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Abstract
Objective: In the context of the digital transformation theme, the present study aimed to explore the
dynamics between the digital transformation sector and innovation within an established organization.
Methodology: To achieve the proposed objective, a qualitative approach was used, through an in-depth
case study. As a collection method, interviews were used through a semi-structured questionnaire with 6
members of the organization and, subsequently, all material was transcribed and analyzed seeking to
identify the dynamics between both areas.
Relevance and originality: The paper focuses on a subject that is still little explored and provides an in-
depth view of the phenomenon of digital transformation within organizations.
Main results: It was possible to verify that the Digital Transformation area has tools and methodologies
that can help in the propagation of Innovation management concepts and in the application of these
concepts to guarantee a more fluid and efficient interaction between the other areas of the company and
the Innovation area.
Theoretical contributions: As a theoretical contribution, we highlight the advancement of the discussion
of digital transformation in companies and the model that illustrates how the areas and mechanisms of the
organization can interact for greater synergy between digital transformation and innovation.
Managerial implications: Based on the model developed, managers can better understand the
interactions between the areas of innovation management, digital transformation and business units.
Keywords: digital transformation; innovation management; established companies

A Transformacéo Digital como impulsionadora da gestéo da Inovacio em empresas estabelecidas
Resumo
Objetivo: No contexto de ascensdo da tematica transformacéo digital, o presente estudo teve como
objetivo explorar a dindmica entre o setor de transformacéo digital e inovagdo dentro de uma organizacédo
estabelecida.
Metodologia: Para alcancar o objetivo proposto foi utilizada uma abordagem qualitativa, por meio do

estudo de caso em profundidade. Como método de coleta utilizou-se a entrevista por meio de questionario
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semiestruturado com 6 integrantes da organizacao e, posteriormente, todo material foi transcrito e

analisado buscando identificar as dindmicas entre transformacéo digital e gestdo da inovacao.

Relevancia e originalidade: O artigo se debruca sobre um assunto ainda pouco explorado e traz uma

visdo aprofundada do fendmeno da transformacéo digital dentro das organizaces.

Principais resultados: Foi possivel verificar que a area de Transformacao Digital dispde de ferramentas

e de metodologias que podem auxiliar na propagacéo dos conceitos de gestéo de Inovacao e na aplicacao

desses conceitos para garantir uma interacdo mais fluida e eficiente entre as demais areas da companhia e

a area de Inovacao.

Contribuicoes tedricas: Como contribuigao teodrica destaca-se 0 avanco da discussao da transformacéo

digital nas empresas e 0 modelo que ilustra como as areas e mecanismos da organizacdo podem interagir

para uma maior sinergia entre transformacdo digital e inovacéo.

Implicac¢des gerenciais: Com base no modelo desenvolvido os gestores podem compreender melhor as

interacOes entre as areas de gestdo da inovacao, transformacéo digital e unidades de negécio.
Palavras-chave: transformacé&o digital; gestdo da inovacgao; empresas estabelecidas

La Transformacion Digital como impulsor de la gestion de la Innovacién en empresas consolidadas

Resumen

Objetivo: En el contexto del auge del tema de la transformacién digital, el presente estudio tuvo como

objetivo explorar la dindmica entre el sector de la transformacion digital y la innovacion dentro de una

organizacion establecida.

Metodologia: Para lograr el objetivo propuesto se utilizé un enfoque cualitativo, a través de un estudio de

caso en profundidad. Como método de recolecciéon se utiliz6 una entrevista a través de un cuestionario

semiestructurado a 6 miembros de la organizacion y, posteriormente, todo el material fue transcrito y

analizado buscando identificar la dinamica entre la transformacion digital y la gestion de la innovacion.

Relevancia y originalidad: El articulo se centra en un tema aun poco explorado y proporciona una vision

en profundidad del fenémeno de la transformacién digital dentro de las organizaciones.
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Principales resultados: Se pudo comprobar que el area de Transformacién Digital cuenta con
herramientas y metodologias que pueden ayudar en la propagacion de conceptos de gestion de la
Innovacion y en la aplicacion de estos conceptos para garantizar una interaccion mas fluida y eficiente
entre las demaés areas de la empresa y el area de Innovacion.

Aportes tedricos: Como aporte tedrico destacamos el avance de la discusion sobre la transformacion
digital en las empresas y el modelo que ilustra como las areas y mecanismos de la organizacion pueden
interactuar para una mayor sinergia entre la transformacion digital y la innovacién.

Implicaciones gerenciales: A partir del modelo desarrollado, los gerentes pueden comprender mejor las
interacciones entre las areas de gestion de la innovacion, transformacién digital y unidades de negocio.

Palabras clave: transformacidn digital; gestién de la innovacién; empresas establecidas

Introduction

Faced with a scenario of technological evolution, high competitiveness and high customer
expectations (Gregory et al., 2019), it becomes vital to search for alternatives and tools that accelerate
growth and create competitive advantages for companies, regardless of their size or sector. Currently,
Digital Transformation (DT) is seen as a way to make this entire process of expanding opportunities and
consequently increasing profitability viable (Mahraz et al., 2019).

Much has been said about Digital Transformation and, in general terms, it can be defined as a
social phenomenon or even a cultural evolution that has the potential to generate impacts on both the
business model and the culture and structure of organizations (Henriette et al., 2016). Although the
concept of Digital Transformation is broader than just the adoption of technologies, it is worth mentioning
some tools that have become essential as enablers of this process (Schwertner, 2017).

Among the emerging tools, “big data”, “cloud computing”, “the internet of things” and

“blockchain” can be considered the technological basis for Digital Transformation (Mahraz et al., 2019).

“Big data” emerges as an alternative to process a large or complex amount of data that is constantly
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changing and that conventional tools can no longer perform. “Cloud computing” can be considered a
platform that hosts applications and services, centralizing the responsibility for configuring and
provisioning Information Technology [IT] resources in a dynamic and transparent manner on the
platform’s suppliers (Neto, 2011).

