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 2003   Enterprising Intrapreneurship:

Putting Academic Learning into Real World Contexts


Creating Intrapreneurial Teams
Background
This case study aims to give participants an insight into how teams can be created and to understand something of the barriers to innovation.  To set the scene participants consider the process that evolved in a company and some of the issues they faced. 
This case will run well in three hours including reading, or two hours if reading is done in advance. 

This case is generic, of interest to participants from all academic fields, however scientists and natural scientists may be more appreciative of the background case materials. 

The skills enhanced through this study include:  negotiation, discussion, networking, managing changing situations, reconciling different ideas and presentation skills
There are a number of curricula opportunities for this case. It could be used as part of a lecture and case study session in a module looking at enterprise, innovation and intrapreneurship.  It could be used in isolation as a skills development exercise.  
It will be important at the end to tease out what the participants have learned about both the business and skills elements.  Make sure there is time for reflective discussion at the end. 
Parrticipants in this case study are provided with the ‘inside story’ of innovation in a large chemical works, Hickson and Welch. The innovation arises because the company has realised that cross-functional teams working together on innovation can make a real success of it.   Depending on the time available participants either read and discuss the Hickson and Welch example in the first hour as a prelude to working on the case, or they read the material in the weeks preceding the case.  While the Hickson and Welch example describes a highly technical solution to a chemical industry problem the participants do not need to be scientists to appreciate what a difference this solution has made to this particular industry. It will be important to stress this with non scientists. Geographers, environmental scientists, engineers, chemists and other science students as well as business students should find the example accords with their own studies without difficulty.
In the second two hours the participants work for a fictitious organisation, Teepee a manufacturers of sports equipment based in Leeds (customise to your town). The Chief Executive has asked the organisation to come up with a new way of working. The company, although successful has suffered losses recently due to a general slow down in spending in UK and Europe. You want your staff to generate new ideas but recognise that this will not happen under the current structure. The current staff work in small and isolated units reporting directly to the Board with little interaction: 
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The aims are: 
· To encourage students to understand the value of having diverse teams within a company.

· To develop a process through which innovative ideas can flourish.

· To experience working in different teams.
The mission is to flesh out ideas about how innovation can flourish and to see where and how barriers may be broken down. 
How to run this case study
Please read the participants brief (page 6)
If you have 3 hours class time we suggest participants use the first hour to read the document and discuss in groups ‘what are the processes involved in creating the climate and structure for innovation?’ and ‘what are the lessons to be learned for innovation management?’  

With 2 hours class time we suggest the Hickson and Welch example is used as pre-reading material again with these questions in mind.   
You will need the participants to stay in the same room throughout this case study. This helps with the group dynamics and enables you to stay in one place with the students to answer questions and generally encourage them whilst working. This will be explained more in the notes. Each person is in a group which represents one of the company areas. Membership could be determined by lottery, see lottery slips (page 23). However, each team will need to select a Manager and the Mangers from each group will meet twice during the running of the exercise to represent their team’s views.
Groups should ideally be of about six students. If you have a large group (60+ participants, then you could run the case study in parallel. This means two streams A & B with a Finance dept in each, IT and so on, and the managers meetings would have larger numbers). It would not affect the running of the game. 
Important: There is an extra brief (Brief Three) for the Research and Development Group during the first Manager’s Meeting. They are told that due to a fire in their laboratory they will have to be moved from Leeds to Bristol (customise to your location) for the foreseeable future. DO NOT give this out to the R&D group until 10:00 when the  Manager’s meeting is underway. The objective of this is to make them think about how their ideas would work if they were not all based in the same building, the dynamics of geography on a solution. Watch how they handle this. 
Timetable (OHT 1 p20)

Introduction 


               9:00 – 9:15

Understanding innovation at Hickson and Welch   
9.15-9.50  
Handout Participants Briefing 1 (p6) and SWOT handout (p19) if the group does not know about SWOT analyses at 9.15. 

Teepee  Working Phase 
 9:50-11:30 
Handout Participant’s Brief 2 (p11), give the managers from each group their own briefing sheet (p14).  Tour the groups and be encouraging. 

