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“Welcome to the Bridgium Innovation Study Report 2025. It 
examines how ideas progress from initial articulation to 
shared, concrete form and into routine practice. The 
report highlights the structural conditions and horizontal 
communication that enable these transitions and offers a 
shared language to align teams. At Wärtsilä, innovation is 
embedded in everyday work and connected to our 
operations. Cross-functional teams turn improvements 
into standard practice and build organisational learning. A 
focus on customer value, efficiency, and competitiveness 
guides prioritisation and investment as ideas narrow into 
stronger business cases. We believe in the importance of 
collaboration and coordinated communications in ensuring 
that experimentation leads to impactful outcomes. I invite 
you to dive into the report to discover practical 
frameworks, real examples, and clear insights you can 
apply today to turn ideas into impact.



                      Eleonor Hedström, 

                     Director, Next Business Lab, 

                    Wärtsilä Energy



“Large organisations often look at startups and wonder 
how they move so fast. The answer is not culture or 
creativity. It is that startups have fewer places for ideas to 
die.



In complex organisations, innovation rarely fails because 
people lack ideas. It fails because ideas run out of road - 
stalling at handovers, dissolving when ownership shifts, or 
quietly vanishing after a successful pilot that nobody 
adopts. These are structural failures, not creative ones.



This report makes those failure points visible. The three-
stage framework gives leaders a practical diagnostic lens: 
not just where innovation breaks, but why. In an era when 
AI and market disruption are compressing decision cycles, 
understanding how ideas lose momentum is no longer a 
theoretical exercise. It is a leadership priority.



I commend the Bridgium team for producing research that 
is both rigorous and immediately actionable.



Louis Strydom,

Director of Growth & Development (Europe & Africa),

Wärtsilä Energy



Executive Summary
Organizations today operate in a context of continuous transformation. Technologies 
evolve faster than people can absorb them. Inside companies, this tension rarely appears 
as a lack of ideas. Instead, it shows up as difficulty moving ideas forward: problems are 
noticed but not voiced, pilots succeed but are not adopted and promising initiatives fade 
before becoming everyday practice.

This study addresses a practical question:

How do innovation ideas move from being felt but unspoken to 
becoming adopted and operational inside real organizations?

To answer this, we conducted 28 
in‑depth interviews with innovation 
experts from leading Nordic and 
European enterprises across multiple 
industries. Respondents described how 
innovation unfolds in their everyday 
work.

A key contribution of this study is that it 
makes implicit and silent signals explicit.

When people do not speak up, disengage or 
stop working on ideas, the reasons often 
remain invisible. By tracing how innovation 
moves across stages, the framework explains 
how and why silence, fragmentation, or drop-
off occur, rather than treating them as 
individual or cultural issues.

Analytical  approach



We apply a social science lens to examine 
innovation as a flow through the organization. 
Through qualitative analysis of interview 
narratives, we identified recurring patterns 
that explain how ideas progress or stall.



The study distinguishes three stages of 
innovation, each with different risks and 
enabling conditions: making ideas speakable 
(Externalization), making ideas shared and 
concrete (Objectivation) and making ideas stick 
(Internalization). This approach makes visible 
the often-overlooked conditions that enable 
ideas to move across roles, teams and 
operational boundaries.

Analytical  approach



Executive Summary

Key concepts and cross‑cutting insights 



Innovation functions as a flow - an operational process 
that must be legitimate and predictable for people to 
engage. One expert described managing this as 
orchestration: coordinating expectations, timing, and 
handovers across stages. As ideas progress, the balance 
between structure and communication shifts: structure 
provides legitimacy and stability, while communication 
enables movement and transition.



Innovation capital refers to insight embedded in everyday 
work, while innovation memory captures the ability to 
retain and build on prior efforts. Feedback loops and 
recognition fuel transitions by linking effort to outcomes 
and reinforcing continued participation.

Main findings



Our findings show that innovation unfolds 
as a flow shaped by interaction, ownership 
and operational conditions. Ideas must pass 
through a sequence of transitions before 
they become solutions or products. 
Innovation outcomes are often determined 
at these transitions rather than by idea 
quality or execution capability alone.



Each stage of innovation involves a distinct 
management logic that becomes relevant 
as ideas move forward. Across the flow, 
people engage when innovation work is 
legitimate and when the likely outcomes 
are predictable. People's connectivityand 
communication plays a crucial role. 
Concrete meaning of these conditions 
changes at each transition. When stage-
specific conditions are not aligned, 
innovation capital remains unused, 
innovation memory is lost and responsibility 
weakens at handovers. In these situations, 
innovation stalls even when ideas and 
motivation are strong.


Across all stages, three enabling 
conditions recur:

• Legitimacy – clear signals from leaders, 
that innovation-related work is acceptable; 

• Predictability – which allows people to 
assess whether effort will lead anywhere; 

• Connectivity - which enables ideas to travel 
across organizational boundaries. 

• Innovation memory – mechanisms that 
retain learning from pilots and discussions,


keeping ideas visible over time.



These conditions are constant across the 
innovation flow, but their concrete 
meaning changes at each stage. The 
report examines each stage in detail, 
making explicit the key elements and 
showing how hierarchical governance and 
flat communication are balanced across 
the flow. 



The appendices include detailed use 
cases, concrete practices, and interview 
citations for readers who want to learn 
directly from the experiences of 
innovation leaders. 6



Executive Summary
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Executive Summary

Practical value



The framework offers a diagnostic lens for 
understanding where innovation breaks down 
and why. It helps leaders distinguish between 
problems of silence, fragmentation and adoption 
without defaulting to generic cultural 
explanations.



The framework can also be used in internal 
interviews and workshops to surface latent 
innovation capital, clarify expectations and 
identify weak transitions. In this way, it supports 
organizations in activating existing knowledge 
rather than adding new initiatives.



It can help leaders decide where to invest 
resources and how to run transformation efforts 
effectively by focusing on the transitions that 
determine whether ideas progress or stall.


Closing insight



Improving innovation outcomes is not 
primarily about generating more ideas. It is 
about enabling ideas to move, accumulate 
and settle inside organizations. The same 
logic applies to broader transformation 
efforts, which depend on the same 
conditions of legitimacy, predictability and 
connectivity.



We thank all experts and practitioners who 
generously shared their time and 
experience for this study. Their openness 
and practical insight made this research 
possible. 
 

Special thank to Eleonor Hedström, 

Director, Next Business Lab, at Wärtsilä 
Energy, Louis Strydom, Director of Growth & 
Development (Europe & Africa) at 
Wärtsilä Energy, Reggie Rusan, Chief 
Commercial Officer at eSystems Nordic for 
supporting us in this journey. 
 8



Introduction
We are operating in a period of fast transformation. Technology upgrades move faster 
than people can adopt them. Inside companies, this shows up as a daily struggle: 
maintaining efficiency, supporting people, keeping skills developing, and still delivering 
results without exhausting teams.

In this report, we look at innovation 
through a social lens — as a process in 
which people collectively reshape how 
work is done. Innovation is not abstract 
or automatic. It is built in everyday 
interaction and then reinforced, or 
blocked, through routines, roles, and 
organizational structures.

We study innovation as a human and 
organizational process that emerges in 
communication. People notice problems, 
try to name them, discuss options, and test 
solutions. Over time, these ideas meet 
company structures: priorities, roles, KPIs, 
governance, and silos. This is where 
innovation either gains momentum or 
slows down.

Our central question is:

How do innovation ideas move from “felt but unspoken” to 

“adopted and operational” inside real organizations?

To address this question, we draw on a social 
science perspective that treats innovation as a 
process shaped by interaction, shared 
expectations, and organizational norms. This 
allows us to make recurring behavioral patterns 
visible and to examine, step by step, how 
management practices, structure, and 
communication shape innovation flow in practice.



The report is based on conversations with 
innovation leaders and senior managers in 
Nordic and European enterprises. We asked them 
to describe how innovation appears, develops, 
and survives long enough to become part of 
everyday work. We analyze their experiences 
across stages and identify what supports 
innovation flow — and what disrupts it — at each 
point.

