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Abstract 

Limited attention has been paid to how innovation is performed incrementally (Bilton, 2008). 

Commonly the interest on innovation matters is deviated towards irresistible and fascinating 

settings of radical and exceptional achievements. Such full-size transformations imply extensive 

long-term planning and far futuristic visions shaped within estimates and predictions of an 

illuminated mind (Bilton, 2008; Brown and Eisenhardt, 1998; D’Aveni and Gunther, 1994) 

If inserting and observing innovation in a scenario of a fast paced rhythm of change paved with 

uncertainty and unpredictability, long-term planning can become questionable as a suitable and 

efficient procedure for an appropriate rapid adaptation to the demands of these markets. 

Therefore, the aim of this thesis is to analyse and explore how innovation is performed in such a 

scenario of uncertainty and consequently deepen the knowledge and indulge the academic debate 

over this theme. For that, the Creative industries and in particular the fashion industry was chosen 

for the “research laboratory” due its intrinsic innovative and “nobody knows” character (Caves, 

2008). This study relies on a main question on “How within uncertainty and a fast changing 

environment that shapes industries like Fashion, companies manage to create, launch and sell new 

products?” In order to achieve answers to this question the research was set on a multiple cross 

case analysis drawn from interviews and previous case studies information, of the international 

and successfully established companies; ONLY, Jack & Jones and Zara. 

This thesis, to a certain extent, demonstrates that innovation under uncertainty is performed with 

consideration for a link between past and future. It is carried in an incremental, rhythmic/sensorial 

manner with prime emphasis on achieving resourceful solutions within team effort, no matter if 

these lie inside or outside the organizational boundaries. Ultimately and crucial for the field, it is 

the realization that innovation is not an end in itself, or a detached temporary project from the 

organization’s life. 

The main revelations of this thesis portray a reminder to the concern that innovation does possess 

alternative angles and perspectives to some almost standardized presumptions on the field and 

that still some characteristics and potential of this phenomenon remain unexplored.  

 

Keywords: Innovation; incremental innovation; creative industries; fashion industry  
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1 Introduction 

This Master thesis seeks to analyze and understand the innovation phenomenon within a scenario 

composed by rapid changes and unpredictability. Innovation has been a subject of much attention 

in the recent times, both in theory and practice, still its correlation with the fast paced, globalized 

times that we currently live in has not been yet fully understood. Such context of natural 

uncertainty offers a rich field of study that needs to be further explored by the academic research 

in order not to leave current practices unleashed towards comprehension and usefulness.   

The aim of this paper is to take a scientific approach, slightly as a peek, to the complex set of 

strategies and processes of organizations that, within uncertainty, might be standing in the limbo 

between balance and chaos (Brown and Eisenhardt, 1998) as well as dealing with unsustainable 

competitive advantage within this “hypercompetition” context (D’Aveni and Gunther, 1994). 

Ultimately, it is relevant to be able to identify, classify and recognize some pertinent procedures 

that lead to success within such scenario and conditions.  

As such, it was relevant for this study to frame the research into the Creative Industries, in 

particular the Fashion industry. The Creative industries, which deal with cultural goods such as 

film, books and theatre amongst others , are characterized by the uncertainty of the environment, 

the “nobody knows” predominance allied with a fast changing market of supply and consumption 

(Caves, 2000), which impels and pressures this industry to perform constant ongoing innovation 

(Bilton, 2008).  

Within the Creative industries the Fashion industry, due to its inherent commercial and global 

characteristics offers an accessible and easy to relate field of study on how to innovate under 

uncertainty. In this industry the product life cycle is particularly short; products can become 

obsolete in a seasonal period of time. The demand is high and so are the intervenient factors that 

can determine the “next trend”, which can emerge from distinct landscapes such as underground 

cultures or elitist fashion houses (Cillo and Gianmario, 2008). Emergent signals need therefore to 

be fast recognized in order to innovate, to explore and exploit the products, in an appropriate 

timely manner. 
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How within uncertainty and a fast changing environment that shapes industries like Fashion, 

companies manage to create, launch and sell new products? 

1.1 Problem area 

The above introduces to the logical premise that under a fast paced and uncertain market there is 

the need to perform constant innovation in order to fit the market volatility. Despite that, the 

current innovation research does not put emphasis on on how innovation can be performed in an 

ongoing manner. Much has been studied by the academics on how to develop the innovation 

process in order to create innovation (Newell et al., 2009; Harryson, 2008; Von Hippel, 2006; 

Nonaka, 2007). However, the innovation process has been often looked upon as “one off” project 

in order to achieve one innovative result, or radical outcome (D’Aveni and Gunther, 1994). 

Creativity and innovation have become ordinarily associated with radical change, rather than 

incremental one. Consequently, innovation has been raised above value and purpose (Bilton, 

2008). 

Nevertheless, in rapidly and unpredictable changing industries, such as the creative ones, 

organizations need to continuously change (Brown and Eisenhardt, 1998; Austin and Devin, 

2003).Brown and Eisenhardt (1997) took a step further stating that innovation seen has an event 

or project can be presumed as the succession to failure in adaptation to change, or the imposed 

need for reformulation after a negative period of missteps. In fast paced environments where 

change is routine, missteps or inflexible planned innovation can become crucial setbacks. On the 

other hand successful companies avoid crises and downturns in a natural ongoing process of 

incremental innovation (Brown and Eisenhardt, 1998). 

Therefore, the focus of this Master thesis will be to reflect on how innovation is actually 

performed by steady successful companies emerged in unpredictable and fast changing 

environments.  

1.2 Research question 

Following the previous rationale a main question that still remains partially unanswered arises: 
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This question expresses the dichotomy between the uncertainty and unpredictability, which paves 

the fashion industry, and fundamental core organizational operations – create, launch and sell 

new products. These operations traditionally have been associated with planning, forecasting and 

estimated predictions (Bilton, 2008). As an observation, these traditional operations are actually 

what composes and defines currently the innovation process by corresponding to its different 

composing momentums of exploration, diffusion and exploitation (Newell et al., 2009).  

In order to be possible to have a further and more complete understanding on the innovation 

practices performed by organizations emerged in uncertainty the further sub-questions also come 

into play: 

• How do companies that face unpredictable markets “strategize”? 

• How to recognize emerging opportunities and/or patterns in a constant changing 

environment? 

• How do innovative companies in unpredictable markets manage changes? 

• How to perform innovation in unpredictable markets? 

 

The sub-questions above follow a sequential logic that corresponds to the different stages in the 

innovation process from the preparatory stage of strategy formulation to the actual innovation 

achievement. Each of the questions addresses particular relevant issues that fundamentally 

determine the progress of a successful product creation, launch and sell. 

1.3 Relevance and purpose 

Innovation is assumed to be crucial element for the competitive advantage of an organization 

(Hamel, 2006; Newell et al, 2009). As we assist to an increase in the pace and constant change of 

not only technological development but also the extensive fluctuation in the economical 

panorama it is of much interest both to the academia and to managers to enhance the knowledge 

on how innovation is performed under uncertain and unpredictable environments.  

It is not the purpose of this thesis to offer a summary of best practices, but instead to investigate 

present and discuss the realities of successful organizations which core business is to innovate 

under a harsh environment of constant change.  
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Academically the objective is to enter into a debate and expose similar or dissimilar perspectives, 

enhancing a new rationale over some overseen aspects of innovation. The purpose is to provide 

some insights that hopefully can add new value to current academic discussions, generating 

fruitful reflections. Finally, to question theory and practice dogmas, as an example within the view 

of strategy as a directive plan, so that practice does not fall into the fallacy that what has always 

been done and said is the unique and correct path. It is important to realize that things do not 

always have to be done in some predefined manner but that actually there might be alternatives 

that are being carried already “out there”. 

For management and practitioner’s interest, this thesis can demonstrate that alternative 

successful practices might exist and cyclical downturns can be avoided. The findings on this 

research could provide to managers that deal with uncertainty the understanding on how to find 

balance and still innovate when change and uncertainty becomes overwhelming. Here a manager 

might find the opportunity to understand and learn how to identify and select cornerstones in a 

vast land of choices that can provide the achievement of an honest and long lasting successful 

innovation strategy.  

1.4 Research setting 

This paper embodies a qualitative research based on a multiple cross-case analyzes of successful 

international organizations within the fashion industry. These were selected by the potential 

disparity in operational response and degree of risk taking within uncertainty. The advantage of a 

multiple cross-case study is to eliminate isolated and context specific elements so that common 

patterns, of similarity or dissimilarity, can emerge and portray explanations that can be replicated 

in other organizations, within the same categories under the same circumstances (Eisenhardt, 

1989). 

The research sample consists of three international business cases; namely the Danish companies 

ONLY and Jack & Jones (with Bestseller as parent company) and the Spanish company Zara (with 

Inditex as parent company). 

Primary data was collected through empirical interviews to ONLY and Jack & Jones while 

secondary data such as thorough previous case studies were essential for the Zara case analysis.  
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1.5 Thesis structure 

This paper follows a logical structure that encompasses the development of a study that aims to 

answer to still not yet fully comprehended issues. Therefore the different chapter

different stages of a research; from

of data analysis to the final goal achievement of findings, discussion and conclusion

 

Figure 1. Thesis structure and dynamics 

In order to provide to the reader an overview of the content and purpose of its chapter, the 

structure is presented and described in the following:

Chapter 1: Introduction 

This current chapter has the aim to introduce the reader to the objectives and context of this 

research within innovation and uncertainty. The problem area and main theoretical tensions are 

identified between radical “one off” innovation and incremental one. Such developed into the 

formulation of pertinent research and sub research questions that will determine the

this study into how to perform innovation under uncertain and fast paced environments. 

In this chapter it is also present the exposition of the motivations relevance and purpose for 

enrolling in this research. 
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This paper follows a logical structure that encompasses the development of a study that aims to 

answer to still not yet fully comprehended issues. Therefore the different chapters follow the 

tial stages of problem identification, through the process 

of data analysis to the final goal achievement of findings, discussion and conclusion (See fig.1). 

 

reader an overview of the content and purpose of its chapter, the 

This current chapter has the aim to introduce the reader to the objectives and context of this 

innovation and uncertainty. The problem area and main theoretical tensions are 

identified between radical “one off” innovation and incremental one. Such developed into the 

formulation of pertinent research and sub research questions that will determine the direction of 

this study into how to perform innovation under uncertain and fast paced environments.  

In this chapter it is also present the exposition of the motivations relevance and purpose for 
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Chapter 2: Theory 

On this chapter it will be presented a review on existing literature on pertinent issues for this 

research such as Innovation; Creative Industries within it the Fashion field; Strategy and Change 

management. This chapter besides offering a concept elucidation to the reader it also 

contextualizes this research in a determined organizational theory landscape exposing pertinent 

debates on the field. 

Chapter 3: Methodology 

This chapter aims to provide a detailed explanation on the research strategy and process from 

sample and case selection, through data gathering, to the methods and techniques utilized to 

make sense of the data in order to analyze it. 

Also present at this stage is a comprehensive presentation of the different case studies; ONLY, Jack 

& Jones and Zara. 

Chapter 4: Analysis and findings 

This chapter is a narrative presentation of this Master thesis findings. The chapter is subdivided 

into a number of sections containing the analysis that corresponds to each sub-research question, 

namely: Strategy; Pattern recognition; Change management and Innovation. 

Each different section implies answering to the sub research question, through independent case 

study analysis that developed into a cross case analysis, where patterns of contrasts and 

similarities, under the same subject, are drawn from the collected data and theory propositions. 

 

Chapter 5: Discussion 

The aim of this chapter is to highlight the interesting, surprising, or illuminating results positioning 

them within the current debates in the innovation field. This section is intended to serve as a 

critical reflection on how this investigation has contributed to the knowledge field, how it speaks 

to other authors (whether in harmony or in counterpoint), and how the results might be 

interpreted. 
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Chapter 6: Conclusion 

This chapter besides presenting conclusions inserted into the overall field context it makes 

possible to find and achieve, within academic validation, the final answer to the main research 

question as well as a sum up the key findings. The aim is to provide clear and concise explanations 

to both theoretical and managerial practices. Finally, so that this investigation is left open to 

debate, following the initial objective, a statement for the possibility of future research is 

presented. 
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2 Theory  

2.1 Innovation  

2.1.1 Innovation Process 

Innovation has been in the recent times subject of much attention by the academia, companies 

and governments. The interest comes from the recognition that the reason for success in many 

companies is innovation. Innovation can become a competitive advantage, crucial for economic 

performance, and induce dramatic shifts in a company´s market position within the industry rank 

(Hamel, 2006; Newell et al, 2009).  

Innovation is basically and intrinsically associated with creativity, therefore presumed as a new 

way of thinking that leads to the creation of something new and different (Newell et al, 2009; 

Harryson, 2008; Nonaka, 2007). More than only an idea or invention, innovation derives from a 

process that brings the ideas into “the real world” of tangible existence (Newell et al, 2009).  

 

Commonly described in academic research; the Innovation process is composed by different 

momentums, namely: Invention (idea generation); Diffusion (spread of ideas) and Implementation 

(application of ideas in practice) (Newell et al., 2009). Therefore, through the whole process 

different purposes are pursued in order to achieve the innovation goal, purposes that go beyond 

the creation of a new product, process or service, but also diffuse it, marketing it, and implement 

it, or commercialize it. 

The “start” of the process corresponds to the invention and the “end” of the process would be 

equivalent to the implementation or the effective transfer into real practice of such invention such 

as through commercialization. Nevertheless, we must consider this process as interactive and 

complex. The different momentums match different episodes that are sporadic, recursive and 

sometimes discontinuous that reflects the need for a spiral movement - “back and forth” - in such 

way that revision provides contextualization and openness to the environment (Newell et al., 

2009). Therefore, opposed to a stagnated process where the innovation process could be broke 

down into distinct and identifiable stages or closed compartments (Harryson, 2006). 
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Furthermore, this innovation process is embedded in social interactions; it happens from the 

implementation of new ideas by people who over time engage in transactions with other people in 

an organizational context (Newell et al, 2009). People and their heterogeneity bring value, 

translated into an intelligence amalgamation that results in new knowledge, which hardly could 

emerge on a single individual (Alag, 2009).  

These social interactions among individuals overlap any type of organizational borders. What is 

now defined as open innovation in the literature (Chesbrough, 2003) is not more than the natural 

phenomenon of society where people in search for knowledge extend their singularity as an 

individual or organization to external networks (Newell et al, 2009; Harryson, 2008; Nonaka, 2007) 

in an unavoidable societal behaviour. 

 

Admitting the complexity of social interactions, in this paper the innovation process is looked upon 

not as a linear process but as multifaceted and interactive process from exploration (invention and 

idea generation) to exploitation (use and benefit from created knowledge) (March, 2006; 

Harryson, 2008). Rather than occurring in a straightforward simple “stop-and-go” sequence, the 

innovation process occurs in iterative manner where overlapping and back and forth episodes take 

place, acknowledging the inherent uncertainty that shapes innovation (Newell et al, 2009).  

2.1.2 Continuous Innovation  

Towards goal definition, the innovation process can be developed in order to achieve a radical or 

an incremental innovation; here the decision comes to choose between a break with established 

standards and conventions, or, the choice for novelty that differentiates products without making 

them fundamentally different from the already existing ones (Lampel, Lant and Shamsie, 2000; 

Littler, 1998). Therefore, the innovation outcome is shaped by different polarities that characterize 

it.  

Throughout some innovation studies despite the recognition of innovation with the dual choice of 

radical or incremental purpose or goal, they demonstrate a lack of analysis of innovation as a 

continuous process within an organization. The current trend for innovation studies has created 

the situation where often innovators and innovation academics do not consider the competence 

and resource potential of a company to absorb innovation, in other words, it does not questions 
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continuity and sustainability through innovation. Creativity and innovation have become ordinarily 

associated with radical change, rather than incremental one. Innovation has been raised above 

value and purpose (Bilton, 2008). Change is evolutionary, by being so it requires links between 

past and future. Even revolutions or big disruptive events within radical change, have their roots in 

past small events with purpose of changing the future (Brown and Eisenhardt, 1998). Therefore 

innovation should not be partially looked upon on the extreme radical side but also be considered 

and exploited by its incremental potential. 

Also, there can be a lack of vision of innovation and its impact on the broader organizational 

picture when the focus is solely on outcomes. This trend in the academic research can be found on 

authors (among others) such as Harryson (2008) and Von Hippel (2006) who direct their studies on 

matters such as how to perform open innovation through external networks or lead users. Such 

studies single the innovation process as a project, with an inevitable start and an end.  Innovation 

in these cases can be viewed as a temporary episode, or event, rather than an adjacent growing 

and learning process steadily present in the successful organizations (Brown and Eisenhardt, 

1998). Nevertheless, some authors have previously noticed and underlined the need for 

continuous innovation in markets emerged in uncertainty and unpredictability (Brown and 

Eisenhardt, 1997; Austin and Devin, 2003). 

Brown and Eisenhardt (1997) have in their study on the “art of continuous change” declined the 

punctuated equilibrium model where periods of incremental change are succeeded by periods of 

discontinuous and radical change; instead they analyze how organizations engage in continuous 

change. Change, such as time, is continuous and eternal; organizations that manage to adapt and 

continuously re invent themselves are successful companies. Innovation seen has an event or 

project can be presumed as the succession to failure in adaptation, or the imposed need for 

reformulation after a negative period of missteps. On the other hand successful companies avoid 

crises and downturns in a natural ongoing process of innovation, not requiring urgent surgery 

innovation interventions but instead keeping themselves in a “good innovative shape” by routinely 

creating value.  

