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Introduction 
This thesis concerns the tensions arising when companies introduce new business models and 

explores ways in which these tensions can be managed using Weick’s concepts of Sensemaking 

(Weick, 1995; Weick and Quinn, 1999; Weick, 2000).  The business model is a core component in 

how an organization creates, delivers and captures value. It defines how an organization’s 

resources work together in achieving its goals and is therefore an underlying element of 

importance for leaders as well as employees (Osterwalder, Clark and Pigneur, 2010). According to 

Osterwalder et al.(2010), it is no longer sufficient to only focus on product or process innovation 

and companies need to adjust or innovate their business models in order to keep a competitive 

advantage in the market.  Business Model Innovation (BMI) can be defined in several ways. Several 

scholars describe how the BMI involves the design of novel key elements to a firm’s business 

model or the architectural linking of these elements (Chesbrough and Rosenbloom, 2002; Amit 

and Zott, 2012; Foss and Saebi, 2017). Other perspectives are offered by Massa and Tucci (2014), 

who divide BMI into two different processes; A BMI can either be a Business Model Design or a 

Business Model Reconfiguration. The Business Model Design refers to the first time a company 

defines its Business Model and is often linked to entrepreneurial activity (Massa and Tucci, 2014). 

The Business Model Reconfiguration, on the other hand, assumes the existence of a business 

model and thus deals with aspects of how the model can be changed in order to maintain or 

increase competitive advantage (Massa and Tucci, 2014). In this paper, when I use the term BMI I 

refer to the aspects of Business Model Reconfiguration, because this thesis concerns the tensions 

arising when established companies introduce new business models.  

Even though the ultimate goal for a company is to strengthen its competitive advantage, the 

process of reconfiguring and implementing a new Business Model entails both opportunities as 

well as barriers. In order for a BMI to be successful, the company has to acknowledge the potential 

barriers and tensions linked to these processes of change (Chesbrough, 2010).  One of the 

challenges associated with BMI is the emergence of tensions or conflicts within the company, as 

the organization changes to adopt the new model.  

Tensions in BMI is well described in the literature (Chesbrough, 2010; Christensen, Bartman and 

van Bever, 2016; Broekhuizen, Bakker and Postma, 2018), and by Sund et al.(2016), who show how 

a new business model and its implications for the organizational structure leads to tensions 

between managers and employees, when they ought to navigate a new organization not yet fully 
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developed or settled. Finally, the same authors argue that when a new business model is 

implemented it can create a struggle for resources with other business units. One example of this 

is when the new and old business model coexist and managers compete over the same resources 

(Sund et al., 2016). The task of managing different coexisting business models and the tensions 

arising from this, is also described by Amit and Zott (2012). They identify important elements in 

BMI and how these elements can conflict with the existing company setup for example when 

managers protect their own assets and resist experiments. Chesbrough divides these different 

kinds of into either structural or cognitive and these tensions are relevant to study as these can act 

as barriers for the development and implementation of a new business model (Chesbrough, 2010). 

The literature on how to manage such tensions is sparse and leaves several questions open 

(Chesbrough, 2010; Massa and Tucci, 2014; Christensen, Bartman and van Bever, 2016; 

Broekhuizen, Bakker and Postma, 2018). For instance, according to Chesbrough (2010), to manage 

the tensions in BMI it requires internal leaders who can manage these processes and support the 

company’s culture when embracing the new model. However, Chesbrough does not explain how 

these leaders can manage the tensions occurring when the organization changes.  

 

Karl Weick’s sense-making framework provides an interesting perspective on the management of 

tensions in organisational change (Weick, 1995, 2000, 2009). Weick has described several cases 

where Sensemaking techniques and methods have been applied to changes and how managers 

can act to support Sensemaking for their employees. Weick describes seven aspects in the process 

of Sensemaking as: 1) Grounded in identity construction, 2) Retrospective, 3) Enactive of sensible 

environment, 4) Social, 5) Ongoing, 6) Focused on and by extracted cues and 7) driven by 

plausibility rather than accuracy (Weick, 1995).  

This means that the process of Sensemaking is happening retrospective in all levels of the 

organization at all times, as both managers and employees are trying to shape a meaning of the 

situation, in which they take part (Weick, 1995). Sensemaking occurs from single events (cues) but 

takes place as a dynamic social process, where identities are (re)constructed and affected by the 

actions each person makes (enactment) (Weick, 1995). Thus, as a BMI is initiated and 

implemented, employees and managers continuously try to make sense of the occurring events in 

order to identify themselves in the process and, along the way, establish new ways of interacting 

in the altered social dynamics and the new organizational structure (Chesbrough, 2010; Sund et 
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al., 2016).  Sensemaking strategies in this context is defined as managerial tools to affect tensions, 

informants are sampled to include only managers at different levels.  

 

Very few others have studied the direct link between BMI and Sensemaking. Malhotra argues that 

when the new business environment faces changes and new social dynamics, a sense-making 

model should be proposed to facilitate the implementation of a new sustainable business model 

(2000). Even though Malhotra (2000) describes a model, where sense-making could be applied, he 

does not define exactly what elements the sense-making model provides or how it can affect the 

changing organization. Another study of Brenk et al. (2019) argues that Sensemaking can reveal 

the need to change, when a new business model conflicts with the dominant business model. 

Thus, Brenk argues that the mindset should shift from managerial causation to intrapreneurial 

effectuation. Hence, Brenk et al. (2019) state that Sensemaking occurs during BMI, but do not go 

into details with how this happens or how. In fact, he notes that further studies should be made to 

gain knowledge on how specific interventions can affect tensions and when these interventions 

should be applied (Brenk et al., 2019).  

 

Through a literature review and qualitative interviews, this project aims to explore what kind of 

tensions arise from BMI and how Sensemaking Strategies can affect these tensions. In the 

following, the theoretical framework used to explore tensions in BMI and how to manage these, is 

unfolded. This leads to a gap in the literature as very few have studied the potentials of 

Sensemaking in managing tensions in BMI. Through qualitative interviews with stakeholders in Leo 

Pharma (a midsize Pharma business), these potentials are subsequently explored. The thesis ends 

with a discussion of tensions arising from BMI and how Sensemaking strategies can affect these 

tensions.  
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Theoretical framework 
This chapter sums up the results of a literature review on BMI and Sensemaking. After presenting 

the method of the review, the term BMI is introduced and defined, including what kind of 

organisational changes it refers to. Afterwards, aspects regarding ambidextrous organisations and 

the challenges they induce, are described. The section ends with a description of challenges and 

opportunities arising from BMI and a summary of the literature on how to manage these tensions. 

After covering BMI and related literature, the chapter turns to change management and especially 

theories on Sensemaking. The section on Sensemaking will start by defining the term and 

elaborate on how Sensemaking can be applied in a practical setting. 

 

Literature review 
The literature review was conducted using a systematic literature search using EBSCOhost 

databases. This database combines several other databases and offers a variety of proprietary full 

text databases. The databases range from peer-review articles to books and covers medical, 

academic, corporate and school libraries. 

Articles were included in the review if they included at least two of the following terms, either in 

the title or in the keywords: Tension, Conflict, Organizational change, Organization management, 

Business models, Business Model Innovation or Sensemaking (and related spellings).  

The searches included all peer reviewed articles in English. No limitations were made in relation to 

search field (ex. Title, subject terms, etc.). The first round of searches looked for articles exploring 

tensions in BMI. In the first search, the phrase Business Model Innovation was used as the only 

search parameter. This search resulted in 2797 hits and was therefore considered too wide and 

imprecise. To narrow the search, BMI was combined with “tension” or “conflict”, which resulted in 

12 and 18 hits, respectively (see table 1), out of which two and three were found relevant, 

respectively. In order to increase the width of the search, words related to tensions was tried in 

different combinations. Thus, Business Model Innovation was combined with “challenges” (395 

results), “limitations” (88 results) or “barriers” (113 results). After going through the titles, 

keywords and abstracts, four new articles were identified as relevant.  

The second round of searches aimed to find articles on Sensemaking. It started with a search 

combining “Sensemaking” with “tensions” or “organizational change”, which revealed 183 and 541 
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results respectively. After going through the titles, keywords and abstracts, only six and four 

articles were identified as relevant, respectively.   

To narrow the search further, Sensemaking was combined with Weick, with a criterion that the 

ladder should only be present as an author. This revealed nine results out of which three were 

found relevant based on the abstracts.  

Finally, one search combined Business Model Innovation with different combinations of 

“Sensemaking” (see table 1), which gave 2-19 hits, resulting in a total of six relevant articles.  

In total, the searches resulted in 49 articles relevant for the study. Eight of the articles were found 

twice, which means that the literature search gave 49 articles in total. 

The search history and results are shown in table 1 below.  

 

TABLE 1: OVERVIEW OF LITERATURE SEARCH AND RELEVANT ARTICLES 

Search Results (articles) Relevant after 

reading abstracts 

Business Model Innovation AND tension* 12 2 

Business Model Innovation AND conflict* 18 3 

Business Model Innovation AND challenges 395 9 

Business Model Innovation AND limitations 88 5 

Business Model Innovation AND barrier* 113 11 

Sensemaking AND tensions 183  6 

Sensemaking AND organizational change 541 4 

Sensemaking AND Weick (as author) 9 3 

Business Model Innovation AND Sensemaking 2 1 

Business Model Innovation AND sense making 5 2 

Business Model Innovation AND sense* 19  3 

TOTAL 1385 49 articles 

 

Furthermore, I used the reference lists from the 41 articles to find and identify other relevant 

literature. Hereby another 7 articles and 3 books were identified, which was included in the 

literature review.   
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Business Model Innovation 
 

What is a Business Model Innovation? 

A Business Model describes the rationale of how a company unfolds its products and services in 

the market and unlock the value of these assets. It has been a part of commercial performance 

since pre-classical times and is a core component of how a company is capturing value in the 

market (Markides and Charitou, 2004; Teece, 2010; Massa and Tucci, 2014). Traditionally, Business 

Models are focused on the value chain from industrial production of the asset to delivering and 

collecting revenues from customers (Massa and Tucci, 2014). However, in the literature different 

perspectives and definitions of Business Models emerge, including:  

 

“A successful business model creates the heuristic logic that connects technical 

potential with the realization of economic value.” (Chesbrough and Rosenbloom, 

2002, p. 529) 
 

“A business model articulates the logic, the data and other evidence 

that support a value proposition for the customer, and a viable structure of revenues 

and costs for the enterprise delivering that value.” (Teece, 2010, p. 179) 
 

“A business model is the design of organizational structures to enact a commercial 

opportunity.” (George and Bock, 2011, p. 99) 

 

Thus, the Business Model deals with the logic of how and organization creates and captures value, 

but as the various definitions exemplifies there are several aspects to the Business Model. The 

Business Model covers perspectives regarding customers, production, employees, revenue-

streams and more and as such, the term is broad and intangible to manage.  

One way to define a Business Model and make the intangible more concrete is the Business Model 

Canvas, which describes nine components that together make up the logic of how a company 

exert their economic potential, se figure 1 (Osterwalder, Clark and Pigneur, 2010).  
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Figure 1: The Business Model Canvas (Osterwalder, Clark and Pigneur, 2010).  

The Business Model Canvas is one way of describing the commercial logic of a company that tends 

to entail all important aspects of a viable Business Model. According to Massa et al. (Massa and 

Tucci, 2014)  the Business Model supports the innovation of new products or services in the 

company and the ability to commercialize these or the Business Model can be seen as a source of 

innovation in itself. As such, even though the Business Model Canvas is a static way of illustrating a 

structure for generating and capturing value, a Business Model is a dynamic framework, which 

continuously undergoes incremental innovations in the market to increase performance 

(Osterwalder, Clark and Pigneur, 2010; Euchner, 2016).  

Back in 1934, Schumpeter (1934) defined five ways for a company to be innovative: 1) through the 

introduction of new products, 2) by introducing new production methods, 3) through the 

exploitation of new markets, 4) through the discovery of new supply sources or 5) by initiating 

new ways to organize business. Even though Schumpeter does not use the word BMI, the 

perspective of new ways to organize business is one way of addressing the potential of BMI. BMI 

covers the aspects of how an organisation can search for and exploit new logics that supports 

novel ways for creating and capturing value (Casadesus-Masanell et al., 2007; Massa and Tucci, 
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2014). To exemplify this with the Business Model Canvas a company can make a BMI in any of the 

nine components, which can entail the four first ways described by Schumpeter. The fifth way 

concerns the way the company is organised, which can refer to how the nine components are 

connected and intertwined.  The point is that the construction and possible innovation of a 

Business Model in itself can increase a company’s competitive advantage. More recently than 

Schumpeter’s initial definition, scholars have argued that an advantageous Business Model has 

become more important than ideas or technologies and that new and novel Business Models have 

the potential to replace old logics of creating, delivering and capturing value (Magretta, 2002; 

Chesbrough, 2007). Thus, in order for a company to maintain a competitive advantage in the 

market, they need to focus on BMI.  

 

Looking in the literature, the definition of BMI covers two different aspects: Business Mode Design 

and Business Model Reconfiguration, that are very different in their offset. Business Model Design 

is related to the first time a new Business Model is defined, hence it is a discipline for 

entrepreneurs dealing with the nine components in the Business Model Canvas, but with a special 

focus on the uncertainty related to new technologies, new brand, legitimacy and liability (Massa 

and Tucci, 2014). Business Model Reconfiguration is dependent on an existing Business Model and 

involves re-arranging the inherent logic in an established Business Model (Massa and Tucci, 2014). 

