. Afterid ea submission
the idea does not directly goes to evaluation rather there is a development period where other
employees can build or comment on the idea submitted. Request for comments can be voluntary or it

can be made by idea initiator or innovation coordinator.

In essence the company sees the value of tool only if there is a culture and innovation strategy that
supports it. The company is at the phase where some of the practices related to the tool use are being
changed. The company had the approach where ideas were not classified same as business divisions and
it created confusion forideainitiators. So the changes are proposesanditisassumed that they can make
the use of tool more frequent as it will be more easy to use and follow. For instance the ideas are not
classified according to the business division where the responsibility of idea development and decision

forimplementation is delegated to the business units.

Company C:

Organizational Context

Company C is internationally operating Finnish organization with more than 20,000 employees. The
company deals with manufacturing industry and is one of the biggest players inits field. Company has
gone through recent transformation. The corporate level strategy has been reformed in terms of
organization re-structure, defining new focus areas and business divisions, re-invention of current
business and finding new business opportunities. [dea management tool was introduced company wide
as part of this transformation few years back. It is a companywide tool accessible to all. Since the new

strategy was defined the idea management tool was deployed to gather all the ideas and enhance cross
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business collaboration and discussion. The important factorin Case Company Cis that idea management
tool is not considered as only source to provide ideas,to truly promote culture of innovation other more
traditional meanstoshare ideas are also encouraged. The main reason behind such attitude is explained
to promote the culture of innovation, openness where the medium to share ideas is not important but
rather ideas being shared bring real value for organization. So idea management tool is not the only
channel toshare ideas butserve asone among many. Also all ideation and innovation is directed by the
strategy or new business areas communicated to the employees by top management. So each idea

submitted to the tool has to fit the current strategy.

Support Processes

For Company C the ideamanagementtoolisaplatformthat isvery openandflexible. There isinnovation
manager (same role as innovation coordinator) whoseresponsibility is to manage the tool and processes
on corporate level but there is delegation of responsibility to different business divisions to deal with
ideasthatare submitted tothem. The evaluationteamis also selected or nominated by the businesses.
Which meansthe ideasinitiatorcan submitideasto the divisions owned by each business unit. The fate
of idea from there on is responsibility of each business. The business divisions are accountable for
evaluating and providing feedback to the idea initiator. There is no fixed time to give feedback to idea
initiator it depends on the processes followed by each business unit. As some ideas may require more
detailed evaluation and collaboration so each business unit has their own process to follow the idea
throughthe ideamanagementtool and then decide if it should be implemented right away or then put

on hold or need more research.

Not havingvery strict rules and time lines for idea evaluation is explained by the fact that although the
ideamanagementtoolis corporate wide, the actual ideas require evaluation from most relevant people
who have knowledge regarding the idea. In this sense the businesses are free to define their own
processesandtime line to evaluate ideas and provide feedback. The company stressed the value of input
from partners and customers as very important for their innovation processes as for their projects, they
workin collaboration with them using technical or other knowledge or support. Based on this fact they
are really lookinginto the prospect of using the tool to do joint projects with customers and partnersin

future.

To motivate employees for participation there is competition or challenge based more directed ideation
supported by the tool. Businesses orindividuals can create challengesin the tool and ask for participation

fromeveryone in the organization. There are also corporate wide competitions with small rewards but
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the company wants to create a culture of innovation where ideation is based on the intrinsic motivation

to contribute for the organization instead of using external motivators.
Idea management Tool Use

Currently Idea portfolio managed by tool includes product, internal process and business re invention
ideasthereis notso much focuson service relatedideas. In view of organization idea management tool
supports both the incremental and radical innovation. Althoughitis widely understood that company has
existingassetsin terms of knowledge and equipment which can be best utilized by incremental ideas ,as
these ideas can become part of existing projects and does not require extensive support in terms of
money andresources. Onthe other hand the radical ideas need to be fully developed and evaluated as
based on the industry they mightrequire huge investmentand resources and time to generate return on
investment. Soidea managementtool support both kinds of ideas, itis the decision making toimplement
the ideas that create challenge. The tool support collaboration and discussion between different
businesses. All the ideas in the tool are by default visible for everyone in organization but there is a
possibility to make small groups within the tool to develop ideas together before sharing. This feature

can be used by employees if they do not want to share theirideas openly.

In essence the company sees the value of idea management of the tool as part of the transformation that
is directed by the company’s strategy. The tool is only effective if it has support processes and

organizational culture and attitude to support innovation.

Company D:

Organizational Context

Company D is Finnish organization operating globally with more than 2000 employees. The company core
businessisrelated to chemical industry. The company has a strategy that focused on aggressive growth,
cost saving and efficiency in products and service. Innovation is considered as part of company’s portfolio
to attain the strategicgoals. The company has created an innovation plan and road map as an innovation
initiative. The deployment of idea management tool as a companywide platform to gatherideas and
support innovation efforts is part of this plan. At the time of interview the tool was still in the testing

phase and will become fully functional for whole organization in the future.
Support Processes
Althoughthe idea management tool is still in the testing phase, there are support practices s already in

place to collectideas from existing solutions and enable the tool once itis launched. The company has an
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innovation team with members from all the business units. Few team members are fully dedicated while
othermembers spend 10-20 percent of theirwork time to the innovative efforts. All the innovation team
members were selected by interviews and then formally trained in the workshops to learn about the
innovation tools, processes and facilitating innovation and idea sharing practices in organization. The
company has a road map and set goals to attain the most benefits from the idea management tool. The
company already has some in house idea sharing solution based on existing tools, word spread, emails or
company page where anyone can post and share ideas. These ideas are taken care of by innovation team
members to evaluate or take these ideas and present them in the business meetings. The innovation
initiatives including launch of anidea management tool is supported by the top management where the
importance of sharing and openness is communicated to all employees. For idea management tool
Implementation Company D has gathered requirements by research, testing several tools available in
markets and benchmarking Finnish and other international companies. Like all other companies
discussed above this company also want to make the tool available for customers and partners in future

but not in the first phase.

The company has decided a time frame for the idea evaluation and feedback not to be more than 45
days. The evaluation team has also been nominated and it has representative from all different
businesses. Employees can nominate themselves to evaluate an idea if they find it interesting and have

the knowledge and expertise

Oneimportant aspect of that company wantsto embedinidea managementtool istrendtracking where
the most relevant trends related to their business can also be shared in the tool. These trends can be a
starting point for the company to identify the weak signals for future development or then see the

problematic areas that need improvement.

Inspirational activities have already been happening in the company to make people aware of the idea
managementtool and support practices and allow them see the results of these competition in form of
success stories. The company organized challenges in specific categories and best ideas were re warded
and shared with all the organization. Company understand the importance of building a culture of
innovation by enabling openness and knowledge sharing to inspire people to ideate once the formal

platformisin place.
Idea management Tool Use

Idea portfolio managed by tool will includes product, service, marketing and process improvement ideas.
Although beingamanufacturing company the product technology ideas are abundant as seen by others

channelslike in house idea management solutions, suggestion boxes, emails and company’sintranet. The
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company sees that idea management tool will be able to support both incremental and radical
innovation. But like previous cases although the importance of incremental ideas is highlighted as
company requires continuous improvementin the existing offerings the importance for radical new risks
to expand businesses is also understood by management. So the idea is to make tool functional to
support both kind of ideas. The radical idea may require more elaborated evaluation in terms of risks,
available technology and commitment in terms of money and resources but employees will be

encouraged to share both.

The tool is set to support the collaboration between the idea initiator and other employees. Other
employees can give comments and thumbs up for the ideas. The company also plans to use the idea
management tool as idea bank where the archived ideas are available can be searched and utilized for

future projects.

