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ABSTRACT
This research is focused on an exploralory study developed with Pyrmes
managers and their rolas as infrapreneurs. Using their leadership fo impel
innovation info organizabons. Based on the concept that the expenence is
the best way lo understand the sceial behavior, Looking to defermined how
Pymes employers incentive into organizations individuals or group inhova-

fons.

This study wants fo reach the following objectives:
» Gef iformalion aboul faclors thal make easy intraprernsur managament func-

fion i Pymes in Bogola D.C.

» [dentify faciors thal facifdale mnovation and sirfegic change in Pymes in Bogold

D.C

» fdentify characlenstics of inlrapreneur crganizational culture established by
Garzdn ef al (2002:25) in Pymes in Bogota DC.
To reach succes al the Pymes, they need a new kind of managers that,
guoling Lombriser 1s called ingh intrapreneur, who has to fulfill three basic

guaiities and abiifies:

1.Entrepreneur capacity lo foresee i a creative way the strategies that will be

takean i the fulure.

2 Organizalive ability fo create an infrapreneur organizational cullure character-
ized. Finally, taking into account the internviews lo pymes managers, high
intraprenaurs gef a syslemain: siralegee dirmciion and active duning all the

change process.

3. The behavior slages of high infrapreneur of poilled Pymes

KEY WORDS: Infrapreneur, innovation, high intra-entrepreneurs, intrapreneur organiza-
tional cultura, medium and small size companies -Pymea- (Fequefa ¥y mediana ampresa)

1. ANTECEDENTS

This research is focused on an exploratory
study with Pymes' managers n BogotaD.C
and their roles as high inlraprensurs using
the intrapreneur leadership to boost inno-
vation in their organizations. This study is
part of the research project “Knowledge
management”.

The current high intrapreneur is different
from the former one. History teaches us that
Industnal Revolution, during XIX century,
had an important number of creative en-
trepreneurs thal percaived new opportuni-
ties and found the comrect way to face them.
Looking backwards, the pionesr of
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entrepranaur behaviar in 3M was Dick
Drew, according o At Fry, quoted by
Garzon (1998; 29). In 1923, he discoverad
the adhesive tape, which is used today o
paint cars with two colors,

During the 50's, Marmmen, In a Harvard
Business Review arlicle, talks about inno-
vation as base of work developed by re-
saarchers in Silicon Valley. He describes
them as “lew brilkan! peopla in a dark room
full of money and hope.” There is an inno-
vation management method with a hope
stralegy.

During the 60's, literature related to inno-
vation In lopics as change management
and lechnologic lransfer, is written.

Durng the 70's academics as McGinnis
and Verney (1987) wrote studies aboul the
creative spirl inside the organizations or
the corporative entrepréencur.

In 1974 Arl Fry goes beyond the intra-
preneurnng innovation history with the pos!-
il and his projection over lhe AM’s intermal
organization.

In 1885 Gifford Pinchot Il published his
book Intrapreneuring, laking back the lerm
intraprenaur invenied by the journalis,
Norman Macrae, in a The economisl ar-
licle on Decambre 25 of 1878, In 1970, the
Swedish group, Foresighl. offered pro-
grams to companies to training intra-
preneurs. The Pinchot's proposal establish
the needed principles inta organizations to
allow employees lo behave as inlra-
preneurs.

Peter Drucker in 1985 published his book
“Innovalion and enlrepreneurship, praciice
and principies,” In this bock he brings in
the need ol a change in mentality about
innovation and the entrepransurs’ funclion,

Between 1985 and 1398, cases, arlicles,
books and docloral researches as
Clagett's, Garzén's and twa new Pichat
Gifford |IlI's books are arientaled to
infrapranaurs and their role inlo organiza-
tions as engines of innovation, This is an
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answer 1o the lack of innovation and
competilivity in big companes

In 1994, Roman Lombriser wrote and de-
fanded his thesis in the Doctoral Program
of Strategic Management al the Interna-
tional Universily. This thesis was super-
vised by lgor Ansclf, and published by the
Financial Times. In his thesis he lackles
the concepl of Intraprensur leadership. He
stressed the importance of an increasa
strategic leadership in all kind of compa-
nies. He called "Top Intrapreneur” the board
of direclors. Considering them responsibla
for their companies. Distinguish them from
the commen intraprenaurs. Thz top inlra-
praneur is the general manager. He has
wnder his responsibility the transformation

of his company.

2 OBJECTIVES

The innovation is related with the stralegic
change and the organizalicnal mlrapreneur
culture of Pymes in Bogota D.C. This study
wanle to reach the following objeclives:

= Gel information about factors that
make easy intrapreneur managemeant
function in Pymes in Bogota D.C.

= |denlify faclors thal facilitale innova-
tion and strategic change in Pymes in
Bogota D.C.

= Identify characleristics of intrapreneur
organizalional culture established by
Garzdn al al (2002:25) in Pymes in

Bogota OC.

3. JUSTIFICATION

The lack of ~ontinuity in the environmental
changes demands new success stiategies
In ages af big changes, hislonc success
stralagies will nol guaranty the wishad oul-
CoOMBes.