The “Internet of Things” is understood as the insertion of sensors, software and actuators into
physical devices such as cars and buildings, for example, to obtain data and information that can bring
economic benefits to users, in addition to reducing human intervention in some activities (Schwertner,
2017). A blockchain is a digital ledger that consists of a series of blocks, with each block containing a
cryptographic hash of the previous block, a timestamp and transaction records. Cryptographic hashing
links each block to the previous block, creating a chain of blocks that is resistant to tampering and
modification (Zhang et al., 2023)

Innovation management processes existed even before the effects of Digital Transformation
began to be perceived in organizations (Eveleens, 2010). This is one of the factors that makes this study
relevant, since it will present points inherent to Digital Transformation, such as tools, for example (Vial,
2019), that can improve existing Innovation management processes. Taking into account the themes and
concepts mentioned, this study proposes to approach the following research question: “How can Digital
Transformation assist in the management of Innovation in established companies?”

The themes of Digital Transformation and Innovation Management are very current, addressed in
studies by Birkinshaw (2008), Eveleens (2010), Vial (2019) and Mahraz (2019), among others. However,
the way in which Digital Transformation can help in managing Innovation can be further explored. Thus,
the present work aims to study the relationships between Digital Transformation and Innovation
management in established companies. Therefore, exploring in more depth the relationship between these
processes (Digital Transformation and Innovation Management) can help to better understand the
concepts, limits and synergies, to consequently generate greater engagement, greater effectiveness and

provide greater proximity between the areas responsible for these two processes.
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In the wake of these changes is the process of digital transformation, which is related to the
widespread use of technological and digital resources and the digitalization of organizational processes
and people's daily lives (Bounfour, 2016; Fleury and Silva, 2019; Khan, 2016; Schwab, 2016). However,
the way in which it occurs, the complexity, the relationship with the interconnections between different
sectors and the impacts of this digital transformation on society are not yet well known (Azevedo, 2017).

Theoretical Framework
Digital transformation

Digital transformation (DT) can be defined as a disruptive process in which organizations change
value creation processes by adopting digital technologies in response to changes in the business
environment (Vial, 2019). Digital transformation drives innovation as it requires the acquisition of new
knowledge and skills, demands new forms of collaboration within organizations and across sectors,
promotes the creation of new business models, and leads to the sustainable use of organizational resources
(Mayakova, 2019; Tabrizi et al., 2019; Armengaud et al., 2017).

For Queiroz and Wamba (2022), digital transformation, in turn, refers to the continuous process
of generating value for society (i.e., customers, suppliers, government, other organizations, etc.),
integrating cutting-edge technologies and qualified people. DT involves digitalization, which refers to the
conversion of an analog process, which essentially includes physical processes/activities, into a digital
business process, generally adopting new technologies (Artificial Intelligence, Blockchain, Big Data
Analytics, 3D Printing, etc.). After adopting technologies, business processes are updated (Queiroz &
Wamba, 2022).

With the organization-wide cultural and structural changes caused by digital transformation
(Kraus et al., 2021; Singh and Hess, 2017; Hinings et al., 2018; Ivancic et al., 2019), DT also catalyzes
other transformations, such as the transformation of governance, HR, and IT functions in organizations

(Sia et al. 2021; Mergel et al., 2019; Trivedi and Pillai, 2020).
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For Matt, Hess and Benlian (2015), the digital transformation model can be identified in any type
of organization, regardless of the area of activity, and it can be analyzed from four dimensions: (1) use of
technologies, (2) changes in value creation, (3) structural changes and (4) financial aspects.

Digital transformation is, by its nature, a fundamental change that completely overhauls how
companies operate, design, develop, produce, sell their products and provide services (Prokhin, 2020),
therefore, driven by innovation, making both concepts interrelated and interconnected (Robertsone;
Lapina, 2023). As the digital economy advances, more companies are actively supporting digital
technology to facilitate transformation and respond to innovation trends (Hung et al., 2023; Peng & Tao,
2022).

Innovation

Innovation can be understood as the transformation of an idea into a product, service or method
that is new to the organization (Dereli, 2015; Damanpour; Evan, 1984). The act of innovating arises in
response to changes in the external environment that require internal adaptation of the organization
(Rogers, 2004). The topic has received much attention due to the role it plays in the economic, social and
political scenario (Chen, 2017).

For Kahn (2018), innovation can be evaluated from two perspectives, the first being innovation as
a result, that is, innovation in products, processes, in marketing, in business models, and value chain,
among others. Within this perspective we can highlight two types of innovation: incremental and
disruptive.

When we look at incremental innovations, it is possible to see a clear path of product
improvement along the same performance trajectory and value proposition that consumers value
(Christensen, 2013). In the case of disruptive innovations, a different proposal is brought to the market,
something that has never been presented before. At the beginning of the disruptive process, key customers
do not even care about the new product because it has lower performance and higher price, but it can meet

unmet demands (Christensen, 2013). The survival of organizations in the long term is closely linked to

(D) v-no-sa | International Journal of Innovation - 131, Sao Paulo, 12(2), p. 1-37, 25910, Mayo/Aug. 2024


https://periodicos.uninove.br/index.php?journal=innovation&page=index
https://creativecommons.org/licenses/by-nc-sa/4.0/

International DIGITAL TRANSFORMATION AS A DRIVER OF INNOVATION
Journal of 8

[nnovation MANAGEMENT IN ESTABLISHED COMPANIES

their ability to be ambidextrous, that is, to implement both incremental and disruptive innovations
(Tushman; O'Reilly, 1996).

The second perspective, however, brings the innovation process to the center of the discussion.
According to Eveleens (2010), the innovation process perspective considers everything from the
development and selection of ideas to the moment when such ideas are transformed into innovation. For
this innovation process to occur in a controlled manner and adapt to both internal and external changes, it
is important that the concept of Innovation management be implemented (Dereli, 2015).