In essence the company sees the value of ideamanagementtool as very important aspect in the overall
innovation initiative. Since they want to share knowledge between different businesses and countries the
tool can be a one starting platform to achieve this collaboration. The real problems and challenges will

become clearer for the company once the tool is in place.
Company E:
Organizational Context

Company E is Finnish organization operating globally with more than 3000 employees. The company core
businessisrelated to chemical industry. This organization is going through the transition phase where the
focusis shiftingto create and enable processes that engage employees and develop innovation culture.
The company has an ideamanagement tool butitis used in R & D and not in the whole organization. As
an innovationinitiative the companyis developing support practices that can enable the use of tool and
support continuousideacollection from the whole organization. These support practices are related to
collection, evaluation and sharing of ideas. Company E has a perspective that ideas are circulating in the
organization but they need a platform where they can be gathered, evaluated and managed to bring

innovation culture by sparking idea sharing, cross business collaboration and collective decision making.
Support Processes

As an innovation Initiative Company has created ateam called “innovation community” which comprises
of representatives from all the business divisions. The members of team are spending some hours of their
work time to furtherthe innovation activities in organization. These initiatives include creatinginnovation

road map, designing idea collection competitions, training and workshops for senior management and
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developing the processes that can enable idea collection using Idea management tool. As mentioned
earlierthe company already has an ICT tool butit is not utilized efficiently for the whole organization. At
the time of Interview Company is in the process of gathering requirement, designing the evaluation
process and discussing the feedback time towards idea initiator. The company plans that the feedback
time will not be longer than three months. The evaluation team will have representative from the all
business divisions of the company, the evaluation time can vary depending on the content of the idea,
and more technical idea mightrequire input from technical experts as compared to a marketing idea. On
similar note the company wants to have collaboration between their customers and partners as an
optionin future. Butthey discussed the need of processes and rules for the ownership of the ideas if they

pass the screening and go to implementation.

Two companywide competitions have been conducted as innovation initiative to engage employees and
ensure participation by promoting them throughout the organization. This was also used to introduce the
tool to the employees asthey were able to submitideas for this competition through idea management
tool. The evaluation was transparentin terms that all ideas and evaluation was visible to each participant
and open discussion was encouraged regarding any issue fromidea submission to selection. The success
stories fromthese competitions were shared throughout the organization. These activities also served as

testing or piloting the use of tool.
Idea management Tool Use

Since the requirements are still being gathered some of the key features that company plans to have are
collaboration in idea development and evaluation. Which means an idea initiator can ask for the other
employeestodevelop orcontribute toitsideaand developitfurther. Similarly all idea will be evaluated
in a joint effort from different business units. The idea submission and evaluation criteria are also

standardized but they can vary based on idea content.

In essence the company sees the use of tool as an important platform which can gather ideas from all
possible sources within the organization and at the same time bring culture of openness and sharing.
Using the tool forideacompetition served as testing ground forthem where they were able to learn from

experience and these learnings will become part of the company wide idea collection tool.

Company F:

Organizational Context

The company F is a technology company operating globally with more than 3000 employees. The

companyisin a transition phase of implementingacompanywideidea managementtool. Innovating and
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coming up with new ideas is one of the company’s core value and it helps to give them a competitive
edge. The company has invested heavily in research & development projects over the years. The idea
collection processes and tools are currently used only in R&D and not for all the organization. Due to the
higher management (top down) and bottom up (employees) pressureto develop a platform where ideas
from all over the company can be collected, the company felt the need to have an ICT based idea
managementtool. This tool can serve to collect, gather, develop and evaluate ideas not only from R&D
but from other business units as well. The other reason to use this tool is to develop the culture of idea

sharing and cross collaboration.
Support Processes

The company has a development team and support from the top management, who has gathered
requirements and defined the features forideamanagementtool. The developmentteam has developed
processes that will provide feedback as soon as possible and no less than 45 days to idea initiators.
Secondly the idea submitted will be readily followed to ensure that ideas made to evaluation after
recommendation from the system. The evaluation team will consists of representatives from different
business units where evaluation time can be dependent on the content of idea. Using partners and
customers as part of the idea management tool the company see it might not be a very good option as
they have highly competitive operative markets and ownership of idea is important for their industry so

they do not see it as an option for now.

The company has been thinking about the methods to motivate the employees as part of the idea
managementtool development. Some of the features that are still being discussed but not implemented
yet, are introducing the rewarding system, having competition or challenges to have target based idea
sessions. But since all of thisis in planning phase the real results of implementation will become clear
afterthetoolis actuallyimplemented and tested. The tool itself will support collaboration from the stage
of ideasubmission toideaevaluation. The idea submission, evaluation and feedback will be visible to all

employees. Idea will be evaluated based on the content
Idea Management Tool Use

The idea portfolio will consist of incremental and radical ideas. The company wants to utilize this tool
specifically for radical ideas as according to them the incremental ideas can easily become part of the
projects. These incremental ideas are being shared using existing channels of meetings, workshops,
emails etc. To develop their business further they need transformational ideas. Similarly being a

technology company most of the ideas are product or technology improvement. Once the idea
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management tool become fully functional directed idea sessions or other methods will be used to get

service ideas and insights from customers and suppliers.

In essence in company F, R&D is specifically making an effort to share and develop ideas. The company
has identified the need that there are ideas that do not get a channel to be shared. After research and
benchmarking manyideasharing processesithas been decided thatan idea management tool can serve

this purpose.
Summary of Findings

Now a summary of all the findings are presented in form of the table before proceeding further. The
findings related to each company are explained from the perspective of the emergent themes as
discussed in the precious section of this chapter , the unique attribute of a particular case company is
explained underthe sub heading of “miscellaneous” . In company the innovation initiative and activities,
Innovation management teams, idea management tools features, idea management tool features, idea
portfolio management, support processes and unique activities are explained. The companies with the
fully functionalidea managementtool are represented by blue color whilethe one in transition phase of

tool deployment are represented in orange.
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Table 6: Emergent Themes and Findings

Next part briefly discusses the software vendors who provided the idea management tools for different
organizations. These companies as software vendor develop the ICT based idea management tools for
companiesforall different businesses. Since this company has experience in providing ICT tools for many
organizations. They were interviewed about what are the most desirable features that companies require
insuch systems and theirview pointregarding the success factors and challenges faced by companies in

introducing and implementing the systems.
Software Solution Provider A:

The company is a local Finnish company providing numerous software solutions one of which isidea
management tools. From this system providers point of view the system has to be simple to use and

adaptable for organization. The system must provide an easy standardize way of submitting ideas and an
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open evaluation procedure in place where ideainitiator not only gets feedback or thumbs up from other
employees but from management as well. One important aspect that the company discussed is the
implementation of ideas after evaluation so ideas need not only be evaluated but also implemented to
show the real resultsforthe ideainitiatoras well astop management. Secondly trainingand enabling the

employees to make them familiar with tool is very important aspect while adopting the use of tool.