Therelore the success high inlrapreneurs,
as Is stated by Lombriser (1284: 13), per-
form a key task developing new stralegias
as an answer o the ervironmental threat
or an apporlunity. They
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Warn the nead or opportunily of an
early slrateqic change (o slarl an ac-
live response,

Lead the process of managerial deci-
sion. This involves the decision lak-
ers, the consequences and nsks of
these decisions

Keep a group vision over the practical
carrying out of change

The published matenal over business is
abundant and provides informalion aboul
whal managers should do. However, anly
few studies have proved their advices in
real Fewer have focused on the intrapre-
neur aspect of Pymes’ managers

This exploratory sludy researches the ligh
intrepreneurs” atfitude of Fymes in Bogola

D C., which lead their companies o a stra-
tegic change, and lhe conseguences thal
intrapreneur cullure had in their arganiza-
ons.

The data was collected through a semi-
struciural personal interviews. They wera
done o fourteen Pymes’ managers. Com-
panies were fmom a wide number of eco-
NormG Saclors,

4. LITERATURE REVISION
4.1. THE PYME IN COLOMBIA

Ta slard the analysis of Pymes in Colam-
bia, i3 mandatory define them. tcanbe a
misunderstanding aboul ils meaning.

In Colombia, according 1o the Promelion
for the Micro, Small and Medium Size Com-
pany Law (Ley para el Fomento de la Mi-
cro, Pequefia v Mediana Empresa), 580
law, Pymes are dassilied:
Micro-company. Less lhan ten employees,
Total assels bellow to 501 manthly mini-
mum salares.

Small company: Between 11 and 50 em-
ployees, Tolal assets higher than 501 and
lower than 5.001 monthly minimum sala-
nes

Medium: Between 51 and 200 amployees
Total assels between 5001 and 15000
manth minimum salarias.
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Despite this classification, the limits are nol
encugh o develop an analysis ahoaut what
this companies naed in innovalion lopics
The micre, small and madium company ‘s
contribution 15 seen n these ndicalars
The Annual Manufacture Foll let us deter-
mine the imparance that MIPYME has in
Colombian stage. These companies rep-
resent he 96.4% of the tolal number of
companies, providing the 63% employ-
ment: the 45% of the manulacture autput,
the 40% of salaries and the 37% of aggre-
gated value. There are more than 650.000
ertreprensurs in the social secunly system

The geographical distribution establishs
that PYMES follow the same frend of manu-
facture industry. The 70% are gathered in
the four (4) principal prodoctive centers
Cundinamarca-Bogota, Antioguia, valle v
Allantico.

4.2. MAIN SECTURS

The PYMES are concentrated in agricul-
tural and miming industry. These two indus-
Iries represent the T1% of the industrial
production. Excluding oil refinery and pel-
rochemical mdustry, ndustry based onuse
of natural rescurces represents the 60%
of 1otal industry outcome.

The main sectors are; Food, Leather and
shoes, Fumilure and wood, Clothing indus-
try, Graphic arts, Plastic and chemistry,
Metallurgical and metalmechanical, auto
parts and mining-non-metallic.

4.3. PYME FEATURES IN BOGOTA

The study developed by Barriga ! al.

(2003) found the following:

+ The study founding (o Bogota shows
that the market size altended by mosl
of Pymes is small and local. 97% of
their sales are for local market. The
gross assels amount and the annual
sales are lower than US500.000 for the
46.5% The production capacily and
product batch lack of continuilty, This

£
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shows that the use of technologies of
scales (s imited. Therefore, less de-
manding in invesiment,

= The main carporate body among
Pymes 15 imiled company. Though
7.9% expect gel resources issuing
shares. Informalily is common among
societies, specially in the leather and
shoes industry, 27,3%, where one of
each four has not formalized its junidi-
cal situation. All companies started up
with national capital, specially family
resaurces, ownars and third people
how have become shareholders in
A5%, 31% and 29% respectvely

= Managers are characlterized by thew
maturity and expertise. They are clder
than 40 years with work exparience
higher thal 10 years and wilth high edy-
cational level More than half havae
undergraduate education and 10%
have posi-graduale education. There
is a neaw generation of entrepreneurs
whara the 22.4% ara women,

s Company objeclives are focused on
imprave profils, in ils accounting con-
cepl, more than improve owners
wealthy. Al shor term, ihe obyective is
liquidity. This is due to problems in lo-
cal markels and the loyal and disloyal
compeltance impacl, thal has aflecled
work capital structure

= Entrepreneurs’ perceplion aboul ime
lhreshold is helerogeneous. Without
clear limits of short, medium an long
lerm. In general, less than three years
is considerad sharl term. medium un-
lil five years and long term until seven

years.
4.4 INTRAPRENEUR ING

The word intrapranaur has Franch roots,
from the word "entrepraneur”, which comes
from the enterprise term, Germans have
its equivalent with Unternehman, which has
the sama meaning (Luchsinger v Babgy
1887:10). "The combination with at home,
inside, in, therefore gives the term
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mtrapreneur. Thus, the entrepreneur is who
Ive inside or is in the borders of an organi-
zation. It is a social invention that allow
peopie to express their own potential”
{Keokching y Hyclak 1987: 15). This term was
used for first ime at The economist maga-
zine by the joumalist Norman Macrae in
1976 and with the meaning that lead this
rasearch by Gifford Pinchot 111 in 1985