Eveleens (2010) understands that the management of innovation processes should aim to increase
the efficiency of innovation processes, reduce their length and their chances of failure. This ensures that
inventions and the generation of innovative ideas result in a return or competitive advantage for
companies (Preez; Louw, 2008).

The term Digital Transformation is often associated with the implementation of new technology
in organizations, such as robotization or the creation of applications, for example. However, behind all
these technologies there is a process that occurs concomitantly with DT: innovation. The innovation
process based on a strategic mindset is what makes transformations happen (Rogers, 2017). In recent
years, DT has become a frequent topic in the business environment and a concern for leaders (Anjos et
al., 2019).

Materials and Methods

Given the exploratory nature of the research question and the topic in general, we chose to use an
inductive qualitative research approach and the in-depth case study as the research methodology
(Creswell, 2013). The case study methodology is useful for exploratory research and the development of
new theories that aim to understand phenomena in specific contexts (Eisenhardt, 1989; Gerring 2004; Yin,
2018) and also to extend existing theory (Burawoy, 1991; Daneels, 2004).

We sought to evaluate and understand the social world in which the participants were inserted
through experiences, perspectives and stories. Furthermore, through this type of method, it was possible

to obtain greater details about the scenario in which each participant was inserted and about what led
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them to take certain positions and decisions in their work routine (Ormston et al., 2013). The
recommendations were followed according to the description of semi-structured interviews based on
Godoy (2010).

Considering the different types of data sources for qualitative research (Merriam, 2002), the work
chose to use data from interviews conducted with employees from both the Innovation and Digital
Transformation areas, using what is called guided interviews, that is, applying a semi-structured
questionnaire, with a different focus and order, depending on the characteristics or area of activity of the
participant (Merriam, 2002).

This was the type of interview chosen because it had the advantage of allowing the interviewer to
plan which would be the most relevant topics to be addressed, allowing for greater focus, while also
making the interview process more comprehensive and adaptable to each individual experience
(Crawford, 1997). A critical aspect of the chosen method refers to the choice of case study and how many
cases will be used to carry out the research (Seawright; Gerring, 2008; Yin, 2018). In the present research,
we chose to use a single case study, aiming to explore the phenomenon in depth and extend the theory
already existing in the literature (Burawoy, 1991).

The study was carried out in a financial institution, located in the metropolitan area of Sao Paulo
and classified, according to Pinto (2021), as an established company. The company analyzed was created
more than 10 years ago, with an organizational structure that is still not very flexible, hierarchical and
bureaucratic, with approximately 1,500 employees, characteristics that distance it from “startups”. All the
people who participated in the interviews were employees who work at the same company mentioned
above and, for their selection, the following criteria were followed:

e employees who are impacted by or work directly with Digital Transformation or Innovation

management issues;

e employees who have worked for at least 6 months at the company in question;
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e employees who work at two different hierarchical levels within the areas of Innovation and Digital
Transformation, specialists and managers.
In order to be able to reference which collaborator was being mentioned during the analysis of the

interviews, the pattern described in Table 1 was followed:

Table 1

Description of interviewees

Individual Abbreviations: Work area
Respondent 1 INV1 Innovation Area Collaborator
Respondent 2 INV2 Innovation Area Collaborator
Respondent 3 INV3 Innovation Area Collaborator
Respondent 4 TD1 Digital Transformation Collaborator
Respondent 5 TD2 Digital Transformation Collaborator
Respondent 6 TD3 Digital Transformation Collaborator

Source: Original research data

The interviews were conducted digitally during the months of January and February 2022, using a
“link” from the “Microsoft Teams” tool, and all interviewees kept their cameras on throughout the
interview, allowing for better proximity between the interviewer and interviewee, in addition to making it
possible to assess body language. The interviews lasted one and a half hour. After the interviews were
completed, the content of the interviews was transcribed for later cross-referencing and content analysis.
From the analysis we can examine the perspectives of the different research participants, highlighting
similarities, triangulating the data and generating insights with greater consistency, as proposed by Paiva
Junior et al. (2011).

According to Flores' approach (1994), qualitative data have rich descriptive characteristics and
can address the history of companies and how they have positioned themselves as a business model over
time.

Based on the proposal for qualitative analysis of categorization by Flores (1994) through a system

of category definitions, where it is possible to analyze an excerpt and assign it a category, and if
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necessary, also a code, the interviewees' statements were analyzed. The findings make up the analysis and
discussion item of this research, and can be verified in Table 2 provided in this same analysis and
discussion item.

Results

Case presentation

The company where the research was conducted is classified as established. However, in order to
meet new market and consumer needs, it has undergone different changes in both its structures and work
format. The first example of this adaptation movement that the company was willing to make is the
creation of a new area with the objective of driving the Digital Transformation movement and everything
involved in this process.

With the creation of this new Digital Transformation area, a review of the structure and dynamics
design for delivering value to customers began, proposing greater synergy between the different areas, as
well as enabling greater visibility and exposure of dependencies and risks for the business and
consequently greater effectiveness in dealing with these impasses. Furthermore, another area —
Innovation — which has become even more important in the current market context and the company has
been forced to remodel itself. Thus, the new format of the Innovation area's operations aimed to separate
the area from its role as the sole responsible for seeking, implementing and promoting the theme of
innovation in the work routine of the company's employees.

The current proposal is that the Innovation area be just a driver of the culture of innovation for the
entire company and that it serve as an aid for everyone to develop skills linked to innovation, making any
employee, from any area, able to always practice the “skill” of innovation in whatever their delivery or
area is. This organization of the area is still young. It is undergoing an effectiveness evaluation and has
sought to evolve and adhere to the concepts that Digital Transformation proposes.

Dynamics between the Innovation and Digital Transformation sectors
The first point that was raised and could provide important inputs for the development of the

work was the issue of knowledge regarding the structures and fronts of each of the areas, both in the eyes
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of the interviewees from the Innovation area and those from the Digital Transformation area. Two of the
respondents from the Digital Transformation area showed that they had a broader knowledge about the
performance and structuring of the Innovation area and this can be evidenced through the following
excerpts from respondent TD1:
They have a cultural pillar, to spread the culture of innovation within the company [...] they have
market research and to bring this to Bus, looking to the future [...] there is a connection with “startups”
[...] there is intrapreneurship that fosters some campaigns within the company such as “Hacktons” and
platforms such as “Teams Ideas”.