Software Solution Provider B:

The company is a local Finnish company focusing only on developing and providing idea management
tool to the companies. The company has numerous clients using their idea management software and
many success stories to relate to. In their point of view unless there is a culture or attitude change in
organization where employees feel encouraged to share ideaopenly thereidea management tool cannot
make impact. So companies need to focus on approach of building this culture or attitude first and then
usingthe tool as a mean of platform where all steps are easy to follow and standardized. Although they
have an opinion that each company has different day to day working methods and in this respect they
provide very flexible software solution which can be adjusted according to the organizational needs. This
software vendor argues the importance of using competitions and other directed techniques to make
people familiarwithtoolis anintelligentinitiative from the company as it allows them to see the results
invery short period of time. Secondly they also believe that to show the value of tool the ideas have to
go to implementation after evaluation or recommendation to calculate the return on investment for any
organization. If company has numerous great ideas but not many go to implementation then the tool

may lose its importance in long run.
Software Solution Provider C

The company is a Finnish company operating globally and providing software solutions to numerous
organization and ideamanagementtoolsis one of these solutions. The company sees idea management
tool as an elementthat helpsthemto build trust with theiremployees and allow them to share theirown
experience with them They have a point of view that idea management tool is successful only if the
expectations of all the stakeholders are managed properly. The reason why there is necessity of platform
to gather ideas is communicated and employees and management are on the same page. This should
alsoreflect in the attitude and culture of organization and this is possible when idea management tool
generates value by actual implementation of ideas. Secondly they also support the idea of using tool
more than justsharingideas butalso a predictor of future trends and identifier of the problem areas. This

means using data analytics the company can identify the most discussed topics where ideas are shared
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and identify that if there is a possibility of some new development in that area or else the ideas are

mostly related to the issues which need eradication.

To summarize all software vendors, see the use of tool only if it is easy to use and help the innovation
initiatives by creating a culture of innovation. For this purpose the enabling of all the employees by
trainings, competitions, promotions etc. is necessary to launch the tool. But the same attitude should
continue even when people become familiar with it. The role of managers and leadership is very
importantinthe context of communicating and showing commitment towards the use of tool. Also they
discussedthatthe idea management tool can be beneficial in long terms if ideas go to implementation
and thisisonly possible if company make commitment towards the ideas that are recommended by the

tools. Some of these findings are discussed in detail in success factors section.

4.2 Idea Management Tool: Most Common Support

Processes and Features

In this section of findings features of idea management tool, the most common support processes and
disparities are explained in detail. Since the findings presented in the previous section were more of an
overview for each organization. Some points that are not discussed previously are part of this section

along with success parameters and challenges.

4.2.1 Idea Management Tool in Organizational Setting
Allthe organizations beinginterviewed are huge established organizations except two software solution
providers which operate locally. These organizations have been operating globally and have large number
of employees working in them. Organizations have very clearly defined hierarchy and job roles for the
employees. More over each organization had multiple business units with each having clearly defined
functionalityand their own hierarchical structure. This has created aformal working environment where
each business unit was responsible for development efforts that lead to innovation of their own portfolio.
Secondly it was also mentioned by several interviewee that each business may follow their own
processes to implement ideas and thus there is no standard process at the organizational level for
implementation of idea although some variation of development models like “stage gate” might be

followed by various businesses. Company C clearly mentioned

“Some businesses are more flexible while other follows very strict stage and gate or some other model for

development activities”.

So the collaboration between businesses although encouraged might be hard to achieve as they follow

different developmental models, planning and project timelines. These boundaries somewhat have
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created a rigid control setting where it can be seen as a closed atmosphere. This has to be noted that
these conditions are also the key to understand, why there is a need to have a change is “culture” is
mentioned by all informants. Thus the need to have a platform was identified to gather ideas. In all
organization there is a very clear corporate level strategy. Each business has their own portfolio which
may be governed by this strategy. Businesses are responsible for their own day to day innovation
activitiesinterms of ideasharingand implementation but there are corporate wide innovation activities

happeningin form of challenges and competitions in each case company.

In majority of case organization priortothe introduction of idea management tools and the organizations
still in transition phase research and development department might be considered as main source of
ideas and innovation for the company. It was also clear that the sales, marketing and on field staff is
considered as the ones facing the customers. Company A, B, E, and F specifically discussed that these
employees are windows to the customer insights as they spe nd the most time with customers. All the
employees are notinvolved in the innovation activities explicitly. Due to these findings companies have
identified that many potential ideas do not surface as there is no platform for sharing them. Secondly
existingsolutions orideas are not shared between businesses and thus there are cases of “reinvention of

wheel” explained by informants.

This said it was clearly discussed by all interviewees that prior to the adoption of tool or beginning of
transition phase to have a tool in future, all the case companies have identified this need that innovation
cannot be centralized to one or few departments. They discovered a need of a common platform that
supports “culture of innovation”, the term used by almost all the interviewees. This term “culture “from
the context of interviews referred to practices that can create an atmosphere of openness, sharing and

cross business collaboration to drive innovation activities.

Thisterm culture isimportant to understand, as all the companies consideridea managementtool just as
the platform of innovation initiative. So they promote tool as a part of innovation culture and not the
otherway around. For all the organizations being interviewed there have been some more in house or
othermeansor solution in use before the adoption of an ICT based tool. These include suggestion boxes,
spread sheets, intranet, emails or facilitated joint brain storming sessions. Once the need for idea
management tool was identified all companies have taken innovation initiatives to make the tool
adoption successful. These initiatives include having some form of fully dedicated or partially dedicated
set of employees from different business units called “innovation teams”. The role of the innovation
team before the adoption of the tool was gathering requirements, researching the best idea
management solution available, benchmarking other organizations and creating aroad map of innovation

activities. They also promote, enable, support, facilitate and help maintainidea management tool as part
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of these innovation initiative once tool become fully functional. These are genericfunctions of innovation

management teams common to most organizations.

Once Idea management tool is introduced it served as “front face to promote culture of innovation” as
said by Company A. The launch of the tool is communicated using internal promotion in form of emails,
newsletters orformal emails. All the companies see role of top management in adopting the tool quite
important. All the companies have at one point used atargeted innovation technique in form of monthly,
quarterly oryearly idea competition to promote idea management tool. Even the companies where the
toolimplementationis still in transition phase, has used this technique to make people familiar with the
process of idea sharing, evaluation and feedback in short time period and build trust. Similarly all
companies have used sharing success stories as one of the methods to motivate employees and use the
tool where they can see the results. Similarly some organizations have created a two way discussion

channel where idea initiator can actually discuss the feedback or evaluation.

4.2.2 Innovation Initiative and Activities to Support Tool Use
Allthe companies being studied identified the need in recent years to have a platform where they can
collect, share and evaluated idea as part of a bigger innovation initiative. Here it was clear from the
interviews that this transformation can be related to changing marketing conditions in case of some
companies (C, D), findingnew businesses (company A&E) or staying ahead of competition (company F).
Thisis alsovalidated from the fact that all the organizations either adopted an idea management tool or

started a transition phase to adopt such tool.

If we look at the common practices related to idea management tool, the 3 case companies with tool in
place have made all their business units well aware about the launch of the tool. The tool as mentionedis
seen as “front face” of the “innovation culture “that company wanted to adopt and top management
seemed committed to this cause right from the start. Several innovation initiatives have been used to
engage employeesinthe process like competitions, trainings and idea sessions. The success stories of the
ideas that have been implemented by using the tool are used to motivate employees and show to the

management that tool generated value.

The companies still in the process of implementing the idea management tool have all started to
promote the tool usinginitiatives like company-wide competitions (N=2), enabling or training the some
employees from each business to act as the “catalyst” and motivate others (N=2) and creating a

facilitation team to help employees become familiar with the tool in the first place (N=2)

The challengeslie inthe fact that not all the businesses units are active to use this kind of software. The

reason given was lack of motivation, using other channels foridea submission or not having access to the
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work station. Some companies (A&B) want to eliminate this problem by using solutions like mobile
applicationtosubmitideaanywhere. While otherargued that real issue is not having enough interest to
use the tool rather than the channel. Some see that tool is part of all other available methods of idea
sharing so tool can serve as one channel for sharing ideas but not the only one. Other channels should

also be part of the big innovation initiative.

