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Sammanfattning 
För organisationers långsiktiga överlevnad i dagens snabbt föränderliga samhälle är 
innovation en nödvändighet. Trots detta har många organisationer svårigheter med att hantera 
sitt innovationsarbete. En förutsättning för att lyckas med innovation anses vara att skapa och 
upprätthålla en innovationskultur. Många anser att stora etablerade organisationer är en av de 
största källorna till innovation. De har många fördelar, så som en stor andel resurser och ett 
omfattande nätverk. Å andra sidan får många stora organisationer svårigheter med flexibilitet 
och byråkrati och blir därför överträffade av små start-up organisationer. 

Syftet med denna uppsats var att undersöka ett stort etablerat svenskt högteknologiskt företags 
innovationskultur och föreslå förbättringsåtgärder för att främja förmågan att generera idéer. 
Undersökningen genomfördes på Saab Naval Operations i Järfälla. För att finna förbättrings-
åtgärder utreddes först hur den existerande kulturen som stödjer innovation såg ut, därefter 
identifierades den önskade kulturen. Slutligen identifierades de förändringar som kunna 
möjliggöra den önskade kulturen. Semistrukturerade intervjuer genomfördes för att förstå 
problemen och det önskade framtida tillståndet. En klimatenkät skickades ut till 
medarbetarena på Saab Naval Operations för att identifiera deras uppfattning av klimatet. De 
kvalitativa och kvantitativa resultaten gav tillsammans en övergripande förståelse av den 
befintliga kulturen. Workshops hölls för att finna förslag till åtgärder som skulle hjälpa att nå 
den önskade kulturen. Slutligen togs en handlingsplan med fyra förbättringsområden fram. 

Resultatet utmynnade i fyra förbättringsområdena. De identifierade faktorerna anses vara en 
bra utgångspunkt för att förbättra innovationskulturen. Förbättringsområdena som 
identifierades är: Ledarskap för innovation, Idéhantering, Domänkunskap och 
Kunskapsöverföring. Dessa anses vara av stor betydelse för att positivt bidra till en 
innovationskultur där en mångfald av idéer uppstår, från alla på Saab Naval Operations.  

Nyckelord: innovationskultur, idéhantering, innovation management. 
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Abstract 
Innovation is a necessity for organizations long term survival in today's rapidly changing 
society. Many organizations struggle with their innovation management and a prerequisite to 
succeed with innovation is considered to be, creating and maintaining an innovation. Large 
established organizations are by many seen as one of the greatest sources of innovation. They 
have several advantages when it comes to innovation; like a large set of resources and an 
extensive network. On the other hand many large organizations face difficulties with 
flexibility and bureaucracy and are being outperformed by small startup organizations. 

The purpose of the thesis was to investigate a large established Swedish high-technology 
organization’s innovation culture and give suggestions for how it could be improved in order 
to support the capability of generating ideas. The investigation was performed at Saab Naval 
Operations. To find improvements, the current culture and the desired culture that supports 
innovation were identified. Finally necessary changes were identified to be able to achieve the 
desired culture. Semi structured interviews were held to understand the prevailing problems 
today and the desired future state. Additionally a climate questionnaire was sent out to all 
coworkers at Naval Operations to reveal the current state from coworker’s perspectives. The 
analysis of the qualitative and quantitative results together provided an overall understanding 
of the existing culture. Workshops were held to determine the changes needed to reach the 
desired culture. Finally an action-plan with four improvement areas was identified. 

The empirical, qualitative and quantitative studies were distributed into the improvement 
areas. The factors identified are considered as a good starting to positively contribute to an 
innovative culture though the list is not considered as complete. The improvement areas were; 
Leadership for innovation, Idea Management, Understanding and Knowledge Transfer. These 
improvement areas were considered to be of great importance in order to positively contribute 
to the innovative culture where a variety of ideas emerges from everyone at Saab Naval 
Operations. 

Key words: innovation culture, innovation management, idea management. 
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1.  INTRODUCTION 
This chapter presents the background to the study followed by information about the 
investigated organization. The identified problem and purpose of the thesis is then presented 
followed by delimitations. 

1.1 Background 
Innovation is a necessity for organizations to survive long term in today's fast-changing 
society (Goffin and Mitchell, 2010; Leifer et al. 2001; Angel 2006). Many organizations 
though, struggles with their innovation management (Goffin and Mitchell, 2010; Wagner et 
al. 2014; Kotter, 2012). There are several elements that need to be managed, function and 
interoperate properly. These elements are presented by Goffin and Mitchell (2010) as the 
penthalon framework that consists of; an innovation strategy, ideas, prioritization, 
implementation and people & organization. It is not enough to be outstanding in one or a few 
of these elements; they all need to work well together to be able to successfully achieve 
innovation efforts in long term (Goffin and Mitchell, 2010). 

A foundation and a prerequisite to succeed with innovation are considered to be to creating 
and maintaining an innovation culture (Angel 2006; Goffin and Mitchell, 2010). The 
innovation culture is comprised in the element of “people & organization” and it should 
contribute to constantly motivate coworkers to contribute to innovation efforts (Goffin and 
Mitchell, 2010).  Culture is described as the visible artifacts, values and assumptions among a 
given group (Schein, 1984). A powerful organizational culture brings strongly shared values 
and beliefs, depending on the nature of this culture, it can be either good or bad (Martins and 
Terblanche, 2003). When organizations become mature, culture often does the same. People 
rely a lot on experience and develop a paradigm of how things should be done. The problem 
is that the environment is rapidly changing and experiences of the past are not always the best 
way to handle the future (Tushman, 1997). Changing the culture is not an easy fix, it is 
considered as the most difficult thing to change in a corporate transformation (Tushman and 
O´Reilly, 1996). To change a culture, a powerful person needs to start acting differently 
(Kotter and Heskett, 1992; The Wall Street Journal, 2009). 

Large established organizations are by many seen as one of the greatest sources of innovation; 
they have several advantages when it comes to innovation, for example a large set of 
resources and an extensive network (Davila, 2014; Bommer and Jalajas, 2004). On the other 
hand many large organizations face difficulties with flexibility and bureaucracy resulting in 
small startup organizations that outperform them (Bommer and Jalajas, 2004; Kotter, 2012). It 
is easier to get stuck in bureaucracies in large organizations (Brian Quinn, 1985). Bureaucracy 
often results in: sluggish decision making and communication, low risk taking, prevented 
creativity and less flexibility (Bommer and Jalajas, 2004). Larger organizations often prevent 
people with different knowledge and experience to interact and exchange ideas. Motivation is 
often forced through hierarchies and reward systems instead of through organizational vision 
and culture (Davila, 2014). With bureaucracy people have a tendency to lose touch with the 
concept of their product or process (Brian Quinn, 1985). 

In high technology organizations it is no longer a guarantee to succeed with innovation if the 
technological expertise is available. Engineers are often the ones that create and possess the 
technical expertise that creates innovations, but the need for social knowledge is essential and 
plays a greater role these days (Menzel et al. 2007).  The interaction with customer and 
customer needs has therefore been highlighted as of great value; it increases understanding 
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and motivation for coworkers to do meaningful innovations in customer’s best interest (Kotter 
and Heskett, 1992; Brian Quinn, 1985).  The social knowledge is important to makes 
innovations meaningful and engineer’s ability to communicate with other fields of expertise 
and customers has increased in significance (Menzel et al. 2007). 

To survive long term an organization needs to be able to both manage incremental and radical 
innovation (Leifer et al., 2001). Incremental innovations are needed to improve existing 
business and radical innovations for future and emerging businesses (Tushman and O´Reilly, 
1996; O´Reilly and Tushman, 2004; Davila, 2014; Kotter 2012). Larger organizations often 
find it difficult to manage radical innovations (Leifer et al., 2001; Kotter, 2012) and instead 
tend hold on to the past and invest in incremental and process innovations (Bommer and 
Jalajas, 2004; Cohen and Klepper, 1996). Usually when organizations pass the start-up stage 
they begin to focus on optimization and efficiency. This in turn often contributes to 
bureaucracy in hierarchies and standard managerial processes that are resistant to changes and 
risks (Kotter, 2012). 

Even though radical innovations are essential to survive long-term, few organizations actually 
have the ambition to deliver radical innovations (Wagner et al. 2014). Successful attempts 
have been to manage radical and incremental innovations differently regarding to its 
respective prerequisites (Tushman and O´Reilly, 1996; O´Reilly and Tushman, 2004; Davila, 
2014; Kotter 2012). Radical innovations often benefits if they are separated from existing 
business and how things “should be done” while the existing business continue focusing on 
improving their product, operations and serving their customers (O´Reilly and Tushman, 
2004). 

It is easy to say that large organizations should start acting as small, startup organizations but 
it must be considered that the conditions differs significantly. A larger organization faces 
greater psychological and economic pain that affects more people if the organization fails 
(Brian Quinn, 1985). If there is a failure, they might have to lay off coworkers or shut down 
plants. When introducing new innovations they have to consider the risk of jeopardizing other 
products or projects, they might need to convert customer, operations or organizational 
culture. What also has to be taken into consideration is that larger organizations often develop 
more complex products and systems compared to small organizations. Larger complex 
systems come with a higher probability of error that further increase the risk (Brian Quinn, 
1985). 

One of the greatest sources that contribute to radical innovation is an organizational culture 
that support, accept and values innovations (Leifer et al. 2001). Strong innovators encourage 
collaboration, reward ideas, and seek to implement good ideas with suitable methods (Wagner 
et al. 2014). They always commit to ideas, especially in the face of failure (Wagner et al. 
2014). To continuously succeed, large organizations needs to have an atmosphere and vision 
for innovation (Brian Quinn, 1985). They need to implement processes for initiating, 
supporting and rewarding the activities that leads to radical innovations (Leifer et al. 2001). 
Top management must promote interaction across disciplines, have clear strategies, goals and 
tasks, encourage innovation and make resources available (Menzel et al. 2007). The 
innovation vision operates so that it attracts the “right people” to work for the organization 
and gives them incentives to strive for (Brian Quinn, 1985). 

In order to achieve the vision an innovation strategy should be clarified, communicated and 
employed (Goffin and Mitchell, 2010). The success of an innovation strategy comes with 
leadership and accomplishing an organizational culture that values innovation (Goffin and 
Mitchell, 2010). The culture reflects the vision and strategy (Kotter and Heskett, 1992) and 
creating a culture largely implies in communicating and educating how to use the strategy 
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(Amer et al. 2014). It is important to gain the right atmosphere and rewards to see results in 
creativity and ideas (Goffin and Mitchell, 2010). Engineering and scientific leaders are often 
the ones that create atmospheres that support innovation (Brian Quinn, 1985). 

As in other fields, e.g. quality management, innovation management has shown the tendency 
that; a higher level of participation and involvement leads to success (Bessant and Caffyn, 
1997). All individuals in an organization are not intended or in disposition to come up with 
radical innovations, but everyone should have the opportunity and feel that they are a part of 
the climate (Menzel et al. 2007). 

1.2 Investigated Organization 
Saab’s business concept is to supply “World leading solutions, products and services for 
military defense and civil security”.  They have 14,140 coworkers around the world and have 
local presence in 33 countries. Saab is divided into five different business areas (BA). Each 
BA is structured in business units (BU). This study is executed within Saab’s business unit 
Combat Systems and C4I Solutions (C2S), located in Järfälla. C2S executes businesses in five 
divisions of which the Naval Operations Division is the one in focus herewith. 

Naval Operations Division consists of nearly 200 coworkers. They have a focus on software 
and hardware products for marine security and defense. They possess a lot of technical 
expertise and 75% of the people consist of engineers or technicians. 

The work is project-based and recently Naval Operations Division have reorganized into a 
cross functional organization. They now have seven functions from which coworkers are 
allocated to projects depending on competence and work load. 

The reorganization centers on a long-term project, CORE. Inside the CORE project there are a 
number of coworkers from different functions that works with R&D for both hardware and 
software. The CORE project´s mission is to develop the product so that customer projects can 
deliver with less adjustment; they want to reach a more standardized range of products and 
solutions. Before the reorganization; customer projects had individual development and 
adjustments for each project. Now there is a focus on reducing the time and efforts put in 
customer projects and instead develop comprehensive products that more easily can be 
customized to each customers need. There is a strong belief within the Division that the cost 
will be reduced and the quality of their products will increase by this change. 
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Figure 1. The figure describes how the reorganization centres on the CORE project. The 
CORE project provides customer projects with the latest version of the products and customer 

projects then makes small adjustments and customizations. 
There is an ongoing implementation referring to Lean and Agile methods at the Naval 
Operations Division. The goal with this implementation is more efficient processes of 
working that will contribute to better and cheaper products. 

1.3 Problem Description 
Naval Operations Division wants to start a work to promote innovation and innovative 
thinking. In the past they have had a bureaucratic way of adopting ideas. The process was 
very slow and cumbersome, ideas always got stuck in formalities and feedback was poor. 
They had a low risk culture and only safe and incremental development continued to pursue. 
This low-risk culture is reflected in coworker’s mindset, motivation is lacking and they 
consider that their effort to bring up ideas will not give any results. Saab states that their 
mission is to “make people safe by pushing mental and technological boundaries”. To fulfill 
this mission they need to develop innovative new solutions and keep up with the rapid 
changes in today’s industry. The Naval Operations Division has therefore decided to 
encourage entrepreneurial thinking among their coworkers by taking more risks and promote 
ideas. Even if the managers are more willing to take risks, the mindsets among coworkers still 
remembers the cumbersome process. The Division wants to be more innovative and they 
consider ideas to be the start of innovation. There are more areas to cover than only ideas and 
culture in order to become more innovative, but a culture where everyone wants to contribute 
with ideas is a desired first step at the Division. 

Today the Division relies a lot on a few individuals when it comes to ideas; these individuals 
have high authority to bring ideas further. There is a problem though in relying so much in 
few stakeholders. People are removable resources and there is a missed opportunity in not 
involving a larger heterogeneous group (Bessant and Caffyn, 1997). The Division Manager 
feels that there is a need to develop all individual mindsets so that they feel motivated to 
contribute with ideas. This thesis is one step in the way of establishing an innovative culture 
where all coworkers contribute with ideas. 
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1.4 Purpose 
The purpose of the thesis is to investigate Saab Naval Operations innovation culture and give 
suggestions for how it could be improved to support the capability of generating ideas. To 
begin with the problem perception and desired future state will be identified; thereafter 
suitable solutions and implementation methods will be suggested. 

The objectives are to investigate and answer the questions below: 

⋅ Which factors can positively contribute to an innovative culture where a variety of 
ideas emerges from everyone at Saab Naval Operations? ⋅ How can these factors be concretized and realized into a successful implementation at 
Saab Naval Operations? 

1.5 Delimitations 
The thesis is based on a real case study at Saab Naval Operations Division. The investigation 
and result aim to Saab Naval Operations Division specifically. Suggestions will be based on 
empirical results for the specific organization. Divisions with a close work relation with the 
aforesaid were involved in the thesis but only as reference and inspiration. 

The thesis will concern the innovative culture that is considered to promote the emergence of 
ideas. Theoretical frameworks are described in the next chapter and the thesis is inspired by 
these without taken them into complete practice. The models were used in a way that was 
considered suitable for the concerned organization.  



6 

 

  



7 

 

2.  FRAME OF REFERENCE 
This chapter presents research and frameworks that the thesis has taken inspiration from. It 
begins to describe innovation and elements that contributes to innovation. Culture and 
climate is then described regarding to the effect on innovation. Finally the importance of 
leadership is presented followed by how established firms often struggle to manage 
innovation. 

2.1 Innovation 
To maintain a competitive advantage on the market and achieve long-term growth, innovation 
has become one of the most important organizational efforts (Leifer et al. 2001). Innovation is 
a necessity for organizations to survive in today's fast-changing society (Goffin and Mitchell, 
2010). Today the word innovation is used in many different contexts and can describe 
different things in an organization (Dobni, 2008). In this work innovation is seen from an 
organizational view and innovativeness is considered as: 

 “The ability of an organization to adapt itself and its operations to new demands from its 
environment, perhaps by adopting new products or services, by altering old products or 
services, by discovering new markets and target groups, by changing methods of working, or 
by introducing new technologies and/or organizational structures” (Ekvall, 1996) 

Innovations can be categorized depending on their kind of impact (Schilling, 2013). In this 
Thesis innovations are categorized following: 

⋅ Radical innovations: Breakthrough innovations that create new trajectories (Schilling, 
2010) and create new offers or entirely new businesses and respond to new 
requirements from the environment (Nagji and Tuff, 2012). 

⋅ Incremental innovations: Creating variation on established techniques on already 
existing products/services or trajectories (Ahuja and Lampert, 2001). 

To survive long-term it is important for organizations to balance their innovation efforts. 
There is a need to maintain and improve existing business with incremental innovations. 
There is also a need to be in forefront in emerging business with radical innovations 
(Tushman and O´Reilly, 1996; O´Reilly and Tushman, 2004; Davila, 2014; Kotter 2012). 
Most innovations are incremental changes and continuous improvements, these are though 
occasionally broken by radical innovations and then the loop starts over again (Tushman, 
1997). To be successful long-term organizations needs to manage the streams of innovation 
and not only single innovation events (Tushman, 1997). Many large established firms 
struggles in managing radical innovations, the struggle often involves fear of risks and the 
chaos that arise when commercializing radical innovations (Leifer et al. 2001). Several studies 
have claimed the need to manage radical and incremental innovations differently due to their 
different needs and nature (Leifer et al. 2001; Tushman and O´Reilly, 1996; O´Reilly and 
Tushman, 2004; Davila, 2014; Kotter 2012). 

According to Goffin and Mitchells (2010) innovation management is about managing the 
penthalon framework, the framework consists of five elements. It is not enough to be 
outstanding in one or a few of these elements but they all need to work well together for the 
organization to be able to successfully achieve innovation in long term. This thesis will 
mainly concern the elements; innovation strategy, ideas and people & organization. These 
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elements are described below, the other two elements that will not be concerned are; 
prioritization and implementation. 