Taking into account the lerm origin and
based on the bibliographic revisicn owver
inlraprenaur nature the following definition

is proposed

Intraprenaurs are paople with entreprensur
vision, They onenled their behavior {o the
development and ansing of their internal
entrepreneur spiril, genarating and mak-
ing the most of innovative ideas. Develop-
ing them as profilable husiness cpporluni-
ties, They compromise their time and their
effort to research, create and model those
ideas in business, to benefit (their own busi-
ness and the steady company's growth
Intrapreneurs see success where olhers
see failures or problems. Thair strong point
is the innovation of products and services
with lalent and creativity, becoming in a
change agent. They are called inlernal
entrepreneurs, intrabusinessman, intracor-
portion, corparative businassman, intrapre-
neuring and new adventura units, (NVLIs)
(Pinchol; 1985, Peter & Waterman18982;
Finch 1985; Ross & Unwalle 1986; Duncan
1886G; Pinchot 1987; Hill 1987; Cates
1987Luchsinger 1987; Fry 1987;Mac
Ginniss & Vierney 1987, Kolchin & Hyclack;
Bart 1888, Rule & Irwin 1988, Agor 1969;
Gerard 1985; Filion 1589; Dufour 1889;
Jadoul 188%; Clagel 18982, Kuatko &
Hodgetts 1992, Revisla Aperura 1992,
Fomero 1993; Salinas 1993 & Garzon
1995, Garzon &l al. 2002).

This concepl requires people thal assume
that behavior, “These are people wilh an
average intelligence level or a bit higher,
which means thal they are not genius”.
(Cuatko y Hodgells 1992)
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4.5. INTRAPRENEUR LEADERSHIP
(TOP INTRAFPRENEUR])

Acoording to Lombriser {1994, 26-28), an
ntrapreneur is a persen how foresees chal-
langes cf lulure environmenls and goes
ahead, allowing company’'s reaction ac-
cording ta the new exdemal conditions. This
means that they most be the highesl
intraprenaurs of their companias.
Therefore, the infrapreneur leader behay-
ior 18 what leads organizational changes lo
ELCCRSS.

4.5.1. Intrapreneur learning

We undersland intraprensur leaming ac-
cording to GGarron (1684)as a social activ-
ity, Thal expresses itsell in organizalions
through different collaborative slages. Al-
lowing galhering and integration of differ-
enl expariences, knowledge and abilities
around a community in which all members
leam from each other,

This means that, learming is a process that
modifies every parl thal takes part in the
process. Mol anly does the person under
the leaming process changes but also the
environmant where he inleracis

4.5.2. Strategic change

Thea objective of high intrapreneur actions,
based on Lombriser (1994. 145), when a
organizaticnal compatenca is created, are
to provide the arganizalion with the needed
capacity to perform the change.

High intrapreneurs create and share with
olhers a new success madel. They develop
and implemant in the crganization an ex-
citing vision about the company's future
To reach this vision, they feed and award
the behavior and the acceplance of en-

treprenaur risk.

4.5.3. ldea gestor

Taking Lombriser (1994 207} idea up again,
the high infrapreneurs track actwvely the

s

environment, 1o detect rising signs of new
opporlunities and lhreals They look for
those cpporunities 8 try 1o make those
threals in opportunities. They introduce
change soon, when the informaltion is in-
complete.,

4.5.4. Recongnizing the opportunity

The enlrepreneur and intrapreneur pro-
cess, slart with an idea This needs a de-
velopment lo become in a cerfain business
opporlunity, that justify a business plan
Therelore, determine that there is a good
opportunity in the “opportunity window™,
which opens and closes constantly as an
answer of lhe volatile and dynamic market
nalure; represented by technology changes
and competitors reactions. "It is imporiant
e corganizational suwccess and lo
inlrapreneur, make a careful study about
key opporlunilies. [t 15 important as well,
find mitiative and creale favorable condi-
tions to execute them™. (Timmons 1880
cap. 3),
Therefore, the generation of a real busi-
ness opportunity has three stages: (Marala
1992:123).

« [dentification of business idea

« Evaluation of business idea

= Conformation of the business

opporiunity

Each one of them require different pro-
cesses and quallies. according o Varala
(1881), the business dea will come out
when the fulure intrapreneur relates his
imaginative and creative capacily to busi-
ness prospective. He starts o relale that
wilh resources, markets, contacls, technol-
ogy, among athers, This is made with the
specific intention to make i work out in-
side the organization. The business oppor-
tunity comes out when the idea is based
on customer needs, compelitive advan-
tage. human rescurces, lechnclogy. fi-
nance Business ideas mus! have lhe sup-
port of an sponsor and the vital impulse of
intrapreneurs who make it real,
2
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455, Planification

High intrapreneurs, as demonsiraled by
Lombriser (1684: 207, are involved per-
sonal and directly in strateqgy definition. This
nvolves all imporant people with respon-
=ibility in the strateqy performance and with
knowledge lo make siralegic decision
analysis. To make strategic analysis the
hierarchical level are defined, Trying to
reach agreement in the 12am over the sira-
legic decision.

High intrapreneurs base their decisions on
explicil eslimations of likely risks They ra-
duce nsks with actions direcled to that goal
and use a gradual commilment strategy if
the ignorance or risk are high.