In this thesis I focus on an existing company and therefore the term BMI refers to the aspects of 

Business Model Reconfiguration.  

Even though the ultimate goal for the company is to strengthen their competitive advantage, the 

process of reconfiguring a Business Model is also affecting the logic on which the company is 

based. According to Amit and Zott (2012), BMI can help companies exploit new opportunities in 

three ways: 1) Adding new activities, 2) linking activities in a new way and 3) changing which 

parties perform an activity, se table 4 (next page).  

This means that if one of these aspects is changed, the company has started on a BMI (Amit and 

Zott, 2012). 
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TABLE 4: TYPES OF BUSINESS MODEL INNOVATION 

BUSINESS MODEL INNOVATION 

Adding new activities 
Linking activities in a new 

way 

Changing which parties  

perform an activity 

 

Adding new activities refers to new products or services that can meet customer needs with 

respect to how the business model supports this, ex. by purchasing a new portfolio of products or 

engaging in a new part of the market. This is very similar to the first four ways described by 

Schumpeter. Linking activities in a new way refers to how the activities are linked and sequenced, 

ex. how the collaboration is between departments and how are knowledge-sharing and feed-back 

loops designed. Again, this is also covered by the fifth way described by Schumpeter (1934). The 

third aspect concerns who performs an activity, ex. by establishing partnerships with specialized 

companies who can perform an activity better, faster or cheaper (Amit and Zott, 2012). This is a 

new perspective in how to be innovative and in the Business Model Canvas this would mean that 

the lines between the nine components is changeable. 

The main point from Amit and Zott (Amit and Zott, 2012) is that in BMI it is important to consider 

the links between the components in the Business Model Canvas and the opportunities arising 

from an innovative focus on who performs the activity.  For all three aspects described by the 

authors the innovation can either be internal or external. New activities, new links or new parties 

can be implemented internally or new partners and collaborations can be established to change 

the content in the Business Model Canvas and the logic that links the components (Amit and Zott, 

2012).  

As have already been described, there are several ways for a company to work with BMI, but even 

though the models and illustrations simplifies this, it is a very complex task to do. According to an 

Innovation Survey performed by McKinsey, 94 % of executives reported that they had tried to 

innovate their Business Model, but only 6 % reported that they were satisfied with the outcome 

(McKinsey, 2010). One explanation for this picture is given by Broekhuizen, Bakker and Postma 

that states that: 
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“It frequently causes a major disruption that results in a clash with existent partners 

and vendors, requiring the establishment of new partnerships and customer effort to 

try out the new product concept.” (Broekhuizen, Bakker and Postma, 2018, p. 556) 
 

Thus, the BMI disrupts the logic in the Business Model Canvas and the rationale that guide 

managers and employees, which gives a difficult environment to manoeuvre in.   

In sum, many studies support the potential of BMI as a way of keeping a business competitive in 

the market. At the same time, BMI is a complex task to perform. It requires a holistic view that 

enables creativity within the organisation but at the same time paying attention to the refinement 

of the existing activities and a special focus on how to deal with the disruption that can come with 

a BMI.  

 

Ambidextrous organisations 

Many companies face challenges when aiming to, at the same time, being sustainable and 

innovative. This duality is often referred to as ambidexterity (Raisch and Birkinshaw, 2008). While 

this ambidexterity can be pivotal for a company to survive, it often includes dual BMIs which 

requires specific strategies to handle and may result in several tensions. These challenges will be 

unfolded in the following.  

One of the challenges with BMI emerges with the co-existence of two different strategies in the 

same company. Organisational ambidexterity refers to an organization’s ability to, at the same 

time being aligned and efficient while also being adaptable and pursuit changes and new demands 

in the market (Raisch and Birkinshaw, 2008). Ambidexterity is important to consider in relation to 

the aim of this thesis, as ambidexterity can bring tensions in the organisation. In relation to 

ambidexterity, March proposed that exploitation and exploration are the two fundamental ways 

by which a company should focus its resources. Here exploitation refers to refinement and 

efficiency, while exploration covers the aspects of experimentation and discovery (March, 1991). 

Thus, the two ways can lead a company, either towards a position in-between, where the 

company underperforms on both approaches and struggle to find a balance, or towards a situation 

where conflicts arise due to different demands, tasks and perspectives (Markides, 2013). March 

and Levinthal supports this approach in conclude that a company should  
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“…engage in sufficient exploitation to ensure its current viability and at the same time, to devote 

enough energy to exploration to ensure its future viability (Levinthal and March, 1993). 

One paradox in relation to BMI is to initiate a new Business Model, while the existing is still 

profitable and performing in the market (Euchner, 2016). Studies that focus on the simultaneous 

existence of both exploration and exploitation find that these processes need to be combined in 

order to obtain synergies and that this integration requires a common set of values, a shared 

vision and an central governance process (O’Reilly and Tushman, 2011).   

 

In a review covering ambidexterity, Raisch and Birkinshaw describes three approaches that enable 

ambidexterity: Structural solutions, contextual solutions and leadership-based solutions that will 

be elaborated in the following (Raisch and Birkinshaw, 2008).  

The structural approach focuses on how a company can create structures that facilitate both 

exploration and exploitation. One example is to divide the new and the existing business models, 

as a way to ensure that a new innovative business unit can exploit the flexibility and 

entrepreneurial spirit in a new environment separated from the core business. 

According to a study from Markides and Charitou (2004), companies’ risk to destroy value when 

adopting a new business model and should enable a contingency solution to the problem  . This is 

a slightly different approach to the conflicting duality and their central idea is to keep the two 

business models separate while at the same time integrating them, so that they will emerge in 

time to capture potential synergies and value from the new business model (Markides and 

Charitou, 2004). The authors propose a framework for how to choose the right strategy and 

suggest that integration only makes sense, when the strategic relatedness is high and synergies 

are likely to realize. Separation is, according to the authors, most suitable when the concepts are 

less related and potentially creates more tensions than synergies (Markides and Charitou, 2004).   

Even though these strategies have some value for both the explorative and exploitative parts of 

the organisation, they have been criticised for a general lack of ability to create synergies, manage 

tensions and result in an overall division of the organisation (Raisch and Birkinshaw, 2008; 

Markides, 2013; van Bommel, 2018). Raisch and Birkinshaw (2008) suggests that companies 

should shift between explorative and exploitative periods, but both strategies, the total division or 

the shifting focus, share the prerequisite that only one activity can be dealt with at a time. Other 

structural solutions include loosely coupled subunits that have their own managerial teams, but is 
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coordinated by senior management (Raisch and Birkinshaw, 2008). Parallel structures allow people 

to switch between the two, where one example is to deal with primary structures and secondary 

structures, where people can balance exploration and exploitation. Parallel structures can 

therefore allow competing demands within a single business unit (Gibson and Birkinshaw, 2004).   

Another approach to cope with tensions in organisational ambidexterity is to manage the context, 

as proposed by Ghoshal and Bartlett (1994). Instead of designing new structures in the company, 

leaders can act to shape a supportive context in the business unit that allows for exploration and 

exploitation. The context refers to the systems, processes and beliefs through which individuals 

navigate in an organisation (Ghoshal and Bartlett, 1994). This approach enables employees to 

divide their time between different conflicting demands arising from different Business Models 

and thus make their own sense of the context. In addition to this, the authors describe the 

importance of a trust, collective identity, personal meaning and shared ambition (Ghoshal and 

Bartlett, 1994). In summary, the contextual approach can make organisational ambidexterity 

possible by creating a shared-vision and by supporting a trusted environment where employees 

themselves decide activities (Raisch and Birkinshaw, 2008). 

The third approach deals with the important role of the leaders in an organisation and their ability 

to create an ambidextrous environment that supports their employees and the balance between 

exploration and exploitation (Raisch and Birkinshaw, 2008).  

 

In the next section I will explore how managers can create a shared vision and enable employees 

to decide for themselves in the conflicting environment between exploration and exploitation. 

 

Barriers and opportunities in BMI 

BMI can be a risky endeavour that can destroy value or create tensions. It often requires an 

organisation to move beyond its comfort zone, while simultaneously focusing on the core business 

which is already in place. When companies attempt to change their Business Model it affects this 

logic, which entails both opportunities and barriers. Executives and managers should be aware of 

this conflict, and they should acknowledged and manage this conflict to make the BMI process 

successful (Chesbrough, 2010). As described above, the journey of BMI and the perspectives 

described in studies dealing with ambidextrous organisations points out both opportunities and 

barriers related to BMI. These will be briefly described in the following section.  
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Looking solely at barriers described in relation to BMI, Chesbrough (2010) divides them into 

structural or cognitive. Chesbrough (2010) defines the structural barriers as the conflicts between 

new and existing business models and how both employees and the activities they perform can be 

stretched between these two. For example, when implementing a BMI in a department a manager 

can face the balanced challenge of having to deliver on the existing business model and support 

his team to perform accordingly. However, this reduces the attention and resources towards the 

new business model, whereby its progress is limited. On the other hand, if only focusing on the 

new business model, the manager risks not to deliver on assets nested in the existing business 

model and thus not meet the deliverables. It can be a puzzle to deliver in two business models 

with a team that has primarily functioned in the existing model. The situation has many similarities 

with the paradox described for ambidextrous organisations and the dilemma between exploration 

and exploitation (Raisch and Birkinshaw, 2008). Thus, the conflict emerges both at an 

organisational level and for the individual manager or employee.  

According to Chesbrough (2010), this leads to the second barrier of cognitive understanding. A 

new business model can offer or develop a new value chain, a new value proposition, aim to 

reduce costs or change the engagement with other companies (Teece, 2010; Amit and Zott, 2012; 

Massa and Tucci, 2014). Even though this may unlock a potential it also needs an organisation that 

is designed to deliver on the new value proposition.  These new elements challenge the 

understanding for employees, who are embedded in the dominant logic of how the company 

created and captures value (Bettis and Prahalad, 1995). If the new value proposal conflicts with 

this logic, managers and employees tend to neglect the new proposal as it does not fit the existing 

organisational logic (Chesbrough, 2010). The cognitive barrier is thus that lack of ability to work 

both explorative in a new business model and exploitative in the existing. Chesbrough (2010) 

states that it is vital to focus on the leadership for change in an organisation that is working with 

BMI.  

 

In the following I will unfold how leadership can act to address the structural and cognitive 

barriers in BMI? One way is for leaders to adopt an experimental stance towards BMI and 

continuously balance the local perspectives and the overall vision, while having the mandate to 

differentiate between various department, units and employees (Chesbrough, 2010).    
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Besides from structural and cognitive challenges as described above, the organisation should 

expect a struggle for resources, when implementing a new business model, which can lead to 

conflicts – both at a structural and cognitive level. Other challenges are related to new rotation of 

employees and managers in an attempt to stimulate exploration or exploitation in certain 

positions (Chesbrough, 2010). 

Broekhuizen, Bakker and Postma (2018) identifies four strategic trade-offs that a company needs 

to address: 1) The degree of organisational freedom, 2) the degree of planning vs. 

experimentation, 3) the degree to which the value proposition challenges status quo and 4) The 

persistence of using the same value proposition logic. These four perspectives summarize the 

challenges a company faces when working with BMI. Thus, Broekhuizen, Bakker and Postma 

(2018) also identifies the challenges companies face and, in accordance with Chesbrough (2010), 

elaborates and the structural and cognitive challenges. Broekhuizen, Bakker and Postma (2018) 

notes the trade-off a company can be forced to make to balance the ambidexterity and the degree 

of organisational freedom and suggests guiding questions that can lead executives to make the 

right decision in how to solve the structural implications. In relation to the cognitive logic and 

tensions arising from it, they also proposes a guideline that can help executives and managers to 

deal with the cognitive dilemmas occurring and which preliminary considerations they should 

consider (Broekhuizen, Bakker and Postma, 2018).  

In summary, challenges from BMI can be described as either structural or cognitive. The first refers 

to the organisational setup that the BMI takes place in and how a company can balance between 

exploitation and exploration. The latter refers to the understanding of a new logic in the Business 

Model and stresses the dilemmas for managers and employees that are to navigate and focus 

their energy in co-existing Business Models. 

Both the structural and the cognitive perspective can create tensions in the business environment, 

but how can managers navigate and address these issues? 

 

Managing tensions 

The process of working with BMI and implementing new models is still rather underdeveloped 

even though many business Models fail during implementation (Christensen, Bartman and van 

Bever, 2016; Broekhuizen, Bakker and Postma, 2018). How do managers deal with the challenges 



 17 

occurring from BMI is relevant to address to improve the outcomes of BMI (Broekhuizen, Bakker 

and Postma, 2018).  

Massa and Tucci (2014) illustrate various tools supporting BMI and how to apply them. One tool is 

the narrative in which the organisation uses a verbal description of the how the company works. 

The narrative is one way of enabling managers and employees to create meaning and create 

expectations to how a future might look like. Narratives can simplify the cognitive aspects of 

understanding a new Business Model, but also has the ability to create a legitimacy of new 

activities (Massa and Tucci, 2014). Other tools addressing the dilemmas in BMI are archetypes and 

graphical frameworks. The first refers to an ideal example of a business case, which can support 

the exemplifies the core content, thus making it easier to follow (Massa and Tucci, 2014). 

Graphical frameworks, ex the Business Model Canvas, see figure 1 above, also helps to simplify a 

new innovative strategy and also serves to support the collective sense-making in an organisation.  

Massa and Tucci (2014) also describes how meta-models with illustrations of the company and its 

network is connected and internal activity systems can serve to overcome the complexities related 

to managerial cognition and sense-making.  