4.2.3 Features of Idea Management Tool & Support Processes
The features foreach company’sidea management tool have been discussed in the previous section case
by case. The companies that already have idea management tool in practice have under gone changes,
modifications and upgrades based on the requirements that were identified after initial launch of the
tool.3companiesindifferent transition phase have identified the features they wantto have in their idea
management tools based on research ,consultation and benchmarking other Finnish and international

companies

In general almost all companies introduced the tool and made it accessible for the whole organization.
The ideamanagementtoolisseenasa platformwhichisopento all employees to share all different kind
of ideas. Theideaistosupport knowledge sharing and collaboration with in the organization. The word
‘transparent” is used by many informants (N=5) while other used the variant to explain the same concept
which is “tool will be open for all employees all ideas, evaluations and comments will be visible for

everyone in the company, no matter belonging to which business units”.

It was quite clearthat all the case companies have made the tool very easy to use and thus making sure
all the employees are familiarwithit. The end users (N=2) beinginterviewed from company A very clearly

stated that tool is intuitive and easy to follow.

So the process follows submission of anideato the tool where the submission is standardized in form of
a form and idea initiator has to answer few questions or rate their idea based on some preset criteria.
These most common criteria were technology feasibility, novelty and market or business value (N=4
cases). The argument to have these criteria was to make tool more intuitive and make the idea initiator
thinks aboutthe ideabefore submission. The questions orthemes thatare part of the tool are to help the

idea initiator reflect on theirideas. As reflected in one of the quote.

“People can submit the idea to build an electric car; but the tool should help them to spend 15 minutes or
so to think how and why to build an electric car and then submit the idea. That said there should not be
15 or 20 questions to answer before submitting any idea so it will take 3 hours just to use the tool, that is

why there is need to find the balance”
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Some companies followed more open approach where any kind of idea can be submitted without
answeringany question orratingit (N=2). All companies were flexible about the format of the idea to be
submitted where an idea can be a simple text explanation but idea initiator can also add pictures,
illustrations or supporting materials based on their personal preference. Each idea management tool has
some division orstructure based on the business divisionsinthe companies. The idea submission process
isorganized so that idea can be submitted to particular business division. In each business division there
were sub division related to Idea portfolios of the company for example retail related ideas can come
underthe umbrella of sales and marketing. This helpsin the later steps of evaluation and giving feed back
to the ideas submitter. 1 company lacked this structure and identified it as a problem which confuses the
idea initiator as they had trouble submitting the idea to right business owners. This also created extra
work for the responsible innovation manager to do an additional sort and then direct ideas to relevant
evaluationteams. So Company was inthe process of changing the initial idea categorization and making

it more in line with the business units of the company.

More over all the tools had the functionality to post challenges and use the targeted idea methods to
motivate participation. These challenges and competitions can be corporate wide or some specific

business unit or a person can also request to create them in the system.

In all except one case, people can comment and build on each other ideas or give ratings in form of
thumbs up. In 3 companiesideainitiators can ask othersto comment of give feedback on their idea. This
was termed as “idea development period” by the informants and it can vary from organization to
organization but it lasted at most from 15 days to one month. Comments and ratings were primary
communication methods supported by the tool. This allowed the evaluation teams to prioritize the ideas
for evaluation because it showed the most popular idea in the tool. Idea development by using
commentingapproach canalso sparkinterest of otheremployees in the idea and can help in evaluation
process as discussed by 2 informants. Butif commenting or development affect the actual decision it was
not clearly mentioned by any informant, but one company discussed that it might be possible that an
ideathat is not beneficial forcompany ordo not fit strategy getsa thumbs up so in that case evaluationis

based on the content of idea and not the thumbs or comments it received.

Related to the voting and commenting the companies see that the tool can be used for forecasting or
trend tracking related to their industry and this is an important benefit for the use of the tool. One
company discussed that trends of their particular industry can be seen tracked by adding tags or key
words to the idea that are most relevant to current developments. Secondly some companies also
discussed the areas that receive most ideas can be weak signal or future opportunity to exploit. Oritis

also possible thatthisareahas someissuesand needsto be fixed In short the tool can be utilized for this
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purpose but most companies are not exploiting the full potential of data analytics (N=2) companies have

some processes associated with this feature of the tool. But most company sees thisas a future prospect.

Most companies had an “innovation coordinator” who is mostly part of innovation team and looks after
maintenance, prescreening, facilitating the tool use. Intwo organizations the innovation coordinator was
responsible forsorting and then delegating the ideas to the relevant evaluation individual or team. For
instance a very specifictechnical idea might go to the development team while a retail idea may go to
marketingteam. While in 1out of 3 companiesthe idea coordinator does not perform the delegation of
idea to evaluation team it is responsibility of the businesses line to evaluate ideas once they are

submitted to the tool.

All the companies have evaluation teams that have representative from different businesses. These
evaluationteams are pre nominated by each business unit. All the evaluation, comments and screening s
visible to everyone in the organization. The collaboration between different businesses could occur at the
evaluation stage as well. 1 company still in the transition phase also wanted to support open dialogue

after evaluation in case if an idea initiator is not satisfied with the result or feedback.

Afterideasubmission and evaluationin the next stage idea can have three fates (i) can be recommended
forimplementation (ii) needed some research before further continuation (iii)archived for the future use.
All the companies discussed that there is no “rejection “status foranyidea.The reason explained behind
this decision was to avoid demotivating people and giving negative feedback using the tool. Secondly this

can affect future participation. Even the archived ideas might have use in future.

The ideasthat are recommended by the evaluation team were directed to the specificbusiness divisions
they belong to in all case companies. This means resource allocation, taking them forward is solely
responsibility of the business lines. Innovation management team is not involved with the
implementation decisions in almost all cases. The idea once evaluated and given feedback is

responsibility of the businesses.

The feedback time is discussed as very important part of idea management tool smooth operation. All
companiesseeitasa practice that builds trust of the person using the tool. As they see the fate of their
ideain time from relevant experts. This shows that their idea is evaluated by using the knowledge and
company took responsibility to evaluateit. So timely feedback is considered animportant aspect to make
the tool work efficiently. It seems the average feedback time foreach case company is 1to 2 months and
all the companies strictly discussed not delaying it more than 3 months. 3 Companies (B,C,F) discussed
the idea content can be a factor that determines the feedback time with some ideas requiring more

elaborate evaluation than others. Nonetheless all companies agreed that an initial form of feedback and
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response can keep the idea initiator engaged and interested in the process and build the trust to make

them use the tool again.

A benefitthatis created for companies by continuous use of the tool is the value it generates in form of
an idea bank. Companies have many ideas being stored in a database after constant use of the tool .As
informants discussed they can take advantage of these ideas in later years and searching or browsing

through ideas can be really beneficial for the current and future projects.

4.3 Consequences of the Ides Management Tools Use

Afterdiscussingall the details regarding the use, design and support processes of idea management tools
and the innovation initiatives and activities in organizational context. This section discusses empirical
findings and generalizations related to idea management tools although they might be used in different
settings or circumstances. These findings are gathered from all the interviews. It has already been
discussed that notall the case company had fully functional idea management tool in place .There is no
distinction made in discussing both the cases if the assumed practices are same as the actual ones. If

there is a unique feature that is assumed to create a difference for some company; it is highlighted.

Based on all the case interviews agenericdevelopment modelis created to reflect challenges and success
factors of the idea management tool. Tools in all case organizations seem to have technical support
processesthatare related to submission of ideas, developing the submitted ideas, evaluating or rating

theideaand thengivingfeedback orrecommendationtoideainitiator. Thisis showninthe figure below:
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Figure 13: Development Model for Idea Management Tool
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The consequences generated because of tool use and support processes are discussed in this section in

form of challenges and factors that determine the success of an idea management tool.