Manager’s Meeting 1 

10:35-10:50 
 The managers meet where everyone can observe and hear them, (front of Lecture Theatre), but the observers cannot interrupt. Mangers should arrive armed with issues and concerns from their group. Handout R&D brief 3 as the managers meeting starts to R&D department only (p16).
Manager’s Meeting 2
          

11.15  to agree the consensus plan for presentation at 11.30.
Manager’s  Presentations
          
11:30  A single presentation that is agreed by the managers.
De-brief and reflection

          
11:45-12:00

Introduction
Put participants into groups as they come in – you might use the lottery slips (p23)
As the lead tutor please, the following is a suggested introduction (adapt to your own style).

This case study is about working in diverse teams, teams that have been brought together from different backgrounds – intrapreneurial teams. So what is an intrapreneur? One definition is: ‘a person within a business or organisation who takes responsibility for turning an idea into a profitable finished product, or who improves on a process that improves the efficiency and or profitability of the organisation’. In other words a ‘mover and shaker’ who gets an idea into action. 

So why do people like this, and we, need to work in these types of teams? Gifford Pinchot in his book Intrapreneuring in Action (1999) shows that intrapreneurs work best in teams, he says: ‘Few intrapreneurs today are soloists. Most work in intrapreneurial teams. The best teams are cross-functional or cross-disciplinary, bringing together several quite different viewpoints and professions in the service of a common cause’.  Essentially getting more ideas in the pot, more people together, helps move a process on. This has something to do with ownership. Getting innovation into action will usually require a team effort and people need to feel involved and valued to give of their best. 
Activity 1   The Hickson and Welch  case.   9.15 -10.15  (or in preceding weeks)
Please read the attached document  (page 6) that describes the processes of innovation in a chemical company.  

Your task is outlined in the first paragraph: 

Read this account of a real case; the company, process and procedures are all real. This will provide a framework for your thinking and creativity in the case study which follows. When reading, think about the ways in which people are being enterprising. Ask yourself ‘what are the processes involved in creating the climate and structure for innovation?’ and  ‘What are the lessons to be learned for innovation management?’  It is not necessary to understand anything of the chemistry. Remember firms like this employ graduates from all subject areas, not just chemical engineers. This report is compiled following interviews with various staff. Questions are in italics. Please note this is not an exercise where reading will simply present you with the answers. You will have to think around the issues, how would x have happened, what could have gone wrong etc. 
Either:  you have 10 minutes to read and start to make notes about these two questions.  After 10 minutes I will ask you to get your discussion skills in action and to pull together a group summary of your main insights.  You have 15 minutes to do that and then we will take 10 minutes to discuss your outcomes.  (Provide OHT or flip chart or .. to help the sharing process, formal presentations here are good for giving people on the hoof practice).  

You will need to be tough about time keeping to keep the exercise on track.
Or:  You have a week to read this material before we meet on … to work on a case that looks at team interactions. It will help your understanding if you make some notes that answer the two questions posed – ‘what are the processes involved in creating the climate and structure for innovation?’ and  ‘What are the lessons to be learned for innovation management?’  

Activity 2  Teepee 
In your teams you are being given a short brief outlining your department at Teepee. Please try to do this exercise in the roles assigned to you, as it will make the session more effective.

You will need to assign a Manager for each group and the Managers will meet twice according to the timetable. Managers receive a separate brief (come and get it from me as soon as you are chosen) (p14).

Hand out the briefs – not brief three. Hand this out at 11:00am to the R&D group (p16).

At 10.35 and 11.15 all the Managers meet together (at the front here). You can all see and hear what they do, but must keep quiet. Make notes about how your ideas are discussed, how consensus is reached. What are the members from other sections of the company saying that you will change your approach?   Back in your groups you have a short time to  consider the group out comes and  arm your manager with your final proposals.  The managers meet again at 11.15. They have to come to agreed decisions to present to the Chief Executive.
You may need to encourage the Manager’s meeting to appoint a Chairperson. They will also need reminding that they must leave time to prepare a final presentation for the Chief Executive (you and the whole class.)

De-Brief 

The participants have worked on Teepee, a fictitious company, however to make the learning real it is important to emphasize that these issues arise in all companies and many organisations.

Firstly de-brief the skills. You might want to start the discussion using the following questions.

What sort of problems did you encounter during this exercise? How did you overcome them?

How did the Managers feel?

What worked well in your team?

What would you differently next time?