Sund et al. summarizes (2016) three perspectives on how to manage tensions between new and 

existing business models: 1) Do not settle too quickly on structure, 2) Balance top management 

support and experimentation and 3) Expect a power struggle for resources. Some of the 

perspectives mentioned here are very similar to the dilemmas, as he directs attention to structural 

challenges and the struggle for resources (Sund et al., 2016). However, Sund et al. (2016) also 

notes the top-management’s role in the BMI process and how essential it is to have ownership and 

understanding from the top-management. On the other hand, the authors also mention the 

importance of having distance from the core to the new activities, which in turn implies a fine 

balance between support and distance.  

However, even though some studies offer tools to manage tensions arising from BMI (Chesbrough, 

2010; Sund et al., 2016; Broekhuizen, Bakker and Postma, 2018), they still lack concrete solutions 

and instruments for managers and employees to stimulate this sense-making and understanding 

in the daily activities. But even though the BMI literature has limited answers as to how 

understanding of the new ambidextrous environment can be supported, other perspectives might 

be helpful.  

 



 18 

Sensemaking and Business Model Innovation 
Scholars have addressed the issue of tension arising from BMI and come up with both structural 

and cognitive tools to manage these tensions. As tensions arise from a change in the business 

environment and the organisation itself it is relevant to look into theories concerning 

organisational change and change management. Several aspects of organisational change have 

been studied and a variety of strategies have been developed and used across industries among 

others (Brown and Eisenhardt, 1997; Dutton et al., 2001; Borum, 2013). One major contributor to 

this field is the American Organisational Psychologist Carl E. Weick, who have studied how people 

act in organisations and what this means for the way organisations function (Weick, 1995; Weick 

and Quinn, 1999; Weick, 2000; Weick, Sutcliffe and Obstfeld, 2005; Weick, 2009). It is his ideas and 

theories concerning organisational change I will primarily use in the following section. One of 

Weick’s main areas of interest is how employees, managers and executives make sense of the 

organisation and the way it works.  

Traditionally, changes in organisations have been perceived as episodic as proposed by Lewin 

(Lewin, 1951; Weick and Quinn, 1999). This means that an organisation is in a state of equilibrium 

until a new episodic change occurs, for example a new strategy, a new activity or a BMI. Lewin 

(1951) have proposed a three-step model for changes with three stages:  Unfreeze-change-re-

freeze, which have become one of the most influential approaches to organisational change 

(Burnes, 2020). In this model managers and employees go through a state a change until they 

again settle in a new state of equilibrium. However, this is often not the case with BMI as the 

whole process can be perceived as a state of continuous change (Massa and Tucci, 2014). Both 

incremental and radical changes and can lead to small continuous adjustments that can cumulate 

and create change (Weick and Quinn, 1999). This is important to have in mind, when addressing 

the theories of Weick to BMI.  

Weick’s point of departure is that organisations is undergoing continuous changes thus making it 

relevant to study and apply the theories of Weick in relation to BMI (Weick and Quinn, 1999). BMI 

can be perceived as changes in organisations and the tensions arising from it. Changes, according 

to Weick, “involves difference in how an organisation functions, who its members and leaders are 

what form it takes and how it allocates its resources” (Weick and Quinn, 1999, pp. 362-363). A 

quote that fits well with the above-mentioned definitions on what a BMI is.  
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Weick argues that organisations are in constant changes, hence the focus should not be on how to 

move the organisation to a new stable equilibrium, but instead it should focus on how to stabilise 

the organisation during changes (Weick, 1995). Therefore, Weick comes up with another approach 

to organisational change and suggests that in a situation where changes occur continuously the 

sequence should instead be freeze-rebalance-unfreeze – the opposite of Lewin’s original model. 

Weick suggests that when change is continuous the problem is not un-freezing but instead 

redirecting what is already under way and enable people to make sense of this process (Weick and 

Quinn, 1999; Weick, Sutcliffe and Obstfeld, 2005). The role of the executive, manager and 

employee is to balance these changes and make sense of their experiences. Going back to the 

tensions arising from BMI it is evident that these tensions can arise from a lack of cognitive sense 

in the changing business environment, where people struggle to find meaning in a new dominant 

logic (Bettis and Prahalad, 1995; Chesbrough, 2010). Hence, Weick’s theories on sense-making 

could prove useful to apply in this context as they enable people to retrospectively develop 

rational images of what is going on and why (Weick, 1995; Weick and Quinn, 1999). Therefore, in 

the following, I will elaborate Weick’s theories on what Sensemaking is, how it can be applied and 

how the manager can support these sense-making strategies and processes.  

 

Sensemaking strategies 
One way to manage and affect changing organizations is described by Karl Weick using sense-

making as a conceptual term. In this section I will start by defining what Sensemaking is by 

describing the seven properties of Sensemaking described by Weick. From there I will cover 

aspects of how Sensemaking can be applied and used in practice and finally settle on two 

approaches managers can use to support Sensemaking during changes.  

 

What is Sensemaking? 

Weick describes several cases where Sensemaking techniques and methods have been applied 

and how managers can act to support Sensemaking for their employees (Weick, 1995, 2000). 

According to Weick:  

“The basic idea of Sensemaking is that reality is an ongoing accomplishment that 

emerges from efforts to create order and make retrospective sense of what occurs” 

(Weick, 2000, p. 106)  
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What is important to notice is that the process of Sensemaking is something that happens 

retrospectively, when people are trying to explain what happened and how they can create a 

sense of meaning (Weick, 2000). However, Sensemaking goes beyond understanding or 

interpretation, because Weick’s definition of Sensemaking also consider the actions involved, how 

these actions influence the sense-making process and the processes of choosing which elements 

to make sense of (Weick, 1995). 

Weick includes seven characteristic aspects in the process of Sensemaking and describes them as a 

rough guideline, which gives an indication of what Sensemaking is, how it works and where it fails.  

Hence, according to Weick, Sensemaking is (Weick, 1995, p. 17): 

1) Grounded in identity construction 

2) Retrospective 

3) Enactive of sensible environment 

4) Social 

5) Ongoing 

6) Focused on and by extracted cues and  

7) driven by plausibility rather than accuracy  

These seven properties have been pointed out as having practical implications because each of 

them can act on their own, but at the same time are interconnected. Thus, some of the properties 

may be more relevant in some situations and some may drop out over time or take up more space 

doing the process (Weick, 1995). 

In the following, each of the seven properties are unfolded in more details in the above-

mentioned order. It is important to remember, however, that this is not a prioritized list or 

describes the mutual dependence among the properties.  

 

1. Grounded in identity construction 

According to Weick, people create their identities from the environment in which they participate. 

As he states; “To shift among interactions is to shift among definitions of self” (Weick, 1995, p 20). 

This is an important point, because, when we try to make sense of what is going on, we tend to 

look at our identity and ourselves in the present context (Weick, 1995). According to Weick, we 

have many identities in different settings, but the important point is that we create these 
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identities according to how we perceive ourselves and the way we perceive the surrounding 

environment (Weick, 1995). For example, during a BMI, the manager may emphasise the need to 

change as a narrative of survival and may construct a picture of scarcity in which the change is 

driven by necessity. This may shape an identify rooted in inadequacy, as what was done before is 

no longer sufficient for the company. This could be the case for a company too focused on 

exploration. Another example could be one in which, doing a BMI, the manager narrates the 

employees as pioneers and crucial in the development of future products. The situation could be 

the same but the narrative supporting the chances focuses on potentials rather than needs. The 

latter may shape an identity of being specially elected for one’s competencies and thus create a 

new meaning for employees as their identity is constructed from a positive setting.  

 

2. Retrospective 

Weick argues that “The creation of meaning is an attentional process, but it is attention to what 

which has already occurred” (Weick, 1995, pp. 25-26). Thus, we need to digest new impressions 

and changes and from there rationalize the meaning of it (Weick, 1995). For example, when 

COVID-19 spread to Denmark and the government rapidly chose to close down the society, we 

first barely understood why and many questioned the actions taken. But, retrospectively and with 

more knowledge and experiences we were able to explain and create meaning of these actions 

taken and understand the consequences they implicated for the society. Some actions make sense 

to us retrospectively as we have learned from the experience and we use these experiences to 

argue, rationalize and make sense of the changes. The same can be applied to companies 

undergoing changes. According to Weick, the reality is what we sense here and now, while we 

subsequently interpret these impressions and make sense of them (Weick, 1995).   

 

3. Enactive of sensible environment 

When undergoing changes in organisations, managers and employees act. These actions are 

inevitable as we do not just sit around and wait for the world to settle – we are a part of it and 

take part in the process: “the world is not fixed and pregiven” (Weick, 1995, p. 38). We are 

affecting the environment through our actions and the environment affects our actions. This is 

important considering changes in organisations. When we face a new activity or task, we act, and 

through these actions we influence the way the activity is performed. The output from this 
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performance force us to act, and thus we are an integrated part of shaping the context in which 

we operate in. Thus, in Sensemaking it is important to notice that all actions are intertwined with 

the environment and that people are a main driver of shaping this business environment in a way 

that makes sense to them (Weick, 1995).  

 

4. Social 

When changes happen, we are trying to make sense of it, and one way is to use our social 

environment. To quote Weick: “Sensemaking is never solitary because, what a person does 

internally is contingent on others” (Weick, 1995, p. 40). For example, when a new activity is added 

to the Business Model we listen to the arguments behind this change and we look at the managers 

and our colleagues to see their expressions. Are they sceptical or confident? We use these 

impressions to make sense in a social process, where our opinions and attitudes towards a certain 

topic is maintained and developed in the daily interaction with colleagues and through the 

development of a shared way of communicating and engaging (Weick, 1995). Imitation is 

important, and we find motivation and social security in following and imitating others. We create 

meaning in a social context, where we make a common perspective and rationale (Weick, 1995).  

 

5. Ongoing 

We are always in the middle of something, whether it is an ongoing project, a new activity or a 

BMI. While Sensemaking always occur retrospectively, we always act in the present context in 

which we take part (Weick, 1995). When we are thrown into changes and new situations we act 

and through these actions we shape the meaning. In extension we cannot predict what our actions 

may cause and, in the situation, we do not have a stable environment to act upon. Therefore, we 

act upon our interpretation of what is going on and we act and make sense continuously (Weick, 

1995). The perspective of ongoing Sensemaking also refers to our emotions. The more we attempt 

to make sense, the more attention we pay towards the change and hence our emotions are 

affected and enhanced towards the change. This means, that our feelings, which are shaped by 

previous experiences, are part of our ongoing Sensemaking process, which are intertwined with 

the social aspects and our identity. This is important to consider as our actions are affected by our 

feelings, and we must act in the situation where the changes occur. Thus, when we act, we shape 

the direction and the reality of which we are a part (Weick, 1995). 
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6. Focused on and by extracted cues  

We make sense of cues in our environment and interpret them according to our experience and 

attitudes. Cues are, according to Weick, small elements we meet continuously and we try to make 

sense continuously (Weick, 1995). Sensemaking is thus an exercise of enhancing these cues and 

we do so, affected by the context in which we operate (Weick, 1995). For example, when an 

employee is informed about a new way to perform an activity in his department, he uses the cues 

presented in the context to make sense. If the company is exploitative, he could see the new way 

as just another change, which is both expected and anticipated. The cues from being in an 

exploitative company thus leads his sense-making in one direction. If on the other hand, the 

company faced economic problems the introduction of a new way to perform an activity could be 

interpreted as an action taken to increase performance or to minimize cost. Thus, the cues shape 

our understanding and we constantly look for cues and place them in our Sensemaking process. 

Weick also notes the element of self-fulfilling prophesies, as the cues stimulate us to create an 

image of the context and we subsequently act accordingly, thus fulfilling the initial interpretation 

(Weick, 1995).  

 

7. Driven by plausibility rather than accuracy  

When we try to make sense of the changing environment of which we are a part, we seldom need 

the details. Instead we look for the big picture, from where we can create a full image. In the 

ongoing process of Sensemaking and continuous changes, the optimal solution is rare and we 

therefore strive to find the satisfying answers to the situation (Weick, 1995). The details will, 

according to Weick, not make sense and not support our actions, but if we have a plausible 

explanation, we use our knowledge and experience to interpret the bigger picture as something 

tangible in the given context. From these actions, we retrospectively make sense.  Thus, 

“Sensemaking is not about truth and getting it right” (Weick, Sutcliffe and Obstfeld, 2005, p. 415), 

it is merely a process of shaping a story that is incorporable to our assumptions (Weick, Sutcliffe 

and Obstfeld, 2005). In relation to BMI this is important as during the process of changing the way 

of organising the business, we do not have the right answers to all the details that are emerging 

throughout the organisation. If the employees and managers can understand the bigger picture, 

they will themselves make sense of it and create a plausible explanation of the process (Weick, 

1995).  
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To summarize these seven properties, our actions (enactments) are rooted in the observations 

(cues) we make and the social environment of which we are part (social). The social interaction 

and our perceived identity (identity) help us shape a plausible (plausibility) explanation of what 

has happened (retrospectively). We do so continuously (ongoing) and the seven properties are 

constantly affecting and shaping or Sensemaking in the context in which our actions occur (Weick, 

1995). Meaning is created at all levels, i.e. at individual, departmental and organizational levels. 

The meaning we try to create, is created through the language we use and the way we act. The 

formation of meaning is based on the actors' self-narratives and thus also in the organizational 

self-narrative (Weick, 1995). The main point from Weick’s theory is that Sensemaking takes place 

constantly from our experiences and that people are an integrated part of this process and affects 

is. The following section presents suggestions on how these seven properties can be applied in a 

practical setting.  

 

How can Sensemaking be used? 