Innovation strategy 

The strategy is a way to reach aimed goals of the organization by putting up detailed clear 
targets and tactics (Anthony, 2008). The strategy should describe the organization's ambition 
with innovation efforts and be the strategic fit between internal resources and the 
opportunities and threats in the environment (Tidd and Bessant, 2009). The strategy helps to 
align diverse groups in an organization to achieve specific competitive goal. There is no best 
practice in creating an innovation strategy. It needs to be aligned with the business strategy 
and match the specific organization and its competitive needs (Pisano, 2015). Two main 
innovation market strategies are; innovation leadership and innovation followership. 
Innovation leadership aims at being first to market with products/services, much money is 
spent on R&D. Innovation followership intends to copy exciting products and make them 
better or cheaper or maybe more differentiated or customized (Porter, 1980). Effective 
managers guide and control the main direction of innovation (Brian Quinn, 1985). Leaders 
help to communicate and guide co-workers to work according to the strategy (Tushman, 
1997). 

Ideas 

Ideas are considered as the raw material of innovation. In order to obtain ideas, creativity 
must be encouraged and developed, both in teams and individually (Goffin and Mitchell, 
2010). A diversity of ideas needs to be generated and sources of ideas should be both external 
and internal (Goffin and Mitchell, 2010). The most effective idea source is considered to be 
internal teams and coworkers (Edgett, 2014) but external sources as customers, networks, 
collaborations, suppliers, investors, open sources, universities, governments etc. should not be 
ignored (Tidd and Bessant, 2009). The involvement of customer and suppliers, both formal 
and informal, increase the range of knowledge and enhance innovation (Hyland et al., 2006). 
Organizations can not only rely on few individuals or functions when it comes to successful 
ideas. Idea generation is an activity for the entire business as well as for relevant external 
sources (Björk and Magnusson, 2009). 

Ideas are created by knowledge which in turn is a result of an individual's social context 
(Spencer, 1996). The quality of ideas has shown to be strongly influenced by the individual’s 
network. A large network with widespread knowledge increases the quality of ideas (Björk 
and Magnusson, 2009). Good ideas come from a blend of customer, technical and market 
requirements (Goffin and Mitchell, 2010). Consequently, developers’ social knowledge and 
understanding of customer needs are of high importance. Many successful innovation efforts 
interact and involve customers in the development process. Interaction with customer has 
shown to impact coworkers’ motivation positively (Kotter and Heskett, 1992; Brian Quinn, 
1985). An individual’s creativity depends on its experience, creative thinking skills and its 
task motivation (Amabile, 1998). Anyone of normal capability can be creative; the work 
environment influences the level and frequency of the creativity (Amabile, 1998). Creative 
methods and lateral thinking can increase the level of creativity (Farr and Ford, 1990). For a 
group to be creative there is a need for freedom. Group composition should depend first on 
personality and ability to work together and then on technical skills (King, 1995). There are 
four facilitators that should be high for group creativity; company climate, company vision, 
participant safety and company support (West, 1990). Since innovation is the successful 



9 

 

implementation of creativity (Amabile, 1998; Boeddrich 2004), there is a need to create a 
permissive environment (Amabile, 1998). 

People & the organization 

The management of people highly affects innovation (Goffin and Mitchell, 2010). There is a 
need to have an effective organizational structure, train and hire people properly, have 
supportive processes etc. The foundation of innovation management is to create an innovation 
culture (Goffin and Mitchell 2010). Things that can help fostering an innovation culture are; 
idea competitions (Schepers et al. 1999) and proper reward and recognition programs - these 
though has to be elaborated. Money is a common incentive but it does not help creativity 
(Amabile, 1998). A powerful reward is the satisfaction an individual gets when fulfilling a 
mission they feel passionate about (Kotter, 2012). 

2.2 Innovation culture 
Common descriptions of organizational culture are: 

⋅ “The way we do things around here” (Lundy and Cowling, 1996). 

⋅ “Deeply seated (often subconscious) values and beliefs shared by personnel in an 
organization” (Martins and Terblanche 2003) 

⋅ “A groups norms of behavior and the underlying shared values that help keep those norms in 
place” Kotter (2012) 

Schein (1984) suggests analyzing an organizational culture in three levels; 

Artifacts & creations - These things are easy to see and observe, like architecture, dress 
codes, office layout, behavioral pattern, documents, art, technology etc. It can be described by 
“how” a group’s environment is constructed and their behavior patterns but it doesn't describe 
why the group behaves like that. 

Values - This level answers the question “why” raised in the first level - why the group 
behaves like that. The level contains the espoused and pronounced values that a company 
holds and that controls behaviors. 

Basic assumptions - To entirely understand the culture and behaviors there is a need to look 
at the basic, underlying assumptions. These assumptions are often unconscious and they 
determine how a group perceive, feel and think.  The underlying assumptions are things that 
people in the group takes for granted like the nature of human relationship, reality, time, space 
and the relationship to the environment. These things are not considered as a value but 
something obvious, they are deeply embedded in humans and often difficult to uncover or 
confront. 

Culture is always embedded in groups, a group is considered as a set of people that for a while 
have faced challenges, involved new members, solved and shared problems (Schein, 1984). In 
large established firms it is likely that there are sub-cultures depending on people’s 
background as profession or position in the organization. The longer time and the more 
challenges a group have faced, the stronger the culture is (Schein, 1984). A powerful 
organizational culture brings strongly shared values and beliefs, depending on the nature of 
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this culture it can be either good or bad (Martins and Terblanche, 2003). Culture is often 
stronger and more difficult to change in established, mature firms than it is in young firms 
(Schein, 1984). It is possible that the culture reach stability and comfort that actually restrains 
innovation (Schein, 1984); people start to rely too much on experience and develop a 
paradigm of how things should be done. The problem is that the environment is rapidly 
changing and experiences of the past are often not always the best way to handle the future 
(Tushman, 1997). 

According to Tushman and O’Reilly (1997); 

“Organization culture lies at the heart of innovation”. 

The supportive innovative organizational culture can be defined as an innovation culture 
(McLean, 2005; Dobni (2008) describes innovation culture as: 

“A multidimensional context   which   includes   the   intention   to   be   innovative,   the 
infrastructure   to   support   innovation,   operational   level   behaviors   necessary   to 
influence   a   market   and   value   orientation,   and   the   environment   to   implement 
innovation” 

Thus to succeed with innovation it is necessary to have a culture that supports innovation. 
This culture should include learning, development and participative decision making (Hurley 
and Hult, 1998). Innovation culture is mentioned as one of the most challenging aspects of 
innovation management - it is though not impossible. Generally the most important parts are 
considered to be to set a customer focus and generating cross functional teamwork (Goffin 
and Mitchell, 2010). 

An innovation culture is a culture that supports risk taking, creativity, teamwork, freedom, 
quick decision making, value seeking, solution oriented and communication but prevents 
rigidity, predictability (Jassawalla  and Sashittal, 2002). Determinants that have shown to be 
of importance for innovation culture include vision and mission, customer focus, management 
processes, leadership, support mechanisms and coworkers constituency (Martins and 
Terblanche, 2003; Goffin and Mitchell, 2010; Dobni 2008).   

To understand the effect the innovation culture has on the organizational performance, 
empirical studies and measurement can be performed (Dobni, 2008). Measurement can be 
performed in order to understand the current situation but also to use as a comparison 
measurement when trying to change the culture (Dobni, 2008). The measurement can validate 
the innovativeness of the company and clarify the consequences of innovative actions (Dobni, 
2008). Johnson (1992) suggests a tool for assessment of culture, called the cultural web. This 
tool is for diagnosing and finding the central paradigm of the organization. It is performed 
through interviews and workshop and the third and last part includes finding solutions to 
reach the goal (Goffin and Mitchell, 2010). 

2.2.1 Climate 

Climate and culture are separated in this work according to Ekvall (1996). Climate is seen as a 
part of the cultural level; artifacts & creations, the visual organizational structure and 
processes that Schein (1984) describes. Climate is seen as the attitudes, feelings and behaviors 
in an organization (Ekvall, 1996). 
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Figure 2. The figure is a summary of Ekvalls (1996) classification of climate and culture. 
Organizational climate has also been described as: 

“Shared perceptions that are socially constructed by the organization” -Ashforth, 1985. 

Organizational culture influences the organizational climate both directly and indirectly by 
encouraging people to define what is important, contribute with their knowledge and also by 
the impact on work environment goals. To understand the climate there is a need to figure out 
the culture, what factors in the culture have constructed and sustained to the climate? 
(Ashforth, 1985). 

An organizational climate can be diagnosed with a CCQ (Creative Climate Questionnaire). 
The CCQ asks respondents to answer questions from an observant view; therefore the 
outcome will be an organizational measure and not an individual. The questionnaire cover 10 
validated dimensions of the creative climate, it contains 50 questions were 5 questions are 
targeting each dimension (Ekvall, 1996). 

Table 1: The ten dimensions of a creative climate (Ekvall ,1996)  

 

Dimension If high score: If low score: 
Challenge/Motivation 
Coworkers emotional 

engagement and 
commitment to the 

organization and its goals. 

People perceive their job as joyful 
and meaningful. It shows since 
they put a lot of energy in their 

work. 

People feel excluded and 
indifference. It is shown 

by indifference and a lack 
of interest. 
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Dimension If high score: If low score: 
Freedom 

Peoples degree of 
independent behavior in the 

organization. 

People establish contacts, give 
and receive information, discuss 
problems and options, plans and 
takes initiatives of various kinds, 

and makes decisions. 

People are passive, 
bounded to the rules and 

keen to stay within limits. 

Idea Support 
How new ideas are treated. 

Managers and coworkers listen, 
pays attention, encourage and 
supports ideas and initiatives. 

Opportunities to try new ideas are 
created; the atmosphere is 
constructive and positive. 

Each proposal leads to 
counterarguments. The 

standard way to respond 
to ideas are “no”, 

troubleshooting and 
raising barriers. 

Trust/Openness 
Emotional safety in 

relationship. 

Everyone in the organization feels 
comfortable in raising ideas and 
opinions. Initiatives can be taken 
without the fear of being mocked 
in case of failure. Communication 

is open and forthright. 

People are suspicious 
towards each other, they 

are afraid of being abused 
and deprived of their ideas 

Dynamism/Liveliness 
The eventful life in the 

organization. 

New things happen all the time. 
Ways of thinking and problem 

solving changes frequently. 

Everything is done the 
usual way, no surprises, 

and no new projects. 
Playfulness/Humor 
The spontaneity and 

simplicity that appears 

Relaxed atmosphere where 
laughter and jokes characterizes 

the organization. 

Serious, stiff, gloomy and 
awkward atmosphere. 

Debates/Diversity 
The presence of meetings 

and clashes between 
different points of views, 

ideas, different experience 
and knowledge. 

Many voices are being heard and 
people are keen to raise ideas. 

People follow 
authoritarian patterns 
without questioning. 

Conflicts 
The presence of personal 

and emotional tension in the 
organization. 

Gossip and slander often occurs. 
Groups and individuals dislike 
each other and there is often a 

climate of “warfare” where plots 
and traps often occur. 

People act mature, they 
have physiological 

insights and can control 
impulses. 

Risk Taking 
The tolerance for 
uncertainty in the 

organization. 

Decisions and actions are fast, 
opportunities are captured and 

concrete experiments are 
preferable over detailed 

investigations and analysis. 

Prudent and hesitant 
mentality. People stay on 
the “safe side” and “sleep 
on decisions”. Committees 
are often put up to cover 
individuals as much as 

possible before a decision 
making. 

Idea Time 
The time individuals can 

use, and the time 
individuals actually use, to 

come up with ideas. 

There are opportunities to discuss 
and test impulses and new 

proposals that have not been 
planned or included in the task or 
assignment. Individuals tend to 

use these opportunities. 

Every minute is specified 
and booked. Time 
pressure makes it 

impossible to think 
outside instructions and 

planned routines. 
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The CCQ does not necessarily cover all aspects of the climate, dimensions as organizational 
structure and leadership style has also shown to have a great impact (Ekvall, 1996). Other 
conditions that affect the climate are: size, branch, tasks, technology, people, resources, 
history, image, strategy, goal, beliefs, values and norms (Ekvall, 1996). The organizational 
climate influences the outcomes and processes in the organization. An undesirable climate can 
therefore entail bad results in quality, productivity, job satisfaction, profit and innovation 
(Ekvall, 1996) 

Depending on desired organizational vision, different factors have shown to be of different 
importance. E.g. if an organization's strategy is to be an “innovation follower” this will 
probably be shown by a lower score on “Dynamism/Liveliness” (Isaksen and Ekvall, 2006). If 
an organization values and supports radical innovations this will show by a higher score on 
risk taking, dynamism, freedom and debates (Ekvall, 1996). 

2.3 Leadership for innovation 
Leadership is one of the main factors to stimulate and achieve successful innovation efforts 
(Mobley et al., 2011; Isaksen and Akkermans, 2011). Leaders need to stimulate creativity 
among their co-workers and at the same time make the organization as efficient as possible 
(Bledow et al., 2011). Top management must have clear strategies, goals and tasks, encourage 
innovation, promote interaction across disciplines, and make resources available (Menzel et 
al. 2007). The innovation vision operates so that it attracts the “right people” to work for the 
organization and gives them incentives to strive for (Brian Quinn, 1985). In order to achieve 
the vision an innovation strategy should be clarified, communicated and employed (Goffin 
and Mitchell, 2010). The success of an innovation strategy comes with leadership and 
accomplishing an organizational culture that values innovation (Goffin and Mitchell, 2010). 
The culture reflects the vision and strategy (Kotter and Heskett, 1992) and creating a culture 
largely implies in communicating and educating how to use the strategy (Amer et al. 2014). 

It is important to use all sources at the company and understand that everyone can contribute 
to creativity (Leavy, 2005). Leaders should be flexible and adapt between different behaviors 
depended on the situations occurring in different stages of innovation (Below, 2011). To 
foster both radical and incremental innovation an ambidextrous leadership has been proposed 
(Rosing et al., 2011). A proper ambidextrous leadership will ensure that coworkers are 
working and performing at its best during an innovation project (Bledow et al., 2011). In the 
table O’Reilly and Tushman (2004) propose different leadership guidelines depending on 
innovative situation. 
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Table 2: the Scope of Ambidextrous leadership according to O´Reilly and Tushman (2004). 

Ambidextrous Leadership 
Different alignments held together through senior team integration, 

common vision and values, and common senior team rewards. 
Alignment of: Exploitative Business Exploratory Business 
Strategic intent Cost, profit Innovation, growth 
Critical tasks Operations, efficiency, 

incremental innovation 
Adaptability, new products, 
breakthrough innovations 

Competencies Operational Entrepreneurial 
Structure Formal, mechanistic Adaptive, loose 

Control, rewards Margins, productivity Milestones, growth 
Culture Efficiency, low risk, quality, 

customers 
Risk taking, speed, 

flexibility, experimentation 
Leadership role Authorative, top down Visionary, involved 

 
Spreitzer and Mishra (1999) argue about the importance of leaders trust in coworkers. If co-
workers are involved in decision making, performance will increase both individually and 
organizationally. When individuals are trusted; motivation and productivity will increase, 
there will be more innovation and morale will be enhanced (Spreitzer and Mishra, 1999). 
Trust is: 

“The willingness of a party to be vulnerable to the actions of another party based on the 
expectation that the other will perform a particular action important to the trustor, irrespective 
of the ability to monitor or control that other party” (Mayer et al., 1995). 

To be competitive today, leaders must trust and encourage co-workers to take initiatives to 
seek out opportunities and respond to customers’ needs (Simons, 1995). It is not enough to 
align incentives and hire good people, the controlled encouragement to take initiatives is 
central (Simons, 1995). Highly contributing characteristics for an individual to be trustworthy 
is the individual's ability, benevolence and integrity (Mayer et al., 1995). An individual's 
ability is the set of skills, competencies and characteristics he or she possesses. An individual 
might have a high technical knowledge but less knowledge in other areas as interpersonal 
training, this will most certainly lead to that this individual will be trusted to do tasks 
concerning his or hers technical area but he or she will not be trusted to have important 
contact with customers (Mayer et al., 1995). Benevolence is the extent that the part that is 
trusted is willing to do good for the trusting party. Integrity is individual principles, if the 
trusting party accept and respects the trusted party's principle, trustworthiness will increase 
(Mayer et al., 1995). 

Everyone of normal capability can be creative, the level and frequency are a matter of 
environmental conditions (Amabile, 1998). Every function of an organization can benefit 
from creativity. Expertise, creative thinking skills and motivation are according to Amabile 
(1998) the three components of creativity, and managers can influence all of them. Amabile 
(1998) gives six managerial practices that support creativity: 

Challenge: Matching people with assignments that suit the individual knowledge, creative 
thinking skills and motivation. Perfect matches stretch the individual's ability. Perfect 
matching requires that managers entail rich and detailed information about their coworkers. 
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Freedom: Giving people freedom in how they approach their work. Someone should set goals, 
communicate them and make sure that they remain stable for a time. It is difficult to reach a 
goal if it frequently changes. Amabile (1998) describes it as: 

“People will be more creative if you give them freedom to decide how to climb a particular 
mountain. You needn’t let them choose which mountain to climb.” 

Resources: Time and money should be matched to each project. Too much time or money can 
decrease the challenge and motivation while little time can also kill creativity by making 
people feel over controlled and unfulfilled. 

Work-Group Features: Putting together the right team can be extremely powerful. Managers 
need to have a deep understanding about their coworkers; knowledge, attitudes about potential 
fellow team members, collaborative process, problem-solving style and motivational hot-
buttons. Homogenous teams often find solutions quick and frictionless but the solutions are 
rarely as good as a heterogeneous team´s solution. Diversity in perspectives and background 
leads to exciting combinations. 

Supervisory Encouragement: People need to feel that their work matters for an important 
group of people. Managers in successful, creative organizations freely and generously 
recognize creative work, often before the commercial break. Many organizations which do 
not encourage innovation look for reasons that ideas should not be tested or further explored 
instead of searching for possibilities and reasons to explore it further. It leads to an 
organization where it is professionally rewarding to be critical to new ideas. This often results 
in a fear of failure. Managers should act as role-models and encourage collaboration, 
communication and react positively to ideas. 

Organizational support: Managers should make sure that political problems do not fester by 
mandating information sharing and communication. Organizational leaders must show that 
creativity is a top priority by emphasize values and have appropriate system and procedures in 
place. Creativity must be rewarded; money is often not the way since it makes people feel like 
they are being controlled. It is also dangerous to give to small rewards since it has a negative 
effect on creativity (Amabile, 1998). 