Also in the excerpts from TD2 the same statement was observed:

There is the need to look outward and understand what is happening in the world of trends
and behaviors [...] and the need to look inward is how I use innovation in my day-to-day work
as an area, “Business Unit” [BU] or corporate area. How I use the innovation competence to
improve my work, my performance.

Respondent TD3 showed that knowledge about innovation performance as an area with a more
external view of the company was more evident, leaving aside the performance and development of
internal initiatives and fronts. This can be evidenced in the following excerpts:

They do a lot of research, there is a part that is very focused on trends, markets, what is
coming next; trying to act in a more predictive way. But since they don't have much
connection with what's happening in terms of evolution with the products inside the house,
things get a bit loose.

Regarding the performance and fronts of Digital Transformation by INV2 and INV3, the
understanding was complete when related only to the application of agile methodologies and the
development of the performance of agility roles. The following excerpts from INV2 demonstrate this

perception about the area's performance:
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Agilists are the “Agile Masters” [AM] and these AMs must be the guardians of the method, of the
process, who take care of efficiency [...] Some “capabilities” are missing. We have the “business
designer” who is not a “Product Owner” [PO], but plays the role.
The same can be seen in the ENV3 excerpt:
Digital Transformation is much more focused on governance and the articulation of bringing things
together, the rites and ceremonies that will culminate in the final planning [...] For me, planning is the
“endgame” and there are some rites that have different purposes and you are much more focused on
governance and organization, to get people on the same page.
Regarding respondent INV2, at times it was possible to verify that he presents a slightly broader
vision, not limited to the use and implementation of these methodologies, but it was not possible to verify
in a tangible and practical way the vision on the fronts, which can be evaluated in the following excerpts:

[...] There is the issue of keeping up with technological advances, there is more to do with the role of
changing people's “mindset” [...] How can we deliver our daily lives in a more digital, more modern and
faster way?

The assessment and vision of the three interviewees in the innovation area regarding the Digital
Transformation fronts were not fully aligned with what the literature proposes, since Vial (2019) defends
the concept that Digital Transformation goes beyond the implementation of tools or technologies, being a
process that seeks to improve a company through the review of the value creation strategy using structural
changes and the reduction of organizational barriers.

Knowledge about both areas is the first step towards ensuring that proposals for joint work and
proposals for implementing improvements in the area of Innovation occur in a more assertive and fluid
manner.

A common theme that converged for five of the six interviewees was the question about the need
for training and acculturation in relation to the concepts of innovation and its application.

INV1 highlighted the importance of the topic in the following excerpts:
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There are some product “skills” that involve innovation and I don’t know how much our “Product
Manager” [PM] and PO have [...] PO should know how to do “Discovery”, “design thinking”, talk to
users, do interviews, and identify pain points.

INV2 presented the same need in the sections:
[...]Jo What we notice is that people don't have knowledge about methodologies and frameworks and it
ends up being a little disconnected from what we do here [...] Culture and training are the only way to
deliver a change in mindset [...] our idea is to bring a bit of methodology to product ideas. To make the
area move more agilely.

This same need was cited by INV3 as follows:
People come up with a lot of ideas because they think that innovation is about coming up with an idea,
but innovation is nothing without execution [...] people have a lot of ideas, but when it comes to
execution, they get stuck. And it is in this sense that transformation could help.

With regard to TD1, this need can be seen in the following excerpts:
One thing they did in the past, but don't do anymore, is talk about innovation, how to bring innovation
insights into teams [...] we should do combined agility and innovation training, bring it into teams more
frequently and develop innovation skills”.

TD2 highlights this importance in the following way:

“Design Thinking” is a tool that I think should be mandatory, and they [Innovation] should promote it
and call people from the “Business Unit” [BU].

The need for acculturation and methodological support is also seen as essential in the view of
Borges and Moraes (2013), as it is through the development of new skills and concepts that employees
become able to insert innovation themes, for example, into their work routine.

Regarding the way the Innovation area operates, it was possible to identify some points of
divergence. INV1 shared the perception that many people understand evolution as operating only in new
businesses, with little or almost no influence on initiatives linked to the “core”, with this attribution being

more linked to the product area. This positioning can be evidenced in the following excerpt:
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Our strategy is that we will not be an Innovation area, we will be a research and development area, a
new business area. Things that are connected to the core and products are being touched, | don't even
want to know, they do what they think is best.

INV2 and INV3, however, presented a slightly different proposal. The respondents understand
that the Innovation area can also be seen as support for deliveries in other areas, as can be seen in the
following excerpt from INV2:

[...] The idea is that we support the areas to have a little more agility in H1 and H2 deliveries, mainly
because of “capacity” and because many things remain in the “backlog” and end up being
deprioritized.

The same view can be seen in the following excerpt by INV3:

So, with our fronts, we want to be very close to the business teams, precisely because of the
connections. People will have to actively participate in what we are doing and our deliveries will have
to be very well-matched with the “backlogs”, rituals and planning for them to receive the baton [...]
The goal this year is to be 100% connected, to show that it is not because it is innovation, that there are
themes of new avenues, that it does not have to be tied to the business.