4.3.1 Challenges in Idea Management Tools use
Informants readily discussed challenges they may be facing with use of idea management tool. Since
these challenges create hindrance in the bigger innovation picture for companies they are important to
discuss to understand the success factors for tool use. The organizations want to create open knowledge
sharing “culture” or “environment”. These challenges are discussed here for each section of idea

development process discussed above:
Idea Submission & development phase Challenges:

Almostallinformants discussed the lack of motivation from employees to use tool is one of the biggest
challenge for successful implementation of the tool. The lack of motivation can stem from various
reasons. Many interviewees discussed lack of time as one of the key factor that hinders the use of the
tool. Since employees are busy in their operative day to day tasks it takes an effort to use the tool and

put anidea.

Secondlythere are other more common channels available to provide ideas like meetings, workshops or
arunning project where you can share yourideadirectly to management and get response or even get it
implemented. Whereas idea management tool follows a standardize procedure to provide
recommendation and it might notbe a fast paced result as expected by idea submitter. So these channels
are competing with idea management tool as many employees favor them over “a new tool” that has

been introduced to be used.

Since all these organizations are operating globally informants reflected that a companywide idea
management tool as an initiative does not bring same response from all the regions that company
operates in. This can be due to cultural difference where in some countries the hierarchical barriers
prevent peopletoshare theirindividual ideas and they prefer group working. It was also pointed out by
one informants that by using tool over some time, they have discovered while openness help create
collaboration and allow knowledge sharing ; it is also possible that some individuals are more
comfortable to work in small groups in this case a tool should be flexible to provide a group space

functionality.

Another challenge is that employees are using numerous tools for various daily tasks in all of the case

organization thus tool itself alone cannot create value for any individual. It is the bigger innovation

68



initiative and recognition of their efforts that inspires people to participate. Secondly the tool might be
easy to use for a business line dealing with ICT or development but for sales or marketing e mployees
thereisa need of additional training and understanding to use such systems. This has to be understood

and clearly communicated between the innovation team and responsible individuals.

One challenge discussed by some informantsisthat the idea management tool can become a channel to
complain or submit work environment or service improvement ideas the examples were given “like
applesincanteen”, “red carpetsforall office floors” or “create a summercalendar”. Although theseideas
pose challenge where idea coordinator has to spend some time to sort them and then forward them to
therelevant personal, itis difficult to avoid them completely. Informants discussed that to create open
sharingatmosphere the company has to deal with these ideas. Some informants discussed that content

of ideas will improve once there is more direction and middle managers convey the “kind of ideas” they

want to see in the tool from employees of each business units.

All organization exceptone allows the idea collaboration at the initial idea submission phase. In few cases
(N=3)the ideainitiatorcan ask people to comment. But it was pointed out by the informants thatit is not
necessarily easy to get comments from the community and experts. This posed a challenge “to build
ideastogether” aim which was one of the factor each company hoped to achieve through the use of tool.
Similarly the companies believed thatidea can be advanced or improved using this cooperation. So if it is
not happening as regularly as it was supposed to, it is hard to get employees excited about ideas of
others. It was also pointed out that commenting, giving thumbs up or rating the ideas helped to let the

evaluators know how idea is perceived in the organization.

Oneinformantdiscussed the challengewherethe powerisimpartedto employees, they allowed the idea
initiator to sell or pitch their idea so it can get votes. If an idea gets votes then it is prioritized in
evaluation process. This might be a good possibility for evaluator to see the fate of ideas but the
informant explained, there is also a challenge that an idea which does not bring real value for the
company can get votes or thumbs up. As collective pressure can force the idea to be taken seriously by
management but in real it might not be a right decision. This company after several of these cases
concluded that the idea management tool should be transparent and decisions regarding fate of such

ideas should be clearly communicated to the idea initiator.
Evaluation & Recommendation Phase Challenges

Motivationisalso a challenge at this step of the process since idea evaluator are needed to perform this
task as a responsibility other than then their usual work. Most of the interviewees discussed this as an

important factor to make the whole process fromidea submission to evaluation run smoothly. The idea
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evaluator needs to be motivated as they might have to deal with for example, as mentioned by one
organization for more than 100 ideasin time of three months and it takes effortand time to perform this
task. Some informants mentioned that they don’t ask people to evaluate ideas unless they’re sure that
theideais at leastsomewhat good. In case of evaluation team the informants discussed they need to be
inspired orexcited by ideas and see the value of the tool because there is not much reward or extrinsic

motivation for evaluation being discussed by any of the informants. In words of one informant:

“I would say motivate people to do evaluation .Hitting a good evaluation time means ideas get timely
feedback or response and it is a job of idea evaluator which can become difficult with large organization
and many divisions. The evaluators get a thank you or thumbs up but not same response as someone

putting idea to systems it is difficult to make them understand what it in is for them”

Secondly it has been discussed that since companies use this tool as platform to collaborate between
different units and this is especially required at evaluation stage. Informants discussed the reason for
cross collaborationisto evaluate the ideas together and see the technical, market value of an idea at the
time when it is in early stage. In actual experience this collaborative decision does not happen as it is
expected to be. There might be some cases where it was mentioned by informants that different
businesses were collaborating. The way of working of organizations by having boundaries with in

business line had made employees comfortable working with own teams.

One company where two informants were interviewed and a software vendor (having their own idea
managementtool) discussed employees might not agree with the result of the evaluation. In this case the
openness, transparency and attitude of the innovation managementteam are very important. There has
to be an open platformthat allows debate between the ideainitiator and idea evaluator. So the decision
making can be discussed and explained. One informant stressed that employees need to be clearly
communicated that may be 10% of ideas can get positive recommendation and from that only 3 to 4% of

ideas will be implemented. All ideas will not go forward and selected and that is part of the process.

Many informants also discussed the fact that they want to have a very specific time to give feedback to
ideas. Ideallyithastobe as soon as possible butthe factthatideas content may differand this can create
a problem to have a standardize time. For example two of the informants from different companies
discussed that in case of their organization a transformational or radical idea needs more time to get
evaluation, calculate the feasibility, risk and requirements. In that case it might take more time to get
back to the ideainitiatorandthisis just part of the process. So in these cases idea content can affect the

feedbacktime quite alotandit can pose challenge. As a consequence the user of the system might lose
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interest. This also nullifies the purpose of the tool where ideas are submitted to be evaluated and

employees understand that their opinion is valid.
Idea Implementation Challenges:

Many informants discussed that many products, service or business related ideas may be approved or
recommended forimplementation by the tool. But there is a possibility that most of them do not make
to implementation. The time lag can between recommendation and implementation can be from 6
monthsto 3 years or more. In almostall cases afteran ideaisapprovedit is directed to the business line
which makes decision on implementation and determine allocation of resources, costs etc. Ideas once
recommended from the system become part of the other project management or process models for
implementation followed by the organization. So the recommended ideas may not be implemented for a
long time and there is no check point or linkage between the idea management tool and the

implemented ideas status.

Thisis a major challenge and shows slow progressinterms of idea development process. This challenge
may create the picture that company just have a platform where ideas are shared but the actual success
stories are not as many as were expect. This also pose challenge for the top management as the lack of
success stories can generate the perception of the tool, that it only provides soft values in terms of
collaboration, discussion or joint decision making and the hard value in terms of cost saving or money

making are lacking from the overall process.