How realistic do you think this scenario was?

What are the key aspects that would allow an intrapreneur to develop at Teepee?

What type of environment would you need to create to make it work?

Did the managers choose to meet each other at different times as well? If an issue came up in a group there was no reason why there should not have been some inter-group organisation (this is a good reason for having everyone in the same room. Don’t encourage this, it is good if it happens anyway.)

How did the R&D group handle their changed circumstance?  A professional response would have them write a note for their manager and have it delivered to the meeting by hand. Ask how they could have communicated? 
What did you learn from observing the meetings?
AND  Graduate Information

Every one of the company sections employs both graduates and non graduates. Everyone is encouraged to be innovative - a great deal of freedom is given to people at Hickson, freedom to express both their talents and their words.

In  (I think) 2000 this project won an award at The Institute of Chemical Engineers Annual Environmental Awards Ceremony. The reduction in atmospheric emission won the Water Award three years ago.  The building of a specialised water treatment system at the plant won the award the year after.   

Reflection
Make sure participants have time to work on this,  10 minutes is helpful. 

Adapt the sheet on p21 to suit your participants needs. 
Participants Brief 1
Creating Intrapreneurial Teams

HICKSON & WELCH – intrapreneurship in the chemical industry

Your task: 

Read this account of a real case, the company, process and procedures are all real. This will provide a framework for your thinking and creativity in the case study which follows. Please note this is not an exercise where reading will simply present you with the answers. You will have to think around the issues, ask how would x have happened, what could have gone wrong etc? When reading, think about the ways in which people are being enterprising. Ask yourself ‘what are the processes involved in creating the climate and structure for innovation?’ and  ‘What are the lessons to be learned for innovation management?’  It is not necessary to understand anything of the chemistry. Remember firms like this employ graduates from all arts and science areas, not just chemical engineers. This report is compiled following interviews with Jack Poppleton, Manager, Regulatory Services. Questions are in italics. Please note this is not an exercise where reading will simply present you with the answers. You will have to think around the issues, how would x have happened, what could have gone wrong etc. 
Background

Hickson and Welch is a chemical firm, in West Yorkshire. Amongst other products they produce a brightening agent for detergent/washing powders in the home. The material is effectively used in all domestically available washing powders in the UK/Europe and the US. 

But they found that they could no longer use a particular process due to world economics and pressure from Far East competition; cost of manufacture has increased, they are paying the same cost for raw materials but more for energy. Labour costs are a critical deciding factor.  Various changes were considered, some local and others involving competitor organisations. They now buy in the materials that have already been processed at the preliminary stage. They purchase the intermediate materials from Europe, where they have come to an agreement with their biggest competitor in Europe. They now have a long-term service contract with that company. They still have the same end product they, but they are starting their processes further down the manufacturing line.

Hickson and Welsh are based at Castleford on a large site with 700+ employees. They employ the largest number of men in the area, they are concerned about their local community image and have signed up to the Chemical Industry Association’s (CIA) ‘Responsibility Care’ programme.  

How does the process work?

In order to get the brightening effect it is important to construct a chemical molecule which absorbs light and then emits that light in a much brighter aspect. The molecule absorbs ultraviolet light, which is invisible to the human eye, and re-omits it as visible light. It is used to brighten fabrics and paper. In this process it is important to have a relatively long chain molecule, which is constructed in a particular way that enables the electrochemistry, the electronics of the molecule, to make this transformation. This is done by joining together a variety of different chemical substances, all very specifically. They can tailor make the material by varying the type of molecules attached to the ends of the main molecules. 

These different properties added to the substance can have different whitening properties, the shade of white will be different. Some people like to see bluish tinges, slightly more yellow or slightly more red. They also have different types of properties, the time that they work for and the medium in which they work. Washing powders or liquids have different formulations in different parts of the world and the optical output of the molecule can be tailored to suit consumer’s desires. Hickson and Welch’s direct customers, the detergent maker or formulator, carries out the market research. There is an art as well as a science in identifying a material that particularly fits the customer needs, the customer here being the domestic customer.

The key issue is that Stage One of this molecule construction utilises a chemical that reacts violently with water and decomposes. However, if it decomposes it is of no use whatsoever in the molecular construction. In order to prevent this happening, the reaction has traditionally been carried out in a water-free, environment. So they used solvents to dissolve the reactants to carry out that part of the reaction. The solvent – acetone - then protects the rest of the molecule from water and from that stage on you can add water because the reactive sites have effectively been closed. 