The vision of TD1 and TD2 is more aligned with what was raised by INV2 and INV3. Thus, TD1
mentioned, in different ways, the need and importance of the connection between the initiatives of the
business units and the Innovation initiatives, highlighting the benefits that both the Innovation area and
the business units could obtain with this connection. These points can be noticed in the following
excerpts:

They could come up with a menu of partners who are connected to the things they are looking at [...]
before mobilizing a team within the BU; Innovation will test hypotheses, possible paths and deliver
this ready-made to the BU [...] everything has to be combined, not be a theme chosen by Innovation
[...] we have a lot of ideas in-house, but we need to connect them more to our challenges [...];
Innovation strategy has to be together with that of the BU and they do not need to be restricted to the

BU.
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When TD2 addressed the same topic, he demonstrated his belief that Innovation should be more
collaborative with business units, bringing more “insights” and being closer during decision-making and
directions. These points can be seen in the following excerpts:

Innovation could help people make decisions, with a vision and market information [...] if the BU is
putting together the strategy, without the bias and information from Innovation, they may be taking the
wrong path and Innovation has little contribution to make to the path to be chosen.

Finally, TD3 exposed both the gains that could be obtained with greater proximity and connection
between the Innovation area and the business units and the absence of this connection within the
company. The two views can be seen in the following excerpts:

[...]If they were connected, we could be more predictive instead of always being “followers” [...] We
do not connect the innovation area to the strategy and consequently to the business units [...] with a
strategy defined by the business units, innovation should desperately go to the market to see ways to
boost that business unit strategy.

Regarding the biggest pains and difficulties encountered by the Innovation area, the six
interviewees shared the perception that there are many initiatives, ideas, projects and proposals led by or
directed to the Innovation area, but that are not implemented, are not put into practice. In addition to it,
these initiatives are many times not prioritized and even disregarded during the construction of the teams'
“backlogs”.

For INV1, the biggest problem is related to bureaucratic issues that are still very present in their
processes within Innovation teams and the lack of freedom to implement new tools and technologies. This
issue was highlighted in the following excerpts:

I am completely limited to the tools that the company has and we have freedom in one thing or
another [...] if you are going to hire a “startup”, they want to demand things from a large company, if
you want to hire a new tool, it takes a lot of time with bureaucracy.

INV1 also mentions the issue of the difficulty of prioritizing initiatives linked to Innovation in the

following excerpt:
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The problem is that we have 15 months to resolve a legacy that is how many years old? So if you talk
to technology people, you can't disprove them. If you talk to them about innovation, they think we're
crazy.

INV2 has already highlighted the difficulties related to the execution of initiatives in the
following sections:

[...JeSince we have a large legacy, other actions may be prioritized instead of intrapreneurship actions
[...] And there is the issue of products already having a huge “backlog” and legacy that cannot absorb
ideas [...] The big question is how to get all this off the ground, but there is the issue of “capacity”,
Alelo's systemic structure ends up having an impact.

INV3 also highlighted the obstacles encountered during the work of the Innovation area in the
following sections:

Innovation themes die. We do a lot of open innovation, we think of “startups”, but when we get to the
teams they claim that it doesn’t fit into the planning or they can’t do it [...] some initiatives stay in the
drawer for 6 months and since they are “too cool”, people don’t take them up and do it [...] what’s the
point of me experimenting, finding new avenues, if the thing is going to die?

When asked about pain points related to managing Innovation in the company, TD1 and TD2
pointed out some points mentioned by respondents in the Innovation area, such as the difficulty in
visualizing the evolution and completion of proposed projects. This point can be evidenced in the
following excerpt:

[...]They didn't come back to talk about the project idea I proposed at the "hackathon", which | found
to be a very negative point. Sometimes | get the impression that they start a lot of things, do that
advertising and don't see it become tangible, this is a point that I think should be improved.

TD2 has a very similar discourse on the same topic:

This finishing process, they pull things, but then there is no continuity because what they pull is not

always what the BU needs.
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Finally, TD3 presents a speech aligned with what the other respondents said about the main pain
in the Innovation area, which can be seen in the following excerpts:

They held hackathons, research and events, but | didn't see a way out. What tangible initiative came
out of it? What value did they deliver? [...] They spend a huge amount of effort and it's no use [...]
people do it, but it doesn't generate any results and it's frustrating even for those who are doing it.

An important point is that there is awareness and concern on the part of one of the interviewees in
the Innovation area regarding the visibility of the progress of the initiatives and this is evidenced in what
INV2 said:

Innovation and especially intrapreneurship depend heavily on motivation. When people see that a
project has not moved forward, it ends up demotivating them.

By understanding the entire scenario in which the two areas are inserted and analyzing the vision
that one area has in relation to the other, it was possible to address the question of how the interviewees
understand that the Digital Transformation area could assist the innovation management process.

INV1, having some experience with agility tools in his previous professional activities and having
greater knowledge about these methodologies and concepts, focused on elucidating once again the
importance of the Digital Transformation area's role in disseminating agility concepts, adapting
employees to agility roles, training his employees as well as employees from other areas in relation to
agility tools. This perspective can be evidenced in the following excerpts:

The agility roles established by the Digital Transformation area are the guardians of the method and
the process. They are the ones who take care of efficiency [...] I don't know how much our “Product
Owner” [PO] and “Product Manager” [PM] understand their role. The role of the PO is not only to
serve the development team.

Throughout the interaction, INV2 highlighted different themes and fronts in which the Digital
Transformation area could assist in the development and application of Innovation Management, and
some of the themes mentioned went beyond issues related to the application of agility tools, as was the

case with INV1. The interviewee considered that the Digital Transformation area presents a more global
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and general view of the company's areas and that, for this reason, it could provide input for defining
challenges to be worked on and prioritized. This point can be evidenced in the following excerpts:
[...]1 believe that you from Digital Transformation could support in the initial stage of discovering the
challenges, as you end up having a macro vision, from above, which could help in the construction of
the challenges [...] The more systemic vision, which looks at several fronts and can bring new
possibilities for projects in the wake of experimentation or specific intrapreneurship campaigns.

The assistance of Digital Transformation could also occur when it comes to designing a
prioritization model for the different demands that exist in the area of Innovation, as the existing
format can present opportunities, according to the excerpt mentioned by INV2:

We don't have a prioritization tool, we have a spreadsheet with some criteria, which may not be ideal.
This is a way for you to support us.