4.3.2 Success Factors of Idea Management Tool Use
Each case company and software solution providers discussed the factors that contributed to the success
of ideamanagementtools. Most of these success factors are related to the challenges discussed above.
So overcoming challenges can create a successful use of idea management tools and support processes.
The success factors here are gathered from all of the interviews. Some of the points already discussed in

the previous section are also explained here briefly as they contribute to the success of such systems.

An ideamanagementtool with transparent and fair processes that ensure open discussion, collaboration
and evaluation is not enough to bring value unless there is commitment from all the stakeholders
involved in the process. This on a broader level includes top management, middle managers and
employees representing all the business divisions of an organization. Together all of the stakeholders can
create a culture and attitude change from having closed centralized idea sharing practices to an open,

knowledge sharing ones using idea management tool as a platform to do so.
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“For success of system it is important because system itself cannot win today it will need culture. Of
coursetool is one factorin the bigger picture but biggest factor is culture .actually culture and attitude of

leadership and managers and then employees”.

The commitment from the top management and middle management is an important factor in above
context. The priority of why an idea managementtool isimportant needs to be clearly communicated to
the employees of the company. The innovation initiative supported by tool should be part of the strategy

(N=1) as was stressed by one informant,

“if the importance and priority of why we need to share ideas and have this culture is not understood and

supported by the leadership and management then it loses its importance in the long run. “

So there should not be contradictioninthe actions and words of the leadership and management. Many
informants discusses middle management can be one crucial aspect to make the idea management tool

successful as they are responsible for everyday tasks.

“Leadership and middle managers need to recognize the benefits it brings for the company, the benefits
of having ideas, multifunctionalteams and implementing the ideas to gain value by saving costs, making
costs the importance of tool need to be understood by all. So keeping the culture alive for success it is
probably attitude and commitment of organization. If it is promoted everywhere employees also want to

do their part”

Communication and commitment also contributes towards the success of the system. It is also
mentioned by informants that organization needs to understand that all the ideas that get
recommendation might not become part of implementation or it might take time to see results from
some ideasthatare implemented already. So thisneed to be elaborated by the innovation management
team and understood by the tool users. Similarly if some ideas do not make to implementation they are
still part of the tool and process. It has to be clearly communicated that may be only top 5% percent of
the ideacan get to implementation phase. This does notundermine the soft values of the system which
are collaboration, joint decision making and creating an idea bank for future project. The importance of
open communication is also discussed from the point of the view of the tool working for instance if the
tool and processes are not workingand there are some bottle neck and pitfallsthen it should be flexible

enough to change and deploy new processes.

Feedbackis discussed one of the most crucial success factoras well once ideais submitteditisimportant
to receive atimely constructive feedback which helps to keep the idea initiator interested in their own
idea. If a system does not have a process in place that provide the real feedback to the user it can be
considered as “black box” with idea flowing in but no information or decision coming out.
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Here it was also discussed that feedback does not only have to be an intermediate feedback that idea
qualifiesfor implementation. There has to be some process and planning in place where ideas that get
recommended fromthe ideamanagement tool get actually implemented. Thisis vital for the continuous
use of the tool and bigger innovation initiative companies aim to achieve. But this link between idea

management tool and idea development models is missing as explained in detail in challenges part.

Inspirational events like idea challenges and competitions help employees and top management see the
advantagesoftoolina veryshorttime. The results are visible and process is clear for all the employees
and top management. Thus these events and sharing of the success stories can be one factor that can

make tool more successful in terms of its continuous use.

From the ideamanagementtool design point of view some informants discussed thatit should be simple
and easy to use. The idea initiator should have a very clear and easy structure available in the tool for
submission of idea. Which means that the user can easily identify the business division idea belongs to so

basically a tool user has to spend minimum time to submit idea.

One success factor that all companies see most important to the use of tool is collaboration and
collective decision making. Each organization discussed the value of open collaboration between
different businessesisthe real parameter that determines if the tool is successful. This factor helps the
decision making and support knowledge sharing and learning. The same features were discussed in
challenges part which means thisis perceived as success factor but in real practice the collaboration does

not happen as much as it is assumed.

Also many companies see that tool can be used for forecasting ortrend tracking related to their industry
and thisisan important benefit or success factorfor the use of the tool. Many companies discussed that
ifthey have ideasfrom a particular business or related to a specific topic then these ideas can be either
weak signals or indications that it can be researched more. The fact that these areas might need
attention eitherforimprovementorinnovating new products orservices can help companies identify the
problems and opportunities using the idea management tools. This also reflects that tool is used

efficiently and predictions from the tool can bring some new focus areas forward.
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Chapter 5: Discussion & Conclusions

To the reader: This chapterdiscusses the main findings from the empirical studies and reflects upon them
in comparison from the previous literature research on this topic. The practical implications of the study
are discussed and some suggestions are summarized based on the combination of academic research and

study fromreal life cases. In the end the study is evaluated and prospects of future research are discussed.

51 Contributions to Existing Research and Main Findings

from the Study

The utilization of multiple case studiesto understand the idea managementtools, support processes and
deemedvery useful asithelpedto create a holistic picture with real life examples. Especially exploring
theideamanagementtool inlargerorganizational context has not been extensively discussed in previous
literature. This research helped to identify the relations between different stages of the idea
managementtools more clearly as well asthe dependencies of each step on the stakeholdersinvolved in
the use of tool. The insights gained, helped in understanding the behavior of users in terms of
commitment, expectations and motivation that changestheirinteraction with the tool. Additionally this
approach also helped to see the idea management tools in context of big innovation initiative of

organizations and dependencies of the process on working cultures of companies.

It was interesting to see that collaboration between the business units is identified as the mostimportant
factor by the companiesto determineif the tool is successful or not. At the same time it was the biggest
challenge because inreal practice the collaboration does not occur as commonly as it was assumed. This
insight from the case examples contradicts from the academic literature where collaboration in all the
stages of idea management tool is debated to occur and supported by the design of the tool (Bailey &
Horvitz, 2010; Karlsson, 2010). In thisregard the issue rooted at the organizational levelwhereitis seems
people are familiar with theirown way of working in confined divisions of business lines and thus cross
business collaboration may require some effortsand commitment from all stakeholders as discussed by
academicliterature as well (Dougherty & Hardy, 1996). Reflection on the findings show that this culture

of collaboration needs to established and enabled by training, consulting and joint initiatives.

Secondly being international organization many companies discussed that in different countries work
culture and working methods are different. To make tool a company-wide success they need to consider
this while planningand launchingthe tool. Specialmeasures in terms of training enabling etc. need to be
takenas ideasharing practices are not commoniin all these countries. Thisisaveryimportantfindingas it

has notbeendiscussedin literature as a challenge or success factor for the tool use. The picture created
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inliterature representthatthe tool once launched with all the requirements gathered fromthe company
will be adoptable by all employees (Bailey & Horvitz, 2010; Montoya-Weiss, 2000). But this was not the
real case and difference in working culture of companies creates an additional barrier to make tool

successful.

Since it was discussed that design of the tool can make it more acceptable to be used by the workforce
(Bailey & Horvitz, 2010) .This was confirmed as the ease of use and simplicity with few intuitive features
was requirement of all the organization foridea management tool. Here it is to be pointed out that idea
managementtool literature propose thattool should have technical support and processes to deal with
complexity in terms of multiple ideas and projects (Karlsson, 2010). This was partly confirmed as in
example of all the case organizations an innovation coordinator was present managing the tool, ideas and
delegating responsibilities. Thus innovation managers were performing quite a lot of work and system

was not independent.

Another aspect of the same point is that in literature it is discussed since employees are familiar with
using the IT applications. The idea management tool will not prove difficult to adopt in everyday work
(Karlsson, 2010). This was partly confirmed as it was evidently discussed that tool itself was easy to follow
but the same response is not gathered fromall the business lines, meaning the peoplein development or
IT department became familiar with tool quickly as compared to the sales or on site staff. Some

employees and business lines need additional trainings to make them familiar with the use of tool.