Apart from the above-mentioned properties that defines Weick’s theory of Sensemaking, it is also 

important to explore how these properties can be applied in more practical terms. As described 

above, the process of Sensemaking is highly dependent on our own actions and the way we as 

individuals and groups perceive the reality of which we are a part. However, even though we make 

sense individually, Weick also suggests how we can work with Sensemaking as an organisation. In 

this section, seven perspectives that can help managers shape and direct the process of 

Sensemaking are brought forward (Weick, 1995, pp. 181-192).  

 

1. Talk the walk 

Instead of focusing on what we say and subsequently do, or walk-the-talk as it has been described 

by scholars, we should put our attention towards the action of walking. We should stress the 

importance of being available in the organisation, being curious towards what is actually going on 

and what is important to employees and customers (Weick, 1995). This perspective is essential as 

we do not know what we should talk about, before we have experienced and heard what is 

important to the employees. From here we can start handling the disruptions that take place and 

choose our actions from it (Weick, 1995).  
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2. Every manager an author 

Managers have the potential of creating a framework in which we perceive situations and 

changes. The point is that the story or narrative that managers can create around a change, is 

setting a direction for the interpretation and sense making which occurs afterwards. It is coupled 

to the above-mentioned property concerning the cues and the perspective of language. There is a 

lot to gain by using the right words as employees interpret and act based upon these words 

(Weick, 1995).  

 

3. Every manager a historian 

As Sensemaking is a retrospect progress, managers have an essential role to play in relation to 

extracting meaning and elements that support the change. When a company is working with BMI, 

there will be occasions where managers and employees are making sense of what has happened. 

During these occasions, the manager can stress the elements from the story that supports the BMI 

and thus bring attention towards the benefits of the change (Weick, 1995). 

 

4. Meetings make sense 

Meetings are important to address the confusion, uncertainty and progress that we experience. 

Meetings in this context should focus on what is important for the participants and not necessarily 

only entail a pre-planned agenda. This perspective is pivotal as it stresses the importance of 

dealing with what is present and important to the employees. What is important to the employees 

often represents disturbances or tensions, that needs to be managed. It is a way to deal with the 

confusion that arises from changes and to overcome these barriers (Weick, 1995).  

 

5. Stamp in verbs 

This aspect of Sensemaking points out that it is a process more than a fixed solution. Verbs tend to 

capture the dynamics inherent in Sensemaking and by using verbs we also invite employees to 

participate more actively in understanding the dynamics that constitute an organisation. As Weick 

puts it: “Those who become immobilized, defensive and angry in organizations are often those who 

see the world as filled with problems that should be can be solved once and for all” (Weick, 1995, 

p. 187).  
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6. Encourage shared experience 

In order to support a process of Sensemaking throughout an organisation, it is important to enable 

managers and employees to evaluate on shared experiences, which can generate a common 

understanding and meaning. As managers we should encourage employees to build a base of 

shared experiences and projects, that can serve as a platform for developing a shared culture. For 

Weick, it is these experiences that connects us and shapes the culture, which is necessary to hold 

the multiple changes together (Weick, 1995; Weick and Quinn, 1999). 

 

7. Expectations are real 

We find what we expect, which puts us at risk of fulfilling our own prophesies. If we expect a BMI 

to be disruptive and unsuccessful, then we direct our attention and actions towards these 

negative outcomes, thus reduce our commitment and motivation and reinforce the cues that 

supports this expectation. It is impossible to eliminate our expectations but we should be aware of 

how they can affect an organisational change. Therefore, managers should encourage 

transparency in order to shed light on our expectations and make it possible to either consolidate 

or change our expectations as the changes occur (Weick, 1995).  

  

How can managers use Sensemaking as change management? 

This section presents two approaches proposed by Weick for managers to lead continuous 

changes. The approaches should be seen as a practical extension of the above-mentioned 

properties and recommendations and should help managers to deal with changes and 

Sensemaking in their daily management.   

The first approach is to manage changes with Sensemaking. In order to do so, the managers 

should (Weick, 2009,. 225): 

1) Encourage people to act and experiment with new solutions 

2) Create a direction 

3) Encourage people to be updated on the process 

4) Facilitate a respectful interaction, based on trust, that enables a stable reproduction of 

what is going on 

Weick claims that any strategy or plan can be followed as long as it entails these four criteria, 

which are based on the seven properties of Sensemaking: It is important to act and to gain 
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experiences, as we cannot be paralyzed in the ongoing changing environments. Furthermore, we 

act based on cues in surroundings and our actions are rooted in our identities. The respectful 

interaction is related to the social process of Sensemaking and the reproduction covers the 

retrospectivity in Sensemaking, thus enabling employees to create meaning together, based on 

experience. It is also important to notice the point of being updated on the process, as new 

information can shape our understanding and Sensemaking. Finally, the direction is related to the 

plausible explanation of why the changes are occurring (Weick, 2009).  

These four criteria are important for managers to have in mind, when leading change in an 

organisation and in many ways, they point out the essentials from the Sensemaking theory.  

One solution to how Sensemaking can be done is also proposed by Weick and Quinn (1999). 

According to their study it is necessary to create the time and space for employees to freeze the 

situation and re-balance their effort (Weick and Quinn, 1999). The important part is that it is 

necessary to facilitate a dialogue on how we got here and what we should do next. This is 

Sensemaking in action as this time and space can help implicated people to shape a new 

understanding of what has happened and for managers to act as storytellers and historians to 

stress the important cues that can lead towards a desired outcome. This should enable managers 

and employees to create a shared understanding and in the social environment decide their next 

actions and why they make sense (Weick and Quinn, 1999).  

 

Sensemaking in relation to organizational change and Business Model Innovation 

As mentioned in the introduction, very few others have studied the direct link between BMI and 

Sensemaking. Malhotra (2000) argues that when the new business environment faces changes and 

new social dynamics a sense-making model should be proposed to facilitate the implementation of 

a new sustainable business model. Even though Malhotra (2000) describes a model, where sense-

making could be applied he does not describe exactly what elements the sense-making model 

provides or how it can affect the changing organization. Another study by Brenk et al. (2019), 

argue that Sensemaking can reveal the need to change when a new Business Model conflicts with 

the dominant Business Model. Thus, Brenk et al. (2019) states that the mindset should shift from 

managerial causation to intrapreneurial effectuation.  

However, the scope of the article is not to explain how Sensemaking processes can be supported, 

but how Sensemaking occurs during BMI.  
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Massa and Tucci (2014) also note the importance of collective Sensemaking during BMI, but does 

not move beyond this point of view. Therefore, the area of Sensemaking in relation to BMI is still 

underdeveloped, but since the tensions arising from BMI are rooted in changes in the business 

environment it is relevant to study how Sensemaking strategies, as described by Weick, can affect 

these tensions by strengthen Sensemaking processes during BMI.  
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Methods 

Design 
This study uses a combined literature review and qualitative interviews to investigate the tensions 

arising in BMIs and explore the potentials of applying Sensemaking as a framework to affect such 

tensions.  

The literature review provides a theoretical foundation for understanding tensions in BMI and the 

concepts in Sensemaking. The review aims to give a theoretical platform for which to investigate 

and answer the problem statement.  

In order to have empirical insights into real world BMI, qualitative interviews with 5 informants 

from the same company have been conducted. In oppose to the literature review, the interviews 

provide knowledge on the actual challenges met by managers during recently conducted BMIs in a 

given company. By letting the managers unfold these challengers in their own words, and 

subsequently have informed conversations about the potential benefits of using Sensemaking in 

BMI, the interviews provide an important platform for discussing the theoretical aspects of the 

combination of BMI and Sensemaking up against examples of real tensions arising in a given BMI. 

Thus, the combination of methods helps to answer how Sensemaking strategies can affect 

tensions arising from BMI.  

In the following I give a presentation of the methods used in the literature review and the 

interviews.  

 

Qualitative interviews for collecting data 
The interview as a research method is widely used to produce knowledge about attitudes and 

experiences about a specific phenomenon, which fits with the aim of this study. This project takes 

up an exploratory case study approach using interviews to collect data about tensions arising from 

BMI and how Sensemaking can affect these (Miles, Huberman and Saldaña, 2014). It is, however, 

important to recognize that the knowledge gained from interviews is not neutral, but developed in 

interactions with the involved participants (Miles, Huberman and Saldaña, 2014). For the present 

study this means that the data from the interviews are a result of interactions with individuals in a 

given context and time. Hence, the aim of the interviews is not to generalize across the interviews, 

but to use the interviews as a way to gain insights into the challenges that individuals face when 

making BMI in their company.  



 30 

Sampling of informants 

I chose to conduct a single in-depth case study using a purposive sampling strategy to select 

interviewees in the company. The purposive sampling was chosen to address the unique context 

for R&D and to ensure that informants had been involved in the BMI, thus had personal 

experiences with BMI in LEO Pharma. Furthermore, I chose informants from different sections and 

departments I R&D to get different views on the same BMI. This study uses small samples of 

informants, who have experiences with BMI in their current positions. The sample is purposive, 

rather than random, which means that informants are selected on the basis of a pre-fixed set of 

criteria to ensure they have been involved or affected by BMI in their organization (Miles, 

Huberman and Saldaña, 2014). According to them, sampling in qualitative research involves two 

actions that give direction to the interviews. First, the boundaries of the topic are set to define 

aspects of the case that can be studied within the timeframe and means. For this study, the 

boundaries are set to include a company who have made BMI within the past three years. 

Secondly, the conceptual frame is defined, in order to qualify the basic theoretical argument that 

supports the study aim (Miles, Huberman and Saldaña, 2014). In this study, the conceptual frame 

comprises tensions arising from BMIs and how Sensemaking strategies, described by Weick, can 

affect these tensions.  

I chose a within-case sampling, where all informants have been affected or involved in the BMI in 

one company. The strengths of using a single company with several informants is that they are all 

affected by the same organizational change, but may have experienced this differently in their 

unique contexts.  Within-case sampling is often nested in a specific environment and the sampling 

is theory driven because the interviews is based on the theoretical framework developed prior to 

the interviews (Miles, Huberman and Saldaña, 2014). Choices of participants is driven by this 

theoretical construct, in this case Sensemaking and tensions in BMI, and the informants each 

represent different instances of this construct at different moments, in different places and with 

different people (Miles, Huberman and Saldaña, 2014). Another aspect of within-case sampling is 

that is has an iterative quality, as the perspectives evolves during the process (Miles, Huberman 

and Saldaña, 2014). While interviewing and retaining knowledge on the studied topic, new 

dimensions and aspects arrives, which affects the following interview. Also, the analysis is affected 

by choices made during the research process (Miles, Huberman and Saldaña, 2014).  
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In this study, informants were either part of the top- or middle management, because they had 

been exposed to tensions from employees and have managerial experiences in dealing with these. 

As Sensemaking strategies in this context is defined as managerial tools to affect tensions, 

informants were sampled to include managers at different levels. All informants had to have 

experiences from the BMI process and been affected by the organizational changes emerging from 

it, either personally or due to their positions. The informants could have different educational 

backgrounds, and their theoretical knowledge on BMI, change management or Sensemaking was 

neither inclusive or exclusive.  

The number of interviews was not determined prior to the investigation but as an on-going 

consideration of whether the interviews reached saturation. I ended up with five interviews, which 

all gave different perspectives but since they elaborated on the same main themes I assessed that 

the contents had reached saturation.  

 

Within-case interviews 

In the project, I used face-to-face semi-structured interviews, as this method is well suited to gain 

insight into the patterns and nuances of the informants’ opinions and experience (Miles, 

Huberman and Saldaña, 2014).  This method is relevant in relation to exploring tensions in BMI as 

the topic is suitable for a nuanced empirical foundation with profound questions and answers 

(Miles, Huberman and Saldaña, 2014).  The interview guide starts with several open-ended 

questions to gain rich data on whether the informants have experienced tensions arising from 

BMI. Afterwards, the interview-guide gradually increases the focus to ensure, that the informants 

share their point of view on resources, culture, tensions and the aspects of Sensemaking described 

by Weick (1995). From there informants addresses the organizational challenges arising from BMI 

and what their expected or realized outcome was. Finally, I defined key elements of Sensemaking 

and asked the informants whether and how they saw these strategies and tools as applicable to 

ease the tensions they had experienced in the changing organization.  

 

All interviews were conducted in the period from March-April 2020 and they took place at a time 

chosen by the informants, in consideration of their time schedules and priorities. All interviews 

were conducted by phone or via Microsoft Teams and recorded. The interviews lasted 41-69 

minutes.  
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Selecting the company 
In order to answer the research question, a company with recent changes in their Business Model 

needed to be identified. The criteria for this included that the company should have undergone at 

least one phase of BMI during the past 3 years. The BMI should either be new activities, linking the 

activities in new ways or changes in where tasks are performed (Amit and Zott, 2012). Preferably 

the company should be in the process of BMI and the first series of changes should have been 

made with more to come in the future.  

Based on these criteria, I sent emails to my extended network in search for a company that 

matched the defined criteria and wanted to participate in the thesis.  

By reaching out I identified three possible companies or organisations. One was excluded as it was 

a public organisation with different organisational premises than private companies. Thus, the link 

between literature describing BMI in private companies and a public organisation would call for 

certain assumptions in the analysis making it less valid.  

Of the last two companies, both was within health care and both companies met the pre-set 

criteria. In the end, the Danish Pharmaceutical Company LEO Pharma was chosen as this company 

had made more profound changes in their Business Model in their Research & Development 

department (R&D) in several occasions and had made several changes during the past 3 years. 