The value creation as a routine has been analysed by Austin and Devin (2004) in their theatre 

management study. Here, the continuous innovation is intrinsic to the artistic theatre production, 
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demonstrating that in unpredictable and uncertain contexts the openness to and assimilation of 

change is rather natural, necessary and fruitful for the development of the art process and its 

outcome. Therefore, creativity and innovation hold hands in a usual and almost daily process 

required to deal with the different challenges posed by the overall intervenient characters and 

context elements into play. Innovation in this case is not a unique and episodic event for reacting 

to change, it is instead ongoing, so that change can be accepted, absorbed and transformed in a 

positive manner. 

2.1.3 Innovation and creativity 

Innovation has creativity as its foundation; creative ideas are the seed elements in an innovation 

construction. The success of an innovation depends, among other factors, on the accomplishment 

on implementing these creative ideas. If a successful innovation is dependent on the creative 

ideas, the same does not happen the other way around, once creative ideas might happen without 

innovation (Amabile, 1996).   

Bilton (2008) points out that creativity is a much more complex process than “just coming up” with 

ideas, being inspired or having moments of spontaneous invention.  

The current management literature states that creativity, in a constricted manner, embodies two 

main aspects; innovation and individualism (Amabile and Collins, 1996). The first aspect applies to 

the word innovation in the sense of novelty and difference implying a deviation from the 

conventional. The second aspect refers to the requirement that creative individuals need freedom 

in order to express their individual talent and vision (Bilton, 2008). 

2.1.3.1 Novelty 

Novelty is not enough to make creativity happen, the idea of something new and different needs 

to develop into something useful and appropriate regarding “problem solving” and context 

(Amabile and Collins, 1996; Bilton, 2008). Under the patent law, innovation is recognized once 

there is present a significant step beyond what is already known or done in the field, and it must 

make a new application or technique in practice (Bilton, 2008). Therefore ideas have to be made 

tangible and expressed to the exterior of the individual mind. 

By introducing the notion of context into the creativity definition, it is also introduced the notion 

of relativism. As examples; what might be novel for an individual might be known to another one 
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and what might useful to some might be useless to others. Here factors such as cultural 

backgrounds and social aspects come into play, demonstrating the different perspectives that can 

be carried in a universe of individuals spread around the globe.  

The historical time where an idea occurs has also impact on the success of an innovation and the 

creative classification. The criteria of value can become neglected depending on the readiness of 

the market and its commercialization (Bilton, 2008). In this case art is a relevant example where 

frequently artists have their talent only recognized post-mortem.  

Creativity can then be assumed to be a complex process as the combination of several and 

unpredictable elements (Bilton, 2008).  

2.1.3.2 Individualism 

In relation to the second fundamental aspect of creativity - the individualism – different authors 

point to the aspect that an individual must possess several and different personal characteristics, 

cognitive abilities and environmental factors in order to be creative. 

Amabile and Collins (1996) describe a list of personal characteristics of a creative person such as: 

self-discipline in matters concerning work; an ability to delay gratification; perseverance in the 

face of frustration; independence of judgment, etc. The authors describe also the cognitive 

abilities of the creative individual such as breaking a perceptual set; breaking a cognitive set; 

understanding complexities, etc. In her studies Amabile (1997-1998) has developed an analysis on 

how managerial behaviour can motivate and support the development of creativity within 

individuals in an organizational context attending to the incentive and development of an 

individual’s characteristics. 

With this strong emphasis and focus on the individual Bilton (2008) produces a critic to the 

“mythology of a genius”, where as in a Hollywood storyline the individual possesses an inner, born 

talent waiting to be discovered instead of the recognition that success is earned by hard work, 

experience or training. Developing from the genius myth on the extreme Hollywood level is the 

“superstar effect” described by Caves (2000) where artists can draw many more fans than their 

competitors and consequently charge a much higher fee for their performance, at the end the 

author questions if this effect comes at all from an extra talent. Both the “genius myth” and 

“superstar effect” demonstrated how the environment can sometimes not only “kill” creativity 

(Amabile, 1998) but instead oversize it. 
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The individualism in creativity might take us to the presumption that innovation relies in an 

individual sphere. Innovation is dependent on creativity and if creativity is dependent on 

individualism one can assume that innovation, as mentioned previously in the innovation process 

definition, by being embedded in multiple social interactions (Newell et al, 2009) will be the 

amalgam of “multiple creativities” of the different talented individuals involved, directly or 

indirectly, in the process. Creativity is distributed across teams, organizations and context 

therefore being part of a bigger and complex cultural phenomenon than just an individual (Bilton 

2008) 

2.2 Creative industries 

In this paper the focus theme relies on constant innovation and how this can be performed within 

unpredictable markets. The creative industries by being emerged in creativity and innovation offer 

a rich field for a study development. These industries that deal in particular with cultural products 

are industries were creative people and a high level of product innovation is the core for creating 

market value (Caves, 2000). Caves (2000) defines these industries as the industries that supply 

goods and services that we broadly associate with cultural, artistic, or simply entertainment value. 

These industries include book and magazine publishing, the visual arts, the performing arts, sound 

recording, cinema, TV, fashion, games and even toys. Bilton (2008) adds that these industries like 

film, music, design and fashion have substantial economic value by the generated intellectual 

property such as patents, copyrights and trademarks. This substantial economic value derives from 

the fact that these industries deal with intangibles identified by Bourdieu as “symbolic goods”. 

Consequently, the economic value attributed to these goods and services are dependent on the 

subject interpretation and attribution of meaning. The creative industries are driven by value 

networks and relationships between producers, consumers and intermediaries. These 

relationships are shaped under unpredictability and asymmetry between production and 

distribution therefore creative industries are built by discontinuous, relative and volatile 

processes.  
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2.2.1 Fashion Field 

Within the creative industries this study will analyze the fashion field, in order to access how to 

deal with constant ongoing innovation. This field is rich in creativity and incremental innovation in 

order to attend to the consumers’ incremental tastes and preferences (Sargiacomo, 2008; Young 

in Barnard, 2007). It is recognized to be an industry that not only employs millions of people but 

sells to millions of people (Braham in Barnard, 2007), therefore not possible to neglect its 

relevance and success within innovation strategy in an unpredictable market. 

Fashion refers to a prevailing dress style that is adopted by a large group of people at a given time, 

therefore consider as an act of collective mood and choice (Sargiacomo, 2008; Braham in Barnard, 

2007). Companies’ innovation strategies are increasingly being influenced by style, which shapes 

the aesthetic and symbolic choices of the company’s products features and how these might be 

combined (Cillo and Gianmario, 2008). 

2.2.1.1 Fashion sources 

According to the authors Cillo and Gianmario (2008) the strategies behind style creation still lack 

understanding. Still, these authors have identified two different approaches for style creation; 

design driven and market driven. These approaches differ in terms of triggers of change (designer 

or external sources), locus of change (local or distant/global search) and the role of the individual 

(designer) versus structured units (design teams). 

The duality between market and designer driven approaches leads us to the two differentiated 

types of fashion diffusion; the “trickle down” and “trickle up” theories. The “trickle down” is the 

classical theory where fashion and fashion effects affect only the upper class (high/design fashion) 

and after it cascades down to the lower classes. “Trickle up” on the other hand brings the 

perspective that many trends are filtered from the streets (street fashion), such as jeans and 

hippie look or hip pop clothing (Sargiacomo, 2008).   

Braham (in Barnard, 2007) states that we have now multiple fashion systems in which fashion 

moves up and down along with a variety of starting points. It is argued that a fashion arises and 

falls not because a style is picked up and discarded by elite but because it no longer matches the 

developing taste. Fashion now originates from a diverse range of groups, sources and designers 

revealing that a whole series of cultural and sub-cultural groups can create their own fashion. 
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Bottom-line, the desire, amongst fashion consumers, to be stylish prevails within a social imitation 

phenomenon constituted by a “bandwagon effect” where those who consume behave like their 

fellows (Sargiacomo, 2008). 

With the development of a multiple fashion system, trend analysis has become a complex process 

for the fashion style creation and next collection guidelines definition. Both external and internal 

sources of information need to be retrieved and accessed.  External information is now collected 

more than just from fairs and magazines. Today information is also gathered from forecasting 

agencies that bring to their costumer information about the emerging trends and from consulting 

companies who develop psychographic studies, creating knowledge on consumers lifestyle and 

consumption patterns. External derived data is then combined with internal research to identify 

prevailing and future social and consumer trends. Such internal data is sourced from a fashion 

network composed by; fashion magazines, opinion leaders, suppliers, competitors, store 

managers, sales managers and data related to past sales (inventory) (Sargiacomo, 2008). 

2.2.1.2 Fashion Retailing and Manufacturing  

The possibility of several fashions derives from the growth in product diversity, growth in markets, 

increase in types of selling and mass production (Braham in Barnard, 2007). Relevant to the mass 

consumption is the rise of major retailers who have a major contribution to what is produced and 

consumed in fashion. In the advanced industrialized countries there has been a growth in the 

retailing clothing sector for sales to become concentrated in major retailing chains and in large 

buying groups (Braham in Barnard, 2007).  

Paradoxically, the search for individualism from the consumers has led to the extension of market 

segmentation and became an advantage for retailing sales. The focus shifted from large scale 

production to product differentiation, with companies now operating with lower inventories of 

stock and relying on the ability to respond quickly and flexible to fluctuations in the market’s 

tastes and preferences (Braham in Barnard, 2007). The objective of production overlapped money 

factors and underlined aspects such as quality and design.  

Retailers fundamentally rely on their manufactures, in a mutual relationship of need and 

dependency. To maintain a competitive advantage in a segmented market retailers need to be in 

close contact with their manufacturers in order to provide to and by them detailed feedback on 
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patterns of sales and even to become involved in the design of individual and batch products 

(Braham in Barnard, 2007). 

The author Braham (in Barnard, 2007) identified three different types of connection between 

retailers and manufactures intrinsically associated with the type of business, strategy or aim of the 

retailer products. (1) the relocation of production to low development countries where labour is 

abundant and inexpensive; (2) subcontracting production in the advanced developed countries to 

inner city manufacturers who employ a mixture of cheap labour in site and home workers and (3) 

new forms of production and subcontracting that include flexible specialization. According to the 

author the first type leads to fragmented operations but advances in communication channels led 

to overcome the location barrier. Flexibility and time response are important factors that have to 

be balanced with price advantage. The second type of retailer and manufacturer connection 

entails more flexibility of the output, and even though it might carry more expenses it still remains 

cheap in labour once it is controlled by ethnic minorities’ entrepreneurs who are presumed to 

work long hours at low wages. Finally the third type, flexible specialization, encompasses the use 

of new technology (computer aided design and manufacturing; CAD and CAM) that allows 

production in small batches, known as the “just-in-time” production. This type of production 

based solely on firms orders enables the manufactures to operate with minimal levels of inventory 

where patterns of sales and re orders are controlled by an exclusive information technology 

network. 

2.2.1.3 Fashion change 

Change is an innate characteristic of style (Cillo and Gianmario, 2008), even though the future 

fashion and style are hard to predict, some authors argue that it is possible to recognize 

behavioural patterns. In the fashion field exists a dialectical relationship between the new and the 

prevailing fashion meaning that the new fashion or style creation derives from the current existing 

one. Braham (in Barnard, 2007) argues that the new fashion inevitably seeks to extend, qualify, to 

comment or to contradict the existing current fashion. Young (in Barnard, 2007) on her study of 

women’s wear and its development in history argues that fashion is a process of continuous slow 

change performed in recurring cycles. This author concluded that there was always a typical 

annual fashion which was sufficiently different from the previous year and new enough to be 

recognized as the latest style. This type of incremental change would allow a smooth integration 
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and acceptance of consumers that pursue singularity and uniqueness but do not seek to be 

undesirably awkward.  

The latest author affirms that fashion is an evolution without destination, the change happens in 

an incremental matter without any foreseeable objective or aim. What we can understand from 

these authors is that fashion manages unpredictability through small incremental change, avoids 

risk by avoiding the radical, but still innovates and renews itself on a permanent and constant 

manner.  

It is relevant to understand that fashion is not an isolated impermeable field; instead it must keep 

up with the developments in other related fields such as the fine arts and the wider social 

evolution and revolutions of the world (Braham in Barnard, 2007). Therefore, becoming object of 

influence from the diverse isomorphic pressures and idiosyncrasy striving that characterize the 

creative industries. Besides the current and recent trend examination, fashion develops a deep 

familiarity with the contemporary expression need.  

2.3 Strategy, Uncertainty and Change management 

2.3.1 Strategy in the Creative industries 

The previous studies on strategy formation and implementation in the fashion field give us the 

wish for further research in the yet unexplored strategies of the creative industries, and how these 

overcome fundamental dilemmas entrenched in uncertainty. 

Even though the term creativity is frequently used in strategy studies, such as playing a role in the 

leaders’ strategic decisions (Carrol in Flood et al, 2000) it has lacked to be access in a holistic 

manner in relation to a whole industry. 

The creative industries are often criticized for being opportunistic rather than strategic, referring 

to a lack of strategy that is explained by the desire for flexibility once the unpredictability of the 

external market and internal processes is a pressure (Bilton, 2008). The assumption here is that in 

order to be “strategic” there is the need for forming long term plans and rise above the present 

situation (Bilton, 2008; Quinn, 1980).  

This “strategic” perception is rooted on the rational planning approach characterized by the 

technical realism, control and logic (Moore in Flood et al, 2000). This approach has been argued to 
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sustain lack of novelty and innovation. The answer to this rational perspective flaws, in the 

strategy discussion, has been the creative visioning. The creative visioning aims at the 

development of radical and creative long term plans that envision the organizations future (Moore 

in Flood et al, 2000). Still, both perspectives entail long term planning and distance from the 

present, not offering a satisfying answer for the need of flexibility in order to overcome constant 

change and innovation. 

By contrast, Mintzberg (1994) presented an alternative approach to strategy for organizations that 

are involved in complex, dynamic environments and require continuous innovation, such as the 

creative industries; the need for an emergent strategy. This author created the term “adhocracy” 

which provided the acceptance of uncertainty in strategy. “Adhocracy” stands for a decentralized 

and organic organizational structure able to cope with emergent new ideas from collective activity 

within mutual adjustment (Mintzberg, Quinn and Ghoshal, 2002). For this type of innovative 

organizations a bureaucratic structure would be too inflexible and a focus on an entrepreneur 

would be too centred, therefore balance between structure and presumed disorganization is 

achieved in common values of the organization members (culture) through the recognitions of 

common patterns. Such, supports the argument that creativity in strategy is not just synonym of 

radical changes but based instead on an incremental process that can let strategy to emerge, 

strategy therefore can be seen as a tool for continuously adapting to changes in realities and 

inputs (Bilton, 2008).  

2.3.1.1 Teams as strategy  

Uncertainty can be answered within the mutual adjustment of a team structure, which reinforces 

assurance through acceptance, sharing and motivation. In an industry such as fashion the 

combination of specialized individuals is abundant so “it can fuse experts drawn from different 

specialities into smooth functioning teams” (Mintzberg, H., Quinn, J.B. and Ghoshal, S. 2002, p. 

350). Teams can be defined as “a small number of people with complementary skills who are 

committed to a common purpose, performance goals, and approach for which they hold 

themselves mutually accountable” (Flood et all, 2000, p. 224). This type of structure in teams is 

necessary in organizations that need to innovate in very complex ways and are immersed in 

dynamic environments, where there is the need for cooperative efforts (Mintzberg, H., Quinn, J.B. 

and Ghoshal, S. 2002). Commonly, organizations within the creative industries are an adhocracy 
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where typically the experts are grouped in functional units in-house but deployed in small-market 

based projects to do their work (Mintzberg, H., Quinn, J.B. and Ghoshal, S. 2002) this does not 

mean that experts are solely in house but the recurrence to specialized firms and freelance works 

is also a strong reality (Caves, 2000). The decision making power is delegated to these teams 

according to the diverse kind of decisions to be made, therefore the structure becomes 

decentralized opposing conventional distinction structures such as a bureaucratic one. 

The project teams must be small to encourage mutual adjustment among their members, and 

each team needs a designated leader, a "manager." Managers are also functioning members of 

project teams, with special responsibility to effect coordination between them. To the extent that 

direct supervision and formal authority diminish in importance, the distinction between 

management and staff becomes blurred.  

In an innovative organization as the lines of hierarchical distinction are blurred so the distinction 

between formulation and implementation starts to blur also. “Teams as strategy is based on the 

notion that teams provide the mechanism to develop competitive value of the human resources” 

(Flood et al, 2000, p.231), in the creative industries such as fashion the essence and structure of 

the organization relies ultimately in the skills, creativity and talent of the team members in order 

to innovate and create artistic productions. We can presume from the above that in this type of 

industries communication of goals and objectives it is not a single one way process that cascades 

from the top management into the operational unit level but instead it is and effective integration 

of strategy at a whole flexible organizational structure. 

Teams are flexible and allow the fast redeployment of talent and resources to mobilize new ideas. 

For idea generation it is also necessary diversity and connection between apparent different ways 

and styles of thinking. Such comprises the acknowledgement that instead of the praise of the 

genius individual talent, creative workers are in fact submersed in network relations from which 

the “weak ties” (number of contacts and acquaintances) empower the individual and allow the 

transfer and communication of knowledge (Nonaka, 2007; Newell 2002; Harryson, 2008). 