4.6. ORGANIZATIONAL CULTURE

4.6.1. Organizational culture
antecendent

Tha 80's was scenary of one of the most
importanl events in organizational studies.
Studies published about this iopic have left
a deep footpnnt in managerial procedures
and in the crowd. Why does an organiza-
tion perform successlully and other alike is
medincra? Some sludies consider thal the
answer i3 found in the organizational cul-
lure: cultura that creates lrom values, prin-
ciples and organizational practices

Denisson {(1991) slates that research of
cullure in arganization includes the simbolic
intaractive prospeclive of Mead{1834),
Cooley (1922) and Blumer (1869), tha an-
thropology and social stalement of
Kluckharm {1851) and Levi-Strauss (1883),
the cullural reality as social construction ol
Berger and Luckman (1966), miths of
Eliade{1959), arquatypes of Milrof{1824)
and idelogy hislonies of Slarbuck {1982,
All are useful to explain people's behavior,
as more objective orgamzation character-
istics because they incorporate and enun-
ciate clearly the identity of organizalional
mermbers. Maybe the most pasitive impact
of cultural prospechve is that il has repre-

i
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sanied a raturn o inductive thought over
argamzation s behavioral characlenslics

4.6.2. Definition of crganizational
culture

The crganizational culture is inlegral part
of organizationa life and il has important
implications lo managenal achion. The cul-
ure of an organizalion is comes from
things, words, actions and fealings that its
members have in common. This clarifies
that culture is what allows cohesion to ils
members lo reach determined goal or ob-
jective. Organization is made of people,
have elamenls and proper manifestations
of its orgamizational culture, underslood as
“particular system of symbols inducted by
society, by the organization's histery and
ils former leaders. According lo this con-
ception, cullure is not an static element,
but an alive new material, used in different
ways for each employee and transformed
by them during the decodification process
of organizational events."{Allaire y Firsirotu
1992:33)

Therefore, the culture is a powerful force
over the organization fhat can be related
with tastes and preferences of its members,
depending on the identification degree hav-
ing with the arganization. Cullure is relaled
with the sub-systems of what il is mada

Based on different definiions for this re-
search this meaning is proposed, Organi-
zational cullure is the system of parlicular
symbols, customs, habits, legends, tastes,
preferences, influenced by society, organi-
zational hislory, ils founders, its aclual and
former leaders, which maodeling the rela-
lionship belween person and problems.
coordinaling those answers. This definition
retakes in its conception proposal of Allaire
and Firsiroto (1992) and OQuchi (1981)
Beals and Hoijer quated by Deal and
Kennedy ( 1885) Varela (1991), which base
fheir hypotheses in the systemic approach
proposed by Ludwin Von Berlalanffy
{1951), its pioneer. This approach allows



10 delermine that inside the organization
there is a cullural syslem as macro-sys-
tem, this is an all made by peces or sub-
syslems interrelated in a dynamic equilib-
rium, one of them is the intraprensur orga-
nizational culture

It is impariant clarily that the proposed
meaning dees nol retake and is conliaira
to Foucault's (1991) proposals in things
ralated with general honzon and joint analy-
sis and Habbermas (1983) about totality
concepl.

Therefore if organizational evenls allow n-
dependence, freedom, capacity fo have
contral over decision taken, commitment
feeling, ownership feeling of wear tha 1-
shirl, and responsibility, will favor innova-
tion as has been staled. (Fry, 1987
Finch,1885; Karagozalgu 1993, Kolchin
1987 ; McGinnis 1987 Kuatko 1992 :Gerard
1289, Pinchot 1985, Peters and Walerman
1682; Drucker 1985, Homsby 1883 and
1586).

Taking into account characteristics thal re-
veal lhe essence of organizational cullure
according 1o Robbins (1987) and requests
eslablished in siudy of cases consulale in
intrapreneur programs, following propasal
outcome.

4 6 4. Intrapreneur organizational culture
charactenstics

-INDIVIDUAL AUTONOMY: N includes re-
sponsbility, independence, freedom of fail-
ure, time lo practice initiative that intra-
preneurs have in the organization, capac-
ity and conirol over decisicns loak.
-STRUCTURE: Related wilh flexibility in
schedules and budgets, with decentraliza-
tion that accept disorder, lack of coordina-
tion, leaving a bit a side order, with wide
descriplion of jobs and liltle supamasion.
-SUPPORT: Maka referance to the impulsa
of directives and godfathers in intrapreneur
aclivities.

-|DENTITY: Related lo ownership feel, com-
mitment or wear organization's t-shirt.
-PERFORMANCE - AWARD: Requires

17
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awards, in risk capilal, more time, promo-
licns, bonus, shares, profils parlicipations,
personal recognibion, among others
-CONFLICT TOLERANCE: Specially in in-
lerdisciplinary teams

-RISK TOLERANCE: The degree in which
the intrapreneur is ancouraged to ba nno-
valive, aggressive, enlreprenaur and takes
moderate nsks.

Sources Kuatko (1992Capd): Ross
(1986:465), Fry (1987.9); Homsby (1893:32),
Taylor (1990:100); Barth e! al. (1988:36),
Pla(1989:47); Duncan ef al. (1988:20); Pe-
lers and Waterman({1982 1B8%), Cales
(1987 45); Robbins (1987:440), Gerard
(1989); Fondation d L' enlrepranaurship
{1889),

Therefore the change from adminisirative
culture to intrapreneur “should be slruc-
lured and systemic in organizalions. It must
be supported by the arganizational culture
of the high direction, creating the proper
aimosphere, that leads to cover needs of
identification and development of business”™
(Barth ef af 1886:36).

Other importan| aspect that must have
laken inte account is the neead of “built an
organization with a culture thal lead to team
work, that motivates people to make things
in different way and betler” (Taylor
19490.100),

It is necessary clarify thal the expression
organizational culture must not be taken as
fashion according to Trevenet el al, (1991),
but the bases for the bom of new intra-
preneur behaviors. It only represents a
benefils if il helps company o solve its
adaptation and organizational problems.
The equilibnum belween the benefits and
the limits of the culture will be established
on this base.