Furthermore, they had just launched the next phase of their transformation program – Transform 

R&D, hence met the pre-set criteria. This will be further elaborated in the following section. 

 

LEO Pharma 

LEO Pharma is a Danish Pharmaceutical Company with more than 6000 employees around the 

world. During the past 100 years, LEO Pharma has provided health care products and 

pharmaceuticals with a special focus on dermatology. The company’s mission is to help people 

achieve healthy skin and visions a future where LEO Pharma will be the preferred dermatological 

care partner in the world (LEO Pharma, 2020b).  

LEO Pharma focuses on increasing their innovation and their efficiency as part of this journey to 

realize their mission.  
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This focus on both being innovative and efficient simultaneously is very relevant in relation to BMI 

literature describing the ambidextrous organisation and the tensions arising from being both 

explorative and exploitative at the same time.  

 

Thus, based on the current BMI and the process of which LEO has been involved and are still 

engaged in, the company and its transformation meet the criteria for this thesis. The BMI of LEO 

Pharma is elaborated in the results section.  

 

Selecting interviewees 

Informants were recruited within their company via the management in the company. As LEO 

Pharma has more than 5000 employees globally the current thesis focuses on one specific part of 

the company – the Global Research and Development Organisation. The Global R&D organisation 

consists of 8 section each of which is a part of the LEO2025 strategy aiming to transform the 

company’s activities (LEO Pharma, 2020a).  Interviewees were recruited through the formal 

contact person in LEO Pharma, who is a senior manager in R&D. Through him interviewees were 

asked if they were interested in participating in an interview about the transformation program. 

To be included for an interview the informants had to be a senior manager or higher in the 

organisational chart in R&D and to have been a part of the transformation program. Furthermore, 

the informants were selected from different sections in the R&D organisation in order to give 

different perspectives of the transformation program.  Five informants were recruited at both 

senior manager level and as head of section. Table 2 contains details on the informants, in relation 

to position, when the interview was conducted and for how long it lasted.  

 

TABLE 2: LIST OF INFORMANTS, DATE AND TIME OF INTERVIEWS 

Informant Date of interview Length 

Head of Section March 11, 2020 57m59s 

Senior Manager March 16, 2020 1h09m38s 

Senior Manager March 20, 2020 49m42s 

Senior Manager March 30, 2020 52m46s 

Head of Section April 21, 2020 41m34s 
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Transcribing  

As the objective of this thesis is to explore what kind of tensions arise from BMI and how 

Sensemaking strategies can affect tensions arising from BMI, the interviews were transcribed fully 

to text, in order to capture the meaning of the participants thoughts and considerations. The 

choice of transcription style is based on Steiner Kvale’s rules for transcription (see table 3),  

 rules I have applied are shown in table 3 and were chosen on the basis of the Kvale’s 

recommendations (1994). I conducted and transcribed all five interviews, thus making my 

understanding of the empirical data more profound.  

 

TABLE 3: RULES FOR TRANSSCRIPTION 

Rules used during transcription 

Unclear words or sound are marked with red or ? 

Emotions are not shown 

Acknowledging or confirming sounds can be left out 

Overlapping or simultaneous speech is marked with -  

Unfulfilled sentences are marked with … 

 

Strategy for analysis 

After conducting and transcribing all the interviews I read the transcripts profoundly once again to 

get an overview of my empirical data.  

From there I coded the interview by marking when the informant talked about a certain topic. 

These topics made up a master list with main themes occurring in the interviews. Guided by the 

theoretical framework, these themes included: Business Model Innovation, tensions arising from 

BMI, Implications for culture, social dynamics, identity and resources, managing tensions, the 

seven properties of Sensemaking, the seven elements in the rough guideline and finally 

Sensemaking in practice: Direction of strategy and Time for re-balancing (see appendix A). 

Quotations from the interviews have been carefully translated from Danish.  
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Ethical considerations 

Prior to the interviews, informants were informed about the purpose and scope of the thesis. 

Informants were also told that taking part was voluntary and that their participation could be 

withdrawn at any time. In addition, all interviews started with a description of how data was 

collected and made anonymous and all informants gave their permission for me to record and 

store the interviews, hence informed consents were obtained orally.  

To ensure anonymity of the participants all names and titles are left out or changed in the 

transcripts. In the presentation of the findings, all informants are called by number.  

All participants are offered feedback on the findings to gain insight into the use and implication of 

the data. All participants are curious about the results of this thesis and look forward to receive 

the final thesis after examination.  
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Results 
In this section I will extract the main findings from the interviews. The results are structured 

around the theoretical framework starting out with explaining the BMI that LEO Pharma has gone 

through in recent years, then moving towards how the informants address the BMI, tensions 

arising from the BMI and how they have managed these tensions in relation to Weick’s theories on 

Sensemaking. I will display what the informants have told and reflected during the interviews, 

leaving the implications of their statements and the discussion of Sensemaking in relation to BMI 

to the discussion.  

 

Business Model Innovation in LEO Pharma 
LEO Pharma has launched a strategy aimed at transforming R&D before 2025. This transformation 

aims at moving LEO’s from being a fast follower to become first and best in class within 

dermatology.  

 

In 2009 LEO Pharma launched a new strategy named “Going for gold” with the stated ambition of 

growing the company. The success criteria are to maintain the independence of LEO Pharma, to 

secure competitiveness in all we do and to nurture and develop the organization (LEO Pharma, 

2020b). Between 2009-2011, LEO initiated operations in US, China, Australia, Brazil, Japan, Mexico, 

Italy, Turkey and South Korea and changed from being a small regional pharma company to 

become a truly global company. Internally, LEO began a three-step journey to improve their 

performance. The first step was to improve their Life Cycle Management (LCM) and launched the 

first version of a BMI to build a global and patient-centred organization. Furthermore, as a part of 

this BMI, LEO began to establish partnerships with other companies in order to meet the desired 

outcomes in the strategy. Following this new strategy, a new mission was introduced in 2011 

under the heading: We help people achieve healthy skin with a concrete focus on dermatology. 

Around 2014 LEO launched the next phase in their transformation program and focused on the 

next version of building a global and patient centred organization. The aim for this BMI was to 

enable LEO to become a “fast follower” in the pharmaceutical market and move the organization 

closer to the innovative frontier within dermatology. This included an overall shift from only 

focusing on topical (on the skin) pharmaceuticals to also have systemic (in the body) treatments in 

their portfolio.  
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During this second phase, Leo Innovation Lab was established, 5 strategic partnerships were made, 

a larger dermatology portfolio was acquired from another pharmaceutical company and R&D was 

streamlined to enable a future focus on biological pharmaceuticals in addition to the small-

molecule focus from previous, see figure 2.  

 

The third step started in 2017 with the launch of the LEO 2025 strategy, which for R&D is 

supported by the BMI strategy “Transform R&D – building the world’s best dermatology R&D 

organization”, see figure 2. This transformation aims at moving LEO’s from being a fast follower to 

become first and best in class within dermatology (LEO Pharma, 2020a).  

 

 

Figure 2: Overview of Business Model Innovations from 2009-2019.  

Source: LEO, Slide pack, launch 2020. 

 

R&D in LEO Pharma comprises of 8 sections, see figure 3 below: 

 

 

Figure 3: Organisational chart, Global Research and Development (LEO Pharma, 2020a). 
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According to LEO’s own communication campaign this means “Build R&D capabilities which allow 

us to deliver breakthrough innovation built on cutting edge science within an increasingly efficient 

R&D operating model” (LEO Pharma, 2020a). In order to do so LEO uses an illustration of two 

connected statements: Cutting edge science and efficiency linked in an infinity symbol, see figure 

4. 

 

 

Figure 4: Graphical illustration of LEO’s Transform R&D program (LEO Pharma, 2020a).  
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Furthermore, as a part of LEO’s BMI strategy Transform R&D they work with an approach and 

narrative were the overall objective of the strategy is to “Build R&D capabilities which allow us to 

deliver breakthrough innovation built on cutting edge science within an increasingly efficient R&D 

operating model, see figure 5.  

 

In summary, the strategy involves new ways of organising the work and activities in LEO Pharma as 

well as re-organising who performs the different activities. 

 

Perceptions of change 

The first question in the interview guide aimed at exploring the informant’s perceptions 

concerning the Transform R&D program. The vocabulary used to describe the strategy illustrates 

the implications of the strategic word as:  

“It is both a re-organisation, but it is also a new way to work” (informant 1, p. 2)  

To express why LEO Pharma had launched the strategy and what the implications were, one 

informant mentioned that:  

“There had been a bigger strategic re-organisation, but it did not really bite” 

(Informant 1, p 1.)  

and elaborates on the implications for the activities in R&D by saying:  

“to succeed with our strategy, we should make innovation and we should make 

transformation. These are the pillars we have chosen to highlight” (Informant 1, p. 2)  

Other informants said in relation to the changes:  

“it was a program that started on the back of the conformation, we had 3-4 years 

ago” (informant 2, p. 2) 

Some parts of the organisation offer another perspective:  

“we are not affected in the same way” (Informant 3, p. 2)   

“(we) were not really invited in the beginning, where we have come too late. I think 

this is a real real pity” (Informant 3, p. 4) 

Both quotes illustrate that not all parts of R&D in LEO Pharma experience the same during the 

changes in the organisation and the informants express that Transform R&D has different 

implications for the various departments.  
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Thus, all the informants are aware of the changes arising from Transform R&D, but they 

experience their involvement differently. 

 

The reason behind the changes 

The informants in general had a narrative about the changes as a form of necessity: 

“We need to do this in a new way” (Informant 2 p. 3) 

“The purpose was to solve some of those knots, those issues, we need to solve to 

transform” (informant 5, p. 2)   

“we simply need to pursue another strategy” (informant 2, p.3)  

These quotes illustrate why the company launched the transform program, but without 

elaborating the deeper background more thoroughly.  More dramatically informant 2 stated:  

“...if there are to be a LEO Pharma I 100 years, then we have to do something more 

than just bringing existing products to the market…then we change the strategy from 

being a slow-follower and start to look at: We want to become a fast-follower...” 

(informant 2, p. 2)  

 

Thus, the informants express a rationale behind the changes as need to change, but they do not 

address why it is a necessity in relation to competitive advantage, market share or product 

portfolio or pipeline.  

 

Implications for managers and employees 

For managers the Transform R&D strategy has implications for their teams. One informant said:  

“we want to be first-in-class, which means that we should be substantially more 

innovative. It is another form of innovation and another form of risk-profile we have 

to live with” (Informant 4, p. 2). 

Thus, the informant notes change in the activities his team performs and a difference in level of 

uncertainty.  

Another informant pays attention to the two sides of the LEO infinity narrative (see figure 4) 

“We should invest massively in development and at the same time deliver more on 

our existing portfolio. It is such a little, we want to spend with one hand and save 

with the other” (Informant 2, p.3) 
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These quotes illustrate some of the implications Transform R&D have for their teams and the 

structures their activities are performed in. The informant expresses the dilemmas in prioritizing 

“cutting edge science” and “efficiency” in the same transformation program. 

The same informant also noted a shift in focus:  

“There’s has come an increased focus on expenses and the expense-control relative to 

earlier” (informant 2, p. 3)  

This statement illustrates a change in the way the managers perceive the transformation and goes 

further by noticing the implications for employees:  

“There’s a lot of change in it, and some think it is terrific and other think it is a pain in 

the ass, because it suddenly in some way may feel like the management does not 

appreciate their work” (Informant 2, p. 5) 

Again, the inherent dilemma in the strategy and the managerial implications is highlighted, as they 

have to handle both cutting edge science and efficiency and employees that are motivated by one 

of these concepts.   

The experience of lack of appreciation is one aspect of uncertainty in addition to an experience of 

increased uncertainty.  

“we have to live with a new uncertainty and the employees shall also live with an 

uncertainty, where they can handle the insecurity of not ending where it looks really 

good” (Informant 4, p. 2) 

These statements point to how employees may perceive the transformation program as full of 

tensions and uncertainty and that this potential affect them in their daily work.  

Finally, it is also noted how the strategy affects what is expected from the employees:  

“we need employees that are ready to and faster to adapt new approaches” 

(Informant 3, p. 3) 

These new expectations are also a part of a new business environment, with experiences of 

uncertainty.  

However, even though the changes from Transform R&D encapsulates all of R&D, one informant 

also noticed that 

“the single departments transform the way they work separately so to speak” 

(Informant 5, p. 2) 
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This quote point to a divided organisation undergoing the same strategic transformation program.  

This goes hand in hand, with the above-shown quotations about how some departments do not 

feel as integrated in the program as others.  

 

In summary, the managers express a degree of uncertainty and notes the dilemma of being 

innovative and efficient simultaneously.  

 

Experienced challenges in relation to the BMI 
All informants name challenges in relation to the transformation program. In the following I have 

extracted quotes that goes in line with the challenges associated with BMI, the structural and 

cognitive, supplemented by quotes on ambidexterity.  

 

Experience of structural challenges 

The structural challenges refer to how the organisation works and which parties perform activities. 

One challenge addressed by an informant is:  

“...this whole thing as an organisation to work across the entire globe” (Informant 1, 

p. 8)   

and supplements by saying 

“they should build up some capabilities that they did not have before” (Informant 1, 

p. 8).  

In addition to the overall structures and competencies another informant noticed: 

“we get more to do, but we do not become more people” (Informant 2, p. 5)  

This quote addresses the challenge of efficiency. On the other hand, informant 3 stated that: 

“we have been provided with resources, almost 100% over the past 1,5 years, but it is 

a whole lot of people, and it gives a pressure on those who were there before” 

(Informant 3, p. 4) 

The latter quote stresses how Transform R&D and the new structure with new employees creates 

a pressure on the already existing employees in terms of know-how and function.   