Bilton (2008) identified two structural characteristics in the creative teams. The first is the mutual 

dependency in creative industries. Most of the creative industries work in project based and 

project teams are assembled from networks of specialists. Individuals need to adapt fast to 
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changes and to turnover. In this project based teams, individuals work together intensively and 

under great pressure in a determined amount of time, so the creative worker besides specialized 

has the requirement to be flexible. This might defy the argument for incremental innovation which 

is not project based and singular in a defined point in time, rather in this paper teams are 

observed as a group of people that continuously work and develop together for idea creation and 

implementation. 

The second structural characteristic presented by Bilton (2008) derives from the necessary 

flexibility and implies the need for multi-tasking; individuals have to cross individual boundaries to 

connect to others.  

Team based work encompasses its risks and dangers. Among them is the over familiarization and 

overspecialization in determined roles. Despite of the need for the team members to meet each 

other and develop trust relations there is the risk that whenever these become too familiarized 

they might fall in routine habits of thought such as the “group thinking” issue. Conformity and 

complacency should be avoided (Flood et al, 2000). Also overspecialization and fragmentation 

raises an issue that enables the “miss of the big picture”. Team members have to step back from 

their own specialist expertise and acknowledge the bigger narrative in which their work will 

eventually take place (Bilton, 2008) 

In this last situation whenever there is too much individual and task focus (as in a project based 

structure) there might be a lack of understanding of the higher organizational goals and objectives.  

Relevant to the creative industries work is that often they are modelled around aesthetic and 

social values that impel the creative worker in a motivational manner. This can also lead to 

creative tensions where opposing points of view, different criteria and reference frames can result 

in passionate disagreements. A dilemma that Lampel (2000) indentified, which encloses the 

creative industries, is the art production for the artistic values versus mass entertainment and 

financial results. The teams’ diversity and can generate obstacles to a common agreement 

towards the end product. In these situations of passionate disagreements the link to 

communication and understanding of the team members is the mutual trust and respect. 

Creativity and innovation take place themselves upon constructive disagreements and not smooth 

and mutual indifference; again in uncertainty.  
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It is essential to realise that not only the “breakthrough thinking” or idea generation is the solely 

purpose of a team, but that also the idea development which involves “problem finding and 

solving”, therefore the team constitution is not made only of innovators with divergent thinking 

but also needs the “adapters” with a convergent thinking who cement the idea development 

(Bilton, 2008). 

It is fundamental to understand and move the focus from the individual to groups in innovation, in 

order to allow an abundant and useful flow of ideas, “When a group of individuals collaborate or 

compete with each other, intelligence or behaviour that otherwise didn´t exist suddenly emerges.” 

(Alag, 2006, p. 4).  

2.3.2 Uncertainty and Change management 

 “It may even be that humans need chaos in order to survive - that chaos is an essential ingredient 

in the way we manage our finite lives in an infinitely complex world.” (Cartwright, 1991, p.11) 

2.3.2.1 Uncertainty  

After having read the previous theory sections the horizon can now be extended and dedicated to 

the complex subject of uncertainty and change.  

The level of uncertainty in an organization is proportional to the environment inside and outside a 

determined organization. In environments with fast change, uncertain markets or complex 

technologies (as the creative industries one) the organizations need to be flexible and more 

organic for being effective (Hartley in Flood et al, 2000). In this paper uncertainty is defined as per 

Milliken (1987) as related to the organizational difficulty in predicting how the environment may 

change, the impact it might have, and how the organization can answer to this change.  

It is important to point out that uncertainty is shaped by the perceptions of those in the 

organization; different individuals experience uncertainty differently and therefore behave in a 

different way towards it (Hartley in Flood, 2000).  

 

In the creative industries where mutual dependency and networking relations are present, the 

outcome of choices and decisions can rely on already internal unpredictability of different skilled 

individuals cooperating together. In addition, these industries have essentially to deal with the 

external unpredictable consumer behaviours such as the “herd behaviour”, where the consumers 
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rely on partial information from critics and hunches to base their decisions (Caves, 2000). Related 

to this is the frequent use of “buzz words” that spread among individuals and might end with 

individuals making decisions based on familiarity or trends, which can also be related to the 

judgmental heuristic of availability (Bazerman and Moore, 2008). 

Unpredictability and emergence are factors that the creative industries have to respond to.  In a 

context where “nobody knows” and “infinite variety” dominates (Caves, 2000), strategy has to 

perform evolutionary changes and be able to adapt to emergent patterns.  

2.3.2.2 Change  

Teams as strategy and an answer to uncertainty are mostly considered in theory as temporary 

project based units (Flood et al, 2000). This leads that innovation as well strategy is often looked 

upon on organizational theory as a “stop and go” cycle of revolution, constituted by a crisis 

followed by adaption and vice versa, with recurrence of project creation to solve such negative 

events.  

In this fast paced unpredictable as well in new markets, phenomena like hypercompetition result 

in competitive advantages that cannot be sustained. Commonly the solution is found in price and 

quality battles, innovation in supply chain management, new value creation, or have enough 

financial capital to outlast other competitors (D’Aveni and Gunther, 1994). This outshines how 

innovation is often looked as a temporary solution for a crisis. Within this disruptive perspective 

the authors D’Aveni and Gunther (1994) proposed the new 7-S framework: 1) Superior 

Stakeholder Satisfaction; 2) Strategic Soothsaying; 3) positioning for Speed; 4) positioning for 

Surprise; 5) Shifting the rules of competition; 6) Signalling strategic intent, and; 7) Simultaneous 

and Sequential strategic thrusts. This framework actually suggests that companies should create in 

the market specific disruptions in order to seek temporary competitive advantages within a crisis 

momentum and cause agony to the competitors. 

 

In the meantime, after each successful adaptation a new crisis rises requiring a new management 

style, leading firms to swing from one crisis into another (Bilton, 2008). The reason for such is that 

a crisis is easier to recognize, within a firms life cycle, after it has happen, rather than reading the 

warning signs before it happens. Managers when recognizing a crisis know better where they 

stand and consequently recognize that only the more drastic solutions are available to them. 
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Kauffman (1995) calls it our tendency to search for a final theory and reductionist explanations so 

that we can cope with change and feel in control of the unknown. This develops into the 

enthusiasm for radical change and the rise of a “heroic” leadership (Bilton, 2008), that can result in 

destructive attempts of total renewal. According to Bilton (2008) the solution is to build continual 

incremental change into the organization’s strategy.  

Strategy, change and consequently uncertainty are intrinsically related, strategy attempts to 

change the existing reality, but it must also adapt to the changing realities. Apparently what looks 

like radical changes often turns to be the result of the accumulation of smaller steps taken over 

time (Bilton, 2008). Following this pattern of thinking we can assume that change occurs 

incrementally and collectively rather than in a radical and sporadic manner. According to 

Kauffman (1995) small changes can have amplifying effects evoking the “butterfly effect” legend 

whereas if a butterfly flaps its wings in Rio it will affected the weather in Chicago.  

Bilton (2008) argues for the creativity strategy model in order to deal with the occurrence in 

business life of incremental change. In this model it is presumed that if organizations are 

continually experimenting and modifying on the verge of their core business they are much more 

likely to adapt to the external changes. Here organizational change encompasses both deliberate 

and reactive approaches, describing a process of incremental adaptation to external changes and 

internal intentions and according to the author not limited to growth and business expansion.  

The creativity theory acknowledges that breakthroughs are not result of a sudden stroke of 

enlightening but that these have always an unaware precedent. This theory argues that change is 

pre-emptive and continuous, rather than discontinuous and reactive, in such manner that 

organizational development is achieved not through revolutions but through an evolutionary 

succession of small business reconfiguring steps (Bilton, 2008). The last author points out two 

relevant benefits of the creativity approach: the first being that by incremental changes strategy 

gets embedded into the organizations culture, making change easily acceptable allowing all 

organization members to work cooperatively; the second benefit is that an incremental approach 

is a proactive approach that instead of avoiding change, until the crisis point is reached, it provides 

smoother transition between different phases of development.  

In parallel to Bilton (2008) creativity theory approach is the proposed “time-pacing” theory by 

Brown and Eisenhardt (1998). “Time-pacing” such as the creativity theory argues for an 
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incremental strategy change. In this theory the authors describe how companies, that compete in 

fast-changing unpredictable markets, in order to be successful can control how often to change by 

scheduling it in predictable time intervals. Opposed to “event-pacing” - an analogy to reaction to 

crises, where managers react only when there is a performance weakening - “time–pacing” 

enables managers to create their own rhythm of change in a regular and proactive manner. Brown 

and Eisenhardt (1998) argue that even in seemingly chaotic and volatile markets natural rhythms 

or pace for the companies to change can be found and transitions or shifts from one activity to the 

next can be faster and smoother.  

Both creativity and “time-pacing” approaches have sub intended the combination of old and new 

elements providing continuity and change instead of drastic and even dramatic cuts with the past 

that might ignore the experience and learning strengths.  

Organizational change is essential for strategy definition and implementation; it is not only about 

which goals to achieve but how to achieve them. In rapidly and unpredictable changing industries 

such as the fashion one, organizations need to continuously change (Brown and Eisenhardt, 1998). 

In a further development to the “time-pacing” theory, described previously, the authors Brown 

and Eisenhardt (1998) developed the strategic answer for companies that wish to be successful in 

such unpredictable markets denominated as “competing on the edge”. To “time-pacing” the 

authors added the concepts of “edge of time” and “edge of chaos”.  

 

The “edge of time” enacts the awareness in management of the past and future of the 

organization with focus on the present, on today. The present is considered to be the most 

important time frame for setting priorities, the past should be stretched by companies in such 

manner that they learn from it and the future should be reached not in an hypnotic manner but 

through proactive experimentalism in product launch.  

 

“Edge of chaos” is used to support the argument that an organization can be successful and 

change continuously in a state of balance between order and chaos. The argument is that too 

much structure and rigidness prevents innovation and change and too little structure creates 

chaos.  This is a derivative of the potential general law in chaos and complexity theory, developed 

within the natural sciences by Kauffman (1995), which embraces the study on how order can 



_______________________________________________________________________________________ 

The other side of innovation  30 

spring from chaos. This author added to the evolutionary Darwinist theory of adaption the concept 

of self organization and order by complex systems. Complex systems are constituted by a 

multitude of heterogeneous agents (birds, people or companies) whose behaviour it is not 

predictable, therefore complex (Brown and Eisenhardt, 1998).  

The curiosity about these systems is that even though they are inherently unpredictable in a long 

term and never fully understood (Cartwright, 1991) they are self organized within guidelines and 

rules (Levy, 1994). The rules associated are associated to the system in itself and not to any 

individual/agent or leader, therefore self organized.  

 

Strategy is built on pieces and not in a whole package at once, it takes part of a growth and 

accumulation process composed by several fast and agile moves in order to respond to a fast 

changing environment. In this fast speed and changing markets time is essence and the trickle 

down process from the top is not adequate (Brown and Eisenhardt, 1998). From such it arises 

Kant’s statement that the whole is greater than the sum of the parts whereas the parts exist 

because and for the whole and the whole exists only by means of the parts (Kauffman, 1995). This 

finally reflects that the structure necessary for coping with continuous change has to allow 

flexibility and decreased focus on control so that cooperation from the agents is achieved; a few 

set of rules and priorities that everyone can recite and responsibilities that everyone knows 

(Brown and Eisenhardt, 1998). 

The importance of every agent behaviour reports to the “butterfly effect” mentioned earlier 

whereas small changes can have amplifying effects and that chaotic systems are unpredictable 

plus that they can never reach the same state more than once (Levy, 1994) due to cumulative 

effects of various kinds of feedback (Cartwright, 1991).  

It is important to reflect at this moment that strategy is diverse, emergent and complicated 

(Brown and Eisenhardt, 1998). It is necessary tolerance to different individuals and adaptability to 

missteps and mistakes. There is a need for a constant re alignment with emergent or missed 

opportunities. By facing uncertainty as a possible pool of opportunities it arises also the 

embracement of mistakes as a step on the way for value innovation creation (Austin and Devin, 

2003). If incremental strategy allows this embracement and nurture of trial and error experiments 
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to not in a probabilistic manner hit success but instead to achieve it in a determined and pro active 

fashion. 

2.3.2.2.1 Opportunity and pattern recognition 

It is fundamental in change management in unpredictable markets to find, perceive and recognize 

the different kinds of opportunities; otherwise organizations might miss development and growth 

by eventually becoming outdated. To adapt and evolve a strategy is more than recognizing an 

idea; it is also on how to connect with other(s) ideas (Bilton, 2008). Opportunity recognition, also 

denominated by pattern recognition, is associated with the way by which individuals perceive 

emergent patterns amongst seemingly unrelated events (Baron, 2004). In an emergent strategy, as 

suggested by Mintzberg, the emergent patterns evolve not as a result of a preconceived plan but 

from the accumulation of apparently random, individual events (Bilton, 2008). Strategies 

themselves tend commonly to emerge from sub strategic actions, such as mergers and 

acquisitions, which are incrementally blended and transformed in a cohesive pattern that 

becomes the company’s strategy (Quinn, 1980). 

Pattern recognition is a complex process that complies with the reality that whenever we face a 

new situation (change) our decisions are based on prior experiences and judgements. Our brain 

recurs to pattern recognition and reacts to information, or ignores it, due to emotional tags stored 

in our memories (Campbell, 2009). For Baron (2004) pattern recognition is therefore relative to 

the individual, what some individuals might perceive as a pattern others might overlook it. The 

difference comes from the matching and comparison process of signals and patterns with the 

individual and particular concept of “business opportunity”.  

Baron (2006) took a step further and identified the main factors that play a determinant role in 

pattern recognition. One main factor is the active search for opportunities which is directly 

connected to a second factor of alertness or capacity to recognize opportunities when they 

emerge. This last author also makes relevant the prior knowledge factor - such as knowledge of 

the market(s), industry(s) and costumer needs - to be an important advantage. Nevertheless, the 

same author argues for the possibility of individuals to be trained and learn how to be more 

proficient in pattern recognition.  

Bilton (2008) presents a less individualistic perspective by stating that strategic planning requires 

an ability to listen selectively, identify and construct meaningful patterns from apparently chaotic, 
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disconnected events and not from a singular insight or individual inspiration. This is the ability to 

identify and build upon one’s own and others creative ideas, so that multiple intelligences and 

perspectives come together in a collection of small steps for pattern recognition. 

Recognizing, to incrementally adopt and understand emergent patterns in the company’s activities 

and procedures fosters the development of a strategy that can accommodate continuous change 

and its inherent unpredictability.  

2.3.2.2.2 Isomorphism and Idiosyncrasy   

Uncertainty and the search for new viable opportunities can originate homogenization between 

individuals, organizations, concepts and actions. Having previously identified what the creative 

industries are by defining their products and services and identifying some of their internal and 

external environmental pressures, a process of categorization by similarities occurred. This 

became the process of institutional definition where a recognized area of institutional life has 

emerged in the singularity of one field (DiMaggio and Powell, 1991; Alvarez et al, 2005).  

Neoinstitutional theorists have argued that once a field becomes well established there is an 

inevitable tendency towards homogenization (DiMaggio and Powell, 1991). It is presumed that 

organizations are structured in the same line of business by elements such as competition, state or 

profession and that distinctive pressures leads them to become similar to another (DiMaggio and 

Powell, 1991). Due to environmental determinant characteristics organizations are forced to 

resemble other units that face the same set of environmental conditions, developing and 

homogenization process denominated by isomorphism (DiMaggio and Powell, 1991).  

Isomorphism can bring to the organizations the advantage of integration, implying survival and 

success (Meyer and Rowan, 1991) to which in addition, measurement and positioning schemes 

within other organizations in the same field enables the construction of an organization’s identity 

(Albert and Whetten, 2004). The cons of isomorphism are without doubts relevant for the 

innovation process, once it is implicated that diversity and ability to change gets lesser within the 

field (DiMaggio and Powell, 1991). Ultimately, the “iron cage” trap explained by Max Weber 

(DiMaggio and Powell, 1991) within the bureaucratization phenomenon studies, represents the 

“nightmare” for innovators, where these constraints become so powerful that they might become 

irreversible.  



_______________________________________________________________________________________ 

The other side of innovation  33 

DiMaggio and Powell (1991) identified three types of constraints or pressures that produce the 

isomorphic change: (1) coercive isomorphism that derives from political influence and 

legitimization; (2) mimetic isomorphism that results from standard responses within the field to 

uncertainty and (3) normative isomorphism that derives from the standardization of the different 

professions (education and legitimization). 

Having acknowledged that the pressures for homogenization exist within an industrial recognized 

field it is relevant to point that together with the process of institutionalization the process of 

deinstitutionalization also takes place. Deinstitutionalization is the process of creating something 

distinct has often led to a disruptive process of existing contemporary formalized structures, 

making institutionalized forms and practices to fall into disuse (Delacour and Leca, 2008). Delacour 

and Leca (2008) in their studies of the French art exposition in the 19
th

 century (Le Salon) 

demonstrate how a field configuring event became the starting point for a chain of events that led 

to an artistic revolution, the modernism.  

Another deinstitutionalization perspective is sustained by Alvarez et al (2005) who argue that 

institutional creation and change happens from exceptional creative and innovative individuals 

that challenge the existing ways of doing things. These individuals are denominated by mavericks 

and embody the optimal distinctiveness concept encapsulating that the need for differentiation 

also requires the need for integration in order to achieve recognition and success (Alvarez et al, 

2005). The latest mentioned authors studied how mavericks protect and build their idiosyncrasy 

through particular mechanisms such as the creation of their own organization and partnering 

between business individual and the maverick at the organizational top level.  