9



Introduction

In this study, innovation is understood as meaningful change in products, processes, 
business models, and ways of working, as long as that change becomes adopted practice 
rather than remaining an idea, pilot, or isolated initiative.



This report is addressed to company leaders responsible for innovation, transformation, 
strategy, operations, and people development.

Value for leaders



Our findings make the innovation process visible. We break it down into stages and 
elements, show how they relate to each other, and explain how outcomes at one stage 
shape what becomes possible at the next. Drawing on practices from Nordic industry 
leaders, the report helps leaders recognize early signals of stalled transformation and see 
more clearly what is missing  or already working  in management, structure, culture and 
communication.

10



Innovation as a Social and 
Organizational Process:

Our Lens & Approach

In this study, we approach innovation as a process that unfolds inside everyday 
organizational life. Innovation does not move forward on its own. It moves through people: 
through how problems are noticed, discussed, tested, accepted, or ignored.

Our lens builds on Berger and Luckmann’s1 work on the social construction of reality, 
which explains how new meanings emerge through interaction, stabilize through shared 
practice, and eventually become taken for granted. Applied to organizations, this helps 
explain how innovation moves from an individual observation to an accepted way of 
working.

In this framework, innovation develops through three linked processes:



Externalization — when individuals articulate new ideas or problems, 
bringing subjective insights into shared discussion.

Objectivation — when these ideas take a more stable and shared form, 
such as a concept, pilot, or agreed solution that others can engage with.

Internalization — when the new way of working is learned, repeated, and 
embedded into everyday routines.

Ideas emerge in interaction and gain 
meaning as others respond to them. At 
the same time, organizational structures: 
priorities, roles, decision rights, KPIs and 
informal norms shape how far ideas can 
travel and whether they become 
practice. These structures do not simply 
enable or block innovation; they actively 
shape its form and trajectory.

This lens enables us to examine innovation 
as a social and organizational process, 
revealing where, how, and why innovation 
flow breaks inside real companies.


1Berger, P. L., & Luckmann, T. (1966). The Social Construction of Reality: A Treatise in the Sociology of Knowledge. A foundational work on 
how shared meaning becomes institutionalized through social interaction. Reprinted by Penguin Books, 1991.

11



Methodology.

Research Design and Data
This study is based on qualitative research and focuses on how innovation is experienced 
and practiced inside organizations. We use semi-structured, in-depth interviews to 
capture how innovation ideas emerge, move, slow down, or become embedded in everyday 
work.



Interviewees are innovation leaders and senior practitioners from Nordic and European 
companies across multiple industries, with organizations ranging in size from 
approximately 5,000 to 150,000 employees2.

Rather than treating innovation as a formal process or a set of tools, we examine it as a 
lived organizational experience. Interviews allow us to access not only formal descriptions 
of innovation activities, but also informal practices, workarounds, tensions and decision 
dynamics that are often invisible in official documentation.



The data consists of 28 in-depth interviews, conducted between September and 
December 2025. Each interview lasted approximately 30–60 minutes and followed a 
shared interview guide, ensuring comparability while leaving space for concrete examples 
and reflection.

2 Data protection and ethics 
All interviews were conducted in line with EU data protection requirements (GDPR) and standard research ethics. Participation was 
voluntary, and all information is treated as confidential. Interview material was coded and analyzed in anonymized form. We do not collect 
or use sensitive personal data. In cases where respondents provided explicit permission, their name and/or organizational affiliation is 
referenced. All other findings are reported in anonymized form.
 12



Methodology.

Research Design and Data

Industries represented

Industrial manufacturing; energy and marine 
technology; chemicals and materials; ICT and 
telecommunications; banking and payments; 
enterprise software and digital platforms; 
logistics and infrastructure; construction and 
urban development; retail and pricing 
technology; imaging and hardware technology.

Analytical Value of the Sample

The combination of multiple industries, 
significant variation in organizational size, and 
geographically distributed yet culturally 
comparable contexts allows the research to 
identify recurring patterns of meaning, shared 
challenges and structural tensions that shape 
innovation in large organizations today.

Roles

Innovation and R&D leaders; heads of strategy 
and transformation; corporate venturing and 
ecosystem managers; growth and 
development directors; product and innovation 
leads.

Geographic scope

Finland, Sweden, Denmark, the Netherlands, 
with selected input from Central Europe.

13



Methodology

3.3.Analytical Approach



We analyzed interview transcripts and notes using qualitative thematic analysis. Our focus 
was on identifying repeating patterns across organizations, not on individual success 
stories. With qualitative study methodology, we do not calculate; rather, we explicitly code 
respondents' narratives for recurring messages and classify them into categories based on 
social science concepts.



We examined how respondents describe:

how innovation is defined, valued and legitimized inside the organization,

how problems and ideas are noticed and articulated in everyday work, 

what role communities and cross-team collaboration play at each stage of the 
innovation flow,

how leadership, structure and flat communities are balanced across stages of the 
innovation flow,

how innovation becomes embedded in routine practice or gradually fades out.



Analysis was guided by our conceptual lens of externalization, objectivation and 
internalization, which allowed us to compare experiences across stages of the innovation 
flow. We paid particular attention to moments where ideas become speakable, where they 
lose momentum and where everyday routines either support or undermine innovation 
efforts.


3.4. Scope and Limitations



This study is qualitative in nature and does 
not aim for statistical representativeness. Its 
strength lies in depth and comparability, 
rather than scale.



Findings reflect the experiences of 
organizations operating in asset-heavy, 
regulated and technology-intensive 
environments, primarily in the Nordic and 
European context. While many patterns are 
transferable, specific organizational 
conditions may differ across regions and 
sectors.



The study focuses on how innovation happens, 
not on measuring innovation performance or 
outcomes. It captures organizational reality at 
a moment of ongoing transformation, rather 
than offering prescriptive models detached 
from practice.
 14



“Innovation is not a one-time 

thing. It’s something continuous. 

It needs to be embedded.
 

— Director of Innovation · Industrial 

Manufacturing · Finland



4. Why Innovation Is Needed: 
Purpose as the Starting Point
Across interviews, innovation is described through practical metaphors rather than heroic 
ones. Respondents speak about innovation as a flow, as a pipeline that can get blocked. 
Innovation is also described as something that must “live” it can survive through adoption 
or quietly fade. These metaphors point to innovation as a matter of movement, stability 
and everyday practice, rather than singular breakthroughs.

Why innovation is needed is articulated in several overlapping ways. Innovation is expected 
to support growth and economic value, contribute to efficiency and cost protection, and 
help organizations remain relevant to customers, partners, and employees. 

“Innovation is about staying relevant.” 
— Head of Innovation · Energy & Infrastructure · Finland

“It’s very important for attracting and retaining specialists that 
they see the company is developing.” 

— Innovation Director · Engineering & Consulting · Denmark

“Customers and partners need to see that 

development is ongoing.” 

— Senior Leader · Global Engineering Firm · Denmark

In many contexts, innovation is understood as incremental improvement: small, continuous 
changes that protect stability while improving performance.

These meanings matter, because they clearly articulate and communicate why innovation is 
needed, setting expectations about which initiatives count and where effort should be 
invested. A shared purpose makes innovation work rational and provides the starting point 
for initiatives.



 A fuller analysis and additional interview excerpts are provided in Appendix 13.

3  Appendix 1. Why Innovation Is Needed Purpose as the Starting Point
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“How do innovation ideas move 

from “felt but unspoken” to 

“adopted and operational” inside 

real organizations?


5. The Innovation Flow: 

Stages and Transitions



The Innovation Flow: Stages and Transitions

This section moves from framing to evidence. 
Drawing on interviews with innovation leaders from 
Nordic enterprises, we analyze how innovation 
unfolds in practice, step by step.



We return to the central research question:



How do innovation ideas move from 
“felt but unspoken” to “adopted and 
operational” inside real organizations?