Another important finding is that the role of innovation management team has not been discussed in
literature extensively. The role innovation team played included requirement gathering, benchmarking
other organizations and solutions, facilitating and training the other employees. These roles seem to
create differenceforthe case companies. As many informants discussed that it helped to plan, promote
and activate the innovation initiatives in organization. It was clearly seen that successful launch,
promotion and working of tool required support from the innovation management team. All case
organizations had these teams as part of their innovation initiative and it has been discussed that these
teams bringvalue by enabling the use of tool and helpingthe overall innovation activities. These finding
contradicts the literature whereitis discussed that tool should be made as independent as possible and
role of the managementteam can be eradicated by designingthe tool to be intelligent (Montoya-Weiss,

2000).

In anotherview point the literature does notdiscuss any clearboundaries between the idea portfolios to
be managed in the tool (Bailey & Horvitz, 2010). Similarly idea management tools are supposed to deal

with the complexity and challenges that occur in all stages of front end of innovation (Bailey & Horvitz,
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2010). In real cases it was clearly seen that most tools in case companies were used to support
incremental ideas as the radical ideas added complexity to the system in form of additional evaluation
efforts and time. Though all organizations wanted to or said that the idea management tool can support
radical ideas the reality was different. Contradictions to literature tools were not very helpful in reducing
complexity in dealing with radical ideas specifically in evaluation phase where additional support was

needed to decide the fate of such ideas.

One important part that was a bottle neck for the use of tool was that recommendedideas from the tool
do notsee the implementation green signal from organization. It shows either the lack of commitment
from the personals responsible for the implementation or then the rigid organizational boundaries,
planning and set budget do not allow the businesses to make quick decision for implementation as
discussed in literature as well (Garud, et al., 2011). This issue could be resolved by having an interface
and follow up between the idea management tool and the project management processes and
responsible personals. Here it is also interesting the fact that all recommended ideas can never be
implemented should be elaborated and communicated to all the stakeholders. Thisis also partly linked to
the existingliterature where it is discussed that companies should prioritize the ideas and implements
some percentage of ideas to show the tool is generating value (Bailey & Horvitz, 2010). But one point has
not been discussed in detail in literature that some of the ideas may never get implemented and only

adds to company’s idea bank.

As faras the role of stakeholders is concerned the findings show that top management and leader ship
commitmentisasimportantas the employees. In literature related to idea management tool the use of
toolis discussed as bottom up channel forideas and role of managementis notstressed enough (Turrell,
2003). Real findings reflected that without the commitment of management the tool cannot be
successfulinlongrun as ideaimplementation decision (that involves cost and resource allocation) need
theirsupport. Secondly by implementing tool the companies provided the channels for idea sharing to
employees but the support processes does notimpart powertothe community. Which means it might be
possible that voting and ratings do not affect the evaluation decision at all as this has not been discussed
by any of the case company. Evaluation is based on set criteria and the ratings can help to prioritize the
ideas, happening in few cases. It can be noted that in open source software examples discussed in
literature review intelligence of community is utilized by giving them some form of power for example
virtual money or reward or a batch where ,commenting and collaborating to other’s ideas become
valuable for them as well. The experts also use the voice of community in making the decision and

evaluating an idea. But this was not the case in these organizations.
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The role of having an open platform was also discussed by all case companies where there is no practical
example inany case organizations using idea management tool in collaboration with their supplier and
customers. It was revealed by interviews that companies agree with the approach that external
contributors to the process of innovation are asimportant as the employees of an organization (Karlsson,
2010; Chesbrough & Crowther, 2006). But due to intellectual property issues, customer expectation and
technical requirements they do not want to implement this functionality in tool right away. As a future
prospect many companies discussed thatrole of partners and customers can be added to the tool butthe

owner ship of ideas will be agreed upon beforehand.

Anotherinteresting finding is the use of the idea management tool for trend tracking or identifying the
weak signals or problematic areas this has not been discussed in existing literature related to idea
managementtool but this is common feature of many open source soft wares(example: Openldeo and
Ideastorm by Dell). Since two of the case companies were already using this concept .This feature can be
helpful to detectthe weak signals and trending topics. The functionality available in the tool can provide
window to the managementandinnovation teamto see the most commonly discussed topics orthemes.

Such idea can be assigned key words and tracked to group the similar trends.

In summary idea management tools can be of great prospect for the organization if they are supported

by processes and organizational innovation initiatives.

5.2 Practical Implications of Study

It had been discussed and stressed that idea management tool alone cannot generate any value for an
organizationithasto be supported by the processes and structures. Neverthelessinlarger context these
tools can be very meaningful forthe organization. Itis evident that when companies use combination of
activities where tool can also be part of the bigger innovation initiative it can generate more
participation, ideas and collaboration. The competitions challenge based ideation; theme or idea of the
month can create engagement from the employees. These inspirational set of activities help to see
results of the how tools and process work in a short period of time and can help to serve the underlying

purpose like trust building around the tool use and management of expectations of all stakeholders.

Therole of innovationteamisveryimportantas well in this context as they not only help to maintain tool
they are acting as agents that enable others in their business units in the use of tool. They also act as
facilitators or intermediates between the idea initiators and evaluators. In this respect the role of

innovation team from all business units can help keeping the active culture of innovation.

Feedback is also discussed as one of the key factor related to the use of idea management tool .As it

helps to make the process more effective by managing expectations of all the stakeholders. The

77



constructive timely feedback is a one key parameter to make a system perform all the tasks. Also the
importance of communication cannot be stressed more it should be clearly understood and
communicatedtothe userthe purpose the tool is serving for organization. Itis highly possible that many
ideas will notgetimplemented but still the reason behind the use of tool is to have a culture of openness

and sharing.

The role of all the stakeholdersisveryimportantin making anidea managementtool work. Commitment
from the leader ship, top and middle management towards the use of tool and their support in this
initiative is extremely necessary to make the process work. Since it does not make sense if the tool
generate recommendation of ideas and none of them get to the implementation phase. Here the
responsible people make decision regarding the implementation of the ideas can play an important role.
As itis possible that there is a great effort and eagerness to participate in the beginning process where
ideas are gathered and evaluated but as they are recommended for future there is lack of connection
between the recommendation and implementation phase. This was seenin almost all the cases and thus
a follow up process and structures can be formulated around this matter. There can be some
implementation budgetorfundthatis dedicated toideas thatare beenrecommended from the tool this
can help to show the real commitment and values. Afollow up process between innovation management

team and business units can also be quite beneficial in this regard.

Anotheraspectthe ideamanagementtool can helpisthe management of knowledge by creating an idea
bankwhere all the ideas thatare beingshared can be stored. Thisis helpful asinstead of repeating ideas
an ideamanagementtool can help to build upon existingideas. Similarly the knowledge available in one
area can be applied foranothertime as well. Tracking future trends to foresee problems or opportunities
can be very beneficial forthe organizations as it utilized their embedded knowledge in form of ideas to

identify the weak or strong signals. This feature of the tool can be utilized more in practice.

5.3 Evaluation of the Study

Since due to time constraints the research focused on divergent dataset with multiple case studies. This
created a generalized breadth viewrelated to expectations, assumptions and experiences related to the
use of ideamanagementtools. The research could have been more benefited from the in depth analysis
of each organizationi.e., alargerinterview sample. Sincethe findings are discussed using the commonly
occurring themes related to the topic, it would have been more insightful to interview large sample of
users of idea management tools (employees) from each case organization along with middle managers
and top management to understand their view point as well. Similarly collaboration is discussed as a

factor that is crucial to make idea management tool successful so in this respect managers and
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representatives from different business lines of each company should have been interviewed to gain

deeper understanding of enacted practices.