Ironically, the study of Alvarez et al (2005) also reaches the conclusion that while shielding 

idiosyncrasy and escaping from the “iron cage” the mavericks end up forging their own “iron 

cage”. This statement elucidates us that there is a cycle of isomorphism, experimentation and 

disruption that will continue within change as undetermined and uncertain. 
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3 Methodology  

The basis and ideas for this thesis emerged from the interest on how successful companies 

manage continuous innovation in unpredictable markets. This interest was raised by the courses 

on innovation and organizational theory attended through the enrolment on the Master degree 

on Management of Creative Business Processes at Copenhagen Business School.  

The focus of this thesis research is, therefore, on the Creative Industries and in particular the 

Fashion industry because of their illustration of rapid response to change and uncertainty 

management. The fashion business cases selected are inserted in high competitive segments and 

have considerable rates of product change. These cases provide a good frame for studying and 

researching strategy and innovation in situations where change is a key challenge and 

performance indicator. 

3.1 Epistemological view 

The aim of this study is to be a qualitative research in order to have the opportunity to critically 

and reflexively understand and contextualize the complexity of a business phenomenon such as 

innovation (Taylor and Bogdan, 1998). To understand encompasses the need for facing the 

inherent likelihood of individual reference frames to differ according to distinct reality 

experiencing.  

 

In this thesis there is the recognition, embracement and belief that reality is a product of social 

construction, as such, all social reality is constructed by social actors (Esterberg, 2002). Where the 

meaning of actions and words is framed, attributed and determined by cultural and societal 

influence (Esterberg, 2002). Meanings are created and possibly transformed by a process of 

interpretations attached to an individual or group of individuals and their built knowledge. 

Consequently, it is presumed that there is no single reality or truth apart from the one constructed 

by the individuals (Esterberg, 2002). This view over reality or paradigm that sheds light or shadow 

over this research is denominated by social constructionism  
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Esterberg (2002) explains the three main premises that underlie this epistemological position. 

Firstly, humans act towards things based on the meaning that those things have to them. The 

reaction to outside stimuli might be attended or neglected according to the referential knowledge 

frames that an individual carries. The second premise underlines that meanings are the production 

of social interaction. This is a process of learning that remotes childhood where usage and value 

are taught or transmitted by societal references. The last fundamental premise gets us back to the 

interpretation process that determines meanings. When interpreting individuals collect “clues and 

tips” from the surrounding environment in order to achieve conclusions and act accordingly.  

 

The fundamental awareness that social constructionism provokes in a researcher is the idea that 

there exists a potential infinite number of alternative constructions for reality and events (Burr, 

1995). This can lead to an extreme relativism that questions all possible categorizations such as 

gender, race or even disability or a phenomenon like oppression. The nihilism threat could lead to 

apathy in research. In this current thesis relativism leads to the recognition that whatever 

judgements present in this paper are inevitably based on a cultural and historical located system 

and will be defended within this system no matter their intrinsic relativism (Burr, 1995) 

3.2 Research Design  

The research design is a multiple case study, this strategy was chosen in order to understand the 

dynamics present in single but comparable settings. This research has the aim to extend and test 

already existing theory with the possibility of creating new insights (Einsenhardt, 1989). An 

independent study of each case will be carried so that a possible confirmation or disconfirmation 

of strategic insights happens and brings the possibility to be extended and generalized across 

other business contexts.   

 

This thesis vividly considers the specification of the population in study to reduce extraneous 

variation and to clarify the domain of the future findings; therefore the cases are limited to the 

chosen field of research of fashion industry (Eisenhardt, 1989). All the cases belong to big 

international organizations within retailing and wholesale of garments and are intrinsically 

emerged in market unpredictability. In the thesis analysis it is present the consideration and 
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integration of factors from the industry which the cases belong to and the possible impact of the 

parent company that might influence how strategy and innovation are carried.  

 

The sources for data are multiple, both primary and secondary, such as interviews, observations, 

internal and external organizational documentation and articles. Since this study is a qualitative 

one the evidence is found in words (e.g. interview transcripts) or text and not in numbers or 

statistics as it would be in a quantitative one. 

Primary data was drawn from the research on two cases, the fashion brands Jack & Jones and 

ONLY that are both subsidiaries of the same Danish parent company (Bestseller). Both collection 

and analysis of the data were done at business unit level by considering it to be central and 

fundamental for organizations that compete in high and constant market changes. The third 

business case is the brand Zara that is owned by the Spanish company Inditex. For this case the 

date collection was done trough a secondary channel, such as previous study cases.  

The research sample consists therefore on three international business cases with headquarters in 

Denmark (two cases) and Spain (one case). The three business cases are measured according to 

the degree of risk and operational response (See Fig.1). By operational response it is meant the 

degree of influence that planning and forecasting, or, the reaction to consumers’ wishes and 

trends have on the creation of new products. Risk will be the axis that locates and measures the 

degree by which organizations are exposed to volatility and unpredictability of their products 

release. The logic behind such measurements is to assure that future findings are applicable to 

other businesses and industries through a system of general positioning.  

3.2.1 Obstacles  

The cases were selected in advanced due to time and resources constraints. Such factors also 

made it only possible to carry three case studies which might comprehend the danger and the risk 

of the findings to be unconvincing by resting in a limited scarce number of cases. Still, this 

limitation has been fought by in depth and extensive interviews and documental analyzes of the 

few cases. In addition, results will be linked to the literature allowing further corroboration of 

internal validity and generalization for the research. In addition the strong focus of this study in 

well defined parameters. 



_______________________________________________________________________________________ 

The other side of innovation  37 

Essentially throughout the whole research process a strong focus within a well defined perimeter 

of research on how to perform innovation in uncertainty and as Mintzberg (1979, p. 585 in 

Eisenhardt, 1989) noted: "No matter how small our sample or what our interest, we have always 

tried to go into organizations with a well-defined focus—to collect specific kinds of data 

systematically."  

3.3 Case Selection 

The case selection followed the criteria of success and relevant positive financial results on a 

routine basis, in well established companies that extend to international settings to avoid isolated 

reflections of a local phenomenon. The cases were chosen in order to extend emergent theory, fill 

theoretical categories and provide examples of almost polar types within the same set of market 

conditions/pressures, business aims and consumer target (Eisnehardt, 1989). Therefore, the 

sample was not random but selective and specific to extend the theory to newer and broader 

range of organizations, so that the findings in these multiple case study can be replicated in other 

organizations within the same categories under the same circumstances (Eisnehardt, 1989). 

 

One of the cases, Zara, has high sense of response and faces high volatility and uncertainty. That 

means that this company is competing at the edge of the last trends in fashion and pursues the 

understanding of costumers’ wishes. This enables the possibility for study on what strategies 

facilitate a successful performance on the verge of a chaotic, stressful, frenetically transforming 

environment. On the other hand the second case, Jack & Jones, has lower sense of response and 

lower volatility. For the members of this organization strategic choices are more involved in long 

term planning and trend forecast. It provides this study an interesting point within natural 

uncertain market such as fashion. The last selected business case, ONLY, offers the intermediate 

position towards market trend reaction and risk taking amongst the other two cases, avoiding 

extremist and particular basis for any point of view (See Fig.1).  

Of high relevance for the case selection were factors of data availability and cooperation 

willingness of the organizations here analyzed.   
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Figure 2.  Study Case; Risk and Response 

 

3.4 Case Presentation

All the following case information had its source on the official companies’ websites and 

respective 2008/09 annual reports.  

3.4.1 Bestseller 

3.4.1.1 History 

Bestseller A/S is a family owned clothing company founded i

Troels Holch Polvsen. Their current headquarters were established in 1987 in the central Jutland 

town Brande. On the same premises are located 

and marketing departments. The 

that later became a children’s brand and in 

under the same last name. A second 

the company focus was on women’s fashion but soon started developing men’s and children 

fashion. After the 1987 there wa

of men’s clothes brand Jack & Jones

children’s clothes name it in 1996

new products such as accessories 
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Case Presentation 

All the following case information had its source on the official companies’ websites and 

respective 2008/09 annual reports.   

Bestseller A/S is a family owned clothing company founded in 1975 in Ringkøbing, Denmark, by 

Their current headquarters were established in 1987 in the central Jutland 

town Brande. On the same premises are located their several different brands design and

departments. The first established brand for women’s clothes 

a children’s brand and in 2008 merged with another children’s brand name it

under the same last name. A second women’s clothes brand Vero Moda is created 1987

company focus was on women’s fashion but soon started developing men’s and children 

there was an expansion of product range and segmentation by the opening 

Jack & Jones in 1990. Later the young woman clothes 

in 1996. The product differentiation reached also 

new products such as accessories with the creation of the Pieces accessories in 2003.
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All the following case information had its source on the official companies’ websites and 

n 1975 in Ringkøbing, Denmark, by 

Their current headquarters were established in 1987 in the central Jutland 

several different brands design and sales 

women’s clothes was EXIT in 1986, 

merged with another children’s brand name it, 

women’s clothes brand Vero Moda is created 1987. Initially 

company focus was on women’s fashion but soon started developing men’s and children 

expansion of product range and segmentation by the opening 

ater the young woman clothes brand ONLY and 

. The product differentiation reached also some focus in other 

Pieces accessories in 2003. 
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The first store outside Denmark was opened in 1988 in Norway, its internalization gets more and 

more extended reaching China in 1997, Lebanon in 2002 and Canada in 2008.  

Today the company is owned by Anders Holch Polvsen, CEO of a company that owns more than 

1.200 stores (280 in Denmark). 

This company employs 41.000 people who design, sell and perform marketing on the different 

Bestseller’s brands.  

3.4.1.2 Brands/Subsidiaries 

The Bestseller clothes and accessories are sold to men, women, teenagers and children under the 

following brand names: 

• Women’s clothes 

o Vero Moda 

o Pieces accessories  

o mama – licious 

o VILA 

o ONLY 

o SELECTED FEMME 

• Men’s clothes 

o Jack & Jones 

o Outfitters Nation 

• Children’s clothes 

o name it 

 

3.4.1.3 Markets and Suppliers 

Bestseller’s clothes are sold in Europe, Asia, Middle-East, China and Canada through more than 

5.700 chain stores and 12.000 multibrand retailers in 43 different countries. Bestseller is the 

supplier to these stores but does not manufacture or owns any factories. Bestseller’s suppliers are 

located in China, India, Bangladesh, Turkey and Italy. 

3.4.1.4 Key Figures 

Despite the growth stagnation compared to previous years according to Bestseller’s annual report 

the turnover for 2008/09 was €1.7 billion, profit before tax was €155 million and the equity 

amounts to €884 million, which makes it one of the largest fashion companies in Europe. 
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3.4.1.5 Bestseller selected brand cases 

 

Jack and Jones 

Jack & Jones was founded in 1989 and is now among Europe's leading manufacturers of 

menswear.  This is mainly a jeans brand that aims to create a casual look for man in close 

cooperation with designers from Italy. 

In order to attend and retain customers through a higher “life consumption expectancy” Jack & 

Jones has four different collection lines that attended to different segments and lifestyles of a 

man: 

Jeans Intelligence 

Jeans Intelligence is the core product of the Jack & Jones and is designed for man with an active 

life but still with style concern.  The Jeans are fitted and fashionable, T-shirts and knits are with 

“funky” designs and colours and qualities. This type of men is supposedly inspired by rock music, 

history and the urban culture. 

Premium Vintage 

Premium Vintage is designated for casual and sporty men that need occasionally to dress more 

formally. The collection aims to be casual and comfortable. The various styles of jeans, T-shirts and 

sweaters are mainly made of soft grades in greyed colours. 

 

Premium 

This line of Jack & Jones targets the sophisticated and classic men. The Inspiration for this type of 

men is architecture, film, art, culture and design. The design is simple and stylish. Colours are 

assembled in order to emphasize this type; classic, but still trendy style. 

 

Premium Tech 

The collection has a clean and sporty look for men that appreciate an active outdoor life. The goal 

is to provide multifunctional clothes that can be used for everyday situations to varying weather 

but also for active sports such as golf, running, skiing, hiking, fishing, etc.  
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Only 

The ONLY brand was introduced to the Danish market in 1995. Today, ONLY has more than 1100 

shops in Europe, North America, the Middle-East and China. This brand aims at satisfying the 

clothes aspirations of young girls. This brand is originally a jeans brand but other qualities and 

clothing products take today important role in their collections. 

According to market and costumer segmentation ONLY’s collections are divided into three girl 

types; true, edge and love. Each type has its own wardrobe, styling and view of life still under the 

main lines for ONLY brand as “young and fun”. 

True 

True is fresh down-to-earth and a simple type of girl that is presumed a natural and confident 

look. This type of girl finds inspiration in her boyfriend´s wardrobe. The collection enhances jeans, 

sweaters and comfortable fittings.  

 

Edge 

This style addresses the type of girl that is unconventional, daring and provocative; therefore the 

clothes tend to be intricate both in materials and style. The inspiration for this type of girl is music 

and “cool designers” 

 

 

Love 

Love is for a feminine bohemian style girl that appreciates sequins, girly colours and the glam of 

stylish celebs, slim destroyed jeans, printed t-shirts and is inspired by vintage and the underground 

music scene. The image created for love girls is to be “pop princesses” with focus on dresses, 

colours and jewellery. 

3.4.1.6 Vision, Mission and Identity 

Bestseller and the two brands selected share the values for identity, aspirations for mission and 

premise for vision.  
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Vision: “One World, One Philosophy, One Family” is Bestseller’s motto. This slogan represents the 

company´s wish to overcome cultural differences amongst the diversity, not only of employees but 

brands as well, in order to achieve a successful cooperation that promotes quality, extraordinary 

results and good values. Also this sentence besides transpiring team effort it also expels the wish 

for linking past with future in a family grounded orientation 

Mission: To offer the right product, at the right time, at the right price to costumers all over the 

world 

Identity: Not be hyper artistic or trendsetter and at the same time not be either uninventive or a 

trend adapter. Bestseller and its subsequent brands aim at a creative way of mixing, producing and 

translating the latest trends into affordable clothes.  Their goal is to be recognized by the core 

costumer as commercial fashion brands.  

 

3.4.2 Inditex 

3.4.2.1 History 

Inditex Group is one of the largest fashion retailers in the world, owned and founded by Amancio 

Ortega Gaona. Inditex headquarters are located since 2000 in Arteixo (La Coruña, Spain). Amacio 

Ortega started his career in 1963 as a clothing manufacturer with a venture denominated 

Confecciones GOA. The first shop of its most renowned brand Zara opened in 1975 in a street in 

downtown A Coruña, Spain. After the popular expansion of Zara shops in Spain, the Inditex Group 

(Industria de Diseño Textil) is created in 1985 as a holding company for a group of businesses 

operating at that time.  

The first international shop was opened in 1998 in Oporto, Portugal. From then the 

internationalization of this brand becomes unstoppable with shops opening in New York (1989), 

Paris (1990), Mexico (1992), Sweden (1994). The number has today reached 4.607 stores, located 

in 400 different cities, in 74 countries in Europe, the Americas, Asia and Africa. 

Inditex started increasing its brand portfolio with creation of the retailer Pull and Bear and the 

65% acquisition of Massimo Dutti in 1991, followed by the creation in 1998 of Bershka and 

acquisition in 1999 of Stradivarius. The product portfolio also increased with the opening of Oysho 
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a lingerie brand in 2001 and launch in 2008 of Uterqüe, a retailer specialising in accessories and 

other fashion extras. 

3.4.2.2 Brands/Subsidiaries 

• Zara; product offer ranges from daily clothes or informal, to the more serious or formal 

ones such as dresses and suits for festival events. This brand offers fashion for women, 

men and children. 

• Pull and Bear; offers casual, laid-back clothing and accessories for young people with a 

urban style, at accessible prices. 

• Massimo Dutti; offers elegant, classic and studied clothing designs for daily and formal 

clothes. It is more expensive than the rest of stores of the group. It provides fashion for 

women, men and, recently, for children. 

• Bershka; clothes that present a youthful style for girls and boys 

• Stradivarius; clothes that present a youthful style for girls 

• Oysho; sells Lingerie and women's underwear (but also includes pyjamas, accessories, 

bathing suits in the summer, etc) also presents collections for little girls and babies. 

• Zara Home; a shop dedicated to sell interiors, utensils for household furnishings, 

accessories and kitchenware 

• Uterqüe; sells accessories including shoes, handbags, jewellery and sunglasses. 

 

3.4.2.3 Markets and suppliers 

The Inditex Group is made up of more than 100 companies operating in textile design, 

manufacturing and distribution. A significant proportion of production takes place in the Group’s 

own factories, that mainly manufacturers the “most fashionable garments”.  The group takes 

direct control of fabric supply, marking and cutting and the final finishing of garments while 

subcontracting the garment making stage to specialist firms located predominantly in the North-

West of the Iberian Peninsula. The Group’s external suppliers, a high percentage of which are 

European, generally receive the fabric and other elements necessary to make the clothing directly 

from Inditex.   
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3.4.2.4 Key Figures 

In the 2009 yearly report Inditex presents a steady increasing growth compare to previous years, 

the Group’s net income/profit totalled €1,314 million, from a net sales/turnover of €11,084 million 

ending with a dividend of €748 million. 