THE PROBLEMS

(a) The process requires a lot of solvent, which will escape in to the atmosphere in a certain proportion and despite all best efforts to contain it, there will be a release. 

(b) The solvents are highly flammable. 

(c) There is major cost in recovering the material and in the fundamental yield of the process. 

THE INNOVATION

Hickson’s no longer use the solvent process, they have developed a new process which allows them to carry out this reaction in water – even though the material reacts violently with water. This is stage one of the three stage chemical process.  

Post manufacture there is further manipulation of the final product to put it into a form the customer requires, whether it be powder, liquid or pellets. 

THE TEAM

There are various key players in the team that developed this new process at Hickson and Welch:
· Technical research assistants - who scan the whole of the scientific media to determine whether people are identifying new directions, new processes, anything that might be adopted by the company. This may be though patent work, trade journals and conferences and scientific papers. They may be spotting R&D (research and development) in similar types of processes operated in different industries for different reasons. 

· R&D chemists who look at the existing processes in the lab but at the same time are also looking at new avenues for those processes. They are employed to be innovative and creative - they are looking to the future.

· Marketing expertise - who look at the needs of the market in general. They want to spot opportunities for new sales ten or more years in advance because development in this area can take many years to progress from a good idea through lab work to sales. 
· Process development - people who are looking at innovation in the way in which we manufacture things. 

These people work within separate teams but with cross-functional commonality within them. This is a critical feature of how the system works. They meet on a fairly consistent basis throughout the year.  The other point is - they don’t need to hold a meeting to talk.  In other words, the company actively supports interaction between departments and between individuals. There are ‘product or process champions.’ Someone who facilitates the ‘meeting of minds’,  or ‘the meeting of ideas’.

How are they chosen for the cross-functional groups? Do they volunteer because they have got an idea?

There is a degree of selecting people with the talents to organise to communicate. That isn’t just natural talent that’s a culture talent as well, it’s part of the development of people within the organisation. We actually do use it as development tool for certain people. Developing their careers through the organisation.

Is there any reward system for innovation either formal or informal?

Hickson and Welch have tried formal systems, which they have not found particularly effective. They offer cash or a prize for ideas which has a place but it has not been significantly successful. They would like to help people to understand that displaying certain talents can help them to develop their career and hence their remuneration and their position in the company.

They are working towards performance appraisal payment. This will be targeted at all staff levels - 30 % of the current staff are on performance appraisal reward systems.

THE DRIVERS FOR INNOVATION
External drivers
1. Safety and Environment

Safety and environment awareness and upgrading were driven by the IPPC (Integrated Pollution Prevention and Control) in the early 1990s, which leads logically to a scheme of continuous improvement. Although when IPPC was first introduced in 1992-3 it wasn’t identified as compulsory but was aimed to improve the company profiling, particularly in terms of emissions of waste either to air or to water. Considering current and anticipated environmental legislation an action program needed to be put together which would state that the company would have achieved certain levels of reducing emissions and contributions by the year 2000. The local community aspect is also a significant part of the whole culture of this site. If the site is perceived as making an effort to be ‘clean’ and ‘green friendly’ there will better relations with those who live locally.  

Internal drivers
2. Cost 

Solvent costs and solvent recovery costs are considerably more expensive than using water. Water is a win-win situation, lower costs and fewer emissions. 

3. The type of product 

They saw a need in the market for a variance of the product. The laboratory staff, who are constantly searching these processes, were coming up with variants which in the lab gave some evidence of improvements in performance and potentially in operating environment. There were variants coming through the solvent route but here they saw another avenue of variants, which weren’t available through the solvent methodology.

REFINING THE INNOVATION PROCESS
1. Ideas

As with any research organisation there are lots of ideas coming forward that needed to be sifted down to a number of working ideas. The ideas that showed a degree of promise for this total aqueous environment developed and the technical staff were able to show that it was technically possible, in the lab, to carry out the process.

There was no capital outlay as the chemical Research and Development labs were able to use the different techniques required for this research. This would not always be the case. 