Using a social conceptual framework, we translate 
interview data into a clear, observable pipeline that 
shows where ideas gain momentum, slow down, or 
break. 



The analysis is structured around three stages of 
innovation flow:

Stage 1. Ideas become speakable (Externalization)

Stage 2. Ideas take shared, concrete form 
(Objectivation)  

Stage 3. Innovative approach embedder in routine 
practice (Internalization)



Together, they show how innovation is shaped and 
what enables or blocks this flow at every stage.

18



The Innovation Flow: Stages and Transitions

Stage 1. When Innovation 
Ideas Become Speakable 
(Externalization)
This section examines the moment when innovation ideas move from silent awareness into 
explicit, shareable form. Across interviews, ideas exist for some time as noticing, irritation, 
curiosity, or concern. What differentiates organizations is not idea generation, but whether 
conditions allow ideas to be articulated at all.



People continuously assess whether it is worth speaking up: whether a problem will be 
taken seriously, whether raising it is legitimate and whether anything will happen next.

Based on cross-interview analysis, three elements shape externalization outcomes: 
triggers, enablers, and blockers.

5. 1. Triggers: What Moves Ideas from Silent Awareness to Articulation



Ideas often exist as silent, half-formed insights long before they are voiced. Triggers 
interrupt routine and force articulation—pushing these ideas into speech. They are not 
sources of ideas but moments or conditions that make speaking unavoidable.

“Ideas can stay there for a long time if there is no management 
prioritization.” 

— Innovation & R&D Leader · Imaging & Hardware Technology · Finland

The more routine dominates daily work, the fewer triggers occur, making their 
management a leadership priority.

19



Stage 1. When Innovation Ideas Become Speakable

Four recurring triggers across interviews:

Internal friction (dominate): Inefficiencies become 
visible pain points that demand attention.

External exposure: Customer or market realities 
expose gaps in current solutions.

Informal sensemaking: Conversations and 
communities generate emotional energy around 
ideas.

Leadership signals: Explicit cues define when 
speaking up problems is expected and safe.


The interviews show that managing innovation 
therefore starts not with idea generation, but with 
recognizing, legitimizing, and responding to triggers 
when they appear.



Appendix 24  provides detailed use cases and 
interview citations illustrating how triggers are 
experienced and acted upon.

5.2.1 Clear Pipelines: Legitimation and 
Predictability



This factor is closely connected to leadership 
signals, but differs in its nature. While leadership 
triggers legitimize why speaking up is allowed, 
clear pipelines legitimize how it is done. 
Pipelines are about rules: defined steps, criteria, 
roles, and decision points that make the path of 
an idea visible.

When a clear pipeline is in place, raising problems becomes part of expected work rather 
than a personal initiative. People understand where an idea goes, who evaluates it, and 
what outcomes are possible. This creates a rational basis for offering innovations: speaking 
up is no longer an act of individual exposure, but a recognized organizational practice.

4  Appendix 2. How Triggers Work in Practice Evidence from Interviews

20

“
5.2. Enabling Conditions: When New Ideas Articulation Becomes Possible



Triggers alone are insufficientе, ideas remain silent when enabling conditions are missing. 
Here we talk more about rules, but not about signals.

The biggest struggle is not the 
idea itself, but knowing who 
needs to be convinced.
 

— Innovation & Sales Leader · Technology & 
Enterprise Services · Finland



5.2.3. Peers & Leaders Recognition



When articulation is not acknowledged 
or given feedback, people will adjust 
their behavior over time. They stop 
raising issues or limit engagement to 
what is formally required. Silence 
accumulates gradually rather than 
through explicit rejection.



In this sense, recognition performs two 
functions at once. First, it validates 
speaking up as meaningful work. 
Second, it sustains innovation effort 
beyond the first attempt, keeping the 
second and third idea alive.


“Innovation without recognition 
becomes invisible work



— CEO · IT Services · Finland

Communities are important because 
they are not based on hierarchy.”



— Director, Innovation Communities · Engineering 
& Consulting · Denmark

“When people spend time in communities 
or innovation activities, they are not 
solving day-to-day customer problems — 
and they need to be allowed to do that.



— Innovation Leader · Engineering & Infrastructure · 
Denmark

Stage 1. When Innovation Ideas Become Speakable

5.2.2. Dedicated Time and Space



Across interviews, we observe that when organizations explicitly allocate time for reflection 
and discussion, they legitimize innovation work as part of the job rather than as an extra 
task.

Protected time reduces the pressure and allows problems to be explored before solutions 
are demanded. In this sense, dedicated time and space perform two functions at once. First, 
they separate exploration from execution. Second, they signal that incomplete thinking is 
acceptable before decisions are made.

5.2.4. Horizontal Communities: A space 
for early articulation



At this stage, horizontal communities 
function as open peer networking


spaces where problems are discussed before 
being solved. They do not require immediate


validation or escalation of ideas.




These spaces should exist as a regular 
practice and allow people to test language, 
relevance,
and meaning together before a 
problem turns into a solution proposal. 
Responsibility and risk are
shared rather than 
carried individually, and participation 
remains open across roles and teams.




These communities also act as containers of 
innovation memory, where discussions and


emerging ideas remain visible and can return 
for further development.




In this way, horizontal communities perform 
two functions. First, they provide a space for 
early
 problem articulation. Second, they 
transform individual concerns into shared 
organizational
 issues and act as a transition 
mechanism to the next stage, where problems 
begin to take the
form of ideas that can be 
reframed and prepared for further validation.

21



Stage 1. When Innovation Ideas Become Speakable

5.3. Blockers: Why Silence Remains Rational



The blockers of externalization mirror the enabling conditions, but from the opposite side. 
They appear where rules are unclear, space is missing, or recognition is absent. Importantly, 
blockers are not always explicit. More often, they take the form of weak or missing signals 
that would make speaking up reasonable. In these conditions, silence is not resistance or 
disengagement, but a rational response to uncertainty.

“Innovation is often 
seen as extra work. 
People don’t really 
have time to think



— Director · Energy & Utilities · 
Finland

5.3.1. Innovation Reduced to Routine Logic



When innovation is evaluated through the same logic as 
routine execution, early articulation is filtered out 
before it can happen.



When efficiency, delivery and short-term performance 
dominate, incomplete ideas fail routine criteria before 
they are even voiced. Speaking up becomes difficult to 
justify when reflection itself is treated as non-essential.


5.3.2. Implicit Norms and Unlegitimized Rule-
Breaking



Even without formal restrictions, informal norms can 
discourage articulation.



Without explicit legitimation, raising problems can feel 
like creating trouble or breaking unspoken rules. In 
these situations, silence is a way to stay aligned with 
expectations and avoid speaking.


“Resistance to change 
often comes from fear 
of extra workload or 
disruption.



— Innovation Lead · 
Telecommunications · Finland

22



Stage 1. When Innovation Ideas Become Speakable

5.4. Findings: What Makes People Speak About Problems



Interviews show that many innovation ideas exist in a pre-articulated state long before 
they are expressed. Individuals notice inefficiencies, capability gaps, coordination failures 
and missed opportunities that accumulate quietly over time. This latent potential forms 
what we refer to as innovation capital - knowledge and insight that are not yet shared.

Difficulty articulating ideas does not indicate a lack of insight. As one respondent notes:



“It requires that you can articulate your idea and explain your idea… and that can be very 
challenging.” 
— Innovation & Strategy Lead · Consumer Goods & Branding · Sweden



Innovation capital often remains silent not because people do not think, but because they 
are unsure whether talking is expected, useful or safe to express.

Speaking is Legitimate and Appreciable

Making ideas speakable

Across interviews, externalization comes down 
to a decisive question asked at a personal level:

Why should I even think about 
this — and why, where, and with 
whom should I speak up? What 
happens next?