Also the use of idea management tools and the practices may change over the span of time. A
longitudinal study in this perspective where the data is collected in a longer time span would have
produced a deeperunderstanding of how the use and support processes of tool change over the period
of time and new processes that are formed. In this respect especially for the companies in the transition
phase it would be interesting to see the actual implementation of the tool and observe the processes
that are boundto be differentthenthe assumed or current one. The findings in this thesis do not discuss
the change that can occur in time which can be an interesting phenomenon to observe or study in this

context.

Qualitative approach in form of Interviews was used for the primary source of data collection. A mixed
method approach could have been better in validating the results. As it was not possible to get data or
statistics from the idea management tool itself such logs or tool data could have been interesting to
compare with the informants responses. Since each organization in the study is different the results
would have been compared to understand the difference in use of tool. More over being the global
organizations all the companies have offices and employees spread around the world to expand the view
of the study such informants from different countries and tools statistics from each region could have

also helped to understand the practices that differ because of the origins or country culture.

Nevertheless these limitations were overcome by imparting more time to research process. In this case
they were reduced by carefully selecting the data sample in relation with the research question. The
broaderperspective was gained by interviewing software solution providers of idea management tools.
All the case companies had some experience and practices related to idea management tools and the
individuals beinginterviewed were active part of innovation management team in the organization. The
analysis was done with rigorous repetition starting by word by word transcription of all the interviews
and coding and re-coding manually and using software support. This approach was used to make sure
that the results are not biased and provided deeper insights and helped to create the generalization

based on common practices and identify the uniqueness for each case organization.

54 Future Research

The researchis based on 6 International organizations which are key playersin theirrespective fields with
years of experience, operations and history that has created their current organizational setting. Since
this research focused on the view point of few personals from the organization so one future research

implication can be in depth study of these organizations from the perspective of conditions and change of

79



practicesrelated toidea managementtool use. Which means that some of the organization already have
an idea management tool in place while others are in transition phase so it will be interesting to do a
longitudinal study overa period of time to gain insights how practices related to idea management tool
come into existence in case of new tool adoption or change over time as the tool become familiar. This
topic is not discussed thoroughly in research in previous literature and this study also only capture the
view pointof informantsin specifictime butitcan be explored further. Interviewing many personal from
organizations that may or may not use tool, observing the use of tool and getting the real data from the
tool can serve this purpose of understandingin detail. Studying them overtime will help to study change

in the processes and tool usage and this can create a good addition to the idea management research.

Here it has to be mentioned the collaboration practices are discussed almost all informants as both
challenge and the necessary for the success. Since idea management tool is designed to support
collaboration but real practices differ from the intended or assumed ones. This phenomenon can be
investigated in detail and can serve asimportant direction forfuture. Secondly the behavior of different
countries in response to the tool use can be investigated in detail. If same processes and practices are
should be used all overthe organizations orthey can be localized based on the country of origin to have

full benefit of the tool. This can be an important direction to explore for future.

Secondly this research studies the managerial perspective related toidea management tool in extension
to thisstudy the role of the innovation management teams can be animportant topicto explore. Sinceall
the companies have innovation management personals orteams. One future prospect of research can be
to observe or study these teams to investigate their roles as innovation agent. It can be studied how
helpful these teams are to create cross business understanding and collaboration and enabling the
innovation culture for other employees. Secondly based on the literature it can be investigated if
employees become fully functional in adopting the innovation initiative in form of idea management
tools does the role of the team will diminish? This can be interesting phenomenon to for further

research.

Another future prospect of research is to see the value of tool in trend tracking and identifying weak
signalsand opportunities. Using dataanalytics and businessintelligence concepts the real data from the
tool can be analyzed and compared to the company projects or general strategy to understand the
relation between the ideas that are abundant and innovations they can create. Another aspect that can
be studied from this prospectisthat since companies see lack of motivation to participate as one of the
biggest challenge the tool data can be used to identify the most active businesses and understand the
practices that are followed there and lackingin the other business units.The study of these practices will

be important aspect to investigate.
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5.5 Conclusions

To summarize this study observed thatidea managementtools provide prospects for organization to use
the collective knowledge of the employees at their disposal to generate, develop, and implement ideas
and achieve innovation objectives. These idea management tools in each case company provided a
platform to support overall innovation initiative of an organization and help in identification of the
opportunities by capturing, prioritizing, evaluating the ideas which otherwise do not get a channel to
surface. All of the tools were designed to be used by the whole organization and this created a social

setup of collaboration and community around the tool.

Howeverit was discovered that the advantages from collaboration and knowledge sharing were not fully
attainedin any case organization and this has beenidentified as the challenge as well as critical factor for
the success of tool. This can stem from the fact thatidea management tools are relatively new concepts
for all the organizations being studied (not a single organization has tool in place for more than 5 years)
the practices related to tool use require change in attitude from the normal working methods in
organization; where each business line is responsible for their own portfolio development to an
environment of open idea sharing, collective decision making and using the power of employeesinall
these processes. This inability to make this attitude change can create a barrier in adopting these
practices. All the stakeholders (employees, leadership, middle & top management) involved in the
process of idea management tool use; need to understand the importance of the tool for their

organization.

In shortit was clearly discussed by all the informants thatidea management tools alone cannot generate
value fororganization unless they are supported by processes that help to create environment & culture
of innovation where ideas flourish, are fairly evaluated and put toimplementation to generate short and

long term benefit for organizations.
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Appendix
Interview Protocol

Background

Tell your organizational role,

Job, day to day working activities,

How is it related to innovation, innovation management?

Who are the people you work with mostly?

How do you interact with them?

Innovation Policy

What is innovation policy for your company?

How do you deal with innovation?

What is innovation for your company?

Who deals with it?

What kind of innovation do your company support or what ideas?
Or Is thisa service development, product development / technology development, or something else?
Isit difficult to have many innovation types

How to deal with each?

Who deals with each?

What are motivating factors to innovate

How much do you develop ideas alone / together?

to what extent are you taking the ideas further formal / informal channels?
No Do you need to hide any ideas? Why? and why not

Idea Portfolio

How did idea move for your typical development phase?

Who are people taking part

Who manages them?
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What are the models structures you use forit?
Innovation Structures

Discuss your thoughts on idea management tools
What functions they perform?

How are they use

Features, technology

Who controls or work with them

Who participates? And why

Share experiences?

When idea management tool use was began?

Is it successful? Why and why not

Challenges? What will you change?

Role of customers and partners

Invention vs innovation does it supports?

What inspiration activities are there for the tool use?

How are these communicated? The use of tool, tool promotion why is it necessary to have this
innovation perspective.

Why did you feel the need to have idea management system in place?

Do you think it is beneficial?

Do you think it has brought value for your company?

did not get to know about the sub categories for process or business ideas.
how do you see the idea management tool functionality?

visibility for othes about the idea that is put in the system.

is collaboration conscious decision? Or does it can change future.

when itis visible to every one?

Why is benchmarking as a way to understand.

who owns the idea? in the system.

so invention system is actually not radical either.

87



What are the parameters to design such system? What kind of parameters is most important for
companies?

How do you come up with specs and features in the first place? What is the back ground research
involved.

How doyou seeinnovation fromthe ICT system itself? What are the features asked the most or common
in companies.do you also provide some sort of training?

How doesideamanagementcycle workinyoursolution? What shoulditinclude inyouropinion? How do
you propose an eco-system?
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