2.4 Established firms  
Large established organizations are by many seen as some of the greatest sources of 
innovation; they have several advantages when it comes to innovation; like a big set of 
resources and an extensive network (Davila, 2014; Bommer and Jalajas, 2004). On the other 
hand many large organizations face difficulties with flexibility and bureaucracy and are being 
outperformed by small startup organizations (Bommer and Jalajas, 2004; Kotter, 2012). It is 
easier to get stuck in bureaucracies in large organizations (Brian Quinn, 1985). With 
bureaucracy often comes; sluggish decision making and communication, low risk taking, 
prevented creativity and less flexibility (Bommer and Jalajas, 2004). Larger organizations 
often prevent people with different knowledge and experience to interact and exchange ideas 
and gain traction. Motivation is often forced through hierarchies and reward systems instead 
of through organizational vision and culture (Davila, 2014). With bureaucracy people have a 
tendency to lose touch with the concept of their product or process (Brian Quinn, 1985) 

To survive long term an organization needs to be able to both manage incremental and radical 
innovation (Leifer et al., 2001). Incremental innovations are needed to improve existing 
business and radical innovations are needed for future and emerging businesses (Tushman and 
O´Reilly, 1996; O´Reilly and Tushman, 2004; Davila, 2014; Kotter 2012). Larger 
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organizations often find it difficult to manage radical innovations (Leifer et al., 2001; Kotter, 
2012) and instead tend hold on to the past and invest in incremental and process innovations 
(Bommer and Jalajas, 2004; Cohen and Klepper, 1996). One of the greatest sources that 
contribute to radical innovation is an organizational culture that that support, accept and 
values innovations. To get a mature radical innovation capability the organization need to 
implement processes for initiating, supporting and rewarding the activity that leads to radical 
innovations (Leifer et al., 2001). Usually when organizations pass the start-up stage they 
begin to focus on optimization and efficiency. This in turn often contributes to bureaucracy in 
hierarchies and standard managerial processes that will be resistant to changes and risks 
(Kotter, 2012). It has been argued that methods to increase efficiency, like Lean Production, 
have a negative effect on innovation culture. The culture of Lean is to reduce slack, risk 
taking and variability. Cautions have to be taken when combining the Lean culture and the 
innovation culture (Chen and Tylor, 2009). Innovation culture is promoted by risk taking and 
waste has to be carefully defined. Even if a current customer in a current market does not see 
a value, it does not mean that it could not be a future market. The mindset of continuous 
improvements in Lean positively influences incremental innovations but it has shown to have 
a negative effect when trying to foster a culture for radical innovations (Chen and Tylor, 
2009). Both innovation management and Lean management are driving factors for success 
and companies that effectively manage them both benefit the most and are competitive long-
term (Chen and Tylor, 2009). Lean might not be the best approach for innovation but there are 
structured ways of working with innovation alongside with Lean (MackAldener and Stetler, 
2015). 

Even though radical innovations are essential to survive long-term, few organizations actually 
have the ambition to deliver radical innovations (Wagner et al. 2014). Successful attempts to 
manage both radical and incremental innovations have separated the processes for respective 
efforts (Tushman and O´Reilly, 1996; O´Reilly and Tushman, 2004; Davila, 2014; Kotter 
2012). Consensus is that radical innovations benefits if they are separated from the existing 
business and how things “should be done” while the existing business continue focusing on 
improving their product, operations and serving their customers (O´Reilly and Tushman, 
2004). 

It is easy to say that large organizations should start acting as small, startup organizations but 
it must be considered that the conditions differs significantly. A larger organization faces a 
greater psychological and economic pain that affects more people if the organization fails 
(Brian Quinn, 1985). If there is failure, they might have to lay off coworkers or shut down 
plants. When introducing new innovations, large established organizations have to consider 
the risk of jeopardizing other products or project. They might need to convert customers, 
operations or organizational culture. What also has to be taken into consideration is that larger 
organizations often develop more complex products and systems than small organizations. 
Larger complexities contribute to a greater probability of error and therefore the risk increases 
further (Brian Quinn, 1985). 

A powerful organizational culture brings strongly shared values and beliefs, depending on the 
nature of this culture it can be either good or bad (Martins and Terblanche, 2003). When 
organizations mature, culture often does the same. People rely a lot on experience and 
develop a paradigm of how things should be done. The problem is that the environment is 
rapidly changing and experiences of the past are often not the best way to handle the future 
(Tushman, 1997). Changing the culture is not an easy fix but considered as the most difficult 
thing to change in a corporate transformation (Tushman and O´Reilly, 1996). To change a 
culture, a powerful person needs to start acting differently (Kotter and Heskett, 1992; The 
Wall Street Journal, 2009). 
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A critical factor for motivation is the empowerment, the lowest level possible should be able 
to take decisions and the capacity of taking wise decisions should be developed and 
encouraged (Poppendieck and Poppendieck, 2003). A common way for leaders to trust 
coworkers and delegate responsibility is to align incentives (Spreitzer and Mishra, 1999). 
Control systems in large organizations are often designed to minimize surprises, innovations 
are though full of surprises and if control systems does not reward risks, results will be 
predictable and omit innovation (Brian Quinn, 1985). Incentives can take many shapes, it can 
be positive (rewards) or negative (punishments), they can be monetary (salary, bonuses, 
stock-options) or non-monetary (recognition, promotion, participation, praise etc.), they can 
be directed to individuals or groups (Merchant and Van der Stede, 2011). Individuals tend to 
be more motivated by the pursuit of rewards than the fear of punishment (Merchant and Van 
der Stede, 2011). Money does in many situations not help creativity (Amabile, 1998) and in 
successful organizations rewards are rarely monetary but still considered as tremendous 
(Kotter, 2012). Money itself does not make individuals passionate and interested in their jobs. 
Individuals are the most creative when they are genuinely passionate and motivated by 
interest, satisfaction and challenge of the work itself (Amabile, 1998). Motivation can be both 
intrinsic and extrinsic, intrinsic motivation is mentioned as the most important one for 
creativity. Intrinsic motivation is the internal will and desire to do something. Extrinsic 
motivations are pushed from the outside, often money or other rewards. Extrinsic motivation 
can be additive to intrinsic motivation but it does not alone make people passionate about 
their jobs (Amabile, 1998). 

Leavy (2005) states four key activities to successfully create a climate where everyone in an 
organization can be creative and perform their best: 

“1. Placing of people and ideas at the heart of the management philosophy. 

2. Giving people room to grow, to try things and learn from their mistakes. 

3. Building a strong sense of openness, trust and community across the organization. 

4. Facilitating the internal mobility of talent.” - (Leavy, 2005) 

It is important for organizations to make themselves attractive for a broader and more diverse 
group of talents (Leavy, 2005), a broad network with different talent and background 
contribute to better and more competitive ideas (Björk and Magnusson, 2009). It is quite 
common that organizations rather chose talents that have the same view, instead of those that 
have a different view (Leavy, 2005). When composing a team such as a new product 
development team the leader should not only focus on choosing creative team members. A 
team with a high level of creativity is necessary for a successful innovation work but it is not 
sufficient. The team also needs to consist of members that are sensitive to rules and 
regulations (Mobley et al., 2011). It is beneficial in many ways to work in groups, 
heterogeneous competences composes a higher quality of ideas (Björk and Magnusson, 2009) 
and groups are also generally more willing to take risks (King and Anderson, 2002). It is 
important to support the innovative thinking by accepting and encourage both failure and 
success; otherwise the entrepreneurial thinking and idea generating will decrease. Damanpour 
(1991) suggest that new managers have a higher chance to successfully implement and 
introduce innovations since they have a new perspective, new ideas and fewer obligations to 
internal constituencies than prolonged managers. 

“You have to listen carefully to all the smart people in the company. That’s why a company 
like ours has to attract a lot of people who think in different ways, it has to allow a lot of 
dissent and then it has to recognize the right ideas and put some real energy behind them.”- 
Bill Gates (Leavy, 2005)  
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3. METHOD 
In this chapter the working processes of the thesis is described. A background study at the 
intranet resulted in information about the company, its set values, strategy and goals. In 
addition, empirical, qualitative and quantitative studies were conducted to identify the current 
situation, aim of the future and how to reach the desired state. 

3.1 Research design 
The cultural web is a method for assessing a desired culture developed by Johnson (1992). 
The method gives suggestions for how to investigate and determine a desired future culture. 
The cultural web is used as an inspiration for the design of this research. Three stages within 
the web are in the thesis used as influences for understanding and assessing the culture. The 
three stages are seen below:  

 

Figure 3. The figure describes the three stages of the cultural web that inspired the research 
design of the thesis. 

To fully understand which factors that could positively contribute to an innovative culture 
within Saab Naval Operations, an investigation about the current situation and the desired 
situation was conducted. Schein (1984) suggests that culture needs to be investigated through 
complex interviews and observations with selected members of the group. To fully uncover 
unconscious assumptions it is beneficial if the investigator is an external part. The method in 
this thesis has been based and inspired by Schein’s (1984) suggestions even if the ambitions 
were not to decipher the culture completely.   

Interviews were held to understand the problems that are pursued today and the desired future 
state. The analysis of the interviews resulted in three focus areas.  Additionally a climate 
questionnaire was sent out to all coworkers at Naval Divisions to reveal the current state from 
coworker’s perspectives. The analysis of the qualitative and quantitative results together 
provided an overall understanding of the existing culture (Sackmann, 1991; Goffin and 
Mitchell, 2010). Furthermore discussions were held with management team to compile the 
goals they considered as appropriate and most important. The prioritization was done in order 
to determine the direction of the thesis and which improvement actions that should be focused 
upon. With the current situation and the aimed goal with innovation, the work continued on in 
finding improvement actions. 

Effort was put in to make everyone aware and feel involved in the innovation work. 
According to Bessant and Caffyn, (1997): 

“The more people are involved in change, the more receptive they become to change itself.” 

Findings from the thesis were sent out to coworkers and a number of coworkers were also 
invited to participate in workshops where improvement actions were jointly discussed. There 
were in total three workshops for climate improvement discussions, one for each focus area. 
The workshops were held to inform, discuss and give suggestions. Participants came up with 
suggestions for how to reach the desired end-state in each of the three focus areas that the 
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workshops separately considered. These improvement actions were then brought forward 
together with suggestions from literature to the management team in a final discussion. Here 
the suitable improvement actions and how to implement them were prioritized. 

The aim with this thesis was to improve the innovation culture so that more ideas emerged 
from coworkers. This has partly been done through focus area workshops but also through a 
new product development process (NPDP) workshop. The purpose with the focus area of the 
workshops was to find actions to improve the climate and culture where ideas emerge anytime 
anywhere. The purpose with the NPDP workshop was to direct the creativity and emergence 
of ideas by asking coworkers to solve a specific problem during a specific time. Factors that 
support innovation like; collaboration, creativity and risk taking (Jassawalla and Sashittal, 
2002) were concerned throughout the NPDP workshop.  

 

Figure 4. The figure describes the methods done in each stage of the cultural web. 

3.2 Situation analysis 

3.2.1 Interviews 

Semi structured interviews were held to uncover culturally based values, beliefs and structures 
(Sackmann, 1991). 14 interviews were held face to face with representatives mostly from 
management team. The interviews took approximately 45 minutes each. The purpose was to 
investigate and gain understanding about the current situation at the company and to identify 
the individual and overall aim. The interview guide (see appendix 1) was designed as semi 
structured to uncover culturally based values, beliefs and structures and also get a deeper 
knowledge about each individual aim. A semi-structured interview design enables the 
participants to express their personal experiences and collect qualitative social data (Matthews 
& Ross, 2010). 

The interviews were mostly held with parts of the management team since they are considered 
responsible to organize and set up goals within the company. Management team also has an 
overall perception of the culture within their respective function. Through these interviews 
three different focus areas were identified and used as base for which the innovation work 
would continue to aim on. The interviews were conducted so that one of the authors was 
taking notes and the other one asked questions. 

Data Analysis Interviews 

The qualitative data from interview was analyzed and put together to the innovation aims. 
First, relevant information was identified; this was done by comparing the answers to each 
other and then pair similarities. Secondly the relevant information identified were organized 
and categorized.  By following this drafted method when analyzing, the richness and in depth 
information of the original data was kept (Seers, 2011).The result was three focus areas that 
covered and summarized the interview answers. 
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3.2.2 Questionnaire 

A questionnaire was sent out to investigate coworker’s actual perception of the creative 
climate. Researchers have identified the organizational climate as an important factor that 
affects the creativity and innovative outcome (Isaksen and Ekvall, 2006). Questionnaires are 
good methods for large samples and therefore give a good overview of the overall climate at a 
company (Sackmann, 1991). The way of measuring the creative climate was in order to 
understand the current situation within the organization and determine its performance 
(Dobni, 2008). 

To investigate the creative climate the Creative Climate Questionnaire (CCQ) developed by 
Göran Ekvall was sent out. The CCQ can be used as a research tool to investigate how the 
organization’s climate affects product and processes, how it support renewal, creativity and 
innovation (Ekvall, 1996). This specific pre-made questionnaire was selected since it 
generated an ability to compare the results with earlier studies of innovative organizations and 
stagnated organizations (Ekvall, 1996). The previous study analyzed CCQ results from five 
stagnated and ten innovative organizations and provides an opportunity to compare results 
with the mean of respective. The stagnated organizations were ones that needed to renew their 
products but did not succeed. The innovative organizations were ones that succeeded with 
renewal and therefore secured their survival in the market (Ekvall, 1996).   

The questionnaire was sent out to everyone at the Naval Division and also to divisions that 
have a close work relation with the aforesaid. When managing for innovation, all the people 
that are involved in the innovation process and contribute to the climate that support 
creativity  need to be addressed (Isaksen, Aerts and Isaksen, 2009).  Furthermore, a broad 
professional network improves the quality of ideas (Björk and Magnusson, 2009). To see if 
divisions that work closely with Naval Division had a climate that influenced or could 
influence and support Naval Divisions desired culture, these divisions were also addressed. 
When functions or divisions results differed significantly in innovation performance from the 
others, these functions and divisions were contacted for investigation. Interviews with 
managers at the specific function/division were conducted to understand what made them 
stand out from others. 

The questionnaire is developed by several criteria´s that helps secure the validity of the CCQ. 
The respondents are asked to answer questions as an observer of the life in the organization. 
This is required since it is an organizational measure not an individual. Even though 
individuals might perceive and rate same behaviors differently depending on the individual 
mindset it can be counted as a valid result. Individuals both react positively and negatively, 
underestimate and overestimate and can therefore compensate each other to a valid result 
(Ekvall, 1996). 

The questionnaire is measuring 10 different dimensions that affect the climate. There are 50 
questions, 5 for each dimension. The dimensions are:  

⋅ Challenge/Motivation,  ⋅ Freedom ⋅ Idea Support ⋅ Trust/Openness ⋅ Dynamism/Liveliness  ⋅ Playfulness/Humor  ⋅ Debates  ⋅ Conflicts ⋅ Risk Taking  
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⋅ Idea Time (Isaksen and Ekvall, 2006). 

The CCQ was sent out by email with a describing purpose attached. People were then given 
4-5 days to answer the questions and a reminder-email was sent one day before the deadline. 

To raise awareness and motivation among coworkers; the result from the CCQ were compiled 
and sent out by email to the involved divisions (Goffin and Mitchell, 2010). When trying to 
implement a cultural change it is important to raise awareness and understanding among 
coworkers. Everyone needs to understand why there is a need for a change and how the 
process will look like. A transition has a better chance to succeed when there is awareness 
since it leads to receptivity for the change (Beavan 2011; Bessant and Caffyn, 1997). 

Additional interviews were conducted to gain deeper knowledge about the innovation factors 
identified from interviews and questionnaire. Observations and interesting factors that were 
distinctive from the CCQ were raised with interested parties. This was in order to gain 
understanding in what the concerned function/division did differently and see if it could be 
transferred to other divisions/functions. 

Data Analysis Questionnaire 

The quantitative data from CCQ was conducted on each function and on divisions within the 
Business Unit.  It was conducted in order to measure the innovative climate in the 
organization and investigate if there were similarities and differences that could be 
transferred. First the overall result at each division was analyzed and afterwards the result was 
broken down so that each functions result could be analyzed individually. Each function's 
result was then compared to the other functions result and the overall result in order to detect 
patterns and divergences (Eisenhardt, 1989). Irregularities were investigated further through 
interviews with concerned function manager.   

The factors in the CCQ were all taken into consideration and covered when designing the 
questions for each workshop. Together with focus areas from interviews and lessons learned 
from outstanding functions and division, it became the basis for the workshops and further 
work with implementing changes. 

3.3 Search for improvements 

3.3.1 Workshops 

A workshop involves a group of preferably 4-7 people to actively work together to conclude 
in a common result. Opinions can be shared and developed, and disagreements can be 
managed jointly. Everyone has an opportunity to state their opinion; therefore different 
perspectives come together and give qualitative grounded results. Workshops are one way of 
creating a spirit of “us” in the organization and are an efficient method to conclude in a good 
result in a short amount of time (Eliasson and Villför Larsson. 2011). 

Focus Area-Workshops 

As mentioned above, the implementation of a cultural change is facilitated if everyone 
understands why the change is needed and how the process will look like. The result from the 
questionnaire showed a gap between the current state and desired state. By showing these 
results to everyone it became obvious that a change was needed. When managing for 
innovation all people that are involved in the innovation process, as well as the climate that 
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support this people's creativity  need to be addressed (Isaksen, Aerts and Isaksen, 2009). The 
intention with the workshops was that co-workers should discuss and agree upon how they 
wanted the process to look like. It was also intended to make everyone feel involved and 
increase the acceptance of the change. It was a conscious decision to involve co-workers in 
this activity since it most likely would facilitate the implementation if people felt involved in 
forming the process (Beavan 2011; Bessant and Caffyn, 1997). 

There were in total three workshops, one for each focus area. Three persons from each 
function were nominated by their manager and invited to one workshop each. In each 
workshop one co-worker from each function participated, so each workshop consisted of eight 
participants. This is at the limit of a to large group, according to Eliasson and Villför Larsson 
(2011) the optimal workgroup is 4-7 participants. However it was considered to be more 
important that every function was involved in each workshop. Personnel selected to 
participate in the workshops were nominated by the managers since they were considered to 
have the competence, experience and desired mindset to give validity to the workshop 
(Mitchell and Goffin 2010; King 2002; Eliasson and Villför Larsson, 2011; Kotter, 2012). 
Furthermore the nomination was seen as a recognition/reward to strengthen this selected 
person to be a role model and communicate the subject. 