Consequences of Speaking are 
Predictable

Effort is Recognized

Provides Time and Space to Break Free 
from Routine

This question is asked by everyone in the 
organization — from senior leaders to frontline 
and operational employees. Externalization is 
not a creative act; it is a judgment call. People 
decide whether noticing a problem or 
opportunity is part of their role or merely extra 
effort with unclear consequences.



Our findings show that speaking up depends 
less on individual motivation and more on 
whether four conditions are in place. Picture 2.

Picture 2.

Leadership enables externalization by legitimizing problem articulation, providing shared 
community spaces for speaking up, establishing clear rules and predictable consequences, 
so that noticing and naming issues becomes organized professional work rather than a 
personal risk.



Externalization, therefore, is not about generating more ideas. It is about making speaking 
rational. 



In the next section, we examine what happens once ideas are spoken and why many of 
them still fail to move forward. 23



“ You bring people together, and 
then together you find out what 
is actually the relevant problem 
to solve.
 

—  Innovation Leader · Engineering & 
Consulting · Denmark

6. Stage 2.Ideas Become Shared 
and Actionable (Objectivation)



Stage 2.Ideas Become Shared and Actionable

Transitional Sensemaking in Practice 




Once ideas are spoken, the challenge is whether 
they become shared and recognizable for others. 
Objectivation is the stage where ideas should be 
discussed, reframed and stabilized as shared 
ownership or die. 

People work around it and invest attention in it. 
These moments can look like miracles. The data 
shows they follow recurring patterns of collective 
sensemaking. Interviewees consistently describe 
this as the moment where innovation “either starts to 
exist or disappears.”


“You can say the idea out loud, but until 
others can work with it, it’s not really 
there.
 

—  Innovation Lead · Industrial Manufacturing · Germany

“At some point, people start talking about 
it as something real, not just someone’s 
thought.
 

— Strategy & Innovation Manager · Energy · Finland

At that stage idea relevance is not established 
through formal approval, but through engagement: 
others reference the idea, test it against their 
context. When this happens, the idea becomes an 
object: a concept, solution outline, pilot, or 
prototype that can move forward.

25



6.1. Communication Space as the Crucial Enabling 
Condition5



At this stage, the process typically requires small 
autonomous groups where
synchronous dialogue is possible.



In practice, ideas survive and develop only when there is a 
dedicated communication space where they can move through 
key transitions: from a personal issue to a shared and relevant 
idea, from individual ownership to shared ownership, and 
from discussion to a first pilot or concrete step.

In this communication space, ideas are not yet expected to 
perform. They are allowed to be questioned, challenged and 
reframed before being absorbed into formal structures. 
Several respondents describe it as a place where ideas can 
“live” before they are asked to deliver results.



Through discussion, ideas move from individual ownership to 
shared ownership, and from initial articulation to a first 
concrete step, such as a concept or pilot. Interviewees 
emphasize that this requires synchronized dialogue, 
protected time and a space separate from routine delivery 
work.



It is a socially sanctioned and psychologically safe setting 
where people step out of routine task execution and engage in 
shared sensemaking.



Across interviews, this space has recurring characteristics. It is 
typically separate from daily operations, involves small, 
non-hierarchical groups and relies on synchronous 
dialogue where feedback loops are immediate. At this stage, 
groups are typically granted a high degree of autonomy. 
Face-to-face interaction is often preferred, not because it is 
symbolic, but because it allows meaning to stabilize in real 
time through reaction, clarification, and adjustment. 



These conditions are most often provided by communities or 
similar cross-functional groups, which allow ideas to be 
discussed, challenged and stabilized before they are expected 
to perform. 


It’s not about the 
room. It’s about 
having real 
conversations 
where people can 
react immediately.
 

— Director, Growth & 
Development · Energy & 
Industrial Systems · 
Netherlands

You need a space 
where people can 
actually talk things 
through before 
anything is decided.
 

— Innovation Lead · Energy & 
Utilities · Finland

5 Appendix 3 provides additional interview citations and practical examples of how leaders describe and organize these spaces in practice.

26

Stage 2.Ideas Become Shared and Actionable

“You need a space 
where you can talk 
things through 
properly, without 
immediately deciding 
or judging
 

— Innovation Leader · 
Engineering & Consulting · 
Denmark



Stage 2.Ideas Become Shared and Actionable

6.2. From Discussion to Action Plans: Key Transitions in Community Work



In this section, we focus on transitions - the moments where ideas change status: from 
personal insight to shared problem, from individual ownership to collective responsibility 
and from consensus to concrete action. These transitions are where innovation either gains 
momentum or stalls.



This breakdown explicit where innovation flow actually moves and where targeted 
intervention can help ideas progress.

6.2.1 Transition 1. From Idea to Solution 
Framing



The first critical transition of objectivation 
occurs when an idea shifts from a personal 
observation to a shared problem–solution 
framing. Ideas survive when they are 
anchored to problems that others already 
recognize as relevant.



This transition happens through dialogue: 
questioning, reframing, and testing 
interpretations together. What starts as “my 
idea” becomes “a problem we might need to 
solve.”

“You bring people together, and then 
together you find out what is actually 
the relevant problem to solve.



— Innovation Leader · Engineering & Consulting · 
Denmark

“Often the first idea is not the solution - 
it’s just a signal that something is 
wrong.



— Product & Innovation Manager · Digital Services · 
Finland

Ideas begin to move when they are 
reframed as shared problems rather 
than individual insights. Interview data 
shows that without this anchoring, 
ideas remain abstract or appear as 
novelty. With it, they become intelligible 
and discussable across roles. 
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“

6.2.2. Transition 2: From Individual to Shared Ownership



Objectivation continues when ideas detach from their originators and 
become something others can carry. This is a social shift in ownership, 
not a formal handover.



Across interviews, respondents emphasize that ideas rarely survive 
when responsibility remains with a single individual. Shared ownership 
distributes both meaning and risk.

The most impactful part is the network — it’s guidance, it’s talking, it’s 
others taking the idea further.

— Open Innovation Lead · Industrial Automation · Finland

Once more people start using the same language, the idea becomes real.

— Innovation Director · Engineering & Infrastructure · Denmark

Shared ownership is visible when others start referring to the idea, 
adapting it or integrating it into their own work. At this point, the idea is 
no longer dependent on one person’s energy – it become socially real 
when others start carrying them.

“

6.2.3. Transition 3: From Talk to First Concrete Step



The final transition of objectivation occurs when discussion leads to a 
first tangible step: a pilot, prototype, experiment, or defined project. 
Importantly, this does not require full approval or scale.



Across interviews, pilots are described less as delivery mechanisms and 
more as social proof — a signal that the idea is legitimate enough to exist 
in practice.












Objectivation is completed when ideas are allowed to exist in practice, 
even temporarily. This step marks the end of objectivation: the idea now 
behaves like a solution others can interact with.




At some point, you need to let people try. Otherwise it stays theoretical.

— Innovation & Strategy Lead · Telecommunications · Finland

Pilots are not about success. They are about making the idea real enough to 
learn.

—Head of Innovation · Energy & Utilities · Finland
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6.3. Why Early Evaluation Breaks Innovation



Our respondents consistently describe early evaluation as one of the main reasons 
articulated ideas fail to move forward. When ideas are immediately assessed through 
delivery metrics, efficiency logic or investment criteria, they are judged before their meaning 
has stabilized.

“If you go too fast to decision-
making, you kill half of the ideas 
before they even make sense.

— Innovation Lead · Industrial Manufacturing 
· Finland

At this stage, ideas are still ambiguous. They 
require clarification, reframing and shared 
interpretation. Premature evaluation interrupts 
this process by forcing ideas to perform before 
they are understood.



Objectivation is not about deciding. It is about 
stabilizing meaning so that decisions can later 
be made on something real. Evaluation 
becomes productive only after ideas have taken 
a shared, recognizable form.