 

3.4.2.5 Selected Inditex case 

 

Zara 

Zara is present in 74 countries by its network of owned 1.395 stores in upscale locations in the 

world´s largest cities. Zara stores have men's clothing and women's clothing, each of these 

subdivided in Lower Garment, Upper Garment, Shoes, Cosmetics and Complements, as well as 

children's clothing (Zara Kids).  

Zara women and men collection is divided in Zara women/men (for formal style), Zara basic and 

the Zara sport, adding for teenagers, boys and girls, the sub-brand Zara Casual and finally Zara Kids 

for children. In this sense the general public from all age groups can be seen as potential 

customers targeted by specific sub-brands of Zara. 

Zara's approach to design is closely linked to their customers. A non-stop flow of information from 

stores conveys shoppers’ desires and demands, working with a creative team of 200 people. Their 

business model is costumer based and includes design, manufacture, distribution and sale through 

an extensive network of group owned shops. 

This company has a fast response to market changes and it is claimed that Zara needs just two 

weeks
 
to develop a new product and get it to the stores, compared with a six-month industry 

average, and launches around 10,000 new designs each year. One of the most unusual strategies 

was Zara´s policy of zero advertising; the company preferred to invest a percentage of revenues in 

opening new stores instead. 

3.4.2.6 Business Model 

A major factor for Inditex and Zara’s success is both parent and subsidiary company business 

model.  
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The Inditex business model is characterised by a high degree of vertical integration compared to 

other models developed by other international competitors. It covers all phases of the fashion 

process: design, manufacture, logistics and distribution to its own managed stores. It has a flexible 

structure and a strong customer focus in all its business areas. The key element in the organisation 

is the store, a carefully designed space conceived to make customers comfortable as they discover 

fashion concepts. The store is also where the company obtains the information required to adapt 

the offer to meet customer demands. The key to this model is the ability to adapt the offer to 

customer desires in the shortest time possible. Time is a relevant factor considered, above and 

beyond production costs. Vertical integration enables Inditex and its subsidiaries to shorten 

turnaround times and achieve greater flexibility, reducing stock to a minimum and diminishing 

fashion risk.  

3.5 Data Collection 

The primary data, for Jack & Jones and ONLY cases, was collected through interviews and 

observations. The main source for this data was three semi structured interviews with ONLY 

designer and buyer and a Jack & Jones sales manager. These individuals, who are responsible, at 

some level, for individual projects and small portfolios of activities, portrayed the different 

business units and functional areas within a fashion retailing company. These interviews were 

conducted during a visit to the headquarters of the parent company, Bestseller, located in Brande, 

Denmark. The interviews on average lasted for approximately ninety minutes. The interviews were 

audio recorded and on site observations during breaks, lunch and site visit were documented by 

photographs and diary notes.  

3.5.1 Interviews 

As previously stated the interview type was guided and semi structured, as such they followed an 

outlined of topics, issues and themes but the responses given by the participants were open 

ended, so that despite the pre planned questions as conversation initiation the conversation can 

flow into many pertinent directions (Eriksson and Kovalainen, 2008). The major advantage of such 

was that the material gathered was systematic but allowing the interview to have a conversational 

and informal tone (Eriksson and Kovalainen, 2008).The interviews structure started with opening 
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questions towards the interviewee background and insight over the organizations business 

dynamics. Key strategic issues were covered facing information sources and pattern recognition, 

decision making and supplier relations. Particular attention was paid to the innovation process and 

the product portfolio/collection development that is, besides the company’s core business, the 

foundation for the company’s successful presence in unpredictable and fast changing markets. 

Therefore, the interview guide was based on already existing theory constructs on innovation in 

uncertainty, so whenever these constructs emerged on the interview interaction it was created 

the opportunity to triangulated it and ground emergent findings (Eisenhardt, 1989). 

As such the interview research approach had focus how meaning are produced translated in the 

dominance of “how “questions, within a constructionist approach (Eriksson and Kovalainen, 2008). 

 

3.5.2 Secondary data 

Secondary data for all cases was collected from varied sources such as the companies’ websites 

and annual reports and business databases. Documents are a fruitful source of unrevealed 

organizational representation, since they express the company reality to others and themselves 

and from others to them.  

Essentially on Zara case analysis there was a strong basis on previous case studies, produced in 

academic journals of renowned business schools. Though there is a certain limitation and inability 

to direct the data to be collected, this was overcome by the extensive and detailed data character 

provided on these texts about Zara business operations. 

 

3.6 Data Analysis  

As an abductive study theory has, consciously or unconsciously, in a deductive manner, influenced 

this study, yet at the same time, induction also took place during the research so that data was 

analyzed and provided new non available theoretical insights that by being formalized in  

abstraction and conceptual propositions become “new theoretical presumptions” (Berg, 2007; 

Eriksson and Kovalainen, 2008). 
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3.6.1 Cross-case analysis  

In parallel with the author Eisenhardt (1989) it is recognized that analysing the data is the heart of 

this research paper and it was the most complex part of the process. The main procedure and aim 

was to get intimate and familiar with the data, with each case initially as standalone identity 

(Eisenhardt, 1989). At this stage there was a complete immersion in the data by reading and 

reflecting on it several times. Instantly, the familiarization process enables the emergence of 

patterns and it accelerated instinctively to a cross-case comparison or analysis.  

The data was initially analyzed in separate case studies, shortly after these were contextualized 

under the same category, discrepancies and dissimilarities, and/or, agreements and similarities 

emerged in patterns. Naturally, it turned into a cross-case analysis by the identification and 

classification of these patterns. By comparison, an illustration of change management and 

innovation in companies that are emerged into unpredictable markets started to appear.  

Eisenhardt (1989) pin pointed theoretically this tactic as the process of selecting categories and 

look for within-group similarities, coupled with intergroup differences. Such forces the researcher 

to go beyond initial impressions improving the likelihood of achieving accuracy, reliability and, 

important and pleasant, the enhanced probability of capturing novel findings while answering to 

the research questions. 

 

The process that enabled a cross-case analysis here selected was content analysis. This was 

selected once the aim of the study, within a qualitative research, was a search and consideration 

for the understanding of the meaning of the interviewees’ responses and perspectives (Berg, 

2007). Content analysis, chosen in this research to focus on the meaning of the texts, provides in a 

systematic manner the ability to recognize theme patterns on how subjects and authors of textual 

material view their world (Esterberg, 2002) 

The analysis developed under the dimensions/themes that were suggested by the existing 

literature presented in critical manner previously on the theory chapter.   

Audio recorded interviews were transcribed into text format and once treated by open and 

focused coding different empirical categories emerged under the structure and alignment themes, 

this was a process that allowed high familiarization with the data.  



_______________________________________________________________________________________ 

The other side of innovation  48 

3.6.2 Data Coding 

The method used for the first approach to make sense of the data gathered was the data coding. 

In a qualitative manner the aim here was not to assign numbers to cases but instead to focus on 

the potential meaning of the data. In a perhaps non orthodox manner both the interview 

transcriptions, from ONLY and Jack & Jones, and case studies, from Zara, were analysed through 

coding. Following Esterberg (2002) described approach, this process entailed three steps: first, to 

identify and notice relevant phenomena; second, collect examples within the same case and 

others of those phenomena and finally to analyze these phenomena in order to find similarities, 

differences and patterns amongst and within the different cases.  

This process was initially to develop hunches and ideas, later by refining the coded data, the 

themes became defined as well. 

3.6.3 Open and focused Coding 

Initially the data was analyzed through open coding. As such it was carried intensive work with the 

data were line by line themes and categories of interest were identified in an open manner 

Esterberg (2002). As this method was carried the familiarization with the data started taking place 

and so naturally patterns started to emerge. After the open coding it was carried the method of 

focused coding where again the data was reviewed line by line but this time with focus solely on 

themes identified previously. This enabled the collection of specific narrative examples and 

descriptions for each case that provided findings validation  

3.6.4 Enfolding theory 

Of much relevance to this research analysis and findings is the strong inclusion and argumentation 

within current available theory. This evolved through the data analysis by constantly asking what is 

this similar to, what does it contradict and why (Eisenhardt, 1989). 

A broad range of literature was considered in this research. In the previous Theory chapter it is 

presented already in a critical manner were conflicts are discovered by juxtaposition of different 

authors under the same theme. Later it is brought to the analysis chapter to purposely increase 

the debate and confidence on emergent findings. If the findings showed to be contradictory to the 
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existing theory this provided a satisfying opportunity for creative and frame breaking thinking 

(Eisenhardt, 1989). In fact, the aim of this research is the juxtaposition of the data gathered with 

the already existing theory (contradictory or not), underlying phenomena that normally weren’t 

associated with each other, so that theory generalization is sharpened and the level raised 

(Eisenhardt, 1989). Due to the limited number of cases that the findings of this research rely upon, 

the link between theory and data is essential and prime in this research in order to attribute 

further corroboration of internal validity to the results. 

3.6.5 Reaching closure 

The data analyses together with the method of coding and even the theoretical review reached an 

end when in a satisfactory manner reached the point of saturation. The iteration process stopped 

when the incremental improvement was minimal (Eisenhardt, 1989) and no relevance was found 

in order to provide any addition or retraction to answering the posed research questions.  

Ultimately, this was an ongoing iterative process where data and theory were frequently revisited 

as strategy and organizational characteristics emerged. Hypotheses were not developed a priori, 

so that an open and creative development of a theoretical logic was possible.  

The closure is reached with the aim for the final product of this case study based research to be a 

set of propositions on how to act and think about innovation in unpredictable markets and the 

possibility to achieve a midrange theory on such theme (Eisnehardt, 1989). The motivational 

intention of providing new creative insights from the juxtaposition of paradoxical or consistent 

evidence from the data here analysed (new deeper knowledge) with existing theory (current 

knowledge), shaped and guided the whole process. 
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4 Analysis and Findings  

This chapter will present a number of sections containing the analysis that correspond to each 

sub-research question. The division comprehends four main sections that were identified and 

extracted from the empirical data, namely: Strategy; Pattern recognition; Change management 

and Innovation. 

Each different section implies answering to a specific sub research question, through independent 

case study analysis that consequently in natural unavoidable association also becomes a cross case 

analyzes. Contrasts and similarities, under the same subject, are drawn from the collected data 

and theory propositions. At the end of each section it will be presented a summary of the 

contrasting results (See Fig, 4; 5; 6 and 7). The end of the chapter will culminate with a findings 

summary of results in order to sketch the answer to this research on how to perform innovation in 

uncertainty (See Fig. 8). 

The structure aims at provide a journey to the reader, a climb into the apex of the subject of this 

paper - innovation in unpredictable markets - describing how to behave and which steps to take. 

Such as in a travel book, first it will be explained how to cope with the habitat, or the 

environment, that composes the place of study. Strategy is “the habitat” and it is comparable to 

the instruction manual, or kit with guidelines on how to be prepared or survive in an unpredictable 

market. After such decompression and the mental scenario described, it is introduced how to start 

the trip, how to find the best rail to follow; “the beginning”, opportunity or pattern recognition. 

Once the path is defined and the journey is started, guidelines on how to deal with the 

unexpected “the rocks or fresh water along the way” and take advantage from it are proposed. 

Finally, guidelines on how to carry on, achieve and climb the last miles to reach the “summit” or 

innovation with success in an unpredictable land will be suggested and demonstrate ultimately 

that such guidelines where present in the whole way (See Fig. 3).  
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Figure 3. Findings structure and cycle 

 

4.1 Strategy; “The habitat”

How do companies that face unpredictable markets “strategize”?

4.1.1 Live today 

As described by Bilton (2008) the creative industries are consider opportunistic rather than 

strategic. This criticism comes from the assumption that strategy simply implies long term rational 

or visionary future planning (Moore in Flood et al, 2000). The data here an

strategic success implies flexibility for accommodation of a constantly cha

market. The research demonstrates

the priority, the past is stretched and learnt from and the future is reached through 

experimentalism, living in the “edge of time and competition”

Eisenhardt (1998).  

This is particularly expressed and visible in a creative industry such as fashion, where the core 

business and strategical thinking 

current or today’s trends; as ONLY designer expressed “to find how the trend

now”. Bestseller cases expressively demonstrated that the past is looked and taken into account 

by the awareness of high sales figures on particular products which are kept 
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How do companies that face unpredictable markets “strategize”? 

by Bilton (2008) the creative industries are consider opportunistic rather than 

strategic. This criticism comes from the assumption that strategy simply implies long term rational 

or visionary future planning (Moore in Flood et al, 2000). The data here analyzed suggests that 

strategic success implies flexibility for accommodation of a constantly changing unpredictable 

live and react to the “today”. The present is 

the priority, the past is stretched and learnt from and the future is reached through 

as argued also by Brown and 

icularly expressed and visible in a creative industry such as fashion, where the core 

are determined by the ability to follow the present and the 

as ONLY designer expressed “to find how the trend in London looks right 

now”. Bestseller cases expressively demonstrated that the past is looked and taken into account 

by the awareness of high sales figures on particular products which are kept by within a similar 
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style for the next year’s collection. This encompasses the experimentalism by engaging into the 

future while presenting new lines and tendencies in some items in the shops for signalizing the 

upcoming trends. 

From the data collected meaningful illustrative examples to support that “live today” argument 

emerge, such as ONLY designer statement “Even though we plan and organize we always have to 

be open minded for new things and catch up new balls [...] that is our strength, that we are able to 

do these changes and quick reactions to trends ...” and Jack & Jones interviewee stated “ We are 

getting sales figures everyday of what is being sold, we are always reacting on things that we are 

knowing [...] we want to have what is successful right now selling in the shops [...] to have the right 

product at the right time [today]...” 

Similarly Zara strategy is to follow the fashion of today instead of betting or predict the future on 

them (Mcafee, Dessain and Sjoman, 2004). Therefore in an unpredictable market where costumer 

demands are hard to forecast the key to Zara’s model is the ability to adapt the offer to customer 

desires in the shortest time possible. Besides that its rapid product turnover stimulates the sense 

of freshness and scarcity that impels the costumer to also live the today and “buy now because 

you won’t see this item later “(Ghemawat and Nueno, 2003; Mcafee, Dessain and Sjoman, 2004). 

4.1.2 Small steps for a long way 

Coming from the rational above it is logical to realize that “living the today” means also to live 

everyday so that strategy is developed in small consecutive steps towards achieving the big 

innovative goal. Revolutions, their agents and reactors do not follow a one day combination. This 

evokes the “butterfly effect”, explained by Kauffman (1995), whereas small events can have 

amplifying effects, whereas small things combined can create a big result. 

Continual incremental change (every day small steps) is brought into the organization’s strategy in 

order to deal and react to constant change (Bilton, 2008; Brown and Eisenhardt, 1998). In 

Bestseller cases here analyzed small steps are translated into the voluntary repetition with new 

versioning of best sold styles. This happens before the gradual insertion of new styles into the 

shops in order to overcome unfamiliarity issue with the costumers on a weekly basis. As explained 

by ONLY buyer “This is actually the role where the buyers come in to see what sold the last 

collection or last year in these given months [...] if a style sold really good it is easy to sell it again 
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in a new version, maybe with a new print or verging to the trend” to which the Jack & Jones sales 

representative added “it is always themes we are working with and those themes have to have an 

overlap to change from one theme to another theme [...] What is important for us is that even if a 

customer is coming every week to the shop the costumer has to see a new product every single 

week. There will always be several new products every single week in the shop ...” 

Zara also encompasses a small but constant steps strategy whereas the design teams continuously 

work on products for the current season (today) by creating constant variations, expanding upon 

successful items and continuing in season development towards the next season (Ghemawat and 

Nueno, 2003). Zara’s business is done in small steps with the choice of production and distribution 

of just a few items. Its production takes place in small batches with small shipments directly from 

the central distribution centers into the stores that end with sparse stock display (Ghemawat and 

Nueno, 2003), that entails, the mentioned earlier, sense of scarcity on costumers.  

Deeply connected to the previous argument of “live the today” is that by embracing a small step 

strategy there is the possibility to reach a natural development and link from yesterday to today 

into the future in the honest materiality and practice of business in real life. 

4.1.3 Team work 

An industry by being emerged in a complex and unpredictable market it implies that is strategically 

living the today and take small steps, and will also turn into a necessary horizontal structure where 

responsibilities and decision making become decentralized and delegated to teams. To work in a 

team involves the commitment to common values and mutual accountability (Flood et al, 2002). 

Very much in the direction of Mintzberg (1994) “Adhocracy” theory which argues that in order for 

an organization to be flexible enough within a dynamic and volatile market the organizational 

structure should be organic and rely on mutual adjustment.  

The cases studied in this study have a strong appeal to specialized team work in a less bureaucratic 

and more decentralized manner, that enable the ongoing flux of new ideas and innovation 

essential to a creative industry such as fashion. A representation of such is ONLY case where the 

design team is sub divided into teams that reflect the specific materials they work with, ONLY 

buyer explained: “We are split into product groups, teams, two groups for jersey, one buyer for 

each group and then a trainee or assistant and a designer whose is drawing the collection, so a 

team can be consistent of three to max five people. For each group there is one buyer. There is the 
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jersey team, woven team, the jacket team, the knit team, and pants and jeans. Plus we have two 

express teams, as well that is also divided in groups. We work in product groups/teams”. 

Each ONLY team is responsible and accountable for their specialized area, involving power, 

freedom and consequences, as the interviewee further explained “We have a big responsibility in 

a short time and we are trusted to find the best, the right things, from experience and feeling”. 

Further on and essential is that the team work and cooperation is present strategically throughout 

the whole innovation process; the ideas that emerge are within the team, the clothes are created 

and developed in teams and the sales are developed in teams.  