2. Project Planning


Having identified the potential they then had to start forming some kind of project thinking around this, to determine:

a. Whether the proposed improvements are feasible on the large scale? 

The site chemical reactors make of the order of 5 tonnes of a chemical material at a time. In the lab you are making 3 or 4 grams of material in quite a different situation. Probably the greatest asset that Hickson and Welch has is to be able to take a 3 grams scale lab process and develop it to a scale that will produce 5 tonnes in the company plant. These two circumstances are a world apart. Therefore they had to identify what were the critical techniques in the lab that needed to be transferred to the plant, and whether the plant was capable of carrying out those processes. Whilst reviewing the procedures in all their dimensions, the critical aspects began to emerge. The critical aspects here are the ratio of materials that go in to the reaction and therefore the ability to measure how much is going in to reactions is a major concern. In the lab there is a balance that you can weigh chemicals to +/- 0.0001 gram.  It is a little different in the plant where the materials come in 25 or 50 kilo sacks and merely how much adheres to the side of the sack when you are charging a reaction, maybe a significant factor.

So there are some vagaries in a commercial operation compared with the clinical accuracy of the lab. Therefore the innovation team had to understand to what extent accurate chemistry was required (timing and weighing for example) and whether  the equipment could be developed to provide the required degree of accuracy. 

b. Temperature control is good enough?
For example, if you have something, which is making 5 tonnes of material, do you have to keep the temperature control to +/-0.1 of a degree or +/-5 degrees? In this process Hickson’s staff found that temperature control is an absolutely critical factor of the system because.  There are two competing reactions at this stage. There is the material trying to react with water and the material trying to react with the component it is required to react with. So the crucial design element of the process is to ensure that the preferred reaction is taking place, not the reaction with water which is the one it would naturally go to. 
The way they prevent it reacting with water is by reducing the temperature significantly because the reaction with water slows down with temperature whereas the reaction with material is not so affected by temperature. This requires industrial chillers.

c. The measurements

The relationship of ratio of materials is also found to be critical - to have sufficient of the reactant there at all times so that the molecule can react. 

d. The timescale and costs
It took probably 5 years from the first concept of the idea to having it in a form where it could physically be put in the plant vessel. There is the time it takes to be certain about processes in scaling up the reaction – so there was two or three years work in identifying the real components – given that there thousands of them, and that took many man hours to look at. 
Has it made you significant cost savings?
Cost savings from this project were very significant. Immediate savings of the order of £1,000,000 per annum were achieved. Approximately one third arose from savings in raw materials and two

thirds in energy conservation.
THE NEXT STEPS

Once Hickson and Welch can see that the lab research has proved that there is a new process that can potentially go on to the plant,  they then bring in other groups, this is where their innovation comes in - how to take that lab expertise and put it in a real world expertise. 

So there are two groups that were absolutely critical now to that improvement. One was the plant builders – because they now have to create the plant infrastructure which will be capable of mimicking what was happening on the lab bench.  ‘An example would be– If I’m working in the lab and I have two liquids, I can pour them in to a reaction flask in 2 or 3 seconds and I can stir them. If I’ve got those same liquids in the plant it could take me 2 or 3 hours to pour those two liquids together. In those 2 or 3 hours a chemical reaction is taking place. So it’s quite different in the main scale plant to the lab. Therefore the plant builders have to think of innovative ways to ensure they get the best mixing processes, best combination, and best temperature control physically in the plant.  So the design of equipment, pipework etc is the critical feature of that’. 

The other major part of this process and one of the reasons that Hickson’s were unable to carry out this work prior to the late 1990s, was the development of computer control systems. They needed the accuracy of control that only modern electronic control systems can bring. The innovation came from their software engineers. They already had the software and computers but they now have to write the programs that enable the processes to be carried out on the new plant. So using the tools they had, they have developed their own techniques for controlling the plant with required degree of control that is necessary. 

In this process there are many people that have contributed their own bits of innovation in to one final product. ‘It isn’t one person with one idea – this is combining the ideas of various different people’.  
The BLOCKS to innovation 

The first potential block was persuading the executives of the business that there is a cost benefit to going in this direction. Fortunately, Hicksons develops its financial tools in this way and these tools look at all of the parts of the equation. So safety and environmental aspects are part of all costing exercises.