Another structural change was expressed as:  

“we have divided operations and the innovative” (Informant 3, p. 6)  
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“the biggest challenge has been…we have been so decoupled from the mothership, 

that it is harder to bring things back than if we had been inside the fence the whole 

time” (Informant 5, p. 10) 

This statement relates to challenges with new structures and how the organisation is linked.  

 

Thus, LEO’s Transform R&D program and its structural implications are expressed as a challenge by 

the informants.  

 

Experience of cognitive challenges 

The other main category of challenges addressed by the interviewees covers aspects of the 

cognitive understanding and the inherent logic.  

“Challenges in relation to explain the strategy and explain how we fit in this new 

strategy” (Informant 4, p. 3)  

“I think it is to change the mindset” (Informant 2, p. 6) 

Both informants notice the issues arising from Transform R&D. This same transformation program 

also calls for a change in the employees’ perception of their work: 

“…our employees should be flexible in their mindset because they need to adapt” 

(Informant 3, p. 5)  

“…but that area, they are used to do things in a total defined way…and now we ask 

them to do something in another way” (Informant 5, p. 3)  

 

In summary, the informants experience various cognitive challenges in their teams in relation to 

Transform R&D and the challenges are all connected to the cognitive understanding of the 

transformation. 

 

Experience of Ambidexterity 

As described in the literature the ability to be ambidextrous can be a challenging act, which is 

noted by several informants:  

“It is this built-in conflict: How much time goes to the operations and how much time 

for the innovative part of the business” (informant 5, p. 6)  
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“some employees really thrive in this, because it is uncultivated land, which means 

there are no wrong answers given, and then there are some who thinks this is really 

bad, because all ideas become, more or less equally good. (Informant 4, p. 4) 

In addition:  

“I think there is an underlying assumption concerning the intention to invest in one 

part of the organisation and save in the other end (Informant 2, p. 9) 

These quotes stress the inherent dilemma of simultaneously being both explorative and 

exploitative. In addition, one informant noticed that the employees are challenged by the 

transformation program in relation to a new innovative perspective:  

“It has been a big challenge to go into unknown land” (Informant 3, p. 4)  

“…these new things that come along have we never tried before” (Informant 3, p. 5)  

 

The challenges expressed are related to the strategic focus in Transform R&D by increasing in 

“Cutting Edge Science” and also increasing efficiency.  

 

Culture, social dynamics, identity and struggle for resources during the transformation 
All informants can refer to changes in culture, social dynamics and resources. However, it is also 

clear from the interviews that the various departments in R&D have very different experiences in 

relation to this. The following section will elaborate on informants’ view on culture, social 

dynamics and resources. 

 

Culture  

When asked whether Transform R&D has affected the culture in the company, all informants had 

some experience and opinions to share. The first category concerns the new pioneering culture 

expressed as:  

“We have started to have a shared pioneering-culture, where we can see various 

ways of pioneering” (Informant 2, p. 10) 

“We become more used to working with uncertainties, uncertainty regarding whether 

this can succeed” (Informant 5, p. 8)  

“…readiness for change maybe, has there become more of” (Informant 1, p. 10)  
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These reflections point out that R&D has taken a step towards more risks in general, which is 

expressed as a change in culture and mindset of the employees.  

 

Another aspect of cultural change as mentioned as  

“the culture has changed towards a shared consciousness that we are in this 

together” (Informant 2, p. 7)  

This quote points to an experience of a shared journey in Transform R&D.  

 

In sum, the informants all mention changes in the culture during Transform R&D and illustrates 

the small incremental changes that occur as a part of Transform R&D.  

 

Social dynamics and identity 

When it comes to social dynamics the informants pay attention towards the new focus on science 

and how this affects the social dynamics.  

“there is suddenly a professional dimension one can see is appreciated in the 

organisation and, of course, it gives a another dynamic” (Informant 2, p. 8)  

“We have employees who just think it is the scientific aspects that make the job, not 

whether we earn money” (Informant 2, p. 7) 

Both quotes illustrate how identity and the social dynamics are changing. However, one informant 

state:  

“it has not affected the social dynamics” (Informant 4, p. 5) 

and in addition, the same informant notes that his employees are the same as before, but noticed  

“It has affected the culture in that way, I receive more questions to the overall 

strategy” (Informant 4, p. 5) 

This covers new aspects of identify under the Transform R&D program as employees see their 

roles and activities are shifting. Another informant says  

“there has been something, when you re-organize and whether you fit in” (Informant 

3, p. 8) 

 

In summary, the social dynamics are affected by new colleagues and new ways in which activities 

are performed, and employees seeks answers about identity.  
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Resources 

In the literature, a power struggle for resources during BMI have been described, but the 

interviewees had another experience:  

“We have been given a lot of new resources” (Informant 3, p. 6)  

“there has been no significant reallocation of resources” (Informant 5, p. 9) 

However, one informant mentioned the dilemma of investing with one hand and saving money 

with the other and the challenge associated with this:  

“Suddenly, we have a story about that the areas where we are to save money, are not 

as important as where we need to invest” (Informant 2, p. 9) 

In relation to tensions and resources s another informant said:  

“Absolutely, you know, there has been a lot about that” (Informant 1, p. 13)  

This illustrates the different experiences concerning resources among the different informants.   

Finally, the recruitment of new employees has been an issue when launching and working with 

Transform R&D:  

“…one of the biggest barriers that came up” [is recruitment of new employees and 

managers] (Informant 1, p. 12) 

This quote both point towards a struggle for resources, but the aspects of new employees can also 

refer to their possible impact on the culture and social dynamics. 

 

In summary, the informants express that they have received a lot of resources, that no resources 

are allocated, but also that there is an underlying concern present across the departments.  

 

Addressing tensions arising from the BMI 

The informants all share experiences of challenges and tensions arising from Transform R&D and 

each had thoughts concerning the overall approach in implementing the strategy.  

“It seems to me as a manager, that the organisation has not had big thoughts about:  

If we make this strategy, then this is the way we support first-line managers 

implement it in the best possible way” (Informant 4, p. 10) 

This illustrates a certain scepticism towards the way the transformation program has been 

enrolled. Another informant is focused on a one-size-fits-all approach and the disagreement with 

this:  
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“We have to consider the single team, what it is they do today and what we would 

like them to do. You cannot, in my book, do that in a generic way, it is completely 

mad, you have to consider those you are dealing with” (Informant 5, p. 12)  

followed by 

“you have to look at who you are dealing with. It is about skill-set, culture, processes 

and the systems” (Informant 5, p. 13) 

However, other informants have a different experience: 

“The managers are that link, so we have done a lot of that. Every month we have sent 

slide-kits they can use in their meetings” (Informant 1, p. 4) 

“I believe in this part with giving direction to them and orchestrate, not control, but 

orchestrate the interaction between managers, so they have a chance to know what 

each of them is doing and they know each other” (Informant 1, p. 15) 

 

Thus, a variety of perspectives are offered by the informants ranging from a lot of support and 

focus on the managers, towards experiences of being left alone and that everyone should 

implement the strategy in the same way.  

 

The seven properties of Sensemaking 

Looking at the original seven properties of Sensemaking (Social, Identity, Retrospective, Cues, 

Ongoing, Plausibility and Enactment – SIR COPE) all elements are addressed by the informants.  

In relation to the social part of Sensemaking, the informants share diverse opinions:  

“It is a one-on-one-sport” (Informant 1, p. 17)   

“we are left with our own genius thinking” (Informant 4, p. 9),  

but other informants stated that  

“they also use their colleagues to make sense” (Informant 2, p. 13)   

“We encourage people to talk together across [the organisation]” (Informant 4, p. 13)   

“When you are having breakfast with your own colleagues and you have suddenly 

become a part of it, then you are not that sceptical. Then you try to figure out what 

they are doing” (Informant 5, p. 12)  

Thus, the sociality of Sensemaking is present in a varying degree across department.  

In terms of identity:  
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“…how they and their competencies fit in and how they fit in in 2-5 years – it is a 

dialogue they have with me” (Informant 4, p. 10)  

“it has been an eye-opener to see – okay we are a part of this” (Informant 3, p. 10)  

These quotes express perceptions about how the employees can see their professional profile in 

Transform R&D.  

According to Weick, Sensemaking is something that occurs retrospective (Weick 1995). Several of 

the informants mention something that was troublesome, but has turned into meaning for them:  

“it is clear that things have been troublesome, because we lacked the processes, but 

is has meant that we have found new ways together… so there are many good things 

in it” (Informant 3, p. 13)  

“in my own journey I have realized what I am good at and what I can contribute with” 

(Informant 2, p. 15) 

As the interview were focused on what had been done, all the statements and reflections should 

be seen in a retrospective light, as the informants has had the time to reflect on the process.  

 

One informant addresses the property of cues by simply saying:  

“When you focus on things, it has a tendency to grow” (Informant 3, p. 11)  

This quote pinpoints the essence of cues in Sensemaking as the cues shape our understanding and 

we constantly look for cues and place them in are Sensemaking process. 

In relation to the ongoing property of Sensemaking and the continuous change the informants 

said:  

“A transformation like this and to be in an organisation, it is change upon change 

upon change” (Informant 1, p. 16)  

“I does not exist [the stabile organisation], I does not exist” (Informant 3, p. 14)  

Thus, the offset for Transform R&D is one of change, which is in line with the theories proposed by 

Weick (Weick & Quinn 1999). Furthermore, concerning the plausibility, rather than accuracy, it is 

important the managers and employees believe in the overall story of Transform R&D. This was a 

focus for the informants in the interviews:  

“I can make this story, I can be a part of translating the strategy to the concrete and 

somehow get it to make sense to people. That is what I do” (Informant 2, p. 15)  
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“For us it is about telling WHY, why we have chosen this strategy, why we did not 

continue the course we had, why it was necessary to change the course and why we 

have changed to this new course.” (Informant 1, p. 5) 

In addition, the same informant says: 

“and then you have to remember, that the managers they are also just employees, so 

in order for them to do it, they need to know the direction and they should feel 

involved and they should feel engaged…otherwise they can’t do it” 

 (Informant 1, p. 18) 

Thus, the overall rationale behind Transform R&D and the plausibility is both present at manager 

and employee-level. Finally, enactment is an important part of Sensemaking and in relation to this 

the informants said:  

“The worst thing that can happen is that we do not act” (Informant 4, p. 14)  

“We call it pioneering in LEO, we try things, we test a hypothesis and then we learn” 

(Informant 5, p. 8).  

Both quotes illustrate that managers are aware of enactment from their employees and the 

informants express the importance of acting and learning from actions.   

 

In summary, all seven properties of Sensemaking are mentioned by the informants with variations 

and different opinions. In the discussion I will elaborate on the implications of the variety in 

relation to Sensemaking.  

 

Rough guideline to Sensemaking 

In addition to the seven properties of Sensemaking, Weick also proposed a rough guideline in the 

future of Sensemaking practice, containing seven implications for practice (Weick, 1995, p. 181) 

The seven implications are: Talk the walk, managers as authors, managers as historians, meetings 

make sense, stamp in verbs, encourage shared experience and expectations are real (Weick, 1995,  

pp. 182-191). In the following I will show quotes related to these seven implications.  

 

The main findings in the interviews deals with the managers role as an author or historian:  

“I have spent a great amount of energy on creating history” (Informant 3, p. 9) 

“We have to get this story to live among the employees” (Informant 2, p. 11)  
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“we have worked with a clear direction, so we have developed “what this could look 

like” (Informant 1, p. 3) 

This, illustrates the narratives in Transform R&D, where managers are focused on telling the right 

story to the employees in the same way:  

“…we use the same wordings” (Informant 3, p. 10) 

Here the focus on words is also expressed in accordance with Weick’s theories.   

Another implication that comes up are meeting, both 1:1 but also at team- and department level 

and the importance of it:  

“1:1 that is really good, because then you have the specific worries and what creates 

tensions” (Informant 2, p. 11) 

“Once a month we talk about strategy and we talk about those activities we work 

on… and then I talk 1:1” (Informant 3, p. 10) 

But not all the informants express a purpose with these meetings:  

“There have been meetings for managers…but it is hard to take something home, 

where we have spent 2,5 hours discussing something, but there has been a 100 

people…” (Informant 4, p. 9)  

Expectations were also noticed by informants in the interviews:  

“we focus a lot on quick-wins and communicate them, because it shows people that 

we actually mean this” (Informant 1, p. 5)  

“…don not have to lie to them about something, because they (i.e. employees) see 

through that, so it is transparency I focus on” (Informant 2, p. 12)  

This informant believes that transparency is a way to generate the right expectations.  

The managers also attempt to “talk the walk” and being available in the organisation:  

“When we are out there, we listen to what they say” (Informant 1, p. 9) 

“it is a lot about having the contact and not just sit and make up your own stories” 

(Informant 2, p. 14)  

“It is to a very high degree me, that takes this dialogue with them (i.e. the 

employees)” (Informant 4, p. 10)  

This is interesting as one of Weick’s main points are to enact, listen and create meaning together, 

which is done in the “walks”.  

The informants expressed limitations in relation to shared experience: 
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“it takes a real lot of insight from me, in relation to what happens other places in the 

organisation, then I can handle” (Informant 4, p. 13) 

“We could be better at sharing this type of information across disciplines” (Informant 

4, p. 13)  

Another informant mentioned the necessity of sharing experience as:  

“I meet with a lot of colleagues around the organisation, because we have to 

corporate” (Informant 2, p. 13)  

 

But even though the importance and limitations of sharing experiences were noticed by some of 

the informants, the sharing of experiences and feeling of being connected is not paramount to all.  