People start defending or rejecting 
ideas instead of understanding what 
problem they actually solve

— Strategy & Transformation Lead · Energy · 
Finland

6.4. Role of Digital Tools in Sustaining 
Ideas



Interviewees emphasize that digital tools play a 
supportive but secondary role. They help 
stabilize idea after meaning has begun to 
form through coordination, visibility, follow-up 
and accumulation of innovation memory. Used 
too early, tools fragment discussion. Used at the 
right moment, they help ideas persist.

“If everything goes straight 
into tools, you lose the 
discussion.



—Innovation Manager · ICT & Digital 
Platforms · Finland

AI-agents may also assist early reframing and exploration, for example through structured 
brainstorming. 



Digital tools support innovation memory by making discussions, decisions and


iterations traceable and accessible. This helps ideas persist across teams and over time, 
supporting their
transition toward piloting and operational testing.
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6.4.1 What Makes Ideas Survive and What Kills Them



This section summarizes the conditions that determine whether ideas develope or quietly 
disappear. Interview evidence shows that ideas survive when there is a repeatable 
community space where people can regularly share problems and ideas. These 
communities are small, non-hierarchical and autonomous, enabling synchronized dialogue 
and collective validation.



Ideas survive when they can return for further discussion through feedback loops and 
be reframed based on input from others. Repetition and feedback allow meaning to 
stabilize and ownership to shift from individuals to a group. Digital tools support this by 
documenting discussions, enabling follow-up and accumulating innovation memory, as 
well as preparing solutions for the next step, such as piloting and embedding.

Autonomous 
Small Groups

Fostering Collaborative Problem Solving

Legitimate 
Time and 

Participation

Return 
Follow Up 

Loops

Shared Digital 
Tool for 
Memory

Opportunities 
for Repetition

Shared 
Ownership of 

Solution

This sensemaking work requires distance from 
immediate delivery pressure and early evaluation. 
Leadership enables this by legitimizing 
participation, allocating time and making 
outcomes predictable. When these conditions are 
in place, ownership shifts from individuals to a 
group that believes the idea works.



Ideas are rarely rejected explicitly.

Objectivation fails through fragmentation and forgetting. When meaning, ownership or 
memory are not stabilized at this stage, later failures appear as handover or adoption 
problems.



In the next stage, Internalization, we examine how stabilized ideas either become routine 
practice or stall during adoption and handover.


6 Additional interview excerpts illustrating how these barriers appear in practice are provided in Appendix 2
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Picture 3.

“Most ideas don’t die. They just 
disappear.



—Director · Growth & Development · 
Energy & Industrial Systems · 
Netherlands



“When a solution is shared 
through the community and used 
in another location, people 
often come back with 
improvements or variations 
based on their context



— Group Vice President • Industrial 
Automation • Finland

7. Stage 3. Managing 
Innovation Embedding & 

Adoption. (Internalization) 



Stage 3. Managing Innovation Embedding & Adoption. 

Even well-formed ideas often fail at the final step: becoming routine 
rather than remaining exceptional. 



A validated innovation stops being a pilot or special initiative and 
becomes part of how the organization operates. Internalization is 
the point where ideas are repeated, learned and embedded into 
everyday routines until they become regular practice rather than 
managed change.



From a business perspective, this is where innovation meets 
organizational structure and either delivers value or fades. 
Importantly, internalization does not start at handover: interview 
evidence shows that adoption failures often originate earlier, when 
ownership, pipelines, or shared understanding are not prepared in 
previous stages.

7.1. How Innovation Becomes Practice: Structure × Communication



Across interviews, we observe that internalization is not a single process but the 
outcome of interaction between two constitutive elements: structure and 
communication. Innovations become embedded in everyday work only when both 
elements are present and aligned. We look at this transition through a sociological lens, 
where internalization means habituation: the innovation is repeated, learned, and 
embedded in everyday routines until it becomes regular practice rather than a consciously 
managed change.



Structural components are more hierarchical and require clear leadership signals, while 
communication flows are non-hierarchical, moving across departments and countries. This 
creates a need for specific agility in managing innovation, where both flows must operate in 
parallel rather than sequentially.



One respondent describes innovation management as orchestration: a coordinating hub 
that guides, aligns, and manages the innovation pipeline across departments—without 
owning or executing all innovation itself:



“For innovation to work in any organization, 
a necessary and sufficient condition is 
having a central innovation team that 
orchestrates the process. Without central 
orchestration—clear rules, criteria, and 
pathways—innovation initiatives don’t work.



— Enterprise Product & Transformation Leader •

IT Services • Netherlands
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For analytical purposes, we therefore 
systematize structure and communication 
as distinct but interdependent dimensions, 
and highlight the factors our respondents 
identify as crucial for successfully 
embedding innovations.
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“As long as something is 
not integrated into 
existing processes, it’s 
seen as a trial. The moment 
it is prepared for support 
and maintenance, people 
understand it’s serious.
 

— International Business Leader • 
Imaging & Printing • Denmark

7.2. Structural Elements That Enable Embedding & Adoption



These elements show that internalization is enabled when organizations build structures 
that make adoption legitimate, owned, and decidable. Pipelines clarify intent, 
ownership ensures continuity, and prioritization connects innovation to business reality. 


“When people see that new 
approaches are actually 
used in real projects, not 
just discussed, it changes 
how seriously they take 
innovation.

 

— Urban Development Director • 
Construction & Infrastructure 
• Finland

“When development ends, 
someone in operations 
must own it — 
maintenance, 
improvement, 
performance. Otherwise, 
it disappears.
 

— Group Vice President • 
Industrial Automation • Finland

7.2.1 Legitimation through Pipelines and Common Rules



Clear innovation pipelines define common rules, make the future of an idea predictable and 
reduce personal risk. A key structural signal is integration into operational systems, 
which marks the transition from experimentation to routine work.

7.2.2. Ownership Assignment



Embedment requires explicit responsibility for adoption, maintenance and performance 
once innovation leaves R&D or pilot teams. Ownership must be operational rather than 
symbolic.

“Innovation starts very openly, but it 
cannot stay open all the way. As ideas 
move forward, expectations change. 
Fewer ideas continue, and those that do 
require clearer ownership and stronger 
business justification.
 

—Innovation & Development Lead • Industrial 
Manufacturing • Finland

7.2.3. Decision-Making and Prioritization



Respondents describe formal decision points where organizations determine whether to 
invest or stop, how innovations tie to business objectives, and who carries them forward 
operationally. Pipeline management is also described as a protective governance 
mechanism, balancing innovation with operational stability.



“Not everything should move forward. 
Part of managing innovation is deciding 
what should never reach core systems. 
Otherwise, you overload the 
organization

 

— Banking Innovation Lead • Financial Software & 
Banking • Nordic 33
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“A lot of alignment happens 
through direct chats between 
people in different units. It’s 
often faster and more effective 
than formal meetings


 

— Banking Innovation Lead • Financial 
Software & Banking • Sweden

7.3. Communication: Making Innovation Shared and Habitual



Unlike structural elements, communication relies on horizontal channels that connect 
departments, project teams and countries. Its role is critical for habituation: turning 
innovation into shared knowledge, repeated practice and eventually a new organizational 
norm. Communication refers to how knowledge circulates across organizational 
boundaries.



“Experts across different functions and countries 
are connected through internal forums and 
communities, where they share experiences and 
solutions related to products and processes. This is 
not a separate innovation activity, but part of how 
people do their work

 

— Innovation & Development Lead • Industrial Manufacturing • 
Finland

At this stage, these structures function as cross-functional coordination
groups.



Across interviews, we observe that companies rely on horizontal communities as the 
primary carriers of communication. These communities take multiple forms, including 
cross-functional expert networks, communities of practice, and practice-based 
groups, supported by internal digital platforms, global collaboration tools, and 
informal chats. Importantly, communication is embedded in everyday work rather than 
positioned as a separate innovation activity.

“

Respondents emphasize that knowledge travels most effectively when shared through real 
use cases rather than abstract concepts. Practical examples allow teams in different units 
and locations to recognize relevance, adapt solutions locally, and apply them without 
additional translation. Beyond dissemination, communication also performs a feedback 
function.