It can be inferred that & profound change
inside organizations must be done 1o tum
from a culture characlerzed, according to
Horacio Andrade(1952) for a high and sirict
lormalization, dogmatic, and basically lask
orientated. Il has a high degree of power
cenlralization in the handling of information

e
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and decisions taking. The leadership lrends
to autocracy and paternalism, with high
control and supendision. There is a strong
fight for power, which lets an starring role
to rules, polickes and eslablished proce-
dures (o & intrapreneur cullure

This is not an easy change. [1s change musl
be gradual, it can not be fast. Studies de-
valoped by Kras, (1893) Cambio organiza-
tional(1993}; Fundameca, (1893); Nosnik,
{1993) and José de la Cerda Gaslelum,
{1953) =show resulls that allow state thal
Latin-American organizations have had an
important progress in this topic, “though
wary recent and far from the high compali-
tive administration” {De la Cerda 1993:23).
it 1s important to undearstand the intrapre-
neur spirit. It must start with a value sys-
tem, specially wilh the eleventh mandate.
“do not kil the idea of a new producl or
sanvice” (Pelers and Waterman 1982:213)

It is necessary creale confidence inlo the
orgamzalion in each cne of the mambears,
Confidence, self-confidence and collective
confidence. This is the base for any orga-
nizational prove of boost intraprenaur. It is
nol easy. |1 18 the result of a process bul
not a wish imposed. Started for “opan the
orgarnzalion’s book”, so everybody will be
able to s2e it. The book would show which
onas are the better and worst possible
sceneries, thal can be reached with thea
spraading of tha entreprenaur cullure in-
side salf

Confidencs inside makes easy the second
key: delegation. Let people take aulonomy
decisions over the research of possible
variations in a process arfand in a product
or senvice,

Delegation implies "share power”, damoc-
ralize struclures, break paradigm “power
and cantrol” by other managemenl medels
more fexible base an better praclicas of
leadership. Limils established by selfish in-
terest must be defeat, and increase the

I
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relative power of each boos or department.
The enviranmenl of this spreading effort of
entrepreneur culture is determined by the
quality of the intemal communication chan-
nels and bosses' behawvior

4.6.5 Culture in the scenary of high
intraprenseurs

The efficient high intrapreneurs affect prin-
cipally the strategic culture inside the or-
ganizalion. They communicate the change
as somathing positive that must be wal
come, giving confidence to take rnisks and
make emphasis on the fulure and on fac-
tors that are definitive to be succassful in
the new environmenl

o Sccial cultura: embrace values,
rules, behaviors that affect the socal pro-
cess into the grganizalion.

s Stralegic cullure: embrace values,
rules, behaviors that affect the arganiza-
lional strategic work.

i Operative culture: embrace values,
rules, behavicors that affect operative work,
e The success high Intrapreneurs are
locused in these faclors

4.7. INNOVATION

To determine innovation concept in this
research, il is necessary clarify the inno-
vation meaning of Adair (1992). He gave
ihe meaning of make or inlroduce some-
thing new, ideas, methods or new instru-
ments.

Schumpeter(18390) defines iInnovation as an
irreversible historie change of make things.
He defines company as the realization of
naw combinations and enfreprensurs 1o
which thal realizabon 1s aimed. This is ex-
pressed as a “change in the production
function”.

It is imporlant clarify thal this research is
fecused in the intraprenaur, who gives the
nnovation initabva and this can end ornol
in an invention. Borrel (12982:285) makes
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a distintion between original innovation,
mnovahon transference and adaplable in-
novation. Innovation can be transferred to
other situations. It is called adaptable in-
novation to transferred technology.
Innovealion is more than have new idea. i
includes [he process of intreduce them wilh
success or make things 1o happen ina new
waly, for instance, making new ideas in use-
ful, practical and trade able products or
SENICeS.

After ook carefully al different positions
gueted relaled with innovation, for this re-
search the lollowing meaning is proposed

Innovation is the action of infroduce or pro-
duce something new, idea, method, insnu-
menl, ways of thinking in business, ser-
vices, of starl up in a8 markel, organize,
solve problems, make adaptaticns and
madifications o products or services wilh
the purpose of fulfill needs or generate new
Source: Adair 1992; Brohel 1382; Clagatt
1992, Orucker 1988,1982, Hagen and
Aiken en Asomoza 1880; Porler 1281,
Henderson and Clark 1880 ; Romero 1883,
and Schnarch 1992),

Authors define different kinds of innovalion.
Schumpeter, {1939 divides five kinds. pro-
duction cf a new goed, a new production
method, a exploitation of a new sources of
raw matenals, reach a new market, the re-
organization of a preduction system. Other
aulhors as Stephen, (1992}, Ramiraz af al.,
{1992); Halty, (1988). Hannan and Free-
man, [1884); Henderson and Clarck {1580);
Katz, (1985); Coronal19889); Abernathy en
Ramirez ef al..(1292) clasify innovalions in
absolules or radical, lhat break with every-
thing. Incremental innovation or making
minor changes in exisiing products or ser-
vices, laking advantage of their potential.
This search process of Henderson and
Clarck(1980) propose a classification that
contemplates:
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« [ncremental innovation ar minor
changes; modular innovation, for stages.
Radical innovation and architectural in-
novation. l1s essance is the reconfi-
guralion of an establish system, Tiding
the currant components in a new way,
making significant changes beiween
these components. These changes are
based on how producl components are
tide. To be infegrated in a new way more
efficient.