The ten factors from the questionnaire were divided into the three focus areas from the results 
of the interviews. The breakdown was according to the synergies between the underlying 
questions to each category and the problems that appeared in the focus areas received from 
the interviews. Some factors considered belonged to more than one focus area. 

The purpose with the focus area workshops were thus to raise awareness, receive advice and 
facilitate the implementation. Participants were asked in advance to think about certain 
questions that treated the workshops content (Eliasson and Villför Larsson, 2011).  They were 
asked to prepare a short presentation for how they would like the culture to be (regarding to 
the focus area that their workshop dealt with) and how to get there. At the workshop 
participants then discussed advantages and disadvantages around everyone’s suggestions. The 
intention was that people would be inspired by each other´s thoughts and then jointly come up 
with a shared result. The purpose was to make everyone feel involved but also to increase 
communication across functions.  

The result from the workshops was compared with insights from literature and then brought 
up to a final discussion with the management team. Management team prioritized the 
suggested actions and decided what the thesis should develop further. Due to the extent of 
suggestions, the proposal needed to be sorted and ranked in order to increase the efficiency of 
getting the work done. Prioritization is one of the most important things to do to simplify and 
streamline the implementation (Poppendieck and Poppendieck, 2003). Throughout the 
workshop with the management team several actions for improvement were chosen to 
develop further and implement. Some actions and methods were considered more suitable for 
management team to deal with themselves and these were handed over to their responsibility. 
Remaining actions were considered as suitable and desirable to develop further within the 
scope of the thesis in order to improve the innovation culture 

Feedback was sent to the participants of the workshops after management discussion. It was 
done in order to encourage and reward the behaviors that support innovation and to reverse 
the organization's trend of poor feedback. 
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Data Analysis Focus Area Workshops 

The qualitative data from workshop with coworkers was analyzed and put together for the 
management workshop. First relevant information was identified and interpreted common 
answers were sorted in categories. When there were different solutions to the same question, 
these were structured so the management team could determine which action to pursue. The 
sorted data within each category was presented to management team. 

To collect data from the management team workshop, the workshop was recorded and 
thereafter transcribed. The recording enabled both workshop facilitators full attention on the 
large amount of participants at the workshop. 

New Product Development Workshop 

By fostering a culture that is supportive towards the NPD-process, high-technological firms 
can foster creative, innovative and initiative-taking behaviors among coworkers (Kahn et. al. 
2012; West 1990). Naval Division's aim is to be an innovative high-technological firm; a 
workshop with methods for new-product development processes was therefore introduced in a 
real product development case. The workshop was conducted in order to inform and give 
suggestions for how a problem-solving product development process could be executed 
(Jassawalla and Sashittal, 2002). Methods and a structure for how to develop a 
product/service concept in a short amount of time were introduced. Creative methods that 
facilitate the emerging of ideas to a given problem and methods for how to evaluate these 
ideas were presented. The used methods were documented to be easily accessible in future 
upcoming NPD workshop sessions at the Division. Methods such brainstorming, 
morphological analysis and lateral thinking were used to increase the level of creativity and 
innovation (Farr and Ford 1990; Amabile 1998).  

Important factors that support innovation are collaboration, creativity and risk taking 
(Jassawalla and Sashittal, 2002). By introducing NPD-methods, the culture that is supportive 
towards team collaboration was increased (Mitchell and Goffin 2010). A collaborative group 
is more willing to take risk than individuals (King and Anderson 2002) and the intention was 
that the NPD workshop should decrease the fear of failure. Further innovative projects are 
involving teams and creativity within a company is not just dependent on singular individuals. 
The aim is that collaboration, creativity and risk taking will be supported through the NPD 
workshops at the Naval Division (Jassawalla and Sashittal, 2002). 

Four persons were chosen to participate in the NPD-workshop. Putting together the right 
group is important in order to nourish creativity. The selected persons should have different 
knowledge and working experiences but a shared and an ability to work alongside with each 
other (Mitchell and Goffin 2010; King 2002). This workshop was seen as a step in learning 
how the NPD process could look like and as a part of fostering an innovative and creative 
culture. The workshop were arranged for three days and resulted in one final prototype to 
make further work on. 

An evaluation was conducted after the workshop to investigate the consequences and 
learnings from the workshop. Reflections were asked for in order to develop the working 
process further and adjust it to a suitable process for Naval Division. Qualitative data from the 
reflection meeting were analyzed and evaluated. Adjustments on the recommended working 
processes were made where the participants and executer considered it necessary. 
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3.4 Action-Plan 
As a first step of implementing improvements, an action-plan was handed over to the 
management team to follow up and facilitate actions and changes. The action-plan was 
divided in;  

⋅ Areas of improvements  ⋅ Activities in order to improve the area ⋅ Targets with the area ⋅ Indications for reached targets  ⋅ Responsible person for the area 

In addition, a campaign was planned. The purpose with the campaign is to get everyone 
involved and kick-start the process. The campaign will demonstrate which processes and 
channels that should be used for ideas and encourage coworkers to come up with ideas. 
Competitions often encourage and make people motivated, which is of great importance when 
it comes to innovation culture (Schepers et al. 1999). The campaign will be carried out 
through four key persons that present problems they have faced and want help to find 
solutions for; these four persons are selected by the division manager. These individuals will 
be responsible to share problems and be a channel for people to come with solutions to these 
problems. They could either evaluate and manage the ideas themselves or coordinate and 
delegate the responsibility. Thus they have the main responsibility to make sure ideas are 
evaluated and that feedback will be given to the idea provider. The key persons were chosen 
since they were considered to have an ability to raise non-solution oriented problems and 
bring the development process further. The intention long-term was to make it possible for 
everyone to raise problems and gain answers.  The problems will be raised at the weekly 
stand-ups and the problem owner will stay after the stand-up and discuss with interested 
persons.  Thereafter posters with the problem description and where to go with the ideas will 
be visible at lunch tables and in corridors. Observations made by the authors showed that 
people talked about visible things at lunch tables. This kind of pull system, where coworkers 
are asked to solve a problem, was inspired by a pilot project that was carried on in another 
part of the corporation. If the pilot project will be successful it might be introduced at other 
divisions/areas in the Saab group as well. The intention was that the result of the thesis should 
have similarities to the pilot so that an eventual transition would be facilitated easily. The 
pilot project concerned organization, behavior and tools for innovation management. The pull 
system is an idea handling element where problems are presented and coworkers are asked to 
help with ideas in the subject. The benefit with these kinds of pull-system are that ideas can 
be directed as the organization desires and many persons are more creative if they have some 
kind of direction (Amabile, 1998) Visualizing the channels contributes to the innovation 
culture by encouraging coworkers and showing them where they can exchange ideas and get 
help with ideas. The culture reflects the vision and strategy (Kotter and Heskett, 1992) and 
creating a culture largely implies in communicating and educating how to use the strategy. 
The campaign is done to promote coworkers to follow the strategy that is set up by utilizing 
provided tool (Amer et al. 2014). The campaign is also intended to decrease the fear of failure 
by encouraging people to talk about their problems and collaborate to find solutions.  

3.5 Method discussion 
The use of qualitative and quantitative methods was used to determine the existing culture 
(Sackmann, 1991; Goffin and Mitchell, 2010). The CCQ questionnaire was a way to get an 
overall view from all coworkers; their individual opinions were though hidden since it is an 
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organizational measure. The interviews were made mostly with the management team, in 
considering these individuals' personal opinions were more amplified than the overall 
questionnaire result, were both managers and coworkers were represented. Manager’s 
opinions were considered important since they have an overall view, they are the ones that set 
and communicate targets and since they are essential to be able to succeed with innovation 
(Mobley et al., 2011; Isaksen and Akkermans, 2011). Since interviews were semi structured 
there is a possibility that some questions were forgotten or addressed differently. It was 
considered as more important to have a flexible dialogue with individual reflections, and the 
main areas were made sure to be addressed in each interview. 

To determine the necessary changes to achieve the desired culture, workshops were arranged. 
Coworkers were nominated to participate in the workshops by managers due to their 
competence, experience and mindset. Since managers selected participants, they might have 
nominated those who were mostly in line with managers opinions and had a desired mindset. 
If participants would have been randomly picked there might have been more disagreements 
with questions and focus areas. It is quite common that organizations rather chose talents that 
have the same view, instead of those that have a different view (Leavy, 2005). In this case, 
coworkers were selected since they were seen as good role models for other coworkers and 
their task was to spread the result. One other approach would have been to select coworkers 
with a different mindset and understand what needed to be changed to get the desired mindset. 
The role-model approach was selected since it was considered to make the greatest influence 
in the circumstances of this thesis and to give validity to workshops (Mitchell and Goffin 
2010; King 2002; Eliasson and Villför Larsson, 2011; Kotter, 2012). 

The NPD workshop was seen as an action in the action-plan in order to improve the 
innovation culture. The action was performed before the action-plan was handed over to 
management team. The action is seen as an implementation carried out during the thesis with 
an actual result. The purpose was to give methods and a structured way of developing new 
products.  

The method to introduce improvement actions by a campaign was influenced from author's 
interviews with another organization in earlier studies (Amer et al. 2014). This method was 
seen as generalizable though with adjustments on other established firms. The method was 
selected so that people could see an actual change, in the work with lean implementation 
many coworkers felt like nothing happened and the CCQ result also shows that the 
organization is perceived like non-lively where nothing happens. The campaign is also a part 
of the action-plan. 

The authors were temporary employed at the organization during the thesis, it provided the 
opportunity to meet more people and observe the daily life of the organization for 20 weeks. 
The temporary employment was believed to be appreciated because it was people from 
outside that investigated the organizational culture. Coworkers mentioned that it was easier to 
be open and talk in workshops and interviews since they did not had to be afraid to upset any 
personal feelings. It is easy to miss the obvious if a cultural is investigation from the inside; 
on the other hand it could have be more complete since 20 weeks probably does not cover all 
cultural aspects (Schein, 1986).  
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4.  RESULTS  
This chapter presents the result of the situation analysis were interviews and questionnaire 
were conducted. The situation analysis aim was to raise awareness of current situation and 
find the desired future state. Results from focus area workshops and management team 
discussion are then presented. The aim with the workshops and discussion was to come up 
with improvement actions and prioritize them. 

4.1 Situation analysis and Desired Future State 
 

 

Figure 5. The figure describes the result gained from the methods done in each stage of the 
cultural web. 

4.1.1 Interviews 

To be able to improve the innovation culture there was a need to primarily identify the aimed 
desired future state and what prevented that state. The given task was to improve the 
innovation culture regarding to generate more ideas from coworkers. Results from the 14 semi 
structured interviews identified the desired future state and also gave a clear picture of things 
that did not work sufficiently today. Results from interviews were collected and categorized 
in three focus areas. For each focus area a desired future state was drafted in order to align the 
organization and strive towards the same common target. The desired future state was 
discussed and decided together with the management team. The three focus areas are 
presented below together with respective underlying data, preventing factors and elaborated 
desired future state.  

Idea process 
There is a lack of clarity for how the idea process should look like in the new organization. 
When coworkers were asked where they would go if they come up with an idea, many did not 
know. The most common perception was that they would talk to other coworkers and then 
bring the idea forward to their function manager. There were also perceptions that the 
manager could not do anything to realize the idea. There were also a few proposals that ideas 
should go through the CORE team, function managers or product owners. 

Preventing factors: 

⋅ Few people bring forward ideas. ⋅ There is a way to bring forward ideas today but it is not communicated and doesn't 
work well. It is unclear where to go with ideas, there is a need to immediately show 
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profitability and business plans in quite advanced forms. It then takes long time before 
it gets approved/denied (people lose interest during this time) and in the end the people 
who decide have often been low-risk takers and only approves incremental ideas for 
next year’s R&D budget. ⋅ There is no time for developing ideas. The work is project-based and every hour of the 
day needs a time-code. This is in order to see how long time tasks take and also so to 
make sure that someone pays for every hour. Interviews revealed that few people look 
back at these time-codes when planning for new projects, so the major reason for this 
is the economic part. Each project manager needs to deliver their project as good as 
possible and therefore they do not want to implement or try new ideas in their projects 
if there is a risk or uncertainty or if the idea does not directly affect the specific project. ⋅ There is not enough funding for developing ideas. Currently it is a low number of 
orders and therefore the focus is on delivering the current project in the most profitable 
way. Low risks due to the insecurity. ⋅ Ideas are too often denied, not taken care of, countered by the organization, managers 
or coworkers. A culture of “this is how we always have done things around here” and 
living on past glories is too present. 

A citation from one coworker that has brought an idea all the way through the process: 
“You have to be incredibly driven and tough to get ideas through in this company”   

Desired future state:  
A diversity of ideas should come from everyone at Saab Naval Operations and the ideas must 
get a positive response. 

The desired future state intends that everyone at the Division should be motivated to come up 
with and share ideas. The positive responses include that ideas should be dealt with positively 
and have suitable processes. To make it possible for everyone to be involved, the processes 
that support ideas must be communicated and time should be released when needed.  

Understanding 
The technologies that the organization develops are quite complex and so is the market. There 
are many intermediaries to the end-customer and therefore information about end-customer 
request and values are often far away. A Naval Operations customer often writes very detailed 
stakeholder's requirements that often hinder Naval Operations from bringing new solutions. 
Managers has though started to work around this and takes risks in providing solutions that 
are standardized and solves the problem in an obvious but different way. This is a new way of 
thinking that is not very explored and has not yet fully gained traction. To gain more ideas 
from coworkers, there is a belief that the customers-understanding must increase. Today there 
is a lack of understanding for what actually brings value to the end-customer.  

Preventing factors: 

⋅ Everyone does not understand what actually makes value for the customer / how things 
are used. There are several coworkers with navy and the military experience and these 
people know how the products are being used and under what circumstances. It does 
not apply for every coworker though and even the experienced marines / military 
sometime does not focus on what actually brings value. The competence is high in the 
company and engineers are very skilled and like to develop and implement 
complicated technical applications. These applications do not always brings a lot of 
value to the product, but is often just another feature that makes a very slight 
difference in the end. 
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⋅ There is a lack of motivation to give 100%. Many coworkers only do what they are 
told to do, solve the problem given but not thinking about the whole entity. There is 
also a lack of initiatives for personal development, training and education is though 
removed from the budget due to the uncertainty and lack of orders. ⋅ There is a lack of shared responsibility, both between functions, divisions and projects. 
You do your thing and the rest is “someone else’s problem”, sending the job and 
responsibility forward. ⋅ There is a  lot of communication like “they”, ”somebody” or  “someone” instead 
of  “WE” or ”US”, a lack of collective thinking as one entity. ⋅ There is no common clear innovation vision/target/strategy. They want to be on the 
forefront of technology, leading in innovation but today they are more followers of 
others, making things better and more qualitative. ⋅ There is a fear of failure, coworkers and managers do not dare to take responsibility 
and risks in the extent that would be desirable. Each project wants to deliver on budget 
and often this budget does not include developing radical new solutions. 

Desired Future State: 
Everyone at Saab Naval Division should understand that they have a responsibility to bring 
value and understand what brings value and how they are a part of the process. 

The desired future state includes motivated coworkers that understand customer values. By 
understanding the individual part in the value chain and how it affects other parts, the sense of 
“WE” will hopefully increase. If everyone gains a deep understanding, risk taking would be 
easier and the understanding for which risks that are appropriate would also be improved. By 
understanding what makes value for the end customer, more qualitative ideas will most likely 
emerge.  

Communication and cooperation 
There is a gap in communication, it is manifested by expressions like “I have done my part, 
now it is someone else's problem”, and this is partly lack of understanding but also lack of 
communication. People do not always know what coworkers around them are doing; it is 
probably a result of bad communication and lack of understanding of the entity. There are 
lessons learned within projects when the project ends, these lessons learned are though not 
communicated so that someone else can avoid doing the same mistakes.   

Preventing factors: 

⋅ As mentioned in previous focus area there is a lack of shared responsibility. This 
increases the distance between competences/functions/divisions, and makes 
communication more difficult. This can result in misunderstanding, double work and 
“passing the problem forward”. ⋅ The lack of communicating “WE” and “US” is also a part of this problem since 
coworkers are then working in their own sphere and do not see the big picture that 
collaboration with other competences could bring. ⋅ The fear of failure also causes that coworkers transfers difficult decisions and might 
not do what is the best for the whole project but only what makes it work for them to 
manage. ⋅ The lack of a common clear vision/target/strategy makes it more difficult to 
communicate and strive for one common end-state across competencies through the 
organization. 
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⋅ The learning from own or others mistakes, lessons learned are done in certain extent 
but the implementation of the lessons learned is not effective in the upcoming project. 
Coworker that installs and trains systems and have real contact with the end-user has 
no forum to transfer their insights and experience to developers.   ⋅ Managers do not communicate what is actually happening, but act as protectors for 
coworkers. ⋅ Managers and coworkers are not responsive enough to ideas. There is not enough 
encouragement and support from the Division context. This makes it more difficult to 
connect ideas or add on ideas from other competence areas or persons. 

Desired future state: 
Everyone at Saab Naval Division should contribute to knowledge transfer and communication 
across the organization. 

The desired future state intends that everyone contributes to knowledge transfer and 
communication, thus the shared responsibility will hopefully increase. With a sufficient 
communication and cooperation across the organization more qualitative ideas would most 
likely emerge. By knowing other people's challenges and lessons learned, it is a higher 
possibility that mistakes will not repeat and problems can easier be solved with a larger set of 
mind power.  A decreased fear of failure and a more playful workplace is hopefully also a 
result of more communication across the entire organization. 

Analysis of Focus Areas 

Some of the problems are across the focus areas and the correlations between the areas are 
high. A decision to structure these problems were taken since each of them was clearly 
mentioned in each interview. 

The reorganization has entailed a flatter organization where information is expected to flow 
more easily. An organizational change usually takes some time and results from it cannot be 
fully interpreted yet. What to consider is that these interviews were held with people with a 
higher responsibility, many of them were managers. This might have affected the result in 
some way. The workshops with coworkers later on though clarified that every function agreed 
that these were problems, therefore the result are considered as relevant. 