Questions, partial 
solutions, and learnings 
are shared openly on 
internal platforms, so 
teams in different locations 
can reuse and build on them 
rather than working in 
isolation
 

— Digital Innovation Leader • 
Telecommunications • Finland

“When a solution is shared 
through the community and 
used in another location, 
people often come back 
with improvements or 
variations based on their 
context

 

—  Group Vice President • Industrial 
Automation • Finland

“Continuous exchange 
between use, adaptation, 
and improvement creates 
feedback loops that sustain 
innovation over time. 



 

— Digital Innovation Leader • 
Telecommunications • Finland 34
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Interview evidence shows that communication does 
more than disseminate knowledge: it enables 
feedback loops in which feedback from use, 
adaptation, and local variation is shared back into 
communities and platforms. Through this 
continuous exchange, organizations build 
cumulative learning and innovation memory rather 
than relying on one-off transfers.



Taken together, communication enables 
internalization by making innovation visible, 
repeatable, and collectively owned. While 
structure allows organizations to act on knowledge, 
communication ensures that knowledge is shared, 
remembered, and normalized across boundaries.

Over time, examples and lessons 
accumulate. People don’t start 
from zero every time — they build on 
what has already been tried

—  Innovation Strategy Lead • Chemicals & 
Materials • Finland

Through these loops, organizations accumulate innovation memory: a growing repository of 
experiences, solutions, and lessons learned that functions as a living bank of ideas.

“When something is used in a project, 
feedback comes immediately: what 
worked, what didn’t. And that 
learning is then shared and reused 
in the next projects

— Innovation Partnerships Lead • Energy • 
Finland

7.4. Where Innovation Embedding & Adoption Breaks Down



Across interviews, respondents rarely describe embedding as a formal “process.” Instead, 
they describe practical governance problems that appear once a pilot is validated and must 
live inside the organization. 

We observe three recurring themes: ownership, pipeline management and KPI alignment, 
and communication gaps caused by organizational silos.

“

7.4.1. Ownership: “When It’s Not R&D Anymore”



The most frequently mentioned problem in embedding innovation is loss of ownership at 
handover.

That’s how people describe the moment, when innovation leaves protected structures:



Then it goes back to the business units… and that’s usually where things slow down.

—Innovation Partnerships Lead • Energy • Finland
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“
Similarly, they frame ownership as a structural, 
not motivational, issue:

It’s always about who has the authority, who 
needs to be convinced, and what is actually 
your responsibility



— Enterprise Innovation Advisor • Technology / Enterprise 
Software • Finland

People are very good at their own roles, but 
innovation usually sits between functions — 
and that space is not owned by anyone



— People & Business Developer • Financial Services • Finland

structurally reassigned after piloting. When 
ownership remains ambiguous, adoption stalls: 
innovation teams step back, business units inherit 
something they did not initiate, and no one clearly 
owns the next operational step.

7.4.2. Pipeline Management: Predicting the Life of an Idea



This pattern runs across all stages of the innovation flow. Respondents consistently 
emphasize that people engage in innovation only when expectations are clear, rules are 
known, and outcomes are predictable. When what happens next is uncertain, 
participation declines — regardless of role or motivation. 



That’s how people repeatedly returns to this point:

“If innovation is not embedded in the frontline, it either becomes ignored or fizzles out.” 
— Director, Growth & Development • Energy & Industrial Systems • Finland / Global



From another angle, pipelines matter culturally:

“At some point it should just be part of operations, otherwise people stop going there.” 
— Former Innovation Director • Engineering & Consultancy • Denmark



Many respondents indirectly point to the same mechanism: what gets measured gets 
embedded. Pilots without clear prioritization undermine adoption, while innovation 
overload creates competition for attention and ownership.



“People already have their KPIs. Innovation is always something extra.” 

— Enterprise Innovation Advisor • Technology & Enterprise Software • Finland
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7.4.3. Silos Between Departments: 
Innovation as “Someone Else’s Job”



Departmental silos appear in interviews not as 
hostility, but as misaligned logics.



That’s how people describes structural separation 
across divisions:



“It’s still happening in silos… there are synergies, but 
not too much happening between divisions.” 

— Innovation Partnerships Lead • Energy • Finland



Empirically, silos form because innovation units 
operate under different rules, while business units 
are measured on delivery and KPIs, leaving no 
shared accountability at the interface. As a result, 
silos are not resolved by communication alone: 
knowledge may flow across units, but responsibility 
and decision-making do not.





Without KPI translation, innovation remains morally supported but operationally optional.



Crucially, this is linked to missing pipelines: unclear stages after piloting, no visible decision 
points, and no operational landing zone. Clear pipelines act as a legitimation signal — 
reducing personal risk and translating innovation from “extra work” into expected work.

This explains why many “successful pilots” never become routine practice.

“Sometimes you end up with 
innovation departments that 
people quite often ignore… 
because it’s like, ‘those are 
the flaky guys with 
interesting ideas’.

— Director, Growth & Development • 
Energy & Industrial Systems • Finland 
& Global

Information moves quite well, 
but decisions are still made 
within units. That’s where 
things slow down

— Digital Innovation Leader • 
Telecommunications • Finland
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7.5. Findings: How Innovation Gets Embedded



Across interviews, a consistent pattern emerges: embedding innovation is not about 
creativity or the number of pilots, but about integration. Successful internalization 
happens when organizations deliberately combine structural hierarchy with horizontal 
communication.



On the structural side, hierarchy plays a critical role in legitimation. Clear innovation 
pipelines, decision rules, and ownership signal that ideas can move from pilot to 
operations. This reduces personal risk, clarifies priorities, and turns innovation from 
voluntary effort into expected work. Where such structure is present, organizations are able 
to respond to knowledge rather than merely acknowledge it.



On the communication side, organizations create space and time for knowledge to 
circulate. Cross-functional and cross-country communities, supported by internal 
platforms and informal channels, enable solutions to travel beyond local teams. These 
horizontal communication flows support cross-boundary exchange, feedback loops and 
recognition, allowing practices to be adapted, reused, and improved over time. Picture 4.

Critically, communication does more than spread ideas: it builds innovation memory. 
Through repeated sharing of use cases, feedback from real work and accumulated 
experience, organizations create a collective repository of what works — and why.

How Innovation Gets Embedded

Clear pipeline 
beyond pilots

Explicit 
transfer of 
ownership & 
Integration 

into 
operations

Defined 
decision 

points & align 
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departments 
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memory
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during 

adoption

Picture 4.
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“How does innovation actually 
move inside large organizations, 
and where does it break?

8. Conclusion: How 
Innovation Moves — and 

What Makes It Stick



Conclusion: How Innovation Moves — and What Makes It Stick

Findings: Innovation 
Succeeds or Fails at 
Transitions
Our guiding question was:



How does innovation actually move inside large organizations, and where does it break?



Interviews with innovation leaders across industries show that innovation rarely fails 
because organizations lack ideas or technology. It fails because ideas do not move. 
Breakdowns occur mainly at transitions: between articulation and alignment, alignment and 
piloting, and piloting and operational embedding.



In practice, innovation follows three recurring stages. Ideas first emerge with individuals 
and must become speakable (Externalization). They then need to be shared, aligned and 
stabilized into concepts or pilots (Objectivation). Finally, validated solutions must be 
embedded into everyday operations (Internalization). Failure at any transition stops 
innovation, regardless of idea quality.



Across cases, we observed that innovation functions as a flow. Problems in early stages 
reappear later as fragmentation, stalled pilots, or adoption failures. Understanding 
innovation as a staged flow makes it possible to diagnose failures precisely instead of 
relying on generic cultural or process explanations.
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8.1. How Innovation Is Enabled: Cross-Cutting 
Patterns



Across all three stages, the same systemic 
requirements recur.

Legitimacy unlocks engagement.