The same positioning can be seen in the following excerpt from INV3:

In an ideal world, you should look at what worked really well in innovation and then you will
reprioritize demands, resources and teams. And this perspective of reprioritization, the Digital
Transformation area could help.

The Innovation area understands that support and guidance in building a work model for
innovation, as well as the dissemination of this model, are extremely important and could be done through
the Digital Transformation area. This is also an issue presented by INV2, as this model would show the
limits of Innovation's performance and establish criteria so that the flow of innovation would be fulfilled
and, mainly, so that the initiatives would have continuity. This need and the understanding of it are
evident in the following part of INV2's interview:

The definition of gray area, when an Innovation project is successful and needs to leave the Innovation
treadmill, where does it go? [...] There are several different ways that companies use, but we do not
have this definition [...] in the past we had a discussion with you to try to untie this gray area. | think it

is worth you getting involved, bringing us suggestions on how this can happen. I think this is a very
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valid path [...] even for understanding what the role of Innovation is; the Digital Transformation area
could help, because there are things that say they are Innovation, but in fact they are products.
The opportunity that the Digital Transformation area has to build a better designed work model
can be seen in the following excerpt from INV3:
Digital Transformation could provide visibility, show people that Innovation has processes and
deliverables. And make demands come in a better way, in addition to favoring the readiness for teams
to receive demands. Understanding the process will help people bring up more mature topics at the
right time.
The proposal to maintain and further involve the Innovation area in forums that aim to align areas
to deliver demands, negotiate dependencies and share the strategy of business units was also raised as a
relevant point and should be led by the Digital Transformation area. Even though these forums are already
taking place, the maturation of the format with the increasingly active participation of the Innovation area
is seen as necessary, as is the leadership of the Digital Transformation area for the review of the format.
This need can be highlighted when the approach was taken as follows by INV2:
[...]JnIn the last alignment forum, the Innovation area was discussed a lot, for us it is very important
[...] when I talk about culture, it is precisely that people understand that when a “feature” appears, the
areas can say that Innovation can help you with that [...] this integrated vision of the business and
technology areas is important for us [...] these forums end up supporting us even in the prioritization
work but there is room to contribute even more [...] there are some points that we can adjust along the
way, changing even more.
The same view can be seen in the following excerpts raised by INV3:
For me, planning is the endgame and there are some rites that have different purposes and the Digital

Transformation area must be much more in governance and organization to get people on the same

page.
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A final point raised by INV2 regarding collaboration in the Digital Transformation area is linked

to the application and dissemination of agility tools as a way of accelerating deliveries and bringing

greater speed to meeting customer needs.

When asked how the Innovation area could be supported by the Digital Transformation area,

TD1, TD2 and TD3 explored some points mentioned previously, but it was also possible to understand

some views not mentioned by the Innovation area itself. TD1, TD2 and TD3 presented a similar position

to INV2 when they suggested that the Digital Transformation area could design a model that would make

it clear to Innovation and other areas of the company at what point it should act within the process of

building and defining initiatives, something similar to a work model suggested previously. This

positioning is clear in the following excerpts from TD1:

[...] defining where each thing comes in would be where Digital Transformation could come in, not
leaving the business open, and connecting to the moments and also to the challenges that we already
have in the company today [...] having a calendar to define at what moment Innovation interacts to
bring a “refresh” for people with a vision of the future, as we tend to look at the future when it is there
and there is no more time.

Some excerpts from TD2's speech demonstrate this same view:
We could make the timing of things clear to them. When people think about the backlog, when issues
are raised, when hypotheses are validated. And according to these moments, Innovation can
contribute. We could be the mediators to organize this.

Likewise, this positioning can be noted in the following excerpts from TD3:
They need a model to define the format of action, so that there is a connection. Because, if they are in
a very different model, they cannot connect [...] The Digital Transformation area could help
Innovation understand which ceremonies they would participate in, show which innovation “inputs”
would fit into a given ceremony and which ones they [innovation] should only enter as listeners,

capturing, processing and evaluating the form of impact on their demands.
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The importance of having a work model that seeks alignment between areas is also mentioned by
Preez and Louw (2016), according to whom Innovation performance is linked to the alignment between
Innovation structures and the organizational strategy, which is in line with what the Innovation and
Digital Transformation areas think.

In TD1's view, it would also be important to make it clear to the other areas what types of services
the different Innovation fronts could provide, what tools and information they could make available for
defining strategies within the areas, with the definition of when and how to make these types of
information available would be the responsibility of the Digital Transformation area, inserted in this
designed operating model. This position is clear in the following excerpt:

[...Jwhat would be the best moments and what type of service they can provide from their menu [...] or
we [Digital Transformation] can identify what is missing and indicate it, because we have a cycle that
does not run as it should [...] bringing Innovation at these times can be important, making a proposal
that you want to test, making agreements between the areas”.

Like INV2, TDI1 believes that the Digital Transformation area could also support in delimiting the
role of the Innovation area to ensure clarity regarding processes and responsibilities. In the following
excerpts it is possible to verify this positioning:

It is necessary to clearly agree on the “input” and “output” of the Innovation team [...] make it clear
that Innovation will deliver a cake recipe, lessons learned and not the finished project.

TD1 returned, in his speech, to the issue of the need to apply training and qualifications regarding
innovation and tools, in addition to the structuring of roles linked to innovation. However, the interviewee
presents this as something led and organized by the Digital Transformation area and not only the training
that is provided daily in the contact between Innovation and the other areas. The following excerpts show
this position:

Providing training, creating the Innovation “chapter” and even the “Agile Master” [AM], who are
representatives of the Digital Transformation area in the teams, supporting and replicating directly in

the development teams, helping to bring innovation items to the “backlog”.
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With the same bias as TD1, the excerpts from TD3 highlighted the possibility of the Digital
Transformation area being responsible for disseminating different concepts about innovation and its
application:

The Digital Transformation area can make the concept of innovation clearer, because it also works
with methodology and could explain that innovation is not just about building rockets [...]
Democratizing the term that is currently elitist and giving visibility to cool things that happen with the
innovation bias.