For Inditex the different retailing chains are separated into business units that work independently 

and are responsible for their own strategy, product design, sourcing and manufacturing, 

distribution, image, personnel and financial results; top management acts as strategy controller 

and not operator. Furthermore, Zara has three product lines – woman, men and children, each has 

its own creative team consisting of designers, sourcing specialists and product development 

personnel. This team organization is very flat and not run by “top maestros” and small elite teams 

as their main focus is turned into translating catwalk and street trends for the mass market 

(Ghemawat and Nueno, 2003).  

Zara design teams differ from Bestseller teams in the responsibility extension and decentralization, 

once besides designing; they also tracked continuously costumer preferences and used 

information about sales potential directly from the stores (Ghemawat and Nueno, 2003). These 

later responsibilities are attributed in Bestseller to sales management teams despite that in 

common both Zara’s and Bestseller’s design transmitted repeated orders or new designs to 

internal and external suppliers. 

Zara found in decentralization and autonomy the advantage of collecting intelligence and trust on 

the good experienced judgment of their own employees throughout the company, instead of 

relying on a small set of decision makers. The company searches for self organization and 

decentralization so that even store managers are responsible to decide what to sell and what to 

produce (Mcafee, Dessain and Sjoman, 2004). 

 

It is presumed that when working in an unpredictable market that the work will not only be 

organized in teams but also in temporary projects coordinated by numerous project managers 



_______________________________________________________________________________________ 

The other side of innovation  55 

(Caves, 2000). In contrast the presumption drawn from the data here analyzed is that in a real 

constant changing environment innovation is not solely a project with a beginning and end with 

itinerant project managers.  Here in this research, it was observed that innovation is ongoing and 

hierarchies are removed at the team level. As example in the ONLY case “eight collections are 

developed per year” and there is “no designer or collection leader”. Contrary to Bilton (2008) 

argument of team based structure in the creative industries, in ONLY case turnover is not high and 

the pursuing of common values enables the focus of adaptability and adjustment to turn to the 

exterior environmental factors, instead of creation of internal team issues.  Whenever time is 

paced and schedule purposely for product launch, finite projects become obsolete and redundant 

(Brown and Eisenhardt, 1998). 

Bilton (2008) also points that team work and its specialized characteristic might generate the issue 

of “strategy myopia” or that team members might miss the “big picture”. Such is contradictory 

with the team definition for common goals achievement. The data collected in this research points 

that, if, team members are emerged into the organizational culture and values the organizational 

and innovation vision becomes shared and even surpasses some creative versus business 

dilemmas (Lampel, Lant and Shamsie, 2000). The ONLY designer/the creative statements 

demonstrate the clearance and assertiveness of purpose and value to pursue for the organization 

in her creations “ONLY is a commercial brand [...] ONLY is not a trend setting brand. We try to look 

at trends and then transform them into something that is ONLY. What ONLY does is to have the 

right product out, at the right time, at the right price and this means that we do need to make the 

trend, but not be the first ones having it in the stores, because that is not the ONLY costumer. 

What we aim to do is to mix and translate the trends to something that is ONLY and something 

that is new and present the trends in a way that our costumer would buy”. 

4.1.4 Balance 

Deriving from the above is the fundamental and crucial fact that even though teams have freedom 

for creation and work independently still this does not result into anarchy or chaos.  Suggested in 

Brown and Eisenhardt (1998) “competing on the edge” theory it is the argument that companies 

involved in unpredictable markets are in the edge of chaos where a fine balance must be achieved 
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between too much and too little structure. Kauffman (1995) suggested that order can emerge 

from chaos because complex systems 

Both Bestseller study cases present

a team structure absorbed in the guidelines of Bestseller “to offer the right product, at the rig

time, at the right price”.  A few se
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judgement of sales department. The curiosity 

members have absorbed the organization culture or guidelines there are no compromise
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designers and control from the sales department by the honest and not delusional 

Therefore, the team structure turns to be flexible 

between freedom and control and achieve cooperation amongst the heterogeneous agents that 

compose a complex system, such as

changing industry as fashion. 

Figure 4. 
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between too much and too little structure. Kauffman (1995) suggested that order can emerge 

are self organized within rules and guidelines (Levy, 1994). 
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4.2 Opportunity recognition; “The beginning” 

How to recognize emerging opportunities and/or patterns in a constant changing 

environment?   

In the current research, opportunity and pattern recognition is very much the equivalent to the 

trend spotting of the next fashion and subsequent creation of the upcoming collection. Therefore, 

how trends and opportunities from unrelated events and sources are identified, blended and 

transformed into a cohesive pattern of innovation (Quinn, 1980) will be analyzed here. 

4.2.1 Expeditionary 

Baron (2004) identified that active search for opportunity is a main factor for pattern recognition. 

From the cases studied here active search for trends are well stated and visible. In the Bestseller’s 

case studies this search is pro actively carried by the designers who engage in inspirational trips to 

main fashion capitals such as New York, Barcelona or London. These trips are carried in an 

expeditionary mode so that analytical observations of both the people on the streets and 

competitor shops take place and photographic documentation combined with the acquisition of 

pertinent samples are part of the information collection process of the trend discovery. Adding to 

the physical displacement there are internet virtual expeditions to fashion blogs. All is combined 

with additional internal data such as suppliers’ information, feedback from sales managers and 

past sales records. 

The pro active search encompasses both internal and external information sources as exemplified 

in the cases above, therefore the external data became more than fashion fairs (Delacour and 

Leca, 2008) and magazines. Information is also gathered from specialized trend agencies and 

databases that bring to their costumer information about the emergent trends. ONLY design 

interviewee explained that “when working for Bestseller you have access to WGSN, which is a 

trend net [...] they have trend experts and people just researching, looking what is happening in 

the streets, in the sub cultures, and then putting all the information that they find on what they 

believe it is going to be the next step, they analyse all the big fashion houses and their collections 

and define the trend they foresee. They make forecasts for trends”, therefore fashion wholesale 

and retail can now outsource their own expeditions.  
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Zara strongly applies for trend recognition expeditions to trade fairs and ready to wear fashion 

shows in Paris, London, New York and Milan, recurs to luxury brands catalogues (Ghemawat and 

Nueno, 2003) and differs from Bestseller by including relevant and precious data from store 

managers spread all over the globe for developing the initial sketches. A group of commercials 

named as store product managers travels extensively to be in loco in the Zara chain stores. They 

observe what residents are wearing and carry extensive conversations with store managers in 

order to find what type of items are selling (Mcafee, Dessain and Sjoman, 2004) 

4.2.2 Eyes open  

Related to a proactive search is the alertness or capacity to recognize opportunities (Baron, 2004). 

This is meant by the ability to correlate and contextualize different unrelated environmental offers 

as an opportunity. Such an example is accessed in the case of ONLY where as per the buyer 

affirmation “when working on textile, you open more your eyes to the trends of the girls on the 

street, magazines and T.V.”. The same interviewee points that even their suppliers can contribute 

for the product creation by suggestion and presentation of new and different qualities. ONLY 

designer also pointed various and seemingly unrelated sources that both professionally and 

personally she considers for trend and opportunity spotting, such as streets, magazines, blogs and 

personal travels, underlining that “I am constantly aware of things and notice things on the street 

and everywhere I go ...” 

Zara includes also apparently different and unrelated information sources like industry 

publications, T.V., internet, film content but in addition hires trend spotters whose main  focus is  

to have the “eyes open” on venues such as university campuses and discotheques. Zara keeps its 

eyes open even further by paying attention and intelligently use this easy access information (low 

hanging fruit) from their own internal young fashion conscious staff (Ghemawat and Nueno, 

2003). 

4.2.3 All ears  

Baron (2004) argues that pattern and opportunity recognition have an individualistic character, 

this due to the fact that pattern recognition is how individuals react to information according to 

emotional tags stored in their memory (Campbell, 2009). On the other hand, Bilton (2008) argues 
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that pattern recognition conveys the ability to listen and build upon others and already existing 

creative ideas, perspectives and intelligences, exposing pattern recognition as a social interaction 

product.  

From the data analysed in this researched it was possible to verify that there is relative 

contribution of individual ability to recognize patterns, in particular based on personal professional 

or academic experience. Still, pattern recognition proved significantly to be a product of social 

interaction, where trends were identified from the disclosure of others (competitors’ shops, 

people on the streets, blogs, etc) and agreed upon, under directives of sales department, 

collectively by a design team.  

The ONLY case portrays such construction on others (people or competitor shops) existing ideas, 

as witness the brand buyer affirmed “[for trend spotting] Being in the city and watching the other 

shops, what do they have, which qualities and which new trend .Watching the people on the 

streets seeing how they are wearing in New York, what is the common thread there [...] The 

designers go around and go to the shops and buy a lot of samples “.  

The same case and interviewee, illustrates also recognizes that new trends spotting is collective 

and not an individual task; “it is the designers that set all the trends. There is the design 

coordinator and the design team and they all together they find out which way to go”. In parallel 

the designer of ONLY emphasized that team work provides information sources and idea sharing 

and agreement upon frequent meetings. 

Collective sources are also employed by Zara in particular what has become peculiar, in 

comparison with both ONLY and Jack & Jones cases, to use extensive conversations with store 

managers as a source of information, therefore, to be all years not only outside on the streets, but 

inside your own house as well (Mcafee, Dessain and Sjoman, 2004).  

4.2.4 Look up and down 

Trend analysis and pattern recognition has become a complex process for fashion style creation 

due to the multiple fashion systems originated from a diverse range of groups and sources. Today 

fashion moves “up and down” along with a variety of starting points (Braham in Barnard, 2007) 

and does not imply uniquely neither the trickle down from an elite nor trickle up from the streets 

or subcultures.  
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The data from the case studies here analyzed supports the argument stated earlier. Specifically 

related to their roles in the organization both designer and buyer from ONLY affirmed that in order 

to create their own trend they “mix and combine the street and big fashion houses trends”. Both 

trends are considered and looked upon to satisfy different directions considering that the trends 

emerging from the street are actually edgier while the trends from the big fashion houses tend to 

be “safer”. ONLY designer develops further that even though having access to analysis from the 

big fashion shows and trend forecasts from the trend experts community this implies, that “if 

everyone follows it, the outcome would be that every shop would look the same”, in contrast, she 

says that in street it is possible to find uniqueness.  

Also Zara gathers the emerging trends from both “up and down” fashion groups. Their designers 

besides assisting to fashion shows in the renown world fashion capitals they also, as mentioned 

before, through the team of commercials, observe what people are wearing on the streets, in 

addition that trend spotters are specifically hired to collect trend information from cool and hip 

places and fashionable locations (Ghemawat and Nueno, 2003; Mcafee, Dessain and Sjoman, 

2004).  

4.2.5 Focus 

Whenever assuming that pattern recognition arises from the ability to associate unrelated events, 

in parallel it arises also the issue on how to be selective and objective in an infinite variety, or, 

universe of possibilities, from both the creators and consumers (Caves, 2000).  

The data here analysed suggests that a relevant factor for pattern and trend recognition is focus. 

The answer for guidance is to have a defined identity that sets boundaries and acute direction. 

ONLY buyer stated that “[...] because there are so many trends all over we need to find which ones 

fit our identity, in the direction of ONLY themes [true, edge and love]”. The designer adds as 

guideline for the trend spotting the consideration that “ONLY is a commercial brand” so that new 

creations involve popular acceptance “it matters that things are sellable”.  

Inditex focuses on how to conduct their business in a networked, simplified and understandable 

manner that can reach and involve all the organization members’ cooperation for trend definition; 

as per José Maria Castellano Ríos, Inditex CEO, statement “The original business idea was very 

simple. Link costumer demand to manufacturers and link manufacturers to distributors. That is the 

idea that we still live on.” (Mcafee, Dessain and Sjoman, 2004). Adding that in a further extent 
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since the beginning in Zara case the guidelines were very clear as a brand that “sells medium 

quality fashion clothing at affordable prices” and does not try to produce “classics” - clothes that 

would be always in style – instead pursues the creation of trendy clothes with a short life spam; 

“clothes to be worn ten times” (Ghemawat and Nueno, 2003; Mcafee, Dessain and Sjoman, 2004). 

By having the way on how to work and basic specific guidelines identified the focus is kept and 

trend identification and selection becomes narrower and easier. 

4.2.6 Experience  

As mentioned previously, pattern recognition is expressed as the reaction to information 

according to association, or lack of it, to the individual memory composed by life experiences and 

background knowledge. Baron (2004) identified, as relevant factor and advantage for pattern 

recognition, the prior knowledge factor, such as knowledge of the market(s), industry(s) and 

costumer needs. Experience even though it is an individual possession it is constructed on the 

basis of past and present societal relations. The designer for ONLY brand stated that experience 

from working in the fashion industry provides her “certainty” and assurance to recognize the 

“right trends”. She recognized that in the first year of her job as designer she felt a difference from 

not having a previous design specific education which was overcome with time and positive 

feedback from her creations.  

Zara case provides an even broader fashion entrepreneurship perspective for opportunity and 

trend recognition derived from experience. As historical fact for Zara creation was its founder, 

Amancio Ortega, whose previous experience on the fashion business operations enhanced his 

knowledge on how costs could pile up through the apparel chain, therefore he started a quest to 

improve the manufacturer/retailing link (Ghemawat and Nueno, 2003). In addition, Ortega carried 

the knowledge and personal experience of the cultural and social-economic characteristics in 

Spain, particularly in Galicia region, that stimulated and made Ortega recognize the opportunity 

for a considerable amount of customers with lower fashion discrimination and demand for low 

prices (Ghemawat and Nueno, 2003). 

Summing the examples above it can be positively presumed that pattern, opportunity or trend 

recognition can be learned, developed and improved, and it is not object of only a born nature 

gift.  
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4.3 Change management; 
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How do innovative companies in unpredictable markets manage change?

  

4.3.1 Plan and react 

Subject of considerable attention in the organizational academic literature is to plan or to react in 

order to perform innovation in unpredictable markets (Brown and Eisenhardt, 1998; Bilton, 2008)

The type of innovation on the cases analyzed is incremental and gradual which might therefore 

insinuate that it is based on long term planning only. However, this type of innovation is no

performed in a planned and forecasted manner. Due to the expectancy and natural inclusion of 
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to take part of the process; therefore a backup support is estimated. Here organizational change 

encompasses both deliberate and reactive approaches (Bilton, 2008). Plan through rhythms, or 

time pacing (Brown and Eisenhardt, 1998), and reaction through the present control are both 

embodied in the intrinsic culture of change of the analyzed organizations. The data analyzed here 

encompassed reaction as backup but also reaction as the only plan. ONLY case personifies 

incremental innovation at his further point and how by everyday sensing and step by step it is 

possible to achieve high performance within uncertainty. 

ONLY and Jack & Jones cases are an illustration of planning and reaction as backup. ONLY buyer 

affirmed “We plan one year ahead for the main collection but we have the express team that 

takes care of all the daily requests...”. ONLY designer adds to this affirmation that this express 

group does not work a year ahead, this team looks at what is happening right now and how fast it 

is possible to deliver accordingly.  

In Jack & Jones case the use of forecasting is essential. Managers buy and plan “three to five 

months in advance” having the uncertainties such as weather and costumer reaction, therefore, 

they rely a lot on forecast from last year’s figures to be able to do a budget estimative.  

The sales manager of this company affirmed “[...] we know everyday what has been sold out [...] 

the best sold last week, yesterday and today. We know always the feedback. We are always 

reacting on the things we know.” Since the control of information based on past and today’s sales 

is assertive and updated it allows managers to both plan and react.  

A relevant element in both cases above is that the reaction time is quite high compared to other 

cases, in the same industry, such as Zara, since the time to get “something ready to sell” can reach 

for both six weeks. 

Zara business differs substantially once it is based above all on reaction to high frequency data 

received. This is possible because Zara design teams have the autonomy to conceive a new design, 

communicate it to the factories and get direct feedback from store managers if the clothes are 

selling, the short time cycles enable quick reaction within three weeks. Their flexible factories and 

small batch production with short lead times provide fast adaptation to any changes. Ultimately, 

because of vertical integration as business model, Zara does not have to rely on long-term sales 

forecasts and try to predict what would be selling in six months, or even in one month, instead it 

continuously senses what customers want to buy (Mcafee, Dessain and Sjoman, 2004). 
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4.3.2 Keep the “doers” close 

As the author Braham (in Barnard, 2007) stated fashion retailers rely deeply on their manufactures 

in a mutual relationship of need and dependency. Much of the ability of the fashion to plan and 

react is directly correlated to the type of connection between the retailers and their 

manufacturers/ “the doers”.  

In both cases of ONLY and Jack & Jones, once under the same parent company, have the same 

supplier relations. The type of connection between these companies and their manufacturers is 

based in the outsourcing of production to low developed countries where inexpensive labour is 

abundant (Braham in Barnard, 2007). To these reasons Jack & Jones sales manager added that 

outsourcing is due to delimitation focus orientation of the company’s core business and the search 

for experience and knowledge that could not be found locally in Denmark.  

Though the distant location of the manufactures (in specific, China, India, Bangladesh, Turkey and 

Italy) both cases mentioned above claimed to have a close connection and proximity to their 

suppliers. A connection based on long lasting relationships and loyalty and proximity achievable by 

the technological advances in the communication channels and frequent visits to one another. 

ONLY interviewees added that from the suppliers close relationship other benefits arise such as 

relevant feedback and new inspirational sources by new material and ideas suggestion.  