When observing, the Division management felt like no ideas were raised, and the few they got 
were very incremental. Coworkers on the contrary felt like they had a lot of new ideas but 
nowhere to go with them. It could be so that the culture of generating ideas is not as bad as 
management feared, but the gap between management and coworkers together with the 
unclear idea process is a greater part of the problem than realized. 

Through observations and interviews, untrusting behaviors were discovered among the 
management team and coworkers. Parts of the management team did not trust the coworkers 
with tasks and did not believe that coworkers had the competence needed to perform the job 
sufficiently well. The untrusting behavior was also reflected in their way of acting, by 
excluding people that didn't understand or agree with the management team’s direction of the 
reorganization and technology.  The trust issues that exist in the organization might affect the 
coworkers’ ability to innovate and it has also probably increased the fear of failure. A possible 
prevailing action could be to listen to coworkers opinions and explain the change in 
management team’s perspective.  It is easier to get everyone at the same track if they are 
informed and included. 
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4.1.2 Creative Climate Questionnaire (CCQ) 

The CCQ questionnaire provides the status of the creative climate at Naval Division. It 
consists of all coworkers (57% response rate) perception of the surrounding, from an 
observer's point of view. The results from the questionnaire were also divided into functions 
(see appendix 3 for all functions separate CCQ results).The overall climate at Naval Division 
is shown below: 

 

Figure 6. The green line shows Naval Divisions overall result. The result can be compared 
with innovative organizations result (the blue line) and stagnated organizations result (the 

red line). 
The graph of the Naval Operations Division is overall closer to the stagnated companies. This 
does not comply with the desired state where they want to be an innovative company in the 
forefront of the technology. The factor that scored closest to the innovative companies was 
Trust/Openness and it was a continuous result that was seen across all functions in the 
organization. Liveliness/Dynamism and Idea Time were factors that scored lower than the 
stagnated companies, these factors scores low across the entire organization. 

At Naval Operations, the climate differed between different functions. Below, the function 
that scored closest to the innovative organizations result is shown:  
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Figure 7. The graph shows the function Control Designs result. The result distinguishes from 
other functions result since its score is significantly closer to the innovative organizations 

result. 
Since the Naval Division wants to be more innovative and have a climate closer to the blue 
line, this function was investigated more closely and inspiration was taken from this functions 
manager. 

Within the function Control Design the respondent rate was 48%. Control Design was the 
only function that positively and clearly stood out from the other functions at Naval Division. 
To understand why this function stood out, the manager was interviewed. The manager 
worked a lot with awareness and kept coworkers updated with information about prevailing 
circumstances in the organization. The individuals in the function had worked together in a 
longer time than the rest of the functions. The manager and coworkers had a close relation and 
they put great effort in encouraging and listening to coworkers and giving feedback. The 
manager was also aware and interested in innovation management and had this in 
consideration in daily activities. 

Divisions with a close work relation with Naval Division were also investigated by the 
questionnaire to see if there were supportive climates to draw inspiration from.  

A division that worked closely to Naval Division, Customer Support, received a positive 
result close to the innovative companies. Customer Support is responsible for the aftermarket 
sales. The respondent rate within Customer Support was 64%. 
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Figure 8. The graph shows the division Customer Supports result. 
Interviews were held with parts of the management team at Customer Support to get a deeper 
knowledge and understanding about their way of working and their climate. This was in order 
to get inspiration to Naval Division. 

Customer Support believed that leadership was of great importance and that their 
management team had a common opinion of where they were heading. They had together 
decided on common clear goals and communicated these frequently. The division is 
significantly smaller to size than the Naval Division and they all sit together in an open office 
landscape. The open office landscape enable communication, decreases the gap between 
management and coworkers, and makes it easier to get to know each other. It also makes it 
easier to inform and be updated, and help each other to solve problems. Coworkers at 
Customer Support genuinely care about each other and help each other to be successful. In the 
office they have a bell to ring in when they succeed to sell or receive a customer order. The 
bell is a tool for initiating fun and recognition in the division. 

The managers at Customer Support believe in empowering the team and trust that coworkers 
makes a good job in line with the common communicated goals. Managers put great effort in 
listening to everyone and understanding all individuals mindset. If coworkers disagreed or are 
skeptical towards a new process or change, managers tried to understand their point of view 
and communicate why this new way is beneficial. 

Validity of CCQ results: 

The size of the functions varies between 18-27 persons and the respondent rate was 
distributed 41-78% across the functions. The response rate of the questionnaire was in total 
57% and it is considered as expected and a common response rate in the organization, 
generally compared to the annual employee satisfaction survey. According to Baruch and 
Holtom (2008) the average response when collecting data in organization is 35.7%. It was 
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decided in advance that it would be satisfactory, in this case, if at least 10 people from each 
function answered the questionnaire. After the reminder, the response rate was distributed so 
that 11-19 persons had answered the questionnaire in each function. The response rate was 
considered as satisfactory and the result valid for this purpose. Ekvall (1996) also states that 
since people look at things differently, their exaggerations and underestimations of the 
surrounding will compensate in the result. 

There are differences between the division Customer Support and Naval Division that should 
be taken into consider when comparing the results. There are significantly fewer coworkers in 
the organization, they have a financial stability and their organization is less complex. They 
have a close relation to the customers in their daily work and gets feedback from them as a 
routine.  Naval Division has a dip in order intake and needed to lay off coworkers when the 
questionnaire was performed. It might have shown in the result since coworkers were anxious 
and low due to this.  

Analysis of CCQ results 

The critical factors that were observed as very low cross functions were Dynamism/Liveliness 
and Idea Time. The low result in Idea Time can probably be derived to the constant work in 
projects. Every hour needs to be reported and financed by a project; project managers often 
have a tight budget and only prioritize things that need to be done in the particular project. 
This is something managers are well aware of and tries to solve. The CORE initiative is one 
way to give more Idea Time, and they also tries to loosen up the reporting of hours. 

The function that positively stood out in the CCQ results had a manager that was aware of 
innovation management and gave time to listen and get to know every coworker. Conflicts are 
low and debates are high, probably due to the close contact and time spent on listening and 
understands everyone's personality. This is probably also the reason for why Trust/Openness 
is so high, everyone listens, knows and values their coworker’s knowledge and personality. 
Idea Support also increases since there is a clear way to go with ideas and people listen, 
encourage and gives feedback. The constant spread of information makes coworkers aware of 
what is happening in other projects and the overall Division. This knowledge can result in a 
higher Challenge/Motivation and Freedom since they know to a greater extent where the 
company is heading and which problems it faces. Leadership that gets involved in carefully 
getting to know coworkers personality, empowering the team and giving quick feedback 
seems to make a significant difference when it comes to creative climate in these functions.   

Merging qualitative and quantitative results 

Since there were both a qualitative result (mostly from management) and a quantitative result 
(mostly from coworkers), there were a wish to see how these results were connected to each 
other. The ten factors from the CCQ were distributed over the three focus areas (the idea 
process, understanding and communication) to get an overview for how they affect each other 
and to see that the results were coherent. Each factor from the questionnaire was carefully 
considered in comparison for how it affected each focus area. The factors were distributed 
accordingly: 
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Table 3: CCQ factors distributed on focus areas. 

 Idea Process Understanding Communication 
Challenge/Motivation X X X 

Freedom X  X 
Idea Support X   

Trust/Openness   X 
Liveliness/Dynamism X   

Playfulness/Humor   X 
Debates/Diversity   X 

Conflicts  X X 
Risk Taking X X  
Idea Time X   

 

The CCQ factors, in turn also influence each other. Results from interviews and empirical 
observations are below connected with each CCQ factor: 

⋅ Challenge/Motivation describes coworker’s emotional involvement in the organization 
(Ekvall 1996). The low result might be affected, as shown in earlier interviews, by the 
fact that some of the coworkers have difficulties to see how their work contributes 
when delivering to customer. They are not totally aware of how the products are used 
by the end customer, which also decrease the motivation for doing their best. The 
result in this factor is reflected in focus area understanding, based on interviews done 
earlier in the research. Challenge/motivation is also affected by the focus area 
communication. The lack of feedback and the lack of communication concerning 
problems and recognition cause a low challenge/motivation. There are also beliefs 
among the coworkers that the dysfunctional idea processes today contribute to a 
decreased motivation to hand in ideas. Challenge/motivation concerns all focus areas 
in the thesis. ⋅ Freedom is described by Ekvall (1996) as the factor of coworker’s independence in 
behaviors. The reason for the low ratio in this focus area might depend on the 
described fear of failure and coworker’s unwillingness to share their problems with 
each other and communicate lessons learned. The factor´s result is representative for 
the focus area communication, where few initiatives were taken from coworkers since 
they waited for instructions from the management. The freedom factor is also reflected 
in the focus area idea processes thus it reflects the coworker’s poor opportunities to 
take initiative and solve problems. ⋅ Idea support is described as the way ideas are treated in the organization (Ekvall, 
1996) and are representative for the focus area idea processes. Obstacles with the idea 
support in the organization emerged during interviews. There are few possibilities to 
try out new ideas, due to the lack of time and effort set aside. The ideas that are 
brought forward are often rejected if they cannot show immediate profitability. ⋅ Trust/Openness was the factor that overall scored the closest to the innovative result, it 
symbolizes the emotional safety in a relationship and if the coworkers dare to share 
their ideas and opinions (Ekvall, 1996). This is a good base for sharing and develops 
ideas together. To reach a good quality on the ideas and spread ideas, knowledge 
transfer is of great importance. Trust/Openness is reflected in the focus area 
communication. Communication is seen as open and straightforward when it comes to 
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sharing complete ideas but the problems and obstacles that occur on the way to the 
complete ideas are though often taken cared of individually.  ⋅ Liveliness/Dynamic reflects the hustle and bustle in the organization. It has also shown 
to reflect the organization's strategy and effort to be in the forefront of innovation. If 
the organization is in the forefront of technology and is the leading expertise in the 
field, this factor is usually high. If the organization is closer to a follower, the factor 
often scores low (Ekvall, 1996). The low result in this factor might therefore reflect the 
organization's effort with development of their technology as more of “followers” than 
“leaders”. This is reflected in the focus area idea process since the Naval Division has 
a history of low risk culture where only small and incremental improvements were 
accepted. The slow and cumbersome process that often resulted in a “no” is probably a 
contributing factor for the low score in Liveliness/Dynamic.  ⋅ Customer Supports result in Playfulness/Humor was significantly higher than Naval 
Operations Divisions result. If the climate consists of a high Playfulness/Humor it is a 
relaxed atmosphere with a lot of jokes and laughter (Ekvall, 1996). Customer Support 
shows a more creative atmosphere where communication is high and there is no fear of 
asking for help. Naval Operations Divisions low result in Playfulness/Humor is 
considered to reflect in the focus area Communication, were the encouragement and 
support are low and the togetherness is less extensive. ⋅ Debate/Diversity is explained as the presence of meetings and clashes between 
different points of views, ideas, different experience and knowledge (Ekvall, 1996). 
The low result in this factor is considered to reflect in the focus area communication 
where ideas, problems and experiences are not commonly discussed and shared among 
each other. ⋅ One reason that Conflicts were high was due to the reorganization that everyone was 
not aligned with it. The lack of Debate/Diversity is probably also a reason for the high 
score in conflicts. Since people do not discuss what is happening, reasons for it, 
opinions and experience there is a chance of preconceived notions, slanderous and 
suppressed anger.  ⋅ Risk Taking is described as the tolerance for uncertainties in the organization (Ekvall, 
1996). Risk taking is facilitated if everyone understands their part in the organization 
and knows in which direction it is heading. The low result in Risk Taking is considered 
to be representative in the focus area communication. Interviews revealed a fear of 
failure, coworkers often chose to take the easy and safe way forward. In the 
organization there is a low risk culture where only safe and incremental ideas have 
been approved. Risk Taking is therefore also considered to be a part of the focus area 
idea process.  ⋅ The Idea Time is low as expected from interviews. Since there is a strict time control 
where coworkers need to schedule every work hour to be financed by a project, it is 
difficult to find time to develop and spread ideas. Idea Time reflects in the focus area 
idea process. Interviews revealed that few people bring forward ideas since there is no 
accepted time to do it, if it does not fit within the frames of an ongoing project. 

According to management team and the interviews, the Division wants to be in the forefront 
of the technology. Management had expressed a fear that the current climate negatively 
contributed to this vision. The result of the questionnaire showed as they expected that the 
climate was closer to stagnated organizations result than innovative organizations result. 
Management team wants to have a result closer to the innovative organizations result and 
believe that it would facilitate their wish to be in the forefront of technology. This means that 
there are some factors that need to be improved to reach the desired climate. 
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4.2 The search for improvements 

4.2.1 Focus Area Workshops 

To find suitable actions to improve the innovation culture, coworkers were asked to 
participate in workshops. Coworkers have a good insight in the business and the workshops 
were a way to push improvement actions bottom-up. It is important that as many as possible 
feel involved in a change to facilitate the change itself. Before the workshops participants 
were asked to think about questions and prepare their statement in each. Three focus area 
workshops were held to come with solutions to each of the focus areas. Questions that 
participants were asked to consider was following: 

Focus area: Idea process 

1. How do you consider that time should be created to come up with new ideas within 
Naval Division 

2. How do you consider that ideas should be received/handled? 
3. How do you think you should encourage coworkers within Naval Division to come up 

with new ideas and bring them forward? 
4. What can you/ colleagues/ managers do immediately to promote an environment 

where new ideas are hatched and disseminated within the Naval Division? 

We want to reach: A diversity of ideas should come from everyone at Saab Naval Operations 
and the ideas must get a positive response 

Focus area: Understanding/Knowledge 

1. How do you think that we should create a greater understanding among coworkers 
within Naval Division about how the products we develop are used and what creates 
value 

2. How do you think we can create an emotional attachment to the whole of the business 
so that everyone wants to put 100% effort to contribute to the best of the Division? 

3. How do you think we can reduce the fear of failure culture? (Build a culture where 
people dare to take chances and sometimes fail? 

4. How do you think that coworkers within Naval Division should be responsible for 
their own development? 

5. How do we make everyone feel a common responsibility to achieve its goals, all the 
way through the business? 

We want to reach: Everyone at Saab Naval Division should understand what makes value and 
that they are a part of the process and it is their responsibility to bring value. 
Focus area: Knowledge transfer 

1. How do you think that knowledge should be transferred between 
coworkers/projects/functions within Naval Division? 

2. What is the individual responsibility when it comes to knowledge transfer? (Whose 
responsibility is it to pass information forward?) 

3. How do we get all participants to feel involved and get their voices heard in decisions? 
4. How do you think relationships can be strengthened between 

coworkers/functions/projects to get a more open and playful climate? 

We want to reach: Everyone at Saab Naval Division should contribute to knowledge transfer 
and communication across the organization. 
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Consider: How would you like these questions to work at the Naval Division? How would 
this improve things (once it is achieved)? How will we get there? What would be an 
appropriate first step? Who should be involved and how will they be involved? How should 
the message be spread? 

Results from Focus Area Workshops 

The results from the three workshops were carried on to a management discussion where 
prioritization took place. At the management discussion, four areas were prioritized to be 
further developed in the thesis. The complete result from the three workshops can be found in 
Appendix 2. The four areas are presented accordingly: The original question (Q) asked in the 
preparation for the workshop, followed by coworkers (C) suggestions about solution and last 
management's (M) reflection on the question and suggested solutions.   

Visualization 
Q: How do you consider that time should be created to come up with new ideas within Naval 
Division? 

C: The organization should start visualizing the existing problems and challenges. Then time 
will automatically be devoted to solve these problems. It would also be a hint on where the 
organization is heading and inspire developing knowledge in these areas. Coworkers do not 
want a specific time dedicated to come up with ideas, but when there is an idea, time should 
be released. Coworkers would be more motivated to solve problems and brainstorm if they 
knew which problems the organization faced. 

M: Currently the organization is not working satisfactorily with problem solving and 
continuous improvements; it should be communicated more to coworkers. The reorganization 
and implementation of Lean and Agile includes visualization of work in projects, so there is a 
hope for improvement. When working Lean, visual planning should be a natural act in the 
daily work. The visualization of more general problem that the organization and product faces 
needs to be developed. There is a product backlog where aims of the products are presented 
along with coming updates. This backlog is currently a well-hidden excel sheet, but the plan is 
that it should be more open.  It could clarify some questions that the coworkers have 
concerning different components and the goal the product is aimed at. 

Today there are some forums in different parts of the organization but none where problems 
are presented. Management team thinks that it is important to show coworkers that it is 
desirable to come up with ideas and not only work along the line they are directed. 
Visualization of problems could be a good start and encourage them to take time and to come 
up with solutions. 

Parts of management team have little confidence in coworkers. This lack of trust is a recurring 
problem that will be further discussed in the next chapter. 

Nevertheless discussions with the management team resulted in a common understanding 
where it was decided that the visualization of existing problems and challenges should be 
further developed in the frame of the thesis. 

There are some people in the management team that believes 
“if you are not working with the product/system you don't understand it” 

This is something they need to change to overcome the prevailing circumstances and take 
advantage of every coworker's knowledge in the organization. 
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Idea handling process 
Q: How do you consider that ideas should be received/handled? 

C: One clear and outspoken channel where ideas are handed in and discussed, perhaps a wiki. 
This channel needs to be well communicated so every coworker knows where to go when 
having an idea. 

M: Today there are some forums where ideas are handed in, e.g. at the hardware function they 
have a specific product-related deviation tool and also an email for suggestions generally. 
These tools are function-specific and not used by other functions. They have a lot of forums 
and wikis for processing documents etc. there is confusion around these and they are not used 
satisfactorily. Therefore the management team finds it difficult to see that a wiki-like solution 
would be a good solution for the organization. 

Some believe that a potential digital forum to discuss ideas will be a constraint instead of a 
help. They now see a problem that people talk very little to each other face-to-face, and are 
afraid that a forum would decrease physical interactions even further. They think it is 
important that people talk to each other and let ideas develop and gain traction. They believe 
that people that can take care of ideas and support idea-providers with contacts, tools and 
feedback should be identified and communicated in some way though. 