“I do not have any collaboration with the other departments” (Informant 3, p. 8) 

“…especially about strategy and how to implement it and what kind of tools that 

works. We do not discuss this as much with my managers” (Informant 4, p. 9) 

“I am just here. I am not a part of the overall” (Informant 3, p. 10) 

Thus, the sharing of experiences and that meetings are meaningful is experienced differently by 

the informants.  

 

There were very limited notions towards the implications of Stamp in verbs and the dynamics it 

can bring to the organisation. 

 

In summary, the informants share experiences of Talk the Walk, Managers as Authors, Managers 

as Historians, Shared Experiences and to some degree Meetings Make Sense and Expectations. 

Notions of Stamp in Verbs were minor for the informants.    

 

Managing changes and Sensemaking in Practice 
Weick also proposes ways managers can act to support Sensemaking in changing organisations: As 

described above, two ways an organisation can used Sensemaking is through Sensemaking and 

direction and by prioritizing time and space for re-balancing the organisation.  
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Direction of strategy 

Weick points to four attributes a manager should use in order to support Sensemaking in the 

organisation (Weick, 2009, p. 235):  

1) Encourage people to act and experiment with new solutions,  

2) Create a direction,  

3) Encourage people to be updated on the process and  

4) Facilitate a respectful interaction, based on trust, that enables a stable 

reproduction of what is going on. 

 

First, the direction was mentioned in all of the interviews, here illustrated with the following 

quotes:  

“It is important that the managerial team...see it as a common goal, so everyone 

pulls in the same direction” (Informant 1, p. 14)  

“It is to a very high degree contributing to setting a direction. And it is to a very high 

degree part of creating and understanding…” (Informant 4, p. 11).  

One informant bridged the direction and the part of being updated and said:  

“I think personally it has great great value that people higher up in the organisation 

comes down and try to put into words, also in smaller meeting-session, to put words 

into what they really want” (Informant 4, p. 11) 

In relation to be updated and informed about the process, one informant noted:  

“to keep them [the managers] updated and informed every month” (informant 1, p. 

4) 

Finally, the trustful interaction was also mentioned:  

“Listen when they criticise and then do something about it” (Informant 1, p. 9)  

“We have direction, but we are also curious to calibrate all the time, but without 

people losing the feeling that there is an overall direction” (Informant 1, p. 17) 

This illustrates the balance between direction and the reproduction of what is going on.  

 

None of the informants mentioned specifically the encouragement to experiment with new 

solutions, even though the enactment was mentioned (see above under the seven properties of 

Sensemaking).  
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Space and time for re-balancing 

One way to stabilize the organisation during continuous change is to re-balance and create a time 

and space for evaluating and planning next actions. The informants expressed:  

“I have conducted workshops... and a strategy-day” (Informant 3, p. 9) 

“In my management-team…we discuss it every week, how we make this clear” 

(Informant 2, p. 13)   

“Once a month we have these café-events…where everybody can come to the top-

management and get rid of something, if they want to” (Informant 1, p. 9).  

This illustrates how there have been some attempts to create space for re-balancing as a part of 

Transform R&D:  

“we have exposed ourselves to contact, where people could come and talk” 

(Informant 1, p. 9).  

However, other informants have a different experience:  

“I am not sure this [R&D Breakfasts with open questions] is the best way in relation to 

those things” (Informant 3, p. 9).  

 

Thus, efforts to create a space for re-balancing is experienced in very different ways across the 

organisation. 

 

Adding up the empirical data and findings managers expressed elements of Sensemaking, even 

though they are not familiar with the entire theoretical concept proposed by Weick. How these 

experiences in Sensemaking can be useful in relation to tensions arising from BMI will be discussed 

in the next section, drawing on both empirical findings and the literature.  
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Discussion 
This thesis explores the tensions arising from Business Model Innovation (BMI) and how 

Sensemaking (Weick, 1995) can be used to solve these. In the following, the findings from the 

literature review and the interviews are discussed.  

 

Is it a Business Model Innovation? 
The first consideration coming up from the literature review and the interviews is whether 

Transform R&D in LEO Pharma can be classified as a BMI in the first place. As explained in the 

Theoretical Framework, a BMI can help companies exploit new opportunities in three ways: 1) 

Adding new activities, 2) linking activities in a new way and 3) changing which parties perform an 

activity (Amit and Zott, 2012). As found on LEO Pharma’s information slides, there has been a 

strong focus on engaging in partnerships with other pharmaceutical companies. These actions can 

be classified as new activities, for example by purchasing new product portfolios or becoming a 

truly global company. The other dimensions of BMI have to do with the way the business is 

organised, which, according to the informants is the case of Transform R&D. One informant said:

 “It is both a re-organisation, but it is also a new way to work” (informant 1, p. 2) 

This, along with the information material from the company points to a BMI. By using the Business 

Model Canvas (see page 11, figure 1), it is also clear that LEO Pharma’s Transform R&D adds new 

elements, especially to the Value Proposition, Key Partners and to Key Resources. The new value 

proposition strives at LEO becoming best-in-class and building the world’s best dermatology R&D 

organization. This can be perceived as a new value proposition as LEO Pharma aims at building a 

cutting-edge scientific base, that makes them a new player in research of dermatology care. 

Concerning key partners, the LEO Pharma has made several new partnerships during the past 

years and aims at doing more in the future (LEO Pharma, 2020a). In relation to Key Resources in 

the Business Model Canvas, one informant who expressed: 

“We want to be first-in-class, which means that we should be substantially more 

innovative. It is another form of innovation and another form of risk-profile we have 

to live with” (Informant 4, p. 2). 

This informant experienced a lot of new colleagues, but also a new aspect of expectations arising 

from the Transform R&D. In sum, I argue that the Transform R&D is a BMI in several ways. It adds 

new activities and changes the links between departments as well as changes which parties 
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perform an activity. The managers are not familiar with the term BMI, but the experiences and the 

content of Transform R&D points to a BMI.  

  

Tensions arising from the BMI 
As explained in the Theoretical Framework, it is well described in the literature that tensions can 

arise from BMI (Chesbrough, 2010; Christensen, Bartman and van Bever, 2016; Sund et al., 2016; 

Broekhuizen, Bakker and Postma, 2018). These tensions have been classified in several ways, but 

in the following I will use the division proposed by Chesbrough (2010) and divide the tensions into 

either structural or cognitive. This division comprises both the organisational aspects in relation to 

the organisational setup, resources and links between departments, and the cognitive aspects 

orienteered more towards the individual in understanding the BMI.  

 

Structural 

Structural tensions relate to tensions between new and existing Business Models, a struggle for 

resources and tensions in relation to the degree of connectedness between the core company and 

the innovative departments (Gibson and Birkinshaw, 2004; Markides and Charitou, 2004; 

Chesbrough, 2010; Sund et al., 2016). For LEO Pharma, the structural changes in relation to 

struggles for resources are experienced differently in R&D as some informants have an experience 

of receiving a lot of resources and other address the dilemma of both investing and saving money 

in R&D simultaneously. This comes to the fore in the following quotes: 

“we get more to do, but we do not become more people” (Informant 2, p. 5)  

 “We have been given a lot of new resources” (Informant 3, p. 6)  

“there has been no significant reallocation of resources” (Informant 5, p. 9) 

These three quotes in combination with the literature points to an unsettled story of distribution 

of resources. According to Sund et al. (2016), the top-management should set a direction and 

settle this potential struggle or discrepancy concerning resources, which, in the case of LEO 

Pharma seems not to have been done sufficiently. 

Another aspect arising from the interviews are the organisational structure and the ambidexterity 

that the Transform R&D brings along. In the BMI, LEO wants to become both cutting-edge-science 

and efficient simultaneously. This dilemma has been investigated and described as the 

ambidextrous organisation in several articles (March, 1991; Gibson and Birkinshaw, 2004; Raisch 
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and Birkinshaw, 2008; O’Reilly and Tushman, 2011; Markides, 2013). It is important for an 

organisation to find a balance between being exploitative and explorative at the same time. The 

dilemma is also present in the interviews. For instance, one informant said:  

 “It is this built-in conflict: How much time goes to the operations and how much time 

for the innovative part of the business” (informant 5, p. 6)  

This quotation expresses the main point, namely that there is a dilemma in working both 

exploitative and explorative at the same time. The dilemma is present at an organisational level 

for managers to understand how and why the company can be ambidextrous, but it is also 

illustrated by the different experiences on key activities. One of the managers notice that he has 

employees that thrive in working more explorative, whereas others become very uncertain.  

“…some employees really thrive in this, because it is uncultivated land, which means 

there are no wrong answers given, and then there are some who thinks this is really 

bad, because all ideas become, more or less equally good. (Informant 4, p. 4).  

As LEO Pharma has chosen to address both cutting-edge science and efficiency in the same 

programme, they add to these confusions and tensions. One way to manage this dilemma is to 

separate the explorative from the exploitative (Gibson and Birkinshaw, 2004). By dividing the 

strategies, the managers can be able to balance the ambidexterity. In fact, this seems to have 

been part of the strategy in LEO Pharma, as expressed by one informant:   

“we have divided operations and the innovative” (Informant 3, p. 6)  

However, the separation strategy is only a limited solution as the separated section should, at 

some point, either become part of the core business or separate themselves completely. This, 

perspective is mentioned by one informant, who notices integration challenges after separation:  

“the biggest challenge has been…we have been so decoupled from the mothership, 

that it is harder to bring things back than if we had been inside the fence the whole 

time” (Informant 5, p. 10). 

It seems as if LEO Pharma has not yet found the right balance between exploration and 

exploitation, and how to balance the ambidexterity in the future. The informants point to a new 

culture, where innovation, adaptable mindsets and uncertainty are qualities/aspects/concepts? 

embedded in R&D, thus stressing a new balance towards exploration.  

Thus, LEO Pharma has yet to define a way forward for working explorative and exploitative that 

the managers understand and take ownership of.  
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Cognitive 

The other category of tensions proposed by Chesbrough (2010) constitutes the cognitive 

challenges. Whether managers and employees understand the BMI is important in relation to 

cognitive tensions. According to Bettis and Prahalad (1995), employees and managers are 

embedded in the company’s dominant logic and tensions arise when there is a lack of 

comprehension of the changes among the involved. This is also the case for LEO Pharma, as 

expressed by several informants:  

“…but that area, they are used to do things in a total defined way…and now we ask 

them to do something in another way” (Informant 5, p. 3)  

“I think it is to change the mindset” (Informant 2, p. 6).  

These two quotations points to cognitive challenges for the employees who have difficulties in 

buying into the Transform R&D. However, it is not a paramount picture. When asked about the 

culture other informants share different perspectives. 

“We become more used to working with uncertainties, uncertainty regarding whether 

this can succeed” (Informant 5, p. 8)  

“…readiness for change maybe, has there become more of” (Informant 1, p. 10).  

These notions illustrate that other parts of the R&D are more capable of adapting to Transform 

R&D. Thus, even though the informants perceive the changes very differently, it still stresses that 

cognitive barriers are an actual challenge as the employees and managers do not have a shared 

experience and understanding. The risk is that a group of employees neglect the BMI and thus 

contribute negatively to the implementation of the changes (Chesbrough, 2010). This aspect 

seems highly relevant for LEO Pharma, as this was the case with former transformation programs, 

as explained by one informant:  

 “There had been a bigger strategic re-organisation, but it did not really bite” 

(Informant 1, p 1.)  

To overcome these tensions, LEO Pharma should focus on minimizing the cognitive barriers for 

employees in order to enhance the implementation of Transform R&D. Furthermore, if using the 

perspectives provided by Ghoshal and Bartlett (1994), the leaders should act to shape a supportive 

context in the business unit that allows for exploration and exploitation (Ghoshal and Bartlett, 

1994). Whether Sensemaking Strategies can be a framework for this will be elaborated below.  
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Tensions and the seven properties of Sensemaking 
As explored in the Theoretical Framework, Weick’s theories on Sensemaking propose an 

interesting way to address changing organisations and support managers and employees in their 

understanding of the process. Weick suggests seven properties of Sensemaking (cf. page 20-24), 

which are to some extent expressed by the managers in the interviews. In the following, I will 

elaborate on these seven properties in relation to the tensions experienced as part of LEO 

Pharma’s BMI.  

  

In general, it is found that the managers in LEO Pharma are to some degree aware of some of the 

properties in Sensemaking, but there is no shared professional practice on how to support the 

employees in the BMI. As expressed by one informant: 

“It seems to me as a manager, that the organisation has not had big thoughts about:  

If we make this strategy, then this is the way we support first-line managers 

implement it in the best possible way” (Informant 4, p. 10) 

As such, there seems not to have been any guiding on how to make the managers prepare the 

employees for the changes. This aspect is elaborated in the following via Weick’s seven properties 

of Sensemaking. 

 

In relation to the first property concerning enactment, my findings indicate that there is a focus 

from the managers to get their employees to act and then learn from the following learnings. 

Informant 5 explains this through the notion of pioneering: 

“We call it pioneering in LEO, we try things, we test a hypothesis and then we learn” 

(Informant 5, p. 8).  

This is important, as Weick stresses that actions are an essential part of Sensemaking, as all actions 

are intertwined with the environment and that people are a main driver of shaping this business 

environment in a way that makes sense to them (Weick, 1995).  