Regarding TD2, he returns to the question regarding the integrated and macro vision of the
company that the Digital Transformation area has and how this vision can help the Innovation area. In this
way, he understands that the Digital Transformation area could be responsible for compiling all the views
and “inputs” it receives from different areas and bringing them in an organized and prioritized way so that
it can serve as input and direction for the Innovation area. The following excerpt shows such a view:

I think it should be an organized package that should go back to Innovation and based on what they are
seeing in terms of pain here, Innovation goes outside and sees how these pains are being solved, what
they are doing differently that we don't do here.

In this way, TD2 understands that the Digital Transformation area, by bringing these organized
guidelines, would reduce the difficulties that Innovation has in providing continuity and connection
between what is being dealt with in the company and what is brought in as suggestions for Innovation
projects, as internal needs would be addressed and connected to Innovation themes. This perception can
be seen in the following excerpts:

Innovation would not go outward looking for the sake of looking, nor would it bring trends that have
nothing to do with the business [...] Innovation brings cool initiatives, but where does it fit into my
business? And then there is a huge effort, but without looking at trends based on internal pain, so there
would be a more assertive look outward.

Just like INV2, TD2 and TD3 understand that the Digital Transformation area can include the

Innovation area in the delivery strategy alignment forums of the areas, so that they can bring “insights”
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and questions that will help define the challenges to be prioritized. This point can be highlighted in the
following excerpts from TD2 and TD3, respectively:
We could put them on the table, have a space left for them during these forums for them to bring up
these provocations before they start thinking about “backlog”.
Including the innovation area in quarterly “checkpoints” is a way that the Digital Transformation area
could assist in the management of the company’s Innovation as a whole.
A final point raised by TD2 is related to the questions that the Digital Transformation area could
ask both the business units and the technology areas and the Innovation area itself, aiming to generate
concerns and drive a movement in favor of using innovation for decision-making. Consequently, the
Digital Transformation area would create links between areas and take people out of their comfort zone
through the use of innovation, that is, it would use the Digital Transformation area as a “mindset”
transformation agent. This idea can be evidenced in the following excerpts:
We, as the “Lean Agile Center of Excellence” [LACE], could come in as people who demand and
guestion the initiatives [...] We could get involved in the performance of tools and technologies that
are currently being introduced by the areas. We could listen to what each BU is doing, take it to
Innovation, structure Innovation, bring it back and make Innovation provoke the guys. We could do
this, create a “link™.

Summary of results

In Table 2, it is possible to see in general terms how the areas of Digital Transformation and
Innovation position themselves with regard to the different aspects addressed during the interviews.

Firstly, it was observed that the Digital Transformation area has a more systemic view of the
entire Innovation management process and is more aligned with its role and the role of the Innovation
area within the scenario of the company in which it operates. This can be seen as a very positive issue,
since it is an area responsible for seeking ways and mechanisms to promote cultural and structural
evolution in the company in a more fluid manner and with as little friction as possible during this process.

This point is in line with what is proposed by Schwertner (2017), who addresses in his work the main
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obstacles and difficulties that companies encounter when they are seeking to evolve in the Digital

Transformation process.

On the other hand, more heterogeneous behavior was observed within the area of Innovation

management, with divergent opinions and positions. In addition to the often different aspects of the

interviewees' vision of innovation being highlighted, the difference in maturity regarding the topics

addressed became apparent, which can impact the way they act as an area, how they influence and how

their performance and impact are seen by the entire company. These aspects are, in a way, aligned with

what is addressed by Lavrado et al. (2020), when they mention issues that encourage and others that are

barriers during the implementation of the Innovation culture in organizations.

Table 2

Summary of results obtained from the interviews

Topic approached

Vision of the Innovation area

Vision of the Digital
Transformation area

Knowledge about
the area other than
your area  of
expertise

Ideal format for the
Innovation area to
operate

Pains present in the
area of Innovation

Ways DT supports
Innovation
Management

Interviewees have more superficial
knowledge, focusing on some specific
concepts and lack of knowledge about the
operating model of the Digital
Transformation area.

There were points of divergence among the
interviewees. One of the interviewees
understands that the role of Innovation is
only to be disruptive, while the other
understands that it also has an incremental
function.

There were points of convergence between
what was raised, but also some
complementary points from each of the
interviewees, but without divergences.

Respondents converged on only one point and
the  other  questions were  merely
complementary and asked by only two of the
interviewees.

Interviewees have broader, more
systemic knowledge and greater
clarity regarding the area of
Innovation.

Most of the points raised
converge among the three
interviewees.

They converged on all the points
raised by the three interviewees.

They converged in relation to all
the topics raised, including what
was explained by one of the
interviewees in the Innovation
area.

Source: Original research data results
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Discussion of the Results
Framework

From the results, it was observed that the Digital Transformation area has a more systemic view
of the entire Innovation management process and is more aligned with its role and the role of the
Innovation area within the scenario of the company in which it operates. This can be seen as a very
positive issue, since it is an area responsible for seeking ways and mechanisms to promote cultural and
structural evolution in the company in a more fluid manner and with as little friction as possible during
this process. This point is in line with what is proposed by Schwertner (2017), who addresses in his work
the main obstacles and difficulties that companies encounter when they are seeking to evolve in the

Digital Transformation process.

The assessment and vision of the three interviewees in the innovation area regarding the Digital
Transformation fronts were not fully aligned with what the literature proposes, since Vial (2019) defends
the concept that Digital Transformation goes beyond the implementation of tools or technologies, being a
process that seeks to improve a company through the review of the value creation strategy using structural
changes and the reduction of organizational barriers. This issue is critical, as the need for acculturation
and methodological support is also seen as essential in the view of Borges and Moraes (2013), as it is
through the development of new skills and concepts that employees become able to insert innovation

themes, for example, into their work routine.