‘The cost of manufacture is obviously part of the exercise and you have to remember that you can often convert safety and environmental benefits into bottom line figures. In this case one of the main drivers was the atmospheric release of acetone. We could come up with an equation, which said if we don’t do something in this manner we will have to put abatement equipment in. Which will cost x in capital and y in operating cost and z in disposal cost. So we can give you a projection over x years of the increasing cost of environmental and safety considerations, and show hoe that can be offset against the new process costs and savings.
We can give a cost benefit analysis on safety and environment and for most of the aspects we have models which allow us to develop those forward costings, so we can look more in to lifetime cost than just in initial capital expenditure costs. Normally we would model over 5 to 10 years for any sort of project cost. This one was a 10-year cost – assuming of course the product will last 10 years. 
THE BENEFITS of the Innovation
The most spectacular significant improvement is the reduction of volatile organic chemicals to atmosphere. This process prior to 1993 omitted 1 tonne of volatile organic chemicals per day to the atmosphere, 350 tonnes per year. Its contribution to organic release is now zero, there is no organic solvent. This win-win for the local residents and the atmosphere. 
In relation to the process would you do anything differently?

‘The answer is yes otherwise you do not have continual improvement but we would not have done things significantly differently and I think that’s the point.  It’s not often a bolt from the blue that makes innovation it can often be the culmination of a host of minor changes. The real innovation is harnessing those minor changes to make a major change. It’s the central theme of what I’ve been saying, that this was not innovation by one person, or one person having one idea, but the culmination of three or four people pooling their ideas to work together.

So many great ideas have failed, not because the idea was wrong but because it didn’t eventually come to market’.  
Participant’s Brief 2
Creating Intrapreneurial Teams

Teepee – Sports Wear

You have read the information about Hickson and Welch. It described how an intrapreneur put together a team that were able to make a radical change to a process – an enormous benefit for the company and the environment. The key to their success was to bring together the people with the ideas that could make the difference. Creating new teams can be challenging, some people do not thrive on change and the process needs to be handled with sensitivity.

The aims for this next session are: 

· To encourage participants to understand the value of having diverse teams within a company.

· To see how you could develop a process through which innovative ideas can flourish.

· To experience working in different teams.

Congratulations! you have landed a job with Teepee, an exciting company that designs specialist training shoes and other sports equipment but needs dragging into the 21st century because 99% of the manufacturing is done in the Far East. Although this company is fictitious the issues that are dealt with arise in all companies and many organisations. Teepee, although successful has suffered losses recently due to a general slow down in spending in UK and Europe. Jobs are not at risk but action needs to be taken in order to keep up with competitors. The Chief Executive has asked the organisation to come up with new ways of working. She has asked you to review current practises and wants you to look at how all the teams could work together to be able to generate innovative ideas.

This is the current structure, each department communicating directly with management.













Your Tasks
You are working in your traditional Teepee team (Finance, IT, Public Relations and Marketing, Technical Research, Research and Development and Human Resources). Each group has a brief outline of the background to each of the Teepee departments. This will help you have a better understanding of the issues facing each team. 
You must choose a manager for your team. The role of the manager is to attend meetings with all the other managers  on behalf of their department group to negotiate a plan such that the departments work better together. Managers will take ideas to the first meeting, feedback to their groups and go to the second meeting with proposals where they will negotiate their proposed solution to be part of the final plan. Managers need to be open to negotiation at all times. 
The team’s  tasks:

1. Prepare a SWOT analysis for what might happen if your department does work with other departments. A SWOT analysis is a method of looking at a given idea/issue/problem and breaking it down into four components. 

	Strengths


	Weaknesses

	Opportunities


	Threats


Look at each of these elements with regard to working with the other departments.

2.
Create 3 processes that can be put in place to ensure that:-

a) All Teepee departments work together on an idea more effectively than they have in the past and

b) All new ideas will be heard, discussed and receive feedback.

What does Teepee need to do? Be creative and intrapreneurial in your thinking, look ‘outside the box’.

It is important to remember that there are no right or wrong answers to this. Get your ideas organised and thoroughly discussed
The time allowed for 1 and 2 is 45mins.