People engage in innovation only when innovation-
related actions are recognized as real work, not as 
extra work or informal personal initiative. Legitimacy 
answers a practical employee question: “Am I expected 
to do this, and will it be taken seriously?” It is established 
through visible rules: authorization to speak, protected 
time for sensemaking and formal reassignment of 
ownership.

Predictability makes participation rational.



Innovation is inherently uncertain, so people constantly assess whether effort is justified by 
asking what happens next. When consequences are unclear, participation drops. 
Predictability emerges when pipelines, transitions, ownership, and decision points are 
explicit and consistent.

Connectivity enables transitions and flow.



Most failures occur at handovers between teams, functions, or units. Organizations 
address this
through different forms of horizontal collaboration across the innovation flow. 
Open peer
communities allow employees to raise issues and articulate early ideas. Small 
autonomous
groups provide a space for synchronous dialogue where ideas are discussed, 
reframed, and
stabilized. Cross-functional coordination groups connect departments 
when solutions move
toward implementation and operational adoption.

Across stages, these collaborative structures also act as 
containers of innovation memory,
retaining learning 
from discussions, pilots and iterations so ideas remain 
visible across time and
organizational transitions.




From a leadership perspective, enabling innovation is best 
described as orchestration, as one of
our experts put it. 
Leadership work changes across the flow and focuses on 
coordinating people,
timing, decision points and 
handovers rather than directing ideas or owning solutions.
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8.2. What Differs by Stage: Stage-Specific Logic



Although the same conditions recur, their expression 
differs by stage. Leaders orchestrate innovation by 
balancing management mechanisms with communication 
structures that allow ideas to move across the 
organization. This section highlights practical signals 
leaders can notice at each stage of the innovation flow to 
assess whether this balance is working and where it is 
breaking down.



Across the flow, three dominant risks appear:

Silence in Externalization

Fragmentation in Objectivation

Drop‑off in Internalization

8.2.1. Making Ideas Speakable. Externalization



The dominant risk is silence. Problems are noticed but not articulated when speaking up 
feels optional or disconnected from daily work. Innovation begins when leadership 
legitimizes articulation and provides clear entry points. Communicative enablers: non-
hierarchical peer networks and regular community meeting, lower the threshold for 
speaking and enable noticing to turn into expression.

Organizational enablers 

(Making ideas speakable)

Communicative enablers

(Creating time & safe space)

Leadership explicitly legitimizes speaking up about 
problems

Non-hierarchical peer networks

Trust-based peer interactionDedicated time and space outside delivery pressure

Regular moments for sharing problems and 
observations

Clear pipeline for what follows after articulation

Table 1. Critical Enablers for Making Ideas Speakable

8.2.2. Making Ideas Shared and Concrete. Objectivation



The dominant risk is fragmentation. Ideas are discussed but never stabilize into shared 
concepts, pilots or decisions. Communities perform collective sensemaking and validation. 
Light‑weight   organizational enablers: protected experimentation spaces, repetition and 
innovation memory maintain continuity. Leadership’s role is to orchestrate spaces where 
ideas can live before being forced to perform.
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Organizational enablers

(Stabilizing ideas)

Communicative enablers 

(Meaning-making)

Synchronized dialogue for validation and collective 
sensemaking in small groups

Protected experimentation space separated from early 
evaluation

Follow-up loops that enable repetition and continuityVisible pipeline and clear next steps after discussion

Governance of repetition and continuity Flat, cross-functional participation across roles

Shared digital spaces to retain emerging solutions Shared ownership through ongoing discussion

Table 2. Critical Enablers for Making Ideas Shared and Stabilized

8.2.3. Making Ideas Stick. Internalization



The dominant risk is drop-off after pilots. Solutions exist, but ownership is not reassigned 
and ideas do not enter normal operations. Organizational enablers dominate at this stage: 
pipelines beyond pilots, explicit ownership transfer, decision points to invest or scale and 
integration into operational systems and KPIs. Communicative enablers sustain learning 
through use cases, feedback loops and recognition. When these conditions are met, 
innovation becomes habitual and no longer labeled as innovation.

Organizational enablers

 (Embedding)

Communicative enablers

(Sustaining use)

Horizontal communication across departments and 
countriesClear innovation pipeline beyond pilots

Explicit transfer of ownership to operations or 
business units

Real use-cases sharing 

Defined decision points: invest / stop / scale Feedback loops 

Alignment with business KPIs and objectives Recognition of contributions during adoption

Integration into operational systems and processes Accumulation and sharing of innovation memory

Table 3. Critical Enablers for Making Ideas Stick
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8.3. Practical Value of the Framework




This framework provides practical value in three 
ways.



First, it diagnoses where innovation breaks. 
Organizations can identify whether problems stem 
from silence, fragmentation, or adoption failure and 
intervene at the right stage.



Second, it guides leadership focus. It clarifies what 
must be legitimized, structured or reassigned at 
each stage instead of applying one leadership 
approach everywhere.



Third, it offers a shared language for internal work. 
Using the three stages in interviews and workshops 
helps surface latent knowledge, reveal hidden 
bottlenecks and align expectations across teams. 



In this way, the framework activates existing 
innovation capital rather than requiring new 
initiatives and offers a practical entry point for 
internal transformation and innovation 
conversations.


8.4. Final Conclusion and Forward Question



Innovation does not fail because people lack ideas. 
It fails when organizations do not manage how ideas 
move.



Managing innovation flow, stage by stage, is 
therefore a core leadership task. The same logic 
applies to broader transformation efforts, which 
also depend on articulation, alignment, and 
embedding. Managing this flow means building 
legitimacy, predictability, and connectivity at each 
stage.



The question to take forward is: 
What kind of community can sustain innovation 
and transformation in your organization, and how 
should leadership enable it to function across 
stages?
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Appendix 1. Why Innovation Is Needed: 
Purpose as the Starting Point
Across interviews, innovation is described through practical metaphors rather than heroic 
ones. Respondents speak about innovation as a flow, as a pipeline that can get blocked. 
Innovation is also described as something that must “live” it can survive through adoption 
or quietly fade. These metaphors point to innovation as a matter of movement, stability and 
everyday practice, rather than singular breakthroughs.



1. Innovation as Flow, Not Event

Interviewees describe innovation as a continuous process that must be sustained over time 
and embedded into daily operations.



“Innovation is not a one-time thing. It’s something continuous. It needs to be embedded.” 
— Director of Innovation · Industrial Manufacturing · Finland



“Innovations are needed every day. I’m a big fan of continuous improvement: small steps today, 
small steps tomorrow.” 
— Senior R&D Manager · Materials & Process Industry · Finland



Innovation is experienced as infrastructure rather than inspiration. It needs continuity, 
visibility, and connection to daily work.



2. Innovation as Growth and Economic Value

For many respondents, innovation is tightly linked to growth and tangible outcomes. 
Without visible economic impact, innovation quickly loses legitimacy.



“Innovation without financial or tangible impact is just ideas.” 
— Commercial Director · Technology & B2B Services · Finland



“We innovate to create impact. Innovation itself does not create impact, but implementation 
does.” 
— CEO · IT & Digital Services · Finland



“There is a huge demand now, and innovation is a key part of our growth.” 
— Senior Manager · New Business · Energy Sector · Finland



Innovation is seen as meaningful when it contributes to revenue, new business or strategic 
positioning.



3. Innovation as Efficiency and Cost Protection

In industrial and operations-heavy contexts, innovation is often understood as improving 
existing systems, not disrupting them.



“Innovation can simply be doing a job more easily than before.” 
— Technology Development Manager · Logistics & Infrastructure · Finland
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“It can be resource efficiency, energy efficiency, cost efficiency: a better way of doing the same 
thing.” 
— Senior Strategy Manager · Energy & Utilities · Finland



Incremental change is described as both realistic and socially acceptable.



“Most innovation is incremental. You improve one corner today, another tomorrow.” 
— R&D Lead · Industrial Manufacturing · Finland



For many organizations, innovation is a way to protect stability while gradually improving 
performance.