= Radical Innovation, Kualko Hodgetts,
{1992): |t is the innavation thal requires
expenmeantation and represent inaugu-
ral preconceptions thal have been |s-
sued (computers, post f, pampears, etc.).
Increment Innovation, which refers lo a
systemalic evolution of a product or ser-
vice threugh new or more markels (pop
corn al the microwave, frozen yogur,
elc.) Kualko y Hodgetls 1892, 1t is im-
portant taking info account, that incre-
mental innovation is aller the introduc-
lion of radical innovation.

o Arquilectural innowalion thal coniem-
plates the impact of components in the
syslem. This produce impoartant
changes in the interaction between the
product's componenls (Henderson &
Clarck 1920: 9-13)

Therafore the lypology o use in this re-

search is as lollows:

2  Radical innovation
% Incremenlal or gradual innovation
% Arquitectural innovation

Therafore, we can sea that the only un-
changing thing is the changa. Never did the
scenarins have changed so verliginaus in
all aspecls and moare ininnovation, inwhich
the obsolescence goes faster. One of the
maost important changes is the lost of value
of economies of scale and ils replacement
for the economies of ambit. i is character-
ized by small productions of high quality
and with competifive costs.

On the cther hand, the arganization 15 con-

cefved as a cultural inslitution, thal is ori-

enlaled under values such as responsibil-

ity and professionalism
0
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Finally, and based in the explanation above,
a Iheory about innovation cannot be devel-
oped. We already know enough to say
whan, where and how a syslematic way ol
new innovalion opporlunities is lound. And
how the probabilities of success of fail are
gvaluated. In changing environmenls orga-
nizations have two ways 10 follow:

React fast lo environment changes creat:
ing internal process of innovation, which
generale changes in the environment. Ac-
cording to Peters {1989), there is not more
important capacity for an organization than
the change in ilself. The sacond moal im-
portanl lask is, lo gve the welcome 1o in-
novation. Innovation inthe crganizations is
a economic and social responsibility. For
this reason is mandatory leam to innovate,
this implies changes lo avoid lailure

5. METHDOLOGY
5.1. RESEARCH APFPROACH

The study approach was a qualilative in-
vesligation, based an the concepl thal the
experence is the best way lo understand
the social behavior. It has the advantages
afl:

= Include a wide 5o of vanables in
the leadership behaviors rae-
search,
Interpret achions and facls trough
the eyes of the people re-
searched.
The gqualitative research was developed
with personal interviews te Pymas man-
agers. Inviling te discover a case of initia-
tion and execution of a stralegic change
under their personal supervision.
The research process has been proved by
the hermeneultic. It helps specify the quaki-
lative aspect. It is lhe interpretation of an
hisloric and hingustic condition present in
the human condition. This is a research that
let appreach the problam in an opposite
way as il 15 dene in the analytic rationality.
It has previous proceduras ta the treatment
of the objeclive. Talk over hermenaulic
means go further than the simple descrip-

i
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lion, keeping the tension between singu-
larity and the context (culture) and the
search of umversals that let improve the
knowledge over what is studied. It also
implies the pertinent tension between the
analysis categories above and the emer-
gent categories of the studied reality

5.2.1. Stages of methodology construc-
tion

The gualitative method s based in thres
slages: cases acknowledgemenl. This em-
brace exploration of the silualion, research
dasign and the work field preparation
Cases characlenzing comesponds (o rec-
ollection and organization of information.
ases study in depth include the pattern
identification that organize the siduation and
the data analysis, their interpretation and
the inductive conceptualization,

First stage: Case acknowledgement that
embrace lhe axploration of situations, re-
search design and preparation of the field
work,

To do this a form of a semi-siructure inler-
view was prepared. (see altached No 1),
Fourieen sludents of the inlraprensur or-
ganization subject were trainad to apply the
nerviews. The interviews were recorded,
transcnbed and checked by a research
aseistant.”

To the elaboration form of the semi-struc-
ture nterview in its first stage, was laken
from the questiennaire made by Lambriser
in his Docloral thesis (1094 225). The sec-
ond parl was based on Garzon's Doctoral
thesis (1988: 51-52).

Thé semi-structured interview was chosen
as essential instrument of data recollection
because with this lechmique it is possible
to have personal contact and go deeper
into the researched topic.

The interviews lasied between 1.5 and 2.5
hours. The arithmetic maan was of 2 hours.

*Eqna Avendano Chrdenas Gradualad o Inlemsbonal
Relatiors and member of (ha research seegbed of the
Faculty of Menagemant and Businass
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In all interviews the same procedure was
used. Afler a small introduction aboul the
study objeclives, the interviewer asked
the guestions in the questionnaire.

ARer the interview, a protocol ol the meet-
ing was wrilten. In these cases are the tape
transcripbon. Each protocol was printed
Afterward the research assistant listened
the recordings and review the fidality be-
tween these and the written protocol. Tha
mislakes were comected.

Second slage; Informalion characteriza-
tion and arganization,

The inlerview transcriptions were used {o
codify the answers into analysis categornies,
using the software Allas.ti, Ihe knowledge
waorkbench, version WIN 4.2, ecientific soft-
ware developed in Berlin,

Based on the information gathered from the
interview, the nexl step was to calagorize.
Crganizing rom the initial queslions, mak-
ing a pre-diagnosis based on the inter-
viewed words and classifying in certain
category. In the same way, finding inside
the same calegory whal happen with the
Pymes' managers in lheir relations with
themselves.The categories used are
showed bellow:

1 Intrapreneur organizahonal culture
1.1. Risk tolerance

1.2, Suppor to innovating ideas
1.3, ldenlity and ownership feeling
14 Autonomy

1.5. Struclure

‘1.6. Performance - award

1.7. Caonflict tolerance

2. Innowation

2.1. Processes (how was done)

2.2 Causes {extarnal and internal)
23  Opporunity

24. Outcomes

2.4 1. Outcome arquitectural innovation
242 Outcome gradual nnovabion

2 4.3 Outcome radical innovation

3. Intrapreneur leadership,

3.1, Leader role

3.2. Slralegic change

3.3 ldea mentor

34 Supervision

41

3.5, Reasons
3.6, Flanification
3. Onientalion

Third stage: Palron identification fo orga-
nize the situaton. This embrace the data
analys's and their interpretation.