You will observe the managers meetings but cannot speak.  Points to think about include:  Are your departments ideas being represented and heard fully and fairly? What do you learn about negotiation? What can you learn about chairing?
Keep thinking about what else could be done. Now you have more insights are their new piuints to put forward. 
You have about 20 minutes to revise your department’s views and prepare ideas for the manager’s second meeting

While you observe the second meeting prepare you questions for the final presentations. In this forum the whole audience is the Executive Board who are considering the proposals and will have to make a decision. This is a good opportunity to practice you question writing skills.   

Teepee Departments
Finance

A traditional style finance department, you feel it needs to keep a very close reign on the purse strings. You are very aware of keeping the shareholders happy, so profits are vital. The department has recently undergone some re-structuring with some radical job changes. As a result morale is bit low.

The finance department sometimes has difficulties with the IT department, as they perceive that they are always asking for new kit, the latest fastest models. Although the company has highly developed procedures for financial requests, perception is that the IT dept still gets preferential treatment.

Information Technology Systems

These are the ‘real’ technical people that feel that they keep the show on the road. They support the needs of the business by introducing new systems, sometimes developed in-house, sometimes ‘off the shelf’ products. They tend to work in isolation, giving support but not necessarily really understanding the external face of the business because they don’t feel that they need to. Until recently the company has used contractors in addition to full time staff but due to cutbacks all the work is now done by permanent members of staff.

Public Relations and Marketing

This department operates in an extremely competitive world. They are under enormous pressure to get products to market and keep them selling. This pressure can mean that it is constantly pushing R&D for its new ideas with dates for production. They watch their competitors and need to be ahead of the game, this can cause some friction internally, but the department recognises that its future depends on having the edge.

Research and Development

They see themselves at the crux of the business, the driving force, innovation starts here. Similar to the IT dept, R&D works in quite an isolated way. Although their work directly affects the business as a whole, they do not work in cross-functional way. Their connection to other departments is done through line management. They come up with the new designs, materials and styles of sports equipment.

They know that they are under pressure to come up with innovative ideas but would prefer to be left alone to get on with it. They are the professionals in their field.

Technical Research
The research is the backbone of the outfit, keeping a very careful eye on what’s happening globally with various developments in the sports materials industry and associated industries. What are the competitors up to? The work that this department does helps draw the next generation of technical development.

As a department it is quite happy with the status quo, they research papers, journals, conferences, the web etc and pass the information through line management to R&D.

Human Resources

This department traditionally takes care of recruitment and training. They deal with all personnel issues but do not  feel in any other way part of the business. They have always been seen as a support service, particularly when things go wrong. They have a limited training budget and often have to make unpopular decisions about who receives the money. They would like to get more involved in the business but do not know how to work with other departments

How do they all work together?  
Brief for Managers only

Creating Intrapreneurial Teams

Manager’s Brief

Your aim is to collate the proposals from your department to take to the two manager’s meetings. 

The first meeting is about pooling ideas, ironing out any differences and finding ways to move forward. You will introduce your own department’s issues, whilst at the same time seeing where differences might be set aside in order to work together more effectively. You could use the  pro forma overleaf.

The second meeting will finalise two solutions that all the managers have agreed to propose to the Chief Executive.

Remember that you need to come to a consensus decision and leave time to prepare your presentation (5-10 mins) at the end of the working period.

The managers group needs a Chairperson, choose quickly. As Chair you will need to put your own department’s point of view but also Chair the meeting so that the objective of the meeting is clear and everyone has their say. 
Time is of the essence!
	Teepee

Department
	Issues
	Areas to work together

	Finance   

	
	

	IT

	
	

	Public Relations and Marketing


	
	

	Technical Research

	
	

	Research and Development

	
	

	Human Resources
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There has just been a phone call. 

The was a fire and a small explosion in your laboratory last night. The firemen have it under control but it is so serious that unfortunately you will all have to be moved from Leeds (your town) to a laboratory in Bristol (choose somewhere beyond commuting distance) for the foreseeable future. 

You will continue to support the business but you will not be in the same building as all the other departments. 

OHT1 

Timetable 

Introduction 


                9:00 – 9:15

Understanding innovation at Hickson and Welch
                                                  9.15-9.50 

Teepee Working Phase 


    9:50-11:30

Manager’s Meetings 

          10:35-10:50








          11.15

Manager’s  Presentations
          11:30 

De-brief and reflection

          11:45-12:00
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Debriefing your understanding of intrapreneurship and team work.