More heterogeneous behavior was observed within the area of Innovation management, with
divergent opinions and positions. In addition to the often different aspects of the interviewees' vision of
innovation being highlighted, the difference in maturity regarding the topics addressed became apparent,
which can impact the way they act as an area, how they influence and how their performance and impact

are seen by the entire company. These aspects are, in a way, aligned with what is addressed by Lavrado et
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al. (2020), when they mention issues that encourage and others that are barriers during the
implementation of the Innovation culture in organizations.

The topic regarding the structuring of a work model was raised, emphatically and unanimously,
during the six interviews carried out. This topic was highlighted as one of the main contributions that the
Digital Transformation area could provide for Innovation management. The six interviewees understood
that this model could improve the flow of information and ensure the participation of the innovation area
in all important moments of the company's decision-making, topics also addressed by Brodbeck et al.
(2007). This makes it possible to obtain gains both for Innovation management and for other areas of the
company, including the Digital Transformation area.

The importance of having a work model that seeks alignment between areas is also mentioned by
Preez and Louw (2016), according to whom Innovation performance is linked to the alignment between
Innovation structures and the organizational strategy, which is in line with what the Innovation and
Digital Transformation areas think. Based on the results and discussions, a model of the areas involved

and a dynamic information flow between them was formulated, presented in Figure 1.
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Figure 1

Model of interaction between Business Units, Digital Transformation and Innovation
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* Quarterly pre-planning team forums
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Digital
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Business Units Innovation
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* Product and business-
related needs
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defining backlogs

= Routine team ceremonies

* Pre and post MVP delivery forums
 Startup interaction forums

» Post Hackathon Forums

* Quarterly pre-planning team forums

Type of information I Timing of information flow

Source: the authors (2024)

In the work model that seeks to improve Innovation management, the importance of maintaining
a flow of information is highlighted not only from the Digital Transformation area to the Innovation area,
but also directly from the Business Units to the Innovation area. Furthermore, it is important that this flow
also occurs in reverse, that is, that the Innovation area is the provider of information for both the Business
Units and the Digital Transformation area itself. This would ensure that the flow occurs both to the

Innovation area and from the same area to the others.
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The construction of formal and informal structures for the exchange of information and
knowledge between areas is necessary for better dynamics between the sectors involved and the success
of the organization. It is worth noting that the structure alone is not enough so there is an exchange of
knowledge; a change in the culture and organizational context is also necessary to encourage the use of
the structures created (Barret et al., 2004). In addition to the various moments exposed in the model in
figure 1, it is possible to include the various communication technologies as a base infrastructure for
knowledge exchange (Zeng; Gonzalez; Lobato, 2015).

According to those interviewed, ensuring this flow of information enables gains for the three
areas involved (Innovation, Digital Transformation and Business Units), since it promotes the connection
between the different initiatives led by the areas, solving one of the main problems mentioned by
everyone, related to the continuity and completion of the initiatives proposed by the Innovation area.

Another benefit achieved through the continuous flow of information would be that both the
Innovation and Digital Transformation areas now have moments to encourage and provoke the
implementation of Innovation items and concepts in initiatives that may be considered and presented by
other areas.

This work model addresses two other concerns raised by interviewees: the lack of knowledge of
the appropriate moments for each area to participate and interact, as well as what type of information
should be addressed in each of these interactions. The importance of having an established and clear flow
of information for all those potentially impacted is also highlighted by Vital et al. (2010).

Making it clear in which ceremonies each area is expected to participate and what type of
information these areas should provide in these same ceremonies allows for better synchronization and
fluidity between them, as well as greater assertiveness and effectiveness during such interactions.
Synchronization reflects better alignment of the company's strategy as a whole, increased quality and
efficiency of deliveries, reduced waste and even improved organizational climate, since this enables
understanding and engagement between areas, reduces communication difficulties, brings visibility to the

importance of the role of each area, in addition to encouraging the pursuit of the same objective.
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The proposed work model also depends on active participation from leaders in both areas of the
organization. A critical barrier to the process of implementing innovations in organizations is leadership
support (ROGERS, 2017). Leaders have the ability to mobilize resources and advocate for the necessary
change, joining efforts during the process of adopting and implementing the proposed model. As digital
transformation is a new topic, leadership is critical to successful implementation.

Conclusion

Through this study, it was possible to verify that the Digital Transformation area has mechanisms,
knowledge and influence to assist and drive the improvement of Innovation management processes, and
that this support can occur in different ways, among which the most important are the assistance in
disseminating the culture of Innovation through training and encouraging its application in the routine of
the entire company; the insertion of methodologies and concepts common to the Digital Transformation
area within the Innovation structures so that they are more adherent to the new work format that the
company has sought to adopt; finally, the construction of a work model that ensures greater
synchronization, connection and fluidity between the initiatives explored by the Innovation, Digital
Transformation and other areas of the company.

The mere introduction of digital transformation into organizations through technologies will not
bring the expected benefits. The work model developed aims to highlight the importance of
communication between sectors and the key role of project leadership in creating synergy and reducing
resistance to the adoption and implementation of digital transformation in organizations. In this sense,
internal communication technologies can serve as infrastructure, however, companies must also develop a
culture and context focused on sharing information between sectors.

Finally, the theoretical and practical contributions are highlighted, as well as the limitations of the
research and suggestions for further studies. The theoretical contribution concerns the addition to the
literature on Digital Transformation and Innovation, due to the analysis of the interaction between these
two. The practical contribution is associated with the guidelines provided by the proposed work model

and understanding how this interaction occurs in the flow of information. With the model and its
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guidelines in hand, professionals interested in introducing digital transformation into their organizations
will have greater support to face the challenges of integration between sectors. This explanation can help
define effective practices so that innovation actions act proactively, helping organizations that are in the
process of transformation.

One of the possible limitations of this study concerns the single case study, restricting the scope
of the work. Future research suggests quantitative studies to build scales and statistically test the proposed
relationships, as well as qualitative studies through multiple case studies in companies from different
sectors of the economy, making comparisons regarding the interactions proposed in the work model and

information flows between innovation and digital transformation.
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