Still, despite of the apparent perfection on the relation with a distant supplier to be overcome by 

the new technologies development it was referred, by Jack & Jones manager, that just the 

shipment to send the products from Bangladesh takes five weeks which undermines considerably 

the reaction time and flexibility necessary in an unpredictable market. In addition to the flaws of 

such relationship are some negative proceedings mentioned by ONLY interviewees such as: 

misunderstandings can happen in the translation from a sketch into a sample and that by visiting 

them a lot of time is saved in avoiding unnecessary back and forth mailing, plus the effective 

assurance that delivery is made on time. 

The Zara case, here analyzed, differs substantially towards manufacturer relation by vertically 

integrating the manufacturing operations (Mcafee, Dessain and Sjoman, 2004). Zara owned a 

group of factories in located close to the headquarters in La Coruña, Spain. This company achieved 

85% of its production to be developed in house. The initial production of cutting and dyeing fabrics 

was done in factories owned by Zara inside and nearby La Coruña, these fabrics would after be 
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sewed in a network of small workshops in Galicia and North of Portugal, finally the clothes would 

be sent to Zara facility to be ironed, tagged and sent to the distribution centers (Mcafee, Dessain 

and Sjoman, 2004). Zara differed by not only subcontracting but also owning its production, in the 

advanced developed countries, to inner city manufacturers who employ a mixture of cheap labour 

in site and home workers (Braham in Barnard, 2007). By doing so Zara allowed guaranteed quick 

adjustment times for very fast (three weeks) stock renewal. 

4.3.3 Fit and match  

It is acknowledged that companies are emerged into a bigger organizational context determined 

by a field or industry. This business contextualization implies the inevitable homogenization of the 

companies within the same field; a process denominated by isomorphism (DiMaggio and Powell, 

1991). There is a fit and match process by the companies within the same field in order to respond 

to common environmental characteristics (DiMaggio and Powell, 1991). From the data on this 

research it was possible to verify that the isomorphism happens not only in the external perimeter 

of the organization but also internally at unit or department level. 

In ONLY designer interview it was possible to retrieve the external isomorphic pressure for 

matching competitors’ outcomes; “We look at the competitors all the time [...] to see if we have 

missed a trend [...] since the same things inspire us as anyone else it won’t be too far off.” Further 

she also revealed that there are internal pressures or guidelines for fitting and matching 

departmental expectations; such as the design of clothes that will fit and sustain the main 

collection “red thread”, fit the brand image for the three segment girl types and creation of similar 

styles to past “bestsellers” in order to satisfy the sales department.  

Jack & Jones interviewee adds an extra organizational level for matching costumer expectations 

and needs, as stated by him “ [...] if the consumer is looking for cheap goods we will follow that. 

We need to work all the time to find the new kind of costumer.” 

Isomorphism is pointed by Albert and Whetten (2004) to be a possible advantage for integration, 

survival and success, plus that enables companies, in a comparison measurement scheme, to 

determine their own identity. Within an implicit positioning and comparison scheme towards 

other companies in the field, ONLY identity statement determines this brand as “Not be hyper 
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artistic or trendsetter and at the same time not be either uninventive or a trend adapter. [...] Their 

goal is to be recognized by the core costumer as a commercial fashion brand”.  

On the other hand the authors DiMaggio and Powell (1991) argued for the isomorphism con of 

consequential decrease on the level of diversity and ability to change. To this argument the data 

analysed in this research shows an opposite view to this threat of “collective strategic myopia” and 

“cognitive inertia” (Flood, 2000). It was present in the different interviews that the field and its 

intrinsic environmental characteristics pressured, in fact, the companies to always renew and re 

invent themselves, as ONLY buyer stated “that’s [bringing new ideas] just part of the game, that’s 

how to work in this business [...] the shop owner expects ONLY to provide products in a certain 

direction and then of course that we have the newest trend”. The Jack & Jones case resembles and 

supports this constant re-invention and innovation as the way to answer to a demanding and 

constantly changing environment (certainly, at least trend wise). The sales manager affirmed “it is 

a big daily challenge [to follow the trends] we need to renew ourselves every time. We need to 

build new products every day, new items to be sold.” 

Curiously, as trend starter for business processes in the fashion field, Inditex and Zara in particular 

defied the ways of doing things in this industry. Under the theory of Alvarez et al (2005) this 

company was created by a maverick - Amancio Ortega, who understood the need and opportunity 

for differentiation in the fashion apparel. The innovativeness and disruptiveness of his 

organization ended forging new standards for the industry. Standards that apply and influence the 

way other retail and wholesale companies act; including the other two cases analyzed here, ONLY 

and Jack & Jones. In this case, the generation of new standards or isomorphic pressure ended with 

an unexpected or theory contradictory advantage instead of con. As mentioned earlier, the 

standard now in fashion, elevated by Zara performance, is to constantly create new things in the 

shortest time as possible by sensing rapid changes in trends and costumer demands, rather than 

end up as passive observer and product imitator.  
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easy to sell it again in a new version, for example with a new print or verging to the trend”. The 

fundaments for such are to be adequate to both sales and costumers expectations. Much alike to 

Young (in Barnard, 2007) argument that change in fashion is slow and continuous and recurs to 

the familiarity concept. The ONLY designer explained that if something did not satisfy the sales 

department expectations they actually can “make something similar and present it again, because 

sometimes it is a matter of getting used to see something new” and the buyer added that for a 

costumer it would be “easier and trustful to buy it”.  

In the case of the costumer of Jack & Jones the costumer (men) are considered to be fairly “stable 

shoppers that have their comfort zone” as the sales manager affirmed “we search for [...] nothing 

radical, we do not want show the newest of the newest but have the right product at the right 

time at the right price. Even if sometimes we recognize a trend we wait for the costumer to be 

ready”.   

Though the collection transition in both cases is made in an incremental manner, with product 

similarities, it still implies the presentation of new products in order to introduce “new lines and 

tendencies in which the trend will develop”; as affirmed by Jack & Jones sales manager.  

Zara in order to be able to respond fast to the target customer demands, who are young fashion 

conscious and with rapid change in taste, therefore hard to predict and hard to influence (Mcafee, 

Dessain and Sjoman, 2004), performs incremental and constant innovation. Emerged in such 

unpredictable market Zara firstly recognized that garments should not be designed to be “highly 

durable”, new products are then constantly developed in limited production to produce constant 

freshness in the stores and keep customer attraction. The creative teams of Zara continuously 

work on products for the current season by creating constant variations, expanding upon 

successful items and continuing in-season development from current season into the following 

one (Ghemawat and Nueno, 2003). Zara brings continuously new items throughout the year 

including both small changes to the existing ones, such as in a new colour or a new detail, and 

entire new creations corresponding to the trend fluctuation (Mcafee, Dessain and Sjoman, 2004). 

Innovation is always present and constant in a gradual manner and not passive waiting result 

orientated after launch of one solely isolated temporary or even seasonal project.  
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4.4.2 Agglomerated 

As a consequence of the strong link between past and present collections innovation happens in 

these cases not has a singled, temporary and detached event or project. In the cases analyzed 

innovation has an agglomeration component where several similar things are grouped together in 

order to make the whole. Adding to the past and present link is the amalgamation of several 

different trends into one collection in order to control risk. There is patent a holistic perspective 

where the whole of the brand cannot be explained by its component parts alone. 

On ONLY mission statement it is defined their aim for a creative way of mixing, producing and 

translating the latest trends into affordable prices. As further developed by one of ONLY designers 

they wish to mix and translate the trends into something that the ONLY costumer would buy. This 

mix of trends it is explained by ONLY buyer as a way of encounter in a sea of trends the ONLY 

identity; as she stated “[...] because there are so many trends all over, we need to find which ones 

fit our identity. In the direction of ONLY themes ...” The whole of ONLY identity is built on 

diversified parts or lines. ONLY has three different lines that correspond to three different girl 

types: edge; true and love. As such their innovation is based on a multiple segmental practice on 

costumer differentiation and sum.  

Jack & Jones also perform the agglomeration practice in order to innovate, it was stated from the 

sales manager that “[...] every single week the costumer has to see a new product [...] shops 

always have themes and those themes overlap in time when the transition is made from one to 

another.” After he added that “we search for balance in product innovation”, so in order to 

innovate a smooth transitions is proportionate by the overlap and agglomeration of themes. 

Much alike to ONLY this study case also performs innovation in a multiple segmental practice but 

in this case that collects the different ages of man, for achieving a “life time” costumer. Therefore, 

the brand is divided into four different lines that correspond to the different stages of man’s life: 

Intelligence; Tech; Premium clean and Vintage.  

Zara case is in parallel also a representative example on how to perform innovation in an 

agglomerated manner through inclusion of different costumer segments under the same brand, so 

that innovation becomes multiple and less risky. Zara women and men collection is divided in Zara 

women/men (for formal style), Zara basic and the Zara sport, in addition brands for teenagers, 

boys and girls is the sub brand Zara Casual and finally Zara Kids for children. In this sense the 
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general public from all age groups can be seen as potential customers targeted by specific sub-

brands of Zara. 

4.4.3 Collective 

The source of creativity and innovation is discussed by prior research to be attributed to individual 

inspiration, or, on the other hand, to a creative system (Amabile and Colllins, 1996; Lampel, Lant 

and Samsie, 2000; Bilton, 2008). The data analysed in this research indicates that the creative 

process is a collective act where the individual emerges in multiple social interactions within and 

outside the organization. The information gathered showed that creativity is not individual but it is 

instead distributed across teams as Bilton (2008) also observed.  

The members interviewed from ONLY described their creative process “from sketch to product at 

the shop” whereas the designer explained that they “start up by working together [...] deciding 

what the trends for the next collection will be [...] after, each designer will go to their separate 

work stations [...] start designing and just looking at the trends [they have] decided”. As explained 

by the interviewees; design meetings are done in a weekly basis, were designers and their design 

coordinator meet to perform follow ups, share knowledge and discuss ideas. Further into the 

process there is a product meeting between designers and buyers to discuss and evaluate the 

collection sketches. The sketches approved by the buyers will be followed by request of samples 

to the suppliers; a consequent meeting for evaluating samples will also take place. Finally the 

collection samples will be presented to the sales group who will evaluate them. Therefore the 

whole process from idea generation to collection creation is based on collect acts and decisions. 

To the collection creation process it is also added that inspirational sources are external and not 

an individual genius spontaneous act; such as group inspirational trips, global databases, internet 

and blogs plus competitors collections.  

Since both cases ONLY and Jack & Jones are under the same parent company Bestseller, the 

creative and innovative process is analogous and visibly embedded in a collective act fruit of a 

higher cultural context.  

The fundamental aspect here is that innovation is not carried solely by one individual but instead it 

is collective by emerging with and amongst the most differentiated individuals, groups and society 

interactions. Zara’s key for success is their vertical integration model that manages to facilitate 



_______________________________________________________________________________________ 

The other side of innovation  71 

and enhance individuals’ interaction by offering a close link between designer, manufactures, 

suppliers, distributors and stores (Ghemawat and Nueno, 2003). Together they cooperate in a flat, 

flexible structure that can embrace Zara’s goal; a short stock turnaround cycle, for fast reaction to 

costumer and trend unpredictable and constant changes, at reasonable prices (Ghemawat and 

Nueno, 2003).  

4.4.4 Rhythmic  

Brown and Eisenhardt (1998) argued for the “Time-pacing” theory, whereas companies emerged 

in unpredictable markets, in order to be successful control how often to change, by the use of 

time scheduling in defined intervals. Companies then create and act according to their own 

rhythms and deal with change in a proactive manner.  

Much of a practice in the fashion industry is to accommodate, at least, seasonal collections 

presentations. In accordance, the data here reveals that innovation happens not only in a time 

calculated and estimated way, but on its own rhythmic manner.  

In Bestseller cases the launch of a collection is scheduled with their equivalent formal deadline. 

Described by the ONLY designer “All workplaces have cycles [...] here we in design we have eight 

cycles a year. We have four collections for spring/summer and four collections for 

autumn/winter.”Basically, to innovate is their core and daily business. It is a cyclical process that 

becomes perpetuated over cycles that repeatedly and continuously succeed one another.  

In addition, besides cyclical in the creation/exploration process, the ONLY case also presents a 

rhythm definition on “life expectancy” or product renewal for the exploitation of such. The 

products available at the shops have a four week sales period that will culminate with the product 

replacement by “new fresh” ones.  In Jack & Jones case this sales period or stock turnover is 

estimated to be more extensive lasting from six to ten weeks. 

This cyclical and scheduled manner of performing innovation enables a pro active action that gives 

margin for experimentation which carries the success and failure attached to it.  

Zara also controls its own rhythm and compared to Bestseller cases it develops innovation in a 

more proactive manner, not only cyclical but on a fast rhythm beat. Despite that Zara has two 

basic collections scheduled per year, respectively fall/winter and spring/summer it does not 

schedules determined sub collections. Instead, it runs an evolutionary process of adapting to 
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trends throughout the entire collection selling season. On average several dozens of items are 

designed per day, and 75% of the merchandise in the stores is changed within three to four weeks 

(Mcafee, Dessain and Sjoman, 2004). High-frequency and recurrent information from the stores 

and their managers provide the continuous trend and sales update, so that the design teams 

simultaneously managed to work on new or product variation within the current, present season 

(Ghemawat and Nueno, 2003). Zara therefore excels in innovation by performing it in a fast 

rhythmic pace without even scheduling it in time; just performing daily reaction to the changes 

today.  

4.4.5 Tangible 

Innovation besides being framed by rhythms is also directed by results or economic performance, 

the last being one of the main reasons for companies to perform innovation (Hamel, 2006). 

Pertinent to this study is that fashion industry not only employs millions but also sells to millions 

(Braham in Barnard, 2007). More than just ideas, innovation implies the transition of those into 

tangible sellable products, to which it corresponds the exploitation momentum that determines 

and composes a fully developed and matured innovation process (Newell et al, 2009).  

Throughout the cases analyzed in this research it was explicit the consideration for the creation of 

new products with a logical economical purpose and good selling result. ONLY buyer affirms that 

the fact that they rely on sales department as final decision makers on production is that “ONLY is 

a commercial brand and it matters if things sell.” In addition the other ONLY interviewee added 

that the feeling of “doing things right” is dependent on if “things are sold”. Tangible innovation in 

this sense evokes not only the physical result of the product but the actual product concretization 

as economically prosperous. In relation to such the Jack & Jones sales manager underlined that “if 

a product does not sell, we get rid of it and bring a product which sells”.  The two previous cases 

have heavy reliance on sales for decision making, evaluation and judgement which is explainable 

by the focus on achieving tangible and sellable products.  

Zara has also strong focus on getting things to sell and produce results; their aim is to be able to 

produce items while they are “still hot”. Zara impels the costumer to pay more frequent visits to 

the stores despite the creation of a scarcity feeling by limited and constant renewal of the store 

shelves, such generates the “buy now or you won’t have later” effect (Ghemawat and Nueno, 

2003; Mcafee, Dessain and Sjoman, 2004). Items that are slow to sell within two to three weeks 
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are immediately withdrawn by store managers with incentive to do so (Ghemawat and Nueno, 

2003). Innovation here reaches the tangibility of the desired constant limited stock renewal that is 

translated into a performance that excels competitors both in sales and cost control within 

minimized inventories. Nevertheless the tangibility that is aimed here is more than just sell, since 

costumer demands for more repeated items are ignored, but instead to sell new items that 

perpetuate the successful Zara strategy. 

4.4.6 Tolerant  

Finally, rhythm and result orientation does not turn innovation into an immaculate process, rather 

it emphasizes that it is an iterative process were missteps are not to be condemned. Austin and 

Devin (2004) identified a characteristic for successful innovation to be “failure as a step on the way 

to value innovation”; Austin and Devin reach the conclusion, in the theatre context, that is not so 

much the product created, but the team that can make that product. In similar, but bifurcated 

manner, the data here analysed show that failure is accepted but it is essentially about the 

product conception and not the product itself.  

In the present research it was possible to read that there is an openness and understanding to 

failure as an element of product experimentation and the unpredictability of the market that the 

cases belong to. As such the ONLY buyer stated that commonly “When we start ten styles we 

always miss two or three styles “. Jack & Jones sales representative stated also “We take a lot of 

decisions and sometimes wrong decisions. [...] We cannot be afraid of making mistakes [...] In Jack 

& Jones we are doing around thirteen to fourteen thousands of samples a year and probably we 

are not using 10% of them when we have sold in.” 

In Zara several dozens of designs are produced each day but only approximately one third actually 

go into production, which demonstrates that error is accepted since experimentation and constant 

generation of new items are the target. Still, Zara introduces approximately eleven thousand new 

items to the stores a year in a small batch production (Mcafee, Dessain and Sjoman, 2004), not 

only samples or sketches as in Jack & Jones case. For the items accepted for production even 

though Zara attempts to avoid fashion “misses” some design mistakes still take place, which are 

quickly less costly reversed by the limited time of items exposure in the stores (Ghemawat and 

Nueno, 2003).  
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5 Discussion  

The aim of this paper is to understand and therefore discuss how, under the particular and 

intrinsic uncertainty of the market, a creative industry, such as fashion, manages to innovate 

successfully and with rewarding results. This chapter will be used to highlight and discuss the main 

and contrasting points drawn from the previous findings on how to manage, create and 

implement innovation in unpredictable markets. Essentially, the following discussion has the 

purpose to abstract and elevate the results within the current debates in the area of Innovation 

studies. 