In today's organization they see a problem where ideas always get a “no-go”, and that needs 
to be changed in order to encourage, request and require ideas. There needs to be a way to 
take care of ideas that are generated, if they refer to a place for coworkers to send them/give 
ideas. The management team aspires a quick “Go” if an idea is something to investigate 
further. They want to have the kind of culture where coworkers can, and wants, to do things 
by themselves. In the today's culture, management feels that coworkers do not dare to do 
things without support, so this support needs to be developed.   

Encouragement 
Q: How do you think coworkers should be encouraged within Naval Division to come up with 
new ideas and bring them forward? 

C: Competitions/fun/games, different kinds of challenges and activities that would motivate 
coworkers. A small gift as recognition would in some cases be something extra to strive for 
and motivate coworkers. This recognition does not necessary need to be money rather 
something to do together as a team or just something small to an individual. 

M: The idea provider should have the possibility to participate in some way when the idea is 
developed further. Management team believes that it would encourage and motivate 
coworkers. It is desirable that the idea provider wants to drive the development further but 
they have in the past not been granted the opportunity, it needs to be changed. 

There is some resistance towards some kind of recognition but they are willing to try if it 
would benefit with the process. Individuals work in different ways and there should be 
systems that support every individual. 

The management team understands that motivation is one of the most important factors for 
them to work with. Today many coworkers feel suppressed by all paperwork and doubts and 
do not have the energy or dare to hand in ideas. There needs to be a good process for handling 
ideas, where feedback is given, in order to then maintain motivation among coworkers. 
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Fear of failure 
Q: How do you think we can reduce the fear of failure culture? (Build a culture where people 
dare to take chances and sometimes fail? 

C: Communicate mistakes and lessons learned through forums and events, in order to make 
everyone understand that it's okay to make mistakes. Everyone that takes an initiative should 
be encouraged and rewarded with good feedback. There were some suggestions of rewarding 
mistakes with “the weekly frog” to make it more easily and fun. There were mixed feelings 
for this, it would not suit everyone and would be too extreme to start with. Maybe it would 
work to reward initiatives and not bother for the outcome of these. Coworkers agree that this 
needs to start at management level, where they communicate their own mistakes easily and 
acts as role models. 

M: Management team believes it is a good idea, that through events with competition, fun and 
challenge raise awareness and make coworkers understand that failure is okay. What has to be 
taken into consideration is that it is less desirable to take radical risks in projects that deliver 
to customer. There needs to be ways to minimize the effects of risks in some areas. Automatic 
testing is one way to facilitate risk taking in customer projects, automatic testing is currently 
being implemented. 

The management team also believes that agile working methods like retrospective meetings, 
where problems and difficulties are raised, increase the tolerance and decrease the fear of 
failure. 

Some coworkers are very scared of become a laughing stock and that is something they need 
to change in order to receive a better overall culture. The “weekly frog” can be good and work 
as incentive for some coworkers but not everyone; the management team must be very 
sensitive if this would be implemented.   

General from all workshops 
Some areas were expressed as lacking but desirable in every workshop, these were: 

C: The lack of common strategy and goals, where are we going? It's difficult to figure out 
which risks that can be taken, which way to further develop in, which knowledge and goals 
that are prioritized when it is not pronounced. Targets and strategy (how) needs to be 
communicated more by managers, not through numbers but in something that every 
individual specifically can feel that they can contribute to. 

M: Mixed opinions among the management team in this, some thought that they had clear 
goals to communicate while other did not. They found it difficult to break down goals to 
individual goals among coworkers. Since the question was raised at every workshop the 
management team though understood that it did not work satisfactorily and that they needed 
to agree on a common view and solution. 

C: Communicate CORE. Today people do not know what they are doing and in which 
direction they are going. It has become a group of elites and has increased the feeling of 
exclusion. 

M: The management within CORE considers it well communicated well. Though all 
management team agree on that something need to be done in the area because of the received 
feedback. The management team believes that they need to be better on communicating their 
technology, but also to encourage coworkers to find information by themselves. 

Other areas that coworkers found lacking but desirable were that each function wants to have 
resources to develop their particular expertise, things that projects do not finance. Further they 
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believed feedback was lacking, feedback can encourage, engage, create an understanding why 
certain decisions are made, what happens with an idea, what is expected of you, etc. 

 

Some things that were discussed during workshops were passed on directly to the 
management team as recommendation for them to work on. This was a prioritization for the 
thesis, some things were considered as easier for the management team to handle directly than 
for the thesis to develop further. These recommendations are described below and still 
considered in the action-plan. 

⋅ Enable education, conferences, fairs, meetings with customers. There are many 
possibilities for internal education in the systems and understanding. There is one 
function that educates different customers in different parts of the system at the 
company's premises. The management team should require and encourage coworkers 
to participate, it is an easy way to increase understanding for both products and 
customers. More arranged things as field trips or commissioning on actual usage 
locations would also increase understanding and motivation. ⋅ Empowering the team by delegating responsibilities on teams; it should be a shared 
responsibility; it will make coworkers feel more needed and responsible for the result. 
Delegating responsibility on a group should decrease the sense of “my own baby” but 
still maintain a common shared responsibility in the group. ⋅ Communicate the channels for documentation that should be used and organize them. ⋅ Gather coworkers in heterogeneous groups to transfer knowledge and solve problems. 
(Like the NPD-workshop) ⋅ Feedback needs to increase, encourage and appreciate ideas. Things that are considered 
as important must be clarified. If ideas are wanted it needs to be clarified since the 
history of low-risk and “no-go” culture. Idea providers must get feedback; all 
initiatives should be appreciated and highlighted. Give freedom and scope to try out 
ideas, it is rewarding itself to be provided trust and freedom. Idea providers need to get 
feedback pending a “go” or “no-go”, what is happening, why decisions were made etc. ⋅ Set requirements on individuals, pressure is stimulating. ⋅ Get to know your coworkers, their personality, knowledge, approach, how they operate 
in groups, keep track on what they are doing etc. ⋅ Encourage communication with other divisions to exchange knowledge and 
competences. Create togetherness in the company, that they together can achieve set 
goals. ⋅ Communicate innovation aims and strategy (tools and activities that helps to reach the 
aim). It facilitates risk taking, development and education in desired directions, what is 
valued, why changes and decisions are made etc. 

Analysis of Focus Area Workshop results 

There is not one single “best way” for how to improve an innovation culture, it needs to be 
adapted to each individual company; its current culture, aim and prerequisites. These 
suggestions in the thesis are based on this specific organization; suggestions have been 
developed from the managers and coworkers behavior and desires. Therefore it is a belief that 
the innovation culture will improve if these suggestions are being realized. 

The suggestions are also supported in literature to be of great importance for an innovative 
culture. The visualization of problems and challenges leads the coworkers in the right 
direction, empowering and motivates them to contribute to the company's success.  
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4.2.2 NPD Workshop 

Before the reorganization, development processes were separately ongoing in each project. In 
the new organization the overall development is conducted in the CORE project, and minor 
adjustments and customizations takes place in the customer projects. 

There were no expressed way to develop products, development was mostly an individual 
activity and prototyping was considered as inexperienced. In the prevailing culture individuals 
have a tendency to own their problems and not share with others. There is a belief that they 
know their area best and it is time consuming and complex to share and make others 
understand their problem. Since individuals tend to hold on to their own problem, the solution 
is often incrementally developed from that particular individual. If the problem was raised in 
another field of expertise, there might be a better suited solution. This reluctance to share 
problems can also be traced to a fear of failure culture, where asking for help and guidance is 
seen as a weakness and failure. 

By fostering a culture that is supportive towards NPD-processes there is a belief that Saab 
Naval Division can increase creativity, innovation and initiative-taking behaviors among 
coworkers (Kahn et. al. 2012; West 1990). Further on the organization expressed a desire to 
find methods that enabled them to develop products faster. The introduction of the NPDP 
workshop was then further facilitated.  

In the past, development processes has been very slow and cumbersome. Coworkers have to a 
limited extent been given the opportunity to test and realize their ideas. The purpose with the 
NPD Workshop was to show that a small group with heterogeneous and relevant 
competencies, in a short amount of time could solve a problem and develop a solution and 
prototype. 

These kinds of exercises could improve the innovative culture in a range of areas. A group 
with different competences (the group should be heterogeneously assembled due to 
knowledge, experience and personality) faces a real problem that the organization needs to 
solve. These individuals are elected and it generates a feeling of being trusted which in turn is 
motivating and entails a willingness to perform. During the workshop this group has freedom 
to try out all crazy ideas that could possibly solve the problem. They will learn from each 
other´s competences and gain networks. The heterogeneous group will cover a greater area of 
knowledge and reduce mistakes that often gets discovered when another competence area gets 
involved in the result. Prototyping also makes it easy to quickly detect errors and show the 
actual result and concerned functions to get feedback. 

During these workshops, time will be released and focus will be only to solve that particular 
problem. Participants will have freedom to solve the problem in the best suited way and be 
creative. It will enable collaboration, cross-experiences and competence exchange. The 
methods used during the NPD workshop and their orders are presented below: 
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Figure 9. The figure shows the methods and their order used in the NPDP workshop. 
The process is influenced by Isaksen and Treffinger (2004) who renewed Osborn’s stage 
Creative Problem Solving model (CPS). In this approach they introduce the problem solving 
as a method to deliberately develop creative behavior. 

The setting where the workshop took place was secluded from the regular workspace to not 
get disturbed by regular work. This is seen as the first step in the CPS model (Isaksen and 
Treffinger 2004). Remaining methods that were used are described below: 

Situation Analysis Data were gathered and the situation examined from a range of 
perspectives. The collected data was analyzed and the relevant data identified. This was done 
in order to understand the surroundings and to be able to effectively develop and generate 
ideas (Isaksen and Treffinger 2004). 

Function analysis is a method used in order to move the focus from developing existing 
solutions to develop given desired functions. In the method, a team together decides and 
analyzes the different functions needed. The method intends to make everyone involved in the 
project by introducing needed functions in the most basic, non-solution oriented way. By 
using this tool there is a belief that the final product will be developed faster and that less 
complications will occur due to the involvement of individuals with different competences. It 
is a way to enable a systematic presentation of all requirements of the product. 

Brainstorming is a widespread creative technique developed for groups (Nijssen and 
Lieshout, 1995). The group develops alternatives and possible solutions to a problem that 
occurs. It could be both normative and explorative creativity (Goffin and Mitchell. 2010). The 
method was introduced to the NPDP workshop in order to stimulate coworkers to develop 
ideas together. It was also seen as a way to unleash all the crazy ideas and get an opportunity 
to try them out without being prevented by risks and big consequences. In brainstorming it is 
important that no ideas are judged either positively or negatively, all ideas are welcome. This 
is necessary to enable creative thinking and the willingness to come up with and share ideas. 
At first some ideas might seem crazy but with other people's knowledge and some 
development it could be revolutionary. This method will hopefully help Naval Division to 
develop creative thinking among coworkers and promote risk taking in ideation (Nijssen and 
Lieshout, 1995). 
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Brain writing is a method where ideas are shared with others after they have been written/ 
sketched down. The papers then proceed to the following person who develops the ideas 
further. It is a good tool to use when some individuals are more dominant then the other. By 
using this method risk taking will be facilitated by encourage ideas that at first seems wrong 
(Goffin and Mitchell. 2010). 

Morphological matrix is a method for generating ideas in group or individually and combine 
different solution to sub problems and emerge them in different combinations. This enables 
creativity and discovery of relationships and configurations that might not be that evident. 
The method was introduced to increase creativity and divergent thinking (Ritchey, 1998). 

Go - No Go Is a method to point out weaknesses in ideas or prototypes that do not fulfill the 
set requirements or functions (Ullman, 1997).  The method were introduced to evaluate the 
ideas and to investigate if ideas need to be refined (Isaksen and Treffinger 2004). 

Prototyping is important in order to optimize products and minimize errors (Nijssen and 
Lieshout, 1995). Prototyping was required so that participants could design and test during the 
development process. Prototyping is considered as essential for successful NPD processes 
since it uncover valuable information about the outcome and makes it possible to adjust errors 
(Erat and Kavadias, 2008). 

Pugh - Matrix were introduced as a decision making matrix. The matrix facilitates the 
selecting process by comparing alternatives to each other using a set of criteria (Silverstein et. 
alt., 2011).   

Additional Creative Methods were introduced to enable creative thinking if participants got 
stuck. These methods were in order to help to find root cause to the problem and to enable 
divergent thinking. The other methods were introduced as a toolkit to choose from when 
getting stuck or to adjust the suggested working method. The toolkit includes: 5 why, negative 
idea generation, Osborn's idea spurring and subtraction. 

Participants thought that the NPDP was a good working method and would like to introduce it 
in their regular work. One week focused work resulted in a prototype that with the previous 
work method might have taken one year. They believed that the group consisted of a good 
mix of different competences and saw benefits with having a mixed team with competencies 
from different functions when designing. It resulted in quicker fixes of problems and the 
working process was freer and they felt that they could be more creative. By the systematic 
way of doing the function analysis all participants thought they gained a comprehensive 
knowledge about the product’s needs and which problems to solve. 

The result from the workshop was presented in front of all coworkers in the organization to 
show the result and introduce the methods used. In the presentation the coworkers were 
encouraged to use this method in their daily work and together develop products. 

Analysis of NPDP workshop: 

The reluctance to share problems in the organization today can be traced to a fear of failure 
culture, where asking for help and guidance with a problem is seen as a weakness and failure. 

The workshop was carried out to shorten the cycles for developing products as a part of their 
efficiency work. It was also introduced as a support for learning how to break down problems 
without finding a direct solution. The method was carried out to decrease the fear of failure 
culture by showing coworkers that is okay to try new and crazy ideas. King and Anderson 
(2002) also state that a group is more reluctant to take chances. Another intention with the 
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process was to spread competence across functions and divisions and learn to work together 
in order to develop better and more qualitative products (Björk and Magnusson, 2009). 

The decreased development time that was perceived when using the NPD process instead of 
the old way of developing is probably an effect of reduced slack and diverse competencies in 
the development. Since participants only worked with this they did not need to consider any 
transaction time. Errors were detected early since all the competences that would be involved 
in the product were involved in the development. Errors were detected early and could be 
corrected. The function analysis is also a possible reason for the reduced development time. 
The function analysis joined and aligned all participants around the problem. Stakeholders 
from different part of the production chain were able to raise their opinion about product 
functions from their perspective. In the brainstorming phase, ideas were brought forward that 
with the other method would not had been concretized until production. With the composition 
of people these kinds of ideas were brought forward in an early stage and affected the 
outcome of the product positively. The prototyping stage probably affected the outcome of the 
product positively both in quality and by reducing time. 

The NPDP workshop is considered to have contributed to collaboration and an increased 
understanding about other competence areas and functions. Since the workshop and result got 
recognition and was presented in front of the entire Division, it is possible that it also have 
encouraged other coworkers and showed that it is desired to bring ideas forward. The 
workshop can help to foster factors of creativity like; collaboration, risk taking, idea time, and 
debates. 

Since the development time decreased and the detection of the errors emerged much earlier 
there is a belief that the heterogeneous group contributed to a more qualitative process and 
result than the earlier method.  
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5. IMPLEMENTATION, RECOMMENDATION AND 
CONCLUSION 

5.1 Action-plan 
Things that were discussed during the focus area workshops with the coworkers were passed 
on directly to the management team as recommendation for them to work on. These 
recommendations were transformed into a part of the action-plan. Further, observations, CCQ 
and interviews were also considered as the base for the action-plan. The action-plan is 
considered as a good start for implementing an innovative culture where more ideas emerge. 
It should though be iteratively configured and developed in order to develop and maintain the 
desired culture. The action plan is presented below: 
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Figure 10. The figure shows the action-plan. 
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As a step in the implementation of the desired culture, a campaign to kick-start an idea 
handling system was designed for the Naval Division. The intention with the campaign was to 
introduce the idea management system through fun and competition and use activities from 
the action plan. The campaign was designed so that problems were visualized and channels 
for where to go with ideas were shown. The campaign includes: 

⋅ Visualizing ways to go with ideas, people involved and supportive mechanisms 

⋅ Visualizing problems and the direction the organization is heading 

 Advise about which skills and competences the company desires in the 
future and facilitate coworkers’ selection of knowledge creation and 
education. 

 Communicate the direction the company is heading and by that, which ideas 
that are desired and which risks are worth taking. 

 Increase Challenge/Motivation by introducing coworkers to real problems 

 Releasing conscious and unconscious Idea Time. Everyone that is aware of 
a problem will consciously or unconsciously think of solutions and maybe 
come up with a good solution when they least expect. The more awareness, 
the greater mass of mind-power. 

 Creative problem solving by transparent problem descriptions 

⋅ Make the workplace more fun by adding competitions and challenges. 

 Increase Liveliness/Dynamism, things happens at the Division. 

⋅ Promote communication between competences. Forums of interests etc. 

 Idea generation in group leads to more qualitative ideas. 

 The campaign is an attempt to meet coworkers desire to increase motivation 
with fun and competitions. The campaign was designed to contain enablers 
and desires from both management and coworker’s interest. The campaign 
is a way to “kick-start” but the arrangement is built so that it is supposed to 
continue, it should be a part of the daily work. Since our time at the 
organization was limited we had no time to analyze the outcome of this 
campaign. 

Analysis of Action-plan 

Both campaign and action plan was handed over to the Division as a result from the thesis. 
Neither campaign nor action plan were carried out when this thesis was written thus results 
were not available. The campaign was seen as a kick-start of the idea management process 
that then would be carried out continuously in the organization.  

Everyone at the organization should have the opportunity to visualize their problems and 
hopefully people will start to use the possibility if the method is introduced and 
encouraged.  When this campaign was suggested, some of “problem-owners” were concerned 
about the time and effort that would be needed in order to make it work and some were 
worried that this idea management system would take too much time from them. The problem 
raised in the process are problems that needs to be solved in their regular work and are 
therefore believed to help the  “problem-owner” in their work instead of causing them time 
issues. They need to handle ideas and respond idea providers with feedback.  
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5.2 Conclusion  
This thesis was constructed to answer the following questions: 

⋅ Which factors can positively contribute to an innovative culture where a variety of 
ideas emerges from everyone at Saab Naval Operations? ⋅ How can these factors be concretized and realized into a successful implementation at 
Saab Naval Operations? 