4. Innovation as Competitive Relevance and Signal

Beyond economic and operational outcomes, innovation also functions as a signal to 
partners, employees and the market.



“Innovation is about staying relevant.” 
— Head of Innovation · Energy & Infrastructure · Finland



“It’s very important for attracting and retaining specialists that they see the company is 
developing.” 
— Innovation Director · Engineering & Consulting · Denmark



“Customers and partners need to see that development is ongoing.” 
— Senior Leader · Global Engineering Firm · Denmark



Innovation also operates as symbolic capital, reinforcing trust and long-term relevance by 
signaling seriousness and future orientation. 



5. What This Implies Before Managing Innovation

Innovation is understood through several overlapping meanings: as flow, as growth, as 
efficiency and as competitive relevance. These meanings shape how innovation is 
supported, prioritized and evaluated in practice.

Growth and efficiency frames can help legitimize investment, scaling and adoption. 
Competitive relevance, in turn, may legitimize early articulation and experimentation, when 
outcomes are still uncertain.



“A clear pipeline and criteria are needed so people know where ideas go.” 
— Founder · Industrial Technology · Finland



A clearly articulated and shared understanding of the purpose of innovation functions as an 
internal signal that enables innovation flow to begin.



Early calls for innovation implicitly signal what kinds of effort “count.” When relevance and future 
positioning are emphasized, people are more likely to speak up, explore problems and invest 
effort before results are clear. These meanings do not remain abstract: they shape what people 
believe is worth noticing, articulating, and investing effort in at the very start of the innovation 
flow.




Appendix 2. How Triggers Work in 
Practice: Evidence from Interviews

This appendix illustrates how innovation triggers are experienced and described by 
practitioners in everyday work. Across interviews, triggers consistently appear as moments 
that interrupt routine and force articulation. They do not create ideas, but make existing, 
often silent awareness speakable.



1. Internal Friction: When Inefficiency Becomes Visible Pain

Experts frequently described innovation starting when inefficiencies accumulate to a point 
where continuing routine work is no longer acceptable. Articulation occurs when problems 
can no longer be absorbed informally and inefficiency turns into visible operational pain.



“Innovation can simply be doing a job more easily than before.” 
— Technology Development Manager · Logistics & Infrastructure · Finland



“Innovation only happens when solving a real issue.” 
— Senior Innovation Leader · Logistics & Ecommerce · Finland



How it works in practice: 
Inefficiencies → repeated workarounds → visible pain → articulation becomes necessary.



2. External Exposure: Customer and Market Reality

Direct exposure to customers or markets often forces ideas into articulation. Respondents 
described innovation emerging when internal solutions no longer align with customer 
behavior, regulatory requirements, or external benchmarks.



“Innovation starts from customer or business need.” 
— Innovation Lead · Logistics & Postal Services · Finland



“Innovation is closer to the customers, not in headquarters.” 
— Innovation & R&D Leader · Imaging & Hardware Technology · Finland



“Innovation is driven by challenges that are relevant for our customers.” 
— Head of Innovation & Venture Building · Engineering & Consulting · Denmark



How it works in practice: 
External interaction → mismatch becomes visible → internal assumptions questioned → 
articulation follows.



3. Informal Sensemaking: Conversations and Emotional Energy

Many ideas surface through informal interaction rather than formal processes. 
Respondents emphasized the role of conversations, communities, and shared reflection in 
combining observations and generating emotional energy around ideas. Articulation follows 
collective sensemaking, not formal prompts.
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“People are going around here, hearing things, combining them in their heads. And then 
somebody comes with an idea.” 
— Innovation & R&D Leader · Chemicals & Materials · Finland



“Communities are passion·driven knowledge networks.” 
— Head of Innovation & Venture Building · Engineering & Consulting · Denmark



“They gave us new perspectives, new ideas, new energy.” 
— Innovation & Strategy Lead · Consumer Goods & Branding · Sweden



How it works in practice: 
Conversation and exchange → shared interpretation → emotional energy → articulation.



4. Leadership Signals: When Speaking Up Becomes Expected

Leadership does not create ideas, but respondents consistently highlighted its role in 
defining when articulation is expected and safe. Strategic priorities, innovation calls, or pilot 
initiatives act as temporal signals—now this matters.



“If people don’t have support from top management, they would not spend time on it.” 
— Head of Innovation & Venture Building · Engineering & Consulting · Denmark



“Ideas can stay there for a long time if there is no management prioritization.” 
— Innovation & R&D Leader · Imaging & Hardware Technology · Finland



How it works in practice: 
Strategic signal → legitimacy to engage → articulation becomes socially acceptable.




5.Summary Insight

Across interviews, triggers operate by interrupting routine and lowering the cost of 
articulation. When routine dominates unchecked, reflection decreases and ideas remain 
silent. The evidence shows that managing innovation begins with recognizing, legitimizing 
and responding to triggers when they emerge.
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Appendix 3. Community Structures in 
Practice
Interview Evidence on Community-Based Sensemaking



This appendix documents how interviewees describe the organization of collaborative 
spaces
used to discuss, reframe, and develop innovation ideas in practice. Across 
organizations, these
structures function as repeatable environments for discussion and 
coordination, rather than
one-off meetings.


While respondents use different names — teams, networks, communities or forums — the 
report



Open peer communities – spaces for raising issues and articulating early ideas


(Externalization)



 Small autonomous groups – spaces for synchronous dialogue where ideas are 
discussed
and stabilized (Objectivation)


Cross-functional coordination groups – structures that connect departments when

solutions move toward operational adoption (Internalization)



1. Open Peer Communities


(Externalization – raising issues and articulating ideas)


These spaces allow employees to surface observations and early ideas before formal 
evaluation.




Trusted networks and informal guidance


“The most promising, the most impactful is network… it’s guidance, it’s talking.”


— Innovation Lead · Energy &amp; Utilities · Finland




Brainstorming sessions and hackathons


“We do a lot of hackathon… brainstorming… proof of concepts… letting people go through


pilots.”


— Innovation Manager · ICT &amp; Digital Platforms · Finland




Team-level conversations and managerial dialogue


“I have to talk to my team… go to my team leader… saying: I have an idea.”


— Innovation Manager · ICT &amp; Digital Platforms · Finland



2. Small Autonomous Groups


(Objectivation – discussion, reframing and stabilization of ideas)


At this stage, ideas are discussed within small groups that enable synchronous dialogue,


allowing meaning and ownership to stabilize before formal evaluation.


Small internal team discussions


“We seriously go through that and we talk through it as a team and say which of those ideas do


we want to take further.”


— Director · Growth &amp; Development · Energy &amp; Industrial Systems · Netherlands
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Core teams within professional communities


“They use in the core teams to meet… they discuss initiatives and products… in a digital, virtual


way.”


— Innovation Director · Engineering &amp; Consulting · Denmark




Small face-to-face groups


“Traditional meeting… physically present… completely different type of communication than

sitting behind the screen.”


— Senior R&amp;D Manager · Materials &amp; Process Industry · Finland



3. Cross-Functional Coordination Groups


(Internalization – coordination and operational handovers)


At later stages, innovation work often requires cross-department coordination to align


decisions and organize operational adoption.




Innovation boards and recurring forums


“Every month we have an innovation board, which is a meeting where all the ideas are


presented.”


— Director of Innovation · Consumer Goods &amp; Manufacturing · Finland




Virtual co-creation sessions (internal and external)


“Pilots involved startups, company engineers, and often customers in virtual co-creation


sessions.”


— Innovation Director · Engineering &amp; Consulting · Denmark




Summary


Across cases, organizations rely on different collaborative formats to support innovation 
flow.


Despite variations in naming and structure, these groups share several common 
characteristics:



regular interaction embedded in everyday work


non-hierarchical discussion environments


shared ownership of emerging ideas


knowledge exchange across teams




These structures also act as containers of innovation memory, retaining learning from


discussions, pilots, and iterations so ideas remain visible and can return for further 
development.
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