The information categeorizing, supphed by
the inlerviewed managers respond o the
nead of reiake the initial categores 1o de-
termine the information pertinence in the
exploratory research project developad.
Making pre-diagnosis and tiding the inler-
viewed voices wilth the intial calegones.

Once the interviews conlent has been re
viewed, il is analyzed in concordance o
the codification system done and the sup-
port of Atlas ti version WIN 4 2.

Dala analysis and inlerpretation demanded
a review by the researcher. From this re-
view frequency tables were generated of
each on of the signification categary. Each
calegory was confronted with tha inter-
viewed answers gelling crossed analysis
lables, lendency and frequency lables
Basad on this the researcher develops a
discussion aboul the results and estab-
lishas conclusions.

5.3. Reliability

To this study {he content analysis was used
This technique gives emphasis 10 differant
message components There ara lhree
categornies, defined by Roger Muccheill in
1974 The firsl one, the logic-semanlic
lechnique (also called of thematic AC), this
15 the mosl frequent and typical. It resorls
lo logic lo summearize, define calagarias
and verify the arguments and conclusions
validily. This leads the analyst lo verity, clas-
sify and evenlually uses statistics, through
the frequencies lisl, thal is the mosl simple
lechnique of thematic analysis. It consist
in make 2 list with the frequency of words
appearance in the lext. This was oblained
from the sofiware used to analyze the an-

I
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swers and guestions of open end. This re-
quires calegorize each interview in ques-
tions and answers, Allerwards, it demands
the lecture and identificabion through what
Is highlighted in each answer and (ext quo-
tation for each interview identifying its re-
lation with the codificalion system.

6. Analysis and discussion of results

There are several aspedts in the Pymeas’
high intrapreneur behavior, which will be
analyzed based on the results of explor-

alory study.

First field:

This study confirm the results gol by

Lombriser{1994.207), where it iz proved

that the hugh infrapreneurs track aclively the

enviroment lo delect weak or soon signs

of new opportunities or threals.

This Is shown by the Pymes managers

interwiewed In:

= \We [pok for differentialion

= We do this based on the knowledge
of market neads.

+« We identify preducts in foreign mar-
kets.

= \We are strong observalion and moni-
toring the environmant

o«  We look forimprove cur organizalions

competitive

Second field:

To Lombriser (1894.207) high intrapreneurs

plan the strategy. They are part of the plan-

ning siralegy, involving importanl people

and with responsibility in the strategy de-

velopment.

In the poll pymes:

= Managers design the plan and super-
vise ils fulfillmen,

+ The above taking into accounl knowl-
edge, experience and vision,
They try to reach the team agreement.
They direct the business plans
achievements.

s They foresee allernalive plans.

»
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Third Field:

In the process of carrying oul the strategy.
the high intrapreneurs studied by Lombriser
(1994: 208) started planning but delegal-
ing the delailed planning. Keeping a joint
vision process and eslablishing controls.
The pymes’ high inlraprensurs.

= Direct

e Are lhe ideas mentors (all
inferviewads)

Star the project

Lead the project

Join the team

Gat everybody involved
Coordinale the developmenl

Are Eponsors

Take the final decsions

Assume the responsibility for failure or
success

= Oversee and conlral the execution

the

" % ® ¥ @ ® 9§ @

According 1o the interviewed, psople get

involve:

« YWith good communication

= Total and direcl 1o evarybody

s Verbal, informal in the team

Wiittan communicalion with customers

With penodical reports

Using diflerent available media in the
arganization

Four field: Creation of a intrapransur
culture.

Taking the model developed by Garzon
{2002: 51) that reveals the essence of a
intrapreneur organizational culture, the
outcome obtained that make easy the
intrapreneur work al pymes in order are.

= Risk tolerance

* Suppor lo innovabive ideas

= |[denlity and ownership feeling

= Aulonomy

» Slruclure

» Performance — award
= Conflict tolerance

Each one of this characteristics is descrihed
as follows by the pymes managers
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k tolerance

It i3 a permanent factor in an
intraprenaur life to keep update in the
market.

It is necessary be willing to take risks
Lote of rieks must be laken

The risk is to lose customers if there is
nel innovation

Followed hunches (understood as the
match between experience and knowl-
edge in a mental process) is necessary
when things fall themselves or change.
It is necessary to make people aware
of the process 10 measure scope and
nsk taken

= The steps forward are done gradually,

thus risks are kess and is more difficult
fail.

If we fail, we have 10 accept and leam.
The 90% were ideas, 10% risk.

Support to innovative ideas

When an ideas is propesed, il is dis-
cussed and developed after a team
agreement.

It is given rusling peopla

It requires prionly changes
External support must be demanded
It requires escor

Il is necessary o make people fee|
confidence

It must be given avaryday

Debe darse todos los dias.

- ldentity and ownership feeling

«  People who participaled feels love
for their work and for the company.