This thesis have tried to identify factors that positively contribute to an innovative culture it 
has been found that: leadership for innovation, idea management, understanding and 
knowledge transfer were the improvement areas considered to be of great importance to 
contribute to an innovative culture where a variety of ideas emerges from everyone at Saab 
Naval Operations. The improvement areas are concluded into an action-plan where activities 
are presented together with indicators for reached target. The factors identified were, as 
discussed earlier probably not a complete list of all factors that positively contribute to an 
innovative culture, though they are believed to be a good starting point. 

Further have this thesis concluded in the difficulty to only treat one of the dimensions in the 
penthalon framework since they all affect each other to a large extent. Companies trying to 
improve the innovation culture should take all dimensions in the framework in to account. 

The conclusion of the thesis is that if the focus areas are not improved, the organization will 
have a difficult time to fulfill the overall mission in the organization “to make people safe by 
pushing intellectual and technological boundaries”. There is a need for innovation to fulfill 
the mission and by implementing the action-plan that positively contribute to an innovative 
culture were a variety of ideas emerge, there is a belief that they will succeed. 
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6. DISCUSSION AND FUTURE WORK 

6.1 Discussion  
In this part follows the discussion of findings relevant to the research questions. Areas are 
discussed and compared between frame of reference and findings from the investigation at the 
organization. Additionally recommendations for further research will be given. 

The purpose of the thesis was to investigate Saab Naval Operations Divisions innovation 
culture and give suggestions for how it could be improved to support the capability of 
generating ideas. In the beginning of the thesis, it was unclear why the existing culture had a 
negative effect on the emergence of ideas. During the time the thesis was performed, several 
causes considered having a negative effect on the culture of generating ideas were revealed. 
The overall result implies in a situational awareness and an action plan that consists of tools 
and actions that can change the situation into a more desired state. 

The results of the existing climate and culture were expected among management, they knew 
that that the culture was bad but could not explain exactly why or what it looked like. 
Managers felt that coworkers did not bring forward any ideas but coworkers on the other 
hand, felt like they had many ideas. This was divided into possible causes; obviously there 
was a gap somewhere. The different causes were divided accordingly to the three focus areas. 

⋅ Bad idea management, ideas are not taken care of so managers cannot see them. ⋅ Lacks of understanding, coworkers do not understand customer values and therefore 
ideas are of poor quality and not brought forward. ⋅ Lack of communication, both between coworkers and managers, coworkers do not 
know about other parts/projects that influence their own parts/project and therefore 
ideas are of poor quality. Managers do not communicate what is desirable and 
expected and therefore do not receive desired ideas.   

Innovation management have in this thesis been influenced by the “penthalon framework” 
where culture is represented in the dimension “people and organization” (Goffin and Mitchell, 
2010). When considering this framework it has to be taken into account that all dimensions 
needs to be in place to successfully manage innovation (Goffin and Mitchell, 2010). The 
interaction between the dimensions in the penthalon framework clearly showed during the 
thesis, e.g.; it is difficult to establish an innovative culture if there is no idea management. To 
see the desired result in terms of more ideas from coworkers, there needs to be a working idea 
management. In the penthalon framework, idea management is treated as another dimension 
of innovation management (Goffin and Mitchell, 2010), but in the creative climate 
questionnaire, idea support and idea time is a part of the climate (Ekvall, 1996). In the 
concerned organization, “idea management” highly contributes to the culture and climate, 
today in a bad way. The importance of covering all aspects of penthalon framework shows 
very clearly and the dimension “innovation strategy” has also been concerned in this thesis as 
highly contributing to culture. In this case, coworkers found it difficult to develop and work 
towards reaching a common goal since there were no clear common goals and therefore no 
strategy either. Management team consists of a very heterogeneous group which is positive in 
terms of quality of ideas (Björk and Magnusson, 2009) they are though not as cohesive as 
desired. Management team had different opinions when it came to common goals and strategy 
which showed by confusion among coworkers.  The strategy should describe the 
organization's ambition with innovation efforts and be the strategic fit between internal 
resources and the opportunities and threats in the environment (Tidd and Bessant, 2009). This 
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strategic fit aligns diverse groups in the organization to reach a desired future state by clear 
targets and tactics (Anthony, 2008). The strategy includes the tools and activities that are 
supposed to help reaching the desired future state, and these tools and activities are a hands-
on way of actually working with innovation (Amer et al., 2014). The strategy can help to 
structure innovation. Creating an innovative culture is a lot about educating individuals to act 
according to strategy and use the provided tools and activities (Amer et al., 2014). Since 
culture is so complex, the result of the thesis touches more dimensions in the penthalon 
framework than only “people and the organization”. It is very difficult to only treat one of the 
dimensions in the penthalon framework since they all affect each other to a large extent. The 
dimensions are not fully covered or completely investigated in the thesis but only touched 
upon for the purpose of the thesis and within the time limits. 

Practical implications that Naval Division obtained due to this thesis is a raised awareness of 
their current situation and a clarified and expressed desired future state. The action plan is a 
way to work towards this desired future state but it needs to be maintained and continuously 
updated (Poppendieck and Poppendieck, 2003). 

The outlined action plan for improvements is based on the desired future state that 
empirically, qualitatively and quantitatively was recognized and includes leadership for 
innovation, idea management, understanding and knowledge transfer. The action-plan is 
probably not complete but considered as a good starting point in improving the innovative 
culture where ideas emerges. Changing a culture takes time (Tushman and O´Reilly, 1996) 
and the action plan should probably be adjusted and iteratively changed to cope with the rapid 
environmental change (Tushman, 1997). The aspects of culture are in this thesis inspired by 
the three level analysis developed by Schein (1984). Since the authors were observing the 
company for a relatively short period of time and since culture is very complex and deeply 
rooted, Schein´s (1984) level artifacts & creations (the things in a culture that are easy to see) 
is probably the level that is mostly concerned. 

Leadership for innovation 
One area of improvement introduced in the action-plan was recognized as leadership for 
innovation. Leadership is an essential part to succeed with innovation (Mobley et al., 2011; 
Isaksen and Akkermans, 2011) and the other areas of improvement also concerns leadership 
to a large extent. Leadership was chosen to be distinguished since it was considered as not 
satisfactory today and needed to be highlighted. Essence in this case is that leaders should 
trust (Spreitzer and Mishra, 1999), encourage (Simons, 1995) and act as role models 
(Amabile, 1998). Parts of management team have been observed with a behavior that is 
exclusive and untrusting towards coworkers. When individuals are trusted; motivation and 
productivity increases, there will be more innovation and morale will be enhanced (Spreitzer 
and Mishra, 1999). Managers are the ones that actually can influence creativity (Amabile, 
1998). Everyone of normal capability can be creative, it is just a matter of conditions, and 
leaders have the possibility to adjust these conditions (Amabile, 1998). Managers can 
encourage coworkers to develop a certain knowledge/ability and in that way increases 
trustworthiness of the coworker (Mayer et al., 1995). By knowing coworkers personality and 
experience, leaders can assemble creative teams and challenge each individual in the optimal 
way (Amabile, 1998). Manager’s trust, encouragement and willingness to listen and get to 
know their coworkers, are the factors that has differed the most when comparing successful 
divisions/functions and not as successful division/function (according to CCQ results). 
Manager’s trust could also be shown by loosen up the time control there is today. Leaders 
must encourage coworkers to take initiatives, incentives are one way but there is still a need 
for encouragement (Simons, 1995). If a change is desirable it must show, creativity must be 
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prioritized if it is desirable, there must be systems and procedures in place (Amabile, 1998). 
Incentives needs to be aligned carefully, money can come with adverse effects (Amabile, 
1998). 

Many of the problems connected to creativity and culture that has been recognized during this 
thesis is an effect of bureaucracy (Bommer and Jalajas, 2004; Davila, 2014; Brian Quinn, 
1985). The processes that should be in order to facilitate idea generation are heavy and 
cumbersome and kill creativity. It is commonly known that organizations reduce in flexibility 
when they grow; there are often a focus on efficiency and optimizing instead of innovation 
(Kotter, 2012). It is therefore important for the organizations to actively manage for 
innovation (Leifer et al., 2001). The Naval Division has started a Lean implementation in 
order to be more efficient and reduce prizes. It has been argued that Lean and innovation 
opposes each other (Chen and Tylor, 2009) but there are ways for them to coexist 
(MackAldener and Stetler, 2015). It is important for the organization to understand the need to 
manage innovation alongside their Lean implementation. 

Idea management 
Another area of improvement was Idea management and the target was that: a diversity of 
ideas should come from everyone and the ideas must get a positive response. In the studied 
organization they suffer from a temporary dip in order intakes and they might not have the 
financial ambitions to take care of the diversity in radical innovations but focus is on 
improving existing business. The risk is that it turns into a dangerous loop, if no radical 
innovations are prioritized there will be losses in the future and the dip will extend (Tushman 
and O´Reilly, 1996). Most innovations are of incremental nature, but it is the radical ones that 
are needed for long term growth (Tushman, 1997). Radical and incremental ideas requires 
different management, they benefit from different support mechanisms, during prioritization 
resources should be distributed to both incremental and radical innovations according to the 
innovation strategy (Goffin and Mitchell, 2010). 

According to literature incremental and radical innovations should be treated differently 
(Leifer et al. 2001; Tushman and O´Reilly, 1996; O´Reilly and Tushman, 2004; Davila, 2014; 
Kotter 2012).  The authors argue that the idea management at Naval Division should be 
flexible and treat radical and incremental ideas according to their individual requirement. 
Radical innovations benefit if they are taken care of outside the regular business and “how 
things should be done” (O´Reilly and Tushman, 2004). Today the organization has support 
mechanisms that treat radical innovation beside the regular business. Though there are events 
for managing radical innovation in the corporation, such as the innovation program, one 
month a year it is not considered enough for the Saab Naval Division to continue to be 
competitive in long term perspective. Thus there is a need to manage the streams of 
innovations and not only one single event (Tushman, 1997). 

As mentioned earlier there were a gap between the managers and coworker’s assumption 
about the amount and quality of ideas generated. There is a need for an idea management 
where the channels for ideas are visualized for all coworkers. There must be somewhere to go 
with ideas where they are taken care of. If not, an improved innovation culture where more 
idea emerges from coworkers will most likely not be seen, even if it exists. 

In this thesis the importance of every coworkers responsibility and ability to generate ideas 
have been put forward. An organization can not only rely on few individuals or functions 
when it comes to successful ideas, idea generation is an activity for the entire business (Björk 
and Magnusson, 2009). In the organization today they rely a lot on singular individuals with 
high authorities. There is a need to visualize the channels and support for innovation to the 
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broader mass and manage the innovation in a way so that all employees have the opportunity 
to contribute. The chance for long term survival will increase if a broader mass contributes 
with qualitative ideas (Björk and Magnusson, 2009). To get a culture supportive towards a 
diversified idea management it is important to encourage and reward activities that lead to 
both radical and incremental innovations (Leifer et al., 2001). The aim with the activities done 
during the thesis was to raise awareness, suggest and show activities that support innovation 
and declare that everyone is expected to think and come up with ideas and improvements.   

Understanding 
The area understanding intends on the coworker’s ability to understand what makes value and 
that they are a part of the process. It is every coworker’s responsibility to bring value, partly 
by generating valuables ideas. Ideas are results from creativity, and creativity is a result of 
expertise, motivation and diverse thinking skills (Amabile, 1998). Diverse thinking skills can 
be trained (Tan, 2013) and so can expertise. Leaders in the investigated organization want 
coworkers to take their own initiatives in these areas, the problem is that they have not seen it 
happen. Leaders do not want to “baby sit” or serve coworkers with information; they want 
them to realize that they need to work for it. But since nothing has happened in this area, it 
might be the wrong tactic. Suggestions are that leaders to a greater extent encourage and 
reward education (Simons, 1995). Understanding and knowledge will increase with customer 
contact and research has shown that also motivation increases significantly (Kotter and 
Heskett, 1992; Brian Quinn, 1985). Suggestions for Naval Division is to have more 
arrangements where coworkers can educate and meet customers, these arrangements should 
be mapped and encouraged by leaders. Leaders can also put individual requirements in this, 
coworkers are missing requirements today. Coworkers have several times expressed that they 
think that pressure is stimulating but today there is hardly any. The desire harmonizes well 
with Amabile´s (1998) six managerial principles for creativity. The complex market that the 
Division plays in has turned into a hindrance to understanding customers, there are so many 
intermediaries to the end-customer. The ability for developers to meet the actual end-customer 
has been expressed as very difficult. The end-customer though comes to the actual office to 
get education from other coworkers that works as teachers and these occasions are not used to 
increase coworker’s knowledge and motivation. These occasions are a great way to both 
increase domain knowledge and customer knowledge. Creativity will increase with a deeper 
social and customer understanding (Kotter and Heskett, 1992; Brian Quinn, 1985). The 
organizational climate, vision and organizational support directly affect creativity and so does 
participant safety with a decreased fear of failure (West, 1990). The authors believe that the 
vision and support can be introduced better at the Division, partly by the Action Plan. 
Through activities as the NPD workshop and encouragement of ideas, participant safety will 
increase. 

Knowledge Transfer 
The final area of improvement was knowledge transfer and it intended to contribute to 
knowledge transfer and communication across the organization. An innovative culture is 
supportive towards communication between internal and external stakeholders (Jassawalla 
and Sashittal, 2002). The new cross functional organization promotes heterogeneous 
competencies to meet and exchange experience and ideas, and it will be further enhanced with 
activities like the NPD workshop (Kahn et. al. 2012; West 1990). People in the organization 
are used to solving their own problems and developing products individually. With activities 
as the NPD workshop there is a hope that there will be a greater sense of openness and wider 
networks. If there is trust and communication across the organization, the creative climate will 
be increased (Leavy, 2005). Throughout the entire thesis the philosophy has been that 



55 

 

everyone in the organization should have the opportunity to bring forward ideas. It is 
important to involve as many as possible even if everyone will not come up with 
breakthrough innovations (Björk and Magnusson, 2009). There could be arguments that 
everyone is not suited for innovation. In this thesis, the belief is that everyone should have the 
opportunity to contribute, but in the end everyone will not.   

The reorganization comes with many good things but the Division has not communicated the 
CORE project satisfactorily, it has contributed to an exclusive feeling and has separated many 
coworkers. Some coworkers have expressed that they feel unimportant and unneeded for the 
organization if they are not in the CORE project. It is important to make people feel involved 
to increase performance, even if it is not their work task, they should not feel excluded 
(Spreitzer and Mishra, 1999).  Everyone in the organization should know where they are 
heading, today only a small group knows but they do not invite others to be a part. It would be 
beneficial if leaders informed and listened to coworkers to a greater extent, especially if they 
do not understand or have contrary opinions. If everyone felt involved it would probably be 
easier to solve problems together. If coworkers are involved in decision making, performance 
will increase both individually and organizationally (Farr and Ford 1990; Amabile 1998). 
When individuals are trusted; motivation and productivity will increase, there will be more 
innovation and morale will be enhanced (Spreitzer and Mishra, 1999). 

Constraints 

The investigation, methods done and implementations recomended in this thesis are 
considered to be transferrable to organizations in similar situations. If an organization faces 
similar difficulties as Naval Division, the approach similar to the cultural web (Johnson, 
1992) is one way to raise awareness and solve the problem. In this thesis, no framework has 
been covered completely but inspiration has been taken from many. The advantage of this 
approach is regarded to be that methods and approaches were selected based on what the 
authors and the people in the organization considered to be most suitable for the specific 
organization. The disadvantage is that it is difficult to accurately compare results and 
expected outcomes with other studies. The approach in this thesis serves to get an overall 
picture of the situation; it does not profoundly cover the area of culture, idea management or 
any other area. 

One implication has been the effect of acting “outside the usual organization”. People who 
have participated in workshops and interviews have mentioned that it was easier to talk to 
people outside the organization since they did not needed to consider sensitive areas, 
hierarchies or “stepping on someone’s toes”. Hopefully it has resulted to a more accurate view 
of the situation and what changes that would suit the entire organization. 

Ideas are treated as the “raw-material” of innovation (Goffin and Mitchell, 2010), at the 
studied organization the desire was to increase the innovation culture where ideas emerge. 
Ideas are considered as a part of innovation but not equivalent. At the studied organization, 
ideas and innovation were often mixed up with each other or considered as equivalent. It was 
therefore important to define the author's perception of the words in the beginning of the 
thesis. There is still a possibility that answers concerning innovation might have been 
perceived differently depending on respondents. Thus the definition in the beginning and the 
raised awareness about innovation during the studied period, the authors believes that the 
knowledge increased and became sufficient. 

There were things due to the reorganization that influenced the thesis more or less. The 
reorganization entailed changes, it is difficult to track which efforts changes came from. 
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However when a powerful person or a group start to act differently it facilitates changes, and 
so also the culture changes (Kotter and Heskett, 1992; The Wall Street Journal, 2009). The 
reorganization set up a more conducive to development and creative climate where there is 
time for the development of the products. Generally the most important parts in achieving an 
innovative culture are considered to be to set a customer focus and generating cross functional 
teamwork (Goffin and Mitchell, 2010). Both of these had been considered before this thesis 
and shows that managers are heading in the right direction. 

Finally 
During the time at the company observations were made and an increased awareness in the 
field of innovation was noticed. The thesis had an active approach of trying to talk and inform 
as many as possible of what was happening. All work was kept open during the project to 
make people aware of what we were doing. Results from example workshops and CCQ were 
sent out to everyone as it were analyzed. Emails were received from coworkers who had read 
papers about innovation and advised us to read it. One manager did on own accord decide to 
start with a suggestion-email for his function that would be checked continuously, when he 
realized that there was nowhere to go with ideas. There is a belief that the openness with 
information about the work and the fact that the organization invested in a thesis in the area 
shows the coworkers that innovation is important for the organization. It seemed like the 
innovation culture in somehow got slightly improved by just raising the awareness. 