 

In relation to the second property concerning identity, my findings indicate that Transform R&D 

are affecting the employee’s identity and that this causes questions and concerns. As noted by 

informant 4: 
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“…how they and their competencies fit in and how they fit in in 2-5 years – it is a 

dialogue they have with me” (Informant 4, p. 10)  

From the quote it becomes clear that the employees become uncertain about their competencies 

and if their identity fits the new business model, and that it is the manager’s task to negotiate 

these potential changes in identity. This is important because, when we try to make sense of what 

is going on, we tend to look at our identity and ourselves in the present context (Weick, 1995). Our 

perceived identity is important as it is a part of our actions and the cues we focus on, both of 

which are also a part of the seven properties described by Weick (1995).  

 

In relation to the third property concerning cues my findings indicate that the informants pay 

attention to the small things, that they can enhance to support Transform R&D. As expressed by 

one informant: 

 “when you focus on things, it has a tendency to grow” (Informant 3, p. 11) 

As Sensemaking is an exercise of enhancing cues and interpreting them into our own experience 

and attitudes, this element is crucial as cues can either support the transformation program or 

neglect it. For managers to have in mind, which cues that can be enhanced is thus an important 

part of supporting Sensemaking for the employees.  

 

In relation to the forth social property, my findings indicate that some of the departments deal 

with R&D by themselves: 

“we are left with our own genius thinking” (Informant 4, p. 9),  

“I do not have any collaboration with the other departments” (Informant 3, p. 8) 

On the other hand, another informant mentioned that:  

“they also use their colleagues to make sense” (Informant 2, p. 13)   

It therefore seems as it is also an individual perception whether socializing is an important part of 

Transform R&D. The sociality of Sensemaking is important as we create meaning in a social 

context, where we make a common perspective and rationale (Weick, 1995). This is important to 

notice, because if a larger group of employees struggle to see themselves in Transform R&D, it can 

become a negative circle that diminishes the new strategy. Therefore, the social aspects of 

Sensemaking are crucial to achieve and keep momentum in the BMI. 
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The fifth property of retrospectivity is not mentioned specifically in the interviews. One reason for 

this might be that the informants were focused on things that had happened so that in a sense 

retrospectivity was unconsciously embedded in the informants’ replies. However, for the 

managers to actively use this property in dialogue with their employees, it is important to be 

aware of the way in which meaning is created retrospectively. In the interviews there were only 

minor reflections on how the retrospectivity of sensemaking is used in the BMI.  

 

In relation to the sixth property of continuous changes, my findings indicate some understanding 

of the never starting and never ending Sensemaking and BMI. As one informant noted: 

“A transformation like this and to be in an organisation, it is change upon change 

upon change” (Informant 1, p. 16)  

According to Weick (1995), we act upon our interpretation of what is going on and we act and 

make sense continuously. It is essential to notice that the scope of mind is that Transform R&D is 

not a project, but a new way to do business, which is important for employees to understand and 

use as an offset for their work.  

 

The seventh and final property, plausibility, is expressed by all the informants and they as 

managers share the plausible explanation behind Transform R&D. However, according to my 

findings all informants also share an experience of some employees who have not overcome the 

initial barrier of resistance towards changes. This means, that the employees struggle to make 

sense of the BMI. Therefore, there remains a task for the managers to empower these employees 

to act, shape a new identity, see the new cues and socialize around it, to make sense of the 

plausible rationale behind Transform R&D.   

 

It is also important to stress that the informants are very differentiated in the way they apply the 

seven properties and to what extent. Therefore, it is relevant to ask how the Transform R&D has 

been launched and to what extent the managers have been prepared to support the changing 

process and the sensemaking for their employee.  
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Practical use of the rough guideline 
The elements in the rough guideline as proposed by Weick can be one way to support managers in 

Sensemaking processes (Weick, 1995). When interpreting the rough guideline (cf. page 24-26), in 

light of my findings, it is found that the managers in LEO Pharma do not have a shared or general 

way of supporting their employees in the BMI. 

Therefore, the extent to which the seven aspects in the rough guideline are applied vary among 

the informants. In the following, I will elaborate on the seven aspects of the rough guideline in 

relation to the tensions experienced in the interviews.  

 

When looking at the aspects of how the informants actually address the tensions, my findings 

reveal that there are many notions of the manager acting as either a Storyteller or a Historian. One 

example is informant 2, who stressed that 

“We have to get this story to live among the employees” (Informant 2, p. 11)  

According to Weick (1995), there is a lot to gain by using the right words as employees interpret 

and act based upon these words. The informants are very focused on using the same story when 

addressing Transform R&D, but as noted above, there is still room for improvement in terms of 

actually making the story viable.  

 

Concerning the aspect of making sense of meetings, my findings show that the managers use one-

to-one conversations as a way to create meaning for employees. In contrast, the concept of 

shared meetings is not applied. In fact, the managers seem to find this form of meeting irrelevant. 

As one expressed: 

“There have been meetings for managers…but it is hard to take something home, 

where we have spent 2,5 hours discussing something, but there has been a 100 

people…” (Informant 4, p. 9)  

In relation to sensemaking there is only minor notions of why meetings between managers, makes 

sense in the interviews. The important meetings for the managers seem to be within their own 

team. Weick mentions meetings as a place where colleagues can address the confusion, 

uncertainty and progress to create a shared experience and align expectations. Hence, it seems as 

if, in R&D, there is an unfulfilled potential to establish a meeting platform that support the 

sensemaking for both managers and employees.  
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When it comes to creating a shared experience, my findings reveal several statements saying that 

the Transform does not happen as a common journey. For instance: 

“…especially about strategy and how to implement it and what kind of tools that 

works. We do not discuss this as much with my managers” (Informant 4, p. 9) 

“I am just here. I am not a part of the overall” (Informant 3, p. 10) 

“the single departments transform the way they work separately so to speak” 

(Informant 5, p. 2) 

By not addressing a shared experience, R&D minimizes the shared sensemaking, which can affect 

the outcomes and motivation for both managers and employees.  

 

Furthermore, my findings also show that there is a potential in increasing the feeling of a shared 

journey and experience, as the importance of this differentiates in R&D. For instance, one 

informant expressed that 

“We could be better at sharing this type of information across disciplines” (Informant 

4, p. 13)  

While another experienced that 

“I meet with a lot of colleagues around the organisation, because we have to 

corporate” (Informant 2, p. 13)  

This discrepancy illustrates that there is no shared journey and that the individual’s perception 

and own initiative is the main precursor for organisational behaviour. It could also imply that there 

are different needs for the informants, where some are more connected to the other departments 

in R&D, thus increasing the demand for interaction across and sharing of experiences.  

 

The aspects of creating expectations is not expressed clearly by the informants. Only once, the 

notion of a shared narrative is expressed by one informant, who said that:  

“we have worked with a clear direction, so we have developed “what this could look 

like” (Informant 1, p. 3) 

 

The rest of the findings indicate that there does not exist a common articulation of what the 

employees can expect from the BMI. According to Weick (1995), we find what we expect, which 
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puts us at risk of fulfilling our own prophesies. Thus, if there are no shared expectations in R&D, it 

brings more confusion and a lack of shared direction. Hence, a shared narrative, incl. expectations 

to the new R&D, still needs to be created.  

 

Concerning the aspect of Talking the Walk, the managers indicate that it is important to engage 

with their employees. One said: 

“One-to-one that is really good, because then you have the specific worries and what 

creates tensions” (Informant 2, p. 11) 

On the other hand, the interviews also display that there is a lot of confusion and questions 

coming from Transform R&D. This perspective is essential, as we do not know what we should talk 

about before we have experienced and heard what is important to the employees. It would 

support the sensemaking process for the employees if the informants had the seven properties of 

sensemaking in mind while “talking the walk”.   

 

Finally, the last aspect, Stamp in Verbs, is barely mentioned in the interviews and the informants 

does not express perspectives in relation to the dynamics of Transform R&D. This could imply that 

the dynamics is embedded in the other aspects, but also that Stamp in Verbs is focused on the 

wordings. This requires a more profound analysis of the exact wordings used by the informants in 

the present context.  

 

In sum, there seems to be a very limited common practice or approach by the informants as to 

how manage the tensions arising from the BMI. My findings indicate that the managers and 

employees are not provided with tools to support the best way of creating a shared practice. 

Applying such tools would potentially make the implementation of Transform R&D easier and less 

tensioned.  Hence, the theoretical guideline proposed by Weick, could function as a way to 

address some of the challenges expressed by the informants. If there was a shared story about 

Transform R&D, it would help to decrease the challenges and lack of plausible explanation 

described by the informants.  

 

In sum, the informants use elements of Sensemaking in the transformation process, but not with 

the theoretical foundation in mind, nor as a concept that everyone follows.  
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Direction and re-balance 
The final aspect of this discussion concerns the two ways Weick proposes as concrete tools to 

enhance sensemaking, namely 1) Make a clear direction and 2) create time for re-balance.  

First, Weick notes that any strategy for making sense could do as long as it creates direction, 

makes people act, encourage people to be informed and facilitate a respectful interaction. 

Therefore, even though there seems to be a potential for LEO Pharma to increase focus on 

sensemaking for employees, the managers express that they are very aware of creating a direction 

towards Transform R&D. The BMI is an integrated part of their daily work and has a direction 

towards more exploration and exploitation. Even though Transform R&D is ambidextrous, the 

informants express how and with what purpose they engage in interactions with their employees. 

They are aware of how to use this space to make a reproduction of what is going on, but there 

does not exist a common concept to support this reproduction.  According to Weick, it is 

important to create a shared experience, not just for the individual employee as noticed by some 

of the informants, but for the entire R&D as a whole (Weick, 1995).  

The informants have no shared experience on how they themselves are updated on the process 

and therefore it seems less likely that they can encourage the employees to be updated on the 

same process. Thus, in relation to Weick’s proposal, the current direction of strategy is not 

supported by encouragement to be updated and, as noted in the results section, there is no 

encouragement to experiment with new solutions. Thus, in relation to the practical implications of 

Transform R&D, there remains to be created a shared approach towards the BMI. Sensemaking 

could be one such approach, as the elements of Sensemaking both address and aims to deal with 

some of the barriers experienced in R&D. There is a potential in focusing on how the managers can 

support the sensemaking process for their employees and how they can do it using the same 

toolbox across sections and departments, incl. how they among managers create a shared 

meaning, experience and direction forward.  

 

Finally, I will comment on Weick’s other proposal on creating time and space for re-balancing. It 

has a lot of similarities with “meetings make sense” from the rough guideline, which should enable 

a shared experience and understanding of the process. There are, of course, meeting in R&D, but 

the question is whether these meetings are supporting Transform R&D and if they help to re-

balance the organisation in continuous change. The empirical material in this thesis points towards 
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limited expressions of how the managers help to make room for re-balance for their employees. In 

fact, there seems to be some degree of confusion among the employees and between managers. 

This finding indicates a potential to use Sensemaking Strategies so solve these tensions arising 

from the BMI.  

 

In summary, this thesis has shown that LEO Pharma has begun a journey of BMI, where some of 

the tensions described in the literature occur along the way. The experienced tensions are related 

to both the structural dilemmas of resources and especially to the ambidexterity within Transform 

R&D. Furthermore, there is a cognitive tension as not all employees have accepted and become 

motivated for working with Transform R&D. 

As a way to solve these tensions it could to some extent be relevant to apply Sensemaking as a 

theoretical term. There is a very diverse practice of working with Transform R&D. By applying 

Sensemaking this could strengthen a shared understanding of BMI and hence improve the 

implementation of the Transform R&D. Especially the Rough Guideline, as proposed by Weick, 

could provide a common tool for the managers to address the transformations equally across 

different departments and thus support sensemaking across R&D (Weick, 1995). However, even 

though this thesis points towards a potential of working with Sensemaking to affect tensions 

arising from BMI, more studies a needed to support the findings. Finally, as noted by Weick, the 

strategic approach is of minor importance as long as it gives actions, direction, information and 

facilitates a trustful interaction. Hence, the important task for R&D is to establish a shared 

approach towards the transformation program that are integrated in all departments and 

sections. 
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Limitations 
There are several limitations to the methods and results in this thesis. One is the methodological 

choices made before selecting company and informants. Instead of choosing single in-depth case, I 

could have chosen to make a multiple-case sampling with more companies as part of the data-

collection. A multiple-case sampling could add confidence to the findings and help increase the 

reliability of the study (Miles, Huberman and Saldaña, 2014). However, with respect to the scope 

and extent of this study, the risk of this type of sampling exceed the potential benefits. Some of 

these risks are whether the results are comparable, as multiple companies would represent 

several BMI’s, organizational changes, cultures, competitive advantages, etc. According to Miles, 

Huberman and Saldaña (2014), a minimum of five richly studied companies should have been 

selected if using a multiple-case sampling. However, it seems unrealistic for the present study to 

sample and analyse a sufficient amount of companies thoroughly enough to be able to make a 

generalization.  

Furthermore, by conducting more interviews with both top-management and employees I could 

have added new perspectives to this thesis yet within the timeframe it was not possible to expand 

the empirical data collection further. In addition, it is also important to reflect on the impact I have 

on the informants and their reply. When I address Sensemaking and how they experience 

Transform R&D, I am affecting the informants to reflect on certain elements of their job. This can 

affect the interviews and the answers I receive.  

Another limitation is the choice of theoretical framework. By applying Sensemaking as a 

theoretical framework it gives the interviews and the analysis a deductive approach, where the 

investigator looks for quotes and perceptions that fit into the theoretical framework. Taken a 

more explorative or inductive approach could instead have opened up new ways of interpreting 

the findings.  
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Conclusion  
This thesis concerns the tensions arising when businesses introduce new business models and 

explores ways in which these tensions can be managed, using Weick’s concepts of Sensemaking. 