¢ Aflexible schedule lets peopla feel
identity and commitment

« Recognize what people do is im-
portant and helps te organization
perdurability

«  Empowermenl generates il

= |tis gol aware of the responsibil-
iy

* |t depends on the organization
management to reach il

* Paopla who work for the organi-
Zation ara NRCessAary

43

» [ltwas reached with a commilment
Cuilfure

= It requires lools Lhat |et the em-
ployee participalte withouw fear

« |t requires a good time manage-
ment.

Autonomy

There is tolal autonomy with respon-
sibility

Il requires tranguility lo make mistakes
It Iets freedom

It demands independence and frea-
dom

Structure

® 8 § ® ® # @

Requires a structure redefinition

All hava the game responsibilities
Lecisions are taken by agreement
The innovaling team is strengthenad
Low formalization

Coexisled with disorder

Flexibility is needed

Performance — award (the more used)

" & 8 = = = 8 &

Bonus

Awards (shares)

Public acknowledgement

Salary improvemeanis

Extra- income

Prohis parlicipation

Fromolions

Budgets for innovalion (risk capital)

Conflicttolerance

* Amgument is allowed

= An open doors managament 5
required

Il generates creativity

It is consiructive

It invites to participation

Itis loleraled because everybody
wanted that innovalion

= |l accepls disorder

" & & B

Fifth fimld

Innavalion, according fo Lombriser (1994,
212) the mporiant is process and mentality.
To thig respect, interviewed stated:

e
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»  Thainnovation project was devel-
oped o solve the work disorder
in the organization

o |l was made intuilrvely

« Came from the lool knowledge
and customer requirements

= [l slarted selling the idea 1o people
to fulfill the commitment

+ |t neaded lo bring the idea lo
peaple al the project

« The main objective was search
the way lo keep organization in-
form about the product develop-
ment.

« People should know company
very well. lis objectives al long
and short term.

= [lis made through the agreemean|
process

Respec to innovation answers these were.

= Gradual 13

»  Arguitectural 1

= Radical 0

Sixth field
Cther important aspect identilied to the
success change generaltion by pymes
managers lo develop innovation in their
arganizations is the arganizational leaming.
This confirm the slatemenls of Garzdn
(2003)as lollows:
o Toinnovate il is necessary to get
information
= Woarking and learning in team let
improve the learning
» The first step was training lo
speak the samea language
= We leamn from our mistakes and
we never did those again
= The trained, at his relumn {o the
organization trained other employ-
2es
* Inlhe innovation process we ware
stressed and asked lor additional
melivation training
s A pyme that wants to be a knowl-
edge arganizalion generales inno-
vations parmanenihy
« Innovation development implied
U an entire leaming precese
[ 7
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+ Toinnovale we had to leam about
malenals and procesees.

+  Firstwe looked for information and
then we taughl our knowledge (o
make everybody learns

« A key element was kind of knowl-
edge that was going to be trans-
ferred and the used methodology

» The key was the consultancy, Ar-
gue the options with the team and
finally socialize with the organiza-
tion.

Contraire outcome against from the
theory stalementis
The following are the resulis that do not
maich wilth the profile of the high inlra-
preneur proposed by Lombriser {1994: 214)
. He classifies this as “less efficient” related
with innovation causes:

« The change was my idea. | pla-

nned and developed the strateqgy.
« Tiredness and money ISsUes
make people innovale.

s« Because of misunderstanding
with customers.
Customers complains.
Technological improvements.
High costs of raw materials.
WOST analysis.
Improving market share.
Solve maintenance problems.
impors subshitution.
These is identified by Lombriser (1993.207)
as the development of reactive strategic
infarmation, reacting to the threats and in-
Iroducing late the change, when de signs
are not slrong.

CONCLUSIONS
To reach succes at the Pymes, they need
a new kind of managers that, quoling
Lombriser is called high intrapreneur, wha
has to fulfill three basic qualties and abili-
lies:
1. Enfrepraneur capacity to foreses
in a creative way the stialegies
that will be laken in the fulure.
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2. (Omrganizative ability to create an
nlrapreneur organizational culture
characierized inimpofance order;
Rick tolerance

Suppart to innovative ideas
Identily and owmnership feeling
Autononmy

Structure

Performance — award

Conflict [olerance

@ B E B 8 &

Therefara high intrapreneurs influence di-
rectly in the organizations’ social, sirale-
gic and operalive cultura

4. The behavior slages of high
intrapreneur of pelled Pymes are:

= Fiststage: lollow actively the en-
vironmant to detect weak or new
signs of new opporlunilies and /
or threats,

« Second stage: High infrapre-
neurs plan the new stralegy per-
sonally and directly. Thay involwe
all important people with respon-
sitnlily around the stralegy execu-
tion

=  Third stage: High intrapreneurs
slari the general plan but delegate
the detailed plan, mainlaining a
jeint process vision and eslablish-
ing cantrols.

The high infrapreneurs interviewed in same
aspects can be classilied according Lo
Lombriser as "less efficient” eslablishing
internal and external causes of the innova-
lion performed, the developmenl of resc-
liva strateqic innovation, reacting to threals
and introducing a late change.

The crganizational learning is considered
as a key variable 1o boast innovation, inte-
gration of different experiences, knowledge
and abilities around a community in which
all mambers learn from each cther, modi-
tying the attilude in the person behawor and
the environmenl where he interacts, im-
proving

» The organizaban slralegic capa-

city

« Sltrengthened the change capa-
cily.
= Improving the arganizalion perfor-
mance
Fmally, taking into account the interviews
to pymeas’ managers, high intrapreneurs ged
a systematic strategic direction and aclive
during all the change process.
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