Culture in established firms is more difficult to change, at the Division there is a clear 
connection to Tushman’s (1997) saying; that established organization relies too much on 
experience. Since the Division once was very successful, parts of the organization still live on 
the old recognition and success. There is a need to change this behavior since experience of 
the past might not be the best way to handle the rapid changing future (Goffin and Mitchell, 
2010; Leifer et al. 2001; Angel 2006). The recommendation to work with the areas 
understanding and knowledge transfer are considered not only to generate more ideas but also 
to raise the quality of the ideas generated (Ekvall, 1996; Björk and Magnusson, 2009). The 
overall recommendation to Naval Division is to continue to work systematically with 
innovation. Delegate responsibilities, make sure there are supportive functions, and 
communicate goals and strategies. Leaders must trust their coworkers and encourage and 
make everyone involved in decision-making. The other dimensions of the penthalon 
framework need to be covered as well. The innovation strategy should be developed as well 
as a complete idea management, prioritization and implementation. Coworkers at the Division 
generally all expresses a pride when they talk about the organization and their employer. 
Together with the fact that the organization actually is addressing innovation management and 
has raised awareness is a very good starting point for future success. 

 

6.2 Future Work 

Saab Naval Operations needs to continue to work with innovation management. To get the 
desired culture, the leaders must start and act as role models and take action. A first step is to 
implement the action-plan. They also need to continue working on the additional 
improvements that were raised in the workshops. A recommendation is to measure the impact 
of the actions taken in the action-plan, to identify which changes that resulted in an improved 
innovation culture. This could be done through an additional CCQ questionnaire to obtain 
tangible information. In addition different actions can be compared to see how they 
individually impact the result.  
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This thesis was looking deeper into one out of Schein (1984) aspects the Artifacts and 
creations. Further recommendations would be to study the additional two parts of the culture: 
Values and Basic assumptions. How can these factors be improved to contribute to a positive 
innovative culture where a variety of ideas emerges from everyone in a large established 
Swedish high-technology organization. 

Another interesting topic for further research is the connectivity between departments and 
divisions in different part of the organization. A further research could investigate how an 
improved innovative culture can be promoted in a company located in different part of the 
country or even outside the country. Since there were differences at functions in different part 
of the country but within the same division, a topic could be to investigate how a positive 
innovation culture could be transferred and sustained.  

Studies can be made by small entrepreneurial business to investigate what large established 
firms can learn from small flexible companies. If the cultures in such companies are different 
and how they can they be sustained appropriately when the company grows? What lessons 
can be learned from these small companies to sustain the flexibility and innovativeness when 
growing.  

Finally how can a leadership for innovation be designed to suit Saab Naval Division. Actions 
provided in this thesis should be evaluated and measured the impact on. Additional actions 
and workshops to learn how behavior among manager could be provided. Educate the 
management in innovation management and let them understand the impact of being able to 
manage innovation and efficiency at the same time.  
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8. APPENDIX  

8.1 Appendix 1 
Here is the question asked during the interviews in the situation analysis presented.  

 

1. What does innovation mean to you? 
2. What do you see as the goal with the innovation work? Where do you want to reach? 
3. How would you like to measure the progress with the innovation work? 
4. What type of innovation do you want to have? (Incremental, radical etc.) 
5. Can you describe the innovation culture at the division? 
6. Where should ideas come from? Who should be involved in the process? 
7. How does the idea process look like today? 
8. What do you think are the hampering factors for Naval Operations to be innovative 

today? Which cultural aspects are hampering the innovation work? 
9. Do you have any suggestions for how to reach the dream scenario? 

8.2 Appendix 2 
 

The result from the three focus area workshops are presented below. 

Focus area: Idea process 
We want to reach: A diversity of ideas should come from everyone at Saab Naval Operations 
and the ideas must get a positive response 

1. How do you consider that time should be created to come up with new ideas 
within Naval Division 

No special time need to be set aside for coworkers to come up with ideas. It should though be 
possible to set aside time when ideas occur. The problem/obstacle today, is not that ideas do 
not occur it is the way they are handled. Additionally the idea provider might have too little 
knowledge in the subject to understand the ideas value for the organization as hole. 
Suggestions to improve: 

⋅ Visualize the problem prevailing, time might then automatically be realized when 
coworkers think about them. The visualization will also lead to more motivation 
among the coworkers if they knew which problem the organization faced. 

 Visualize the problems trough ex. e-mail, wiki, forums/events or lunch. One 
suggestion was that then top problem of the week concerning CORE/CORE 
future/functions/projects are communicated. 

⋅ The organization should have a more long term view on money. 

 Make a budget for the idea management so that time can be released when 
ideas occur. 

 All customer projects should put some money aside for development of the 
core product. 
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 Each function should have an own budget for development/innovation.   

 Use another method registration of time. Today they register everything 
they do. 

 

2. How do you consider that ideas should be received/ handled? ⋅ One clear channel for ideas. 

 One employee for handling all ideas emerging that gives feedback on the 
idea and decides what to do with it. 

 A product owner responsible for the development of different parts of the 
product. This person should be well communicated. 

 There should be the possibility for an employee that does not have the 
knowledge to take the idea further to hand it over to someone else. 

⋅ Feedback 

 The feedback should be given quickly, when they get the idea and what 
happens to it. 

 It should also be given feedback if they hand over the idea. 

⋅ Forum for employees to discuss ideas and problems. 

 A wiki where ideas are presented and can be evaluated and commented by 
everyone. There should also be a possibility to announce the interest in 
helping out with the work on the idea. 

⋅ Communicate the path for the ideas. 

 Through stand-up meetings, boards, mail, intranet or a combination. 
 

3. How do you think you should encourage coworkers within Naval Division to 
come up with new ideas and bring them forward? 

⋅ Competition/fun/challenge. 

 The idea of the month/week are announced with a price as a walking trophy, 
t-shirts or similar. 

 The employee with the most ideas until midsummer gets a jar with herring. 

 The department/function with most ideas until midsummer gets a day at 
Gröna Lund. 

 Both managers and employees should give encourage and show 
appreciation. Thank you for the time and effort (feedback) 

 If it is important/desirable that employees leave ideas, that must be signaled. 
For example trough IPM talks. 

 Departments will work with expertise within the function to maintain and 
develop it. 
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4. What can you/ colleagues/ managers do immediately to promote an environment 
where new ideas are hatched and disseminated within the Naval Division? 

⋅ All managers and employees should encourage/Respond to coworker’s ideas in a 
positive manner. 

 Help lifting the idea, offer to help with development and testing 

 Make time available for testing the ideas. 

 Help with contacts 

⋅ Skunk work should be ok. (Can be solved with less strict registration of time). 

⋅ Disseminate and communicate your problems and listen to others' 

⋅ Tell your coworkers about this workshop. 

⋅ Fun / Play / Competition 

⋅ What has the R&D money actually accomplished? Investigation and communicate? 

⋅ Manager’s drives encouraged to education and cooperation at the department to 
contribute to expertise. 

⋅ Employees with similar skills meet up together for half an hour a week to discuss a 
problem/news. A person is appointed to prepare each week's meeting. 

⋅ Networking both internally and externally 

 

Focus area: Understanding/Knowledge 

We want to reach: Everyone at Saab Naval Division should understand what makes value and 
that they are a part of the process and it is their responsibility to bring value. 

1. How do you think that we should create a greater understanding among 
coworkers within Naval Division about how the products we develop are used 
and what creates value 

There is a believe that the communication and understanding will be better with the cross-
functional approach. It contributes to socialization among people from other disciplines, and 
helps gaining insight into their work and problems. 

⋅ Given the opportunity to meet customers in different phases of the project. 

 It is the coworker’s responsibility to make contact with the end customer. 
Management should communicate how to go about/ opportunities that are 
available and require employees to actually meet customer. suggestions: 

 Meet customer when they are  at the company for training (It's a good way 
to meet customer without traveling) 

 Be involved in the deployment. Then it not just a cost as an education, but a 
helping hand and the person gets a better understanding of the product. 

⋅ Lecture about experience from both external and internal sources such as employees 
that been serving in the military before. Ex. Johan Hägg - Naval military training. 

⋅ More communication between developers and sales department. They have more 
contact with the customer and the development has better understanding about the 
product. Increased communication will probably benefit both sides. Sales department 
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can sell products better and development department get a better understanding of 
what the customer wants. Today most people do not know who they are or how they 
work, hard to go there then. 

 Introducing each other and present their work and challenges. For example, 
through presentation, standup, workshops. 

 Mixed 2-way communication with one-way communication 

 It shall be included in the employee's regular work to have contact with the 
sales department 

⋅ Doing competitor analysis. There is much to learn from competitors. It can also lead to 
motivation when you have something tangible to beat. 
 

2. How do you think we can create an emotional attachment to the whole of the 
business so that everyone wants to put 100% effort to contribute to the best of the 
Division? 

⋅ Say We instead of them/one to all at Saab to create togetherness. 

 To consider on a presentation, department meetings, etc. 

⋅ Respect that it is difficult during the conditions (cutting down on people). 

 Encourage employees to educate themselves and communicate what skills 
are valued. 

⋅ Do not just encourage experts, knowledge transfer is also needed. If a person becomes 
an expert all coworkers go that person for advice, etc. This makes employees around 
this person feel less important and get less. 

⋅ More delegated responsibility. 

 Delegate responsibility in groups. This will give the feeling of ownership 
and that you are needed. The competence will still remain at the 
company/group if a person quit. 

 The delegated responsibility might help the ability to take risks, when you 
have a shared responsibility for the mistakes that may arise. 

 Should be long-term responsibility, not just during a project. 

⋅ Feedback is important to raise the motivation to perform your best. Its Management 
teams responsible to give feedback. 

⋅ Set more individual requirements on all coworkers! It is stimulating with the press. 

 There is a feeling that no requirements are made. 

 Today’s requirements are often from the wrong direction. Move the focus 
from complete the project in time to deliver a good product. In the current 
situation the focus is not on improving the products/making good products 
but rather to be ready in time. 

⋅ Managers should keep track of what employees are doing and what their next task is. 
In the current situation the task is not that clear, which leads to conferment among the 
coworkers that need to go around looking tasks. This leads to lack of motivation where 
coworkers feel unimportant. 



71 

 

 

3. How do you think we can reduce the fear of failure culture? (Build a culture 
where people dare to take chances and sometimes fail? 

⋅ There is a need to know where the business is heading to be willing to take a chance. It 
leads to chances in the right direction when they know they have support for it. 

 Management need to communicate and visualize the direction. 

 Today there are difficulties with knowing the direction and when it's okay to 
take a chance. This can be explained by the projects unwillingness to take 
chances and their drive to minimize risks and deliver in time. 

⋅ Automatic test in software is one way to minimize the damage when you make a 
mistake, not as scary to try then. 

 This might be applicable elsewhere and facilitate to dare to do new things. 

 To have some action is to capture the efforts of employees, shows that it is 
okay to try and make mistakes. 

⋅ It is not considered that people do not dare to say things today. However, there is no 
place where either good or bad thing are highlighted. There no clear path where to turn 
if they made a mistakes/learned something. In the cases when ideas are highlighted 
they are not treated well. 

 Communicate mistake by ex. stand-up, intranet, 

 Have a public page where people can send mail, when problem or lessons 
learned occur. 

 Writing public reports that shows deviations. 

 Share of mistakes/experience (e.g. Combat System School when the old 
experienced people told about mistakes and what they learned from these), 
perhaps through a stand-up. 

⋅ Motivate and reward those who made chances actively. One should not suffer from 
chances later on. 

 To get a more risk-taking culture a symbol for example a frog can be given 
when making a mistake as a fun thing to be ashamed of mistakes. As a 
lighthearted, humorous "punishment". 

 There were different views on the ”Weekly Frog" it was considered by some 
to be a big step to start with. It might not work on all kinds of people. 

 One option is to turn it in to a rewarding for effort rather than mistakes. 

 Start with leaders and managers. 

 One could sign up for this or be nominated. 
 

It is important to start with the leaders so they show the way. 

 

4. How do you think that coworkers within Naval Division should be responsible for 
their own development? 
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⋅ The management must communicate the company goals and what education that is 
relevant in the future. The division should make clear what skills are needed and 
priority to the employees must be able to take responsibility for their professional 
development. 

 Leaders must communicate that coworkers need to take responsibilities and 
what is prioritized in the personal development. 

⋅ Learn by doing - trying out new areas. 

 Much can be resolved internally, participate on courses that are held at Saab, 
internal placements, follow an installer a day, be a part of a deployment. 

⋅ Leaders must be sure to communicate, encourage and provide such opportunities. They 
need to see it as an investment and not only as a cost. ⋅ Coworkers see change now with interact by reorganization into cross-functional teams, 
this workshops, some transforms their own team in projects. 

 

5. How do we make everyone feel a common responsibility to achieve its goals, all 
the way through the business? 

⋅ There is no common goal, where we're going. Or few are aware of the set goals. 

 It is the management's responsibility to make sure everyone know the set 
goals, but everyone should be involved in setting them. When all are 
involved in making them, it's a better chance that all coworkers are 100% 
committed to their work and contribute their best to the business. 

 Transform the division goals to clear individual goals. How do I contribute 
as an employee to the overall goal? It is the managers/project leaders' 
responsibilities together with the coworker to set clear individualize goals. 

 It should not be formulated in figures! The goal should make you want to be 
part of building the world's best. 

 Inspiration coworkers by example from competitors, raise their 
competitiveness, what do they have that we don't, how should we do it 
better than them. 

 Give feedback when the goal is reached. It must be clearly communicated 
what happens when the goals are achieved. 

 Incentives are an alternative when a goal is achieved, for example, Get 
together with the function, recognition, selected group may do something. 
This should be communicated when the goal is set. 

 

Focus area: Knowledge transfer 
We want to reach: Everyone at Saab Naval Division should contribute to knowledge transfer 
and communication across the organization. 

1. How do you think that knowledge should be transferred between 
coworkers/projects/functions within Naval Division? 
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⋅ Long-term net-storage, forums to gather all knowledge, not having to switch between 
systems. It will be possible to give advice/tips/lessons learned and searching for 
information. 

 One wiki which everyone have access and can update. 

 Today there are many ways to document and disseminate knowledge, which 
can be confusing. 

 The common platform must be clearly communicated. 

 There are good forum today but everyone do not know that it exists, how 
they should be used or which to use. 

 There must be someone who makes sure that the information is relevant. 
Today it is hard to change/you do not dare to change. It is hard to change 
old document that describes how to do even if the information does not 
match reality. 

 Demands should exist, that it should be used! 

 There should be a structured way of using it. Ex. an easy template to fill in. 

 Access to everything. Today it is too many documents that do not need to be 
highly confidential. 

 The document should be advice/tips/lessons learned for information, but no 
requirements that you have to do exactly like that. 

⋅ Talk to each other, get together. 

 Put all coffee machines at one place→ have to go and meet everyone. 

 Onboarding talks - when a new employee starts, time should be set aside 
(maybe 30 minutes) with each person in that project to create understanding, 
you should not be “new”, as long as they are today. 

 Standing meetings to tell what has been done, succeeded/failed. Ex. Every 
Friday, a maximum of 30 minutes. Focus on problems do not show-off. 
Core has this now, invite others? 

 Transferring inspiration and lessons learned through physical meetings, 
forums. What have been done that the customers appreciated/less 
appreciated. Recommendations, not requirements. 

 Expert groups where knowledge is shared and documented. If a person quit 
will the knowledge remain in the group. 

⋅ Separate Saab-specific knowledge from "general knowledge" that they got from 
studies, such as how to program Java should be distinguished from specific Knowledge 
about a Saab-product. 

⋅ Product managers - do not know who they are or what they are doing today, where to 
turn? 

 

2. What is the individual responsibility when it comes to knowledge transfer? 
(Whose responsibility is it to pass information forward?) 
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⋅ Mindset: everything I am doing here is for the company not for me. What I do has to 
be passed on. Remove the pride that it is "my baby" by: 

 Job rotation, if you frequently rotate must share information. 

 Encourage - proud of what others have achieved means that you want to 
share what you achieved as well 

⋅ Managers should communicate the responsibility to use the documentation forms 
available. 

⋅ Coworkers have a responsibility both to listen and ask questions. 

⋅ Example 10 minutes board meetings each morning in the projects, 

⋅ Some sort of protocol for meetings, if you miss one should you be able to get some of 
the information Coworkers responsibility to find the information. 

Manager’s responsibility: 

⋅ Ensure the long-term storage of knowledge. 

⋅ Knowing what knowledge their employees/functions possess. 

⋅ Encourage, set requirements, use the documentation, sharing. 

⋅ Put together good teams. 

 

3.  How do we get all participants to feel involved and get their voices heard in 
decisions? ⋅ Explain why certain decisions are made to everyone (why a certain option is favored 
instead of another one) (Feedback) (Ex. Lean work, demand 5 suggestions of 
improvement, what happened with these 5 suggestions? When nothing happens after 
suggestions are made, employees will get tired of giving new suggestions of 
improvement. 

⋅ Results from conferences and workshops must be prioritized and be put into action. 
Start with one thing at the time if that is easier, but explain to the persons involved 
why it is the best thing to start with and explain what will happen with the other things. 
Something has to happen. 

⋅ Large gap between employees and their managers. E.g. in rare occasions heads of 
sections can be seen in the public spaces such as corridors and coffee rooms (too 
seldom). Heads of departments and higher positions within the company never been 
seen attending to coffee breaks and meet the coworkers. 

⋅ Managers and project leaders must know their subordinates. Know how the employees 
work as individuals, what knowledge they possess and their personality. Give persons 
that maybe doesn’t have the courage to stand up for their point in a discussion some 
help and appreciation. Be keen to hear what the coworkers think and what they say. 

 

4. How do you think relationships can be strengthened between 
coworkers/functions/projects to get a more open and playful climate? ⋅ Put groups together more strategically, based on knowledge, experience and 
personality. Do not just choose the one you like or are available for the moment. It is a 
way to transfer knowledge as well. 
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 Dare to change coworkers in the teas/job rotation.   

⋅ Send information mail about successes and failure every week about “what's 
happening” in the organization/management team/projects. 

⋅ Meetings trough: 

 Stand-up 

 Events like Christmas dinner and summer dinner. 

⋅ Work in teams. Good result from where they do it now. 

⋅ More workshops like this. Get people together from different areas for discussion. 

 They need to be arranged with a person in charge. 

 Sometimes have the possibility to individually decide which meetings to 
attend. 

⋅ Invest time and money in the functions. 

⋅ Management need to take advantage from the things started individually within the 
reorganization. E.g. teams put together on own initiatives. 
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8.3 Appendix 3 
All graphs are shown from the questionnaire sent out. The result are showing the departments 
answer followed by each functions answer. 

 
Naval Operation Division 
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