Within market uncertainty: 

5.1 Is innovation disruption or continuity? 

Creativity and innovation have become ordinarily associated with radical change or even with 

technical invention (Bilton, 2008). As an important note; Innovation exists not only for 

technological enhancement but also for management processes, business models and strategies. 

Furthermore, the current academic studies tendency insinuates that in order to perform 

innovation there has to take place a disruptive process from the past and present organizational 

actions.  In contrast but in close association with few different authors (Brown and Eisenhardt, 

1998; Austin and Devin, 2003; Bilton, 2008), the data from this research points at a different view; 

that innovation is commonly performed in an incremental manner by successful companies.  

By perceiving change as evolutionary such impacts the understanding of innovation as a process 

that involves incremental continuous development rather than a temporary sporadic innovative 

episode. Innovation is adjacent to the growing and learning process of successful organizations 

(Brown and Eisenhardt, 1998). Successful organizations such as Zara, Jack & Jones and ONLY 

routinely create value by continuously performing innovation in an ongoing daily basis. For these 

organizations the assimilation of change is rather natural and “part of their business”. The data 

here analyzed clearly points to innovation being performed in an incremental and continuous 

manner rather than disruptive. The organizations goal is not to be radical and disruptive but 

instead provide to the consumer a gradual transition between products. It is patent the use of a 
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familiarity approach by constant introduction of new products into the market that consist on 

small variations from the pre existing ones, so that smoothly it develops into a new trend. An 

argument expressed by the authors Brown and Eisenhardt (1998) is that radical and disruptive 

innovation might be a synonym of last resource for unsuccessful companies that have failed to 

keep competiveness in the market in an analogy to the need for a surgery after an unhealthy 

passive business lifestyle. On the other hand, incremental innovation is the training and the 

exercise necessary for achieving a winner and enduring performance such as observed in the cases 

of Zara, Jack & Jones and ONLY.  

5.2 Is innovation planning or reaction? 

Innovation is deeply connected with an organization’s strategy. Traditionally strategy has been 

looked upon in a long term perspective based on planning, forecasting and visioning (Bilton, 2008; 

Moore in Flood et al, 2000). Once going beyond the empiric ordinary idea that innovation is just 

synonym of disruptive technology innovation (Bilton, 2008) one can realize that projects, plans 

and agendas are insufficient and/or slow responses to the need of innovation. In a fast paced 

changing market tuned by the uncertainty as the fashion industry, one cannot afford to plan 

strictly ahead and risk to miss considerable gains on new trends, or bet and predict the future. 

Therefore the companies here analyzed, quite expressively in Zara case, demonstrated to be 

strongly based on living the present, “the today” by reacting and quickly embracing the new 

contemporary changing influences in fashion. These organizations, even after the launch of a 

season collection, continuously work on the creation and market insertion of new products 

throughout the same season. Strategy and innovation gain the shape of a reactionary and iterative 

process composed by small ongoing steps in a continuous alert and efficient manner that follows 

the market changes; the plan is to react. Bilton (2008) engages in the argument that organizational 

change is both composed by deliberate and reactive approaches, in the study cases here analyzed 

the intention is simply to react, in other words, not only be observant and wait for results but to 

be an active participant, even if follower, in the tourbillion of trends update. Nevertheless, it is 

worthwhile to bear in mind that the risks of such reactionary approach are calculated and 

controlled by small batches of item production that can easily be appraised, replaced or boosted 
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by a business model that allows fast stock turnover, as the Zara example (Mcafee, Dessain and 

Sjoman, 2004).  

5.3 Is innovation scheduled or organic?   

Brown and Eisenhardt (1998) argued against the “event-pacing” for innovation done recurrently in 

organizations essentially as a reaction to a crises or performance weakening periods. Instead, the 

authors proposed the “time-pacing” theory whereas companies that compete on fast-changing 

and unpredictable markets should carry innovation in determined and predictable time scheduled 

intervals. The managers can therefore perform innovation in a regular and proactive manner. In 

this research it is observed that instead of having fixed schedules, organizations within 

unpredictable markets perform innovation in a constant rhythmic manner. In this paper it is 

argued that instead of a mechanistic approach of regular intervals companies carry innovation in 

an organic rhythmic manner. Though all study cases analyzed here demonstrated to have 

scheduled seasonal collection launch, they also revealed that constantly on a daily basis high 

frequency trend data is analyzed so that teams work on new, or product variations, within the 

same present season. That is in order to react and be at the level demanded of innovation 

required by the intransigent taste shifts in the consumer wishes.  

Trend updates are the determinant factors that define the organization rhythm to a constant beat 

of renewal on a mostly daily approach, independent of sales positive or negative results. In fast 

changing market, such as fashion, where time is of essence waiting for next schedule releases 

would not be pertinent.  

5.4 Is innovation decreased by the industry field 

standardization? 

DiMaggio and Powell (1991) identified the inevitable homogenization process within industries in 

the same field; namely isomorphism. In a market paved by uncertainty and unpredictability the 

organizations within the fashion industry field are influenced by each other and delimited under 

the same standards and patterns. The same authors, instantly and logically deduced that if once 

companies belong to the same because they have similar influences and responses to the 

environment this will lead to an imitation phenomenon of the market leader that consequently 
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will turn into a decline on diversity, ability to change and therefore a decrease on the innovative 

ability. D’Aveni and Gunther (1994) even suggest that, in order to fight such event, disruptiveness 

must be created by the companies itself. Much in contrast the present research has actually 

shown different results for the homogenization process. The researched fashion industry 

companies suffered an unexpected isomorphic pressure that actually induces the organizations to 

innovate and constantly renew themselves in order to equalize or surpass the actions of their 

analogous competitors. In fact, Zara founder Amancio Ortega acted like a maverick for the fashion 

industry by ultimately changing and shaping how the industry developed. The high-speed paced 

business model of Zara created new rhythms and standards for this industry. Therefore, Zara 

pushed the field for frenetic renewal achievements in response to the needy and hungry market 

demands, for accommodating fast shifting trend update. Ultimately, isomorphism, standardization 

or homogenization in the fashion field does not imply passivity but implies instead pro active 

innovation, the flourish of new ideas and the actual important materialization of these by 

implementation and commercialization. 

5.5 Is innovation open or closed? 

Chesbrough (2003) introduced the theme of open innovation where an organization in order to 

perform innovation makes use of both internal and external ideas benefiting from knowledge and 

creative diversity by not reducing themselves to isolated internal R&D departments. This popularly 

implies outsourcing measures. In another perspective generated within this thesis data results if 

taking the open innovation concept and correlate it to the idea generation it can be exposed that 

at the individual level ideas and forthcoming innovation is also a combination from interior and 

exterior influence and development. Therefore innovation is not only open at the organizational 

level to the outside but on the team and subsequent individual level as well. 

Within such argument studies that attribute or focus on the source of innovation to be result of 

individual inspiration can be subject of much discussion (Amabile and Colllins, 1996; Lampel, Lant 

and Samsie, 2000; Bilton, 2008). The data analysed in this research indicates that the creative 

process is a collective act where the individual emerges in multiple social interactions within and 

outside the organization. As an example, from this study, in matters such as idea generation and 
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pattern recognition for new collection creation was proved significantly to be a product of 

interaction within teams, departments, suppliers and manufacturers. 

Innovation is inevitably open and permeable to external influences and not hermetically closed 

within an organization or individual mind. Open innovation in this research demonstrated not to 

be merely the use or “buy” of external ideas, it brings a deeper perspective that indulges 

constructionism, once all human actions and phenomenon are influenced and a result of a social 

or group constructed existence. As such, despite preliminary expectations in this study was that 

the companies here analyzed did not outsource their, equivalent to R&D, design departments. 

Instead, they largely based their new production within their internal employee and information 

network that itself had been emerged and absorbed within external influence (clients’ 

information, inspirational trips, people on the streets, competitor shops, etc).  

Open innovation acquires therefore a true sense of usage of both internal and external resources 

and does not fall into the interpretative easiness of just outsourcing the idea generation as implied 

in some current studies (Harryson, 2008) 

5.6 Is innovation an end by itself?  

The Innovation process has been analyzed as composed by different momentums; invention, 

diffusion and implementation (Newell et al., 2009). One can assume then that the innovative 

process would end after a product entered the market and achieved sales saturation. The 

tendency in the current innovation studies is somehow confined to a product release, to a process 

renewal, system update and improvements (Harryson, 2008) 

It is patent in this perspective the lack of understanding of innovation as a continuous process 

within the organization. Innovation can become an organization perpetuated and sustainable 

resource. Such is visible in the curiosity of Zara case that enlarges its selling perspectives beyond 

sales immediacy. Zara chooses to constantly create new items instead of satisfying customer 

demand for repeated items, ignoring marginal sales for a potential higher profit (Ghemawat and 

Nueno, 2003). This organization prioritizes ongoing innovation as its goal and business model that 

creates the sense of scarcity and therefore desire to buy and, on the other hand, also satisfies the 

client in a broader need for constant fashion trend update. The prioritization of innovation will end 
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showing higher repercussion in the overall sales figures that determine the organizations survival 

and sustainability in tangible and visible profit and success.  

In all the cases here analysed (Zara, ONLY and Jack & Jones) innovation itself means, in rhythmic, 

scheduled or organic manner, to constantly innovate (create, diffuse and release products). So 

that the organizations strategy, competiveness and survival is composed by ongoing, intrinsic and 

perpetual innovation that creates and determines a thread to the organization’s identity, goal and 

purpose of existence in a coherent way.  
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6 Conclusion 

This paper has demonstrated that an analysis for further understanding of innovation 

performance under uncertainty and unpredictability can expose different angles and perspectives 

about innovation itself. Throughout this research the research question “How within uncertainty 

and a fast changing environment that shapes industries like Fashion, companies manage to create, 

launch and sell new products?” was kept as the main drive and purpose and offered relevant 

discussions on the concept of innovation. At this point the answers and results for this question 

can be summarized objectively as per the following: 

How to, under uncertainty; 

Create new products? 

Organizations need to embrace an open attitude towards change, where the present is the core 

frame for action and decision taking. This implies new products creation to become an ordinary 

almost daily routine. New products here take the shape of not radical changes but instead 

incremental updates that develop into newness and originality.  

It is a fundamental requirement to carry a pro active search for new trends or market changes and 

therefore to be “eyes open” or in alert to new opportunities that might arise from various and 

even unrelated fields of both upper recognized specialist areas and/or trivial, mundane 

environments.  

Rather than a result from a single illuminated genius individual, a new product creation is the 

result of a team effort. A group of Individuals that mutually support each other, that cooperate by 

knowledge, experience and ideas share while simultaneously keeping the focus in matching the 

organization’s identity. As such, a fine balance between freedom and control is found by mutual 

adjustment. 

Keeping a close relationship with the manufacturers or the “doers” is also relevant for a fast 

adjustment to continuous changes, emphasizing the team concept. In this sense the team 
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perspective extrapolates departmental boundaries becoming realizable that outsourcing might not 

be the only answer for a strong time and efficiency need. 

Finally, knowledge sharing, learning and experience are factors that come into play and have 

significant weight in the creation process. In a hopeful democratic manner, pattern, opportunity or 

trend recognition can be learned (shared and transmitted), developed and improved, and it is not 

object of only a born nature gift.  

 

Launch new products? 

Long-term planning based on forecasting of delimited scheduled in the agenda of product launch 

are not fully feasible procedures within uncertainty. Prediction does not seem suitable for such 

markets; instead the access to high frequency data enables the appropriate response and reaction 

to the constantly changing market needs.  

In such markets, the unavoidable homogenization pressure, commonly patent in a field, implies 

those organizations to follow each other in the same fast pace for update and innovation. Routine 

innovation is then possible when the launch of new products implies the mix and translation of 

trends into small, diversified and incremental product release. The targeted segmental range of 

the products is also increased in order to, within difference and variety, hit as many trends and 

appeal to the most differentiated costumers as possible, enlarging the potential pool of sales, 

profit and success.  

Sell new products? 

Differentiation and innovation is taken in consideration over quantity and repetition towards stock 

renewal. In order to do so, new products are sold in limited quantities, portraying links between 

past and future trends so that costumer acceptance and readiness is understood and matched.  

New products have a short life expectancy for sales to the public that equals just a few weeks. 

These products are created with tangible selling expectations, limited quantities and short life 

cycles enable the tolerance for experimentation and possible missteps that come inherently with 

it since. Furthermore, it allows rapid turnaround and recuperation of bad results as well as quick 

adaptation to emerging successful trends.   
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These tangible objectives aim to reach beyond instant sales figures. New product limited 

exposition is understood as the sustainable path towards perpetuating the organizations success 

in such underlined manner that even costumer requests or orders for repetition are ignored for a 

greater and broader vision of the organizations growth to take place.  

 

In summary, to a certain extent, this paper has managed to demonstrate that under uncertainty 

innovation: 

• Is performed in an incremental and gradual manner, where the links between past and 

future are kept;  

• Occurs not has presumed or suggested in a planned or even scheduled manner, but instead 

in a sensorial rhythmic pro active way;  

• Is resource based, indeterminate of straightforward cuts between open versus closed 

practices and; 

• Is not an end in itself (temporary project) and it does not equal just product creation, 

launch and sell that that it is instead an ongoing organizational strategy that impacts and 

shapes organizations, fields and markets to an extent not yet truly assessed. 

The main revelations of this thesis have exposed a reminder that innovation does possess another 

side to the reduced frame of radicalism that has been associated with, and that still some major 

characteristics and potential of this phenomenon are unexplored.  

 

6.1 Academic value 

The previous findings and results where consciously and carefully reached and constructed 

towards achieving credibility and academic value. In conclusion, this thesis has met fundamental 

criteria for achieving academic value. First, by indulging the academic central existence essence for 

debate and discussion by deepen existing knowledge on the innovation phenomenon and 

providing a few new insights over this area. Second, by retaining external validity once the results 

achieved can be transferred to other contexts that are under the same conditions of uncertainty, 
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risk taking and consequently innovative pressure, besides the fashion industry. Finally, it is also 

attributed to this research internal validity and in parallel reliability. Once the results were refined 

and clarified by a research design that allowed a triangulation process of multiple perspectives 

(Eriksson and Kovalainen, 2008) from different theories/authors perspectives, previous case 

studies and empirical data collected.  

At last, the true academic value of this research is that it can be used in managerial practice in 

order to improve management discernment for suitable and rewarding innovation and 

organizational strategies. 

 

6.2 Further research  

This study has made possible to realize that innovation is a rich field of study with a broad 

unexplored potential so that alternative thinking and solutions can be found and determined. The 

previous findings on how organizations perform innovation under uncertainty developed the 

perception on the different postures that innovation can have. Findings such as an incremental 

and rhythmic approach to innovation under uncertainty, rather than radical and planned.  

The implications of such findings suggest a determinant and relevant unknown impact of 

innovation in an organization. Based on such, one can realize with intrigue that the innovation 

benefits summarized in the current literature as simply a competitive advantage (Hamel, 2006; 

Newell et al, 2009) gives somehow a diminishing and restrictive impression of the full potential 

and overall impact that innovation might have in an organization.  

Therefore, this thesis can be the launch platform for the ignition of a further research on the 

assessment of the full impact and determinism that innovation might have not only at the 

organization’s operational level but at the intimate organization’s raison d’être. Questions arise 

such as: “Where, if possible to determine, does innovation start and ends within an organization?” 

and crucial but yet unclear for the field recognition is the assessment of “What are the actual 

benefits and impact of innovation in an organization?” 
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8 Appendix 

 

Appendix A 

Interview Protocol 
Interviewee: 

Date: 

Time of Interview: 

___________________________________________________________ 

1. Thank participants for agreeing to participate in this study 

2. Provide informant with summary of study description 

3. Turn on tape recorder 

 

I. Background Information 

 

1. Please describe your academic and professional background. 

2. Please describe your role in Bestseller. 

 

II. Innovation process 

1. Please describe your collection cycle from creation (beginning) to the sale (end). 

2. How much do you rely on sales feedback and forecasting? 

3. How do you balance past experience with future? Do you search to be radical or incremental? 

4. Please describe your relation to your manufacturers.  

5. What are your guidelines and pressures? 

 

III. Information sources and pattern recognition 

1. What are your sources of information and inspiration? How and what do you search for? 

2. How does your creation process happens?  

3. How do you recognize the patterns (trends; opportunities)? 

 

IV. Decision making process 

1. How does your decision making process happens? How do you decide what to buy? Who decides 

what to buy? 

 

V. Wrap-up 

1. How do you deal with the ongoing constant innovation? 

2. What are your business concerns/worries for the future? 

 

Thank you for your time and participation. 

 

 

 



_______________________________________________________________________________________ 

The other side of innovation  90 

 

Appendix B 

 

Coding example (open and focused) 

 

Text Transcription Meaning 

unit 

Sub-theme Theme Pattern (emerging 

among comparison 

with other data) 

“[...] we have eight 

collections a year, we 

just did the number 

one collection for this 

year, about a month 

ago, and we are 

starting up the number 

two collection for this 

year. So of course, we 

start out by looking at 

the trend we already 

laid down for the first 

collection and we don’t 

reinvent the entire 

trend because it is the 

same months of the 

year that the collection 

will be in the stores. So 

we look at it and we 

take new items and 

new ideas and add to 

the trend we already 

have ...” 

 

When 

starting a 

new 

collection 

there is a 

strong 

influence 

form the 

last one 

 

Transition and 

link between the 

old and new 

 

Incremental 

innovation 

 

Innovation being 

performed in an 

incremental 

manner in fast 

paced and 

uncertain 

environment 
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