          Take some time to think about how you reacted to the Hickson and Welch case and the Teepee discussions. 

1. How have your ideas about the culture of organisations developed through working with this case material? 

…………………………………………………………………………………………………………………

…………………………………………………………………………………………………………………
2. What have you learned about how innovation is promoted?
……………………………………………………………………………………………………………….

………………………………………………………………………………………………………………….
3. What did you learn from observing / attending the managers meetings?  

      ……………………………………….…………………………………………………………………………

………………………………………………………………………………………………………………….

4. How might you apply what you have learned in this case to your own activities?  How  might you use some of these ideas in your part-time job, social activities, workplace. 
       ……………………………………………………………………………………………………………….

       ……………………………………………………………………………………………………………….
5.  Team working is advocated as a key intrapreneurship process.  How has this developed your understanding of  intrapreneurship processes?

…………………………………………………………………………………………………………………..

………………………………………………………………………………………………………………….
Other thoughts: 

……………………………………………………………………………………………………………………

SWOT analysis   - an introduction

SWOT analysis provides a structure for analysing either your own strengths and weaknesses, and the opportunities and threats you face, or in a work context for analysing the strengths, weaknesses, opportunities and threats a business or event faces.  Ideally it is one step in a process which helps you to
1. appreciate the strengths of a situation, and you may then decide to build on these; 

2. define the weaknesses, which you might choose to minimise;  

3. make the most of the opportunities that present themselves, and 

4. recognise potential threats and treat them in a planned and organised way. 

SWOT analyses are not ends in themselves but a step before some action planning. 

SWOT analyses usually benefit from discussion, get other people’s perspectives. Remember to be realistic and focused on what really happens. 

In a SWOT analysis you want to note issues under the four headings. If you are new to the process the following questions may be helpful prompts to your thinking. 

Strengths:         
What are your personal strengths?                           
What does the company do well?

What do you do well?           
                        
What is the good track record?

What do other people see as your strengths? 
         
Where does the organisation compete well?

Weaknesses:     
What can be developed 



What could you improve? 

What is working less optimally than you wish?
What is being done badly? 

What is the competition doing better? 

What should you avoid doing? 

Opportunities:
If there were no constraints what would you like to do?

What might be possible?



What will happen in the next few years?

Where do you / your organisation want to be in five years time?

Who might you want to work with?


What could be a win – win situation? 



How may new technologies change your practices?



What financial / governmental / legislative changes can benefit you in the near future?

Threats: 

What are the barriers to your development? 

What sort of obstacles do you face? 

Who else might move in a take over your tasks / job / business? 

What are rival organisations doing?


Can you fund the short and long term?

Will new technologies / developments change you roles?

What change is coming? 

SWOT analyses lead to asking difficult questions but the structure it gives helps people to focus on parts of the problem or sub-issues separately. Decisions can be made about these and in discussing components of an issue the whole is seen more clearly.  

An example:   A university society carrying out a SWOT analysis may find: 

Strengths:  
We have 40 members and get subs from them. 


Being small means we can adapt our programme each year to meet our member’s requests. 


We have a simple budget process and decisions are made by a team of four. We meet every two weeks so we can deal with matters efficiently.

People like us and we are a friendly group.

We are small enough that we don’t have big overheads so we give value for the subs. 

Weaknesses:
We are too small to be represented on Union Council.

We only have a few people on the committee so they have to work very hard to do the minimum.

We tend to do the same things each year in the same way. 

When Jim was ill last year we didn’t have back-up, in other words we don’t have extra people with time to cover if someone is off. 



People don’t always pay promptly so we have cash issues

Opportunities:    We have room to grow, we would benefit from recruiting more members. 



More members and a bigger organising committee could do more events and thereby build the group.



More members mean larger budgets, more options for activities.

Threats:
If we change the way we do things too much the current group may leave.



Some members say they like the small friendly nature of the group.

Having produced the SWOT data the society needs to plan. Is it worth the risk of losing some people from the current group to grow the society?  Would the benefits of more people and money, and therefore more events actually be better all round? Would that be a win-win situation? Is small really beautiful in this case?  

SWOT is about structured analysis of yourself, an activity, an organisation, company or event as a prelude to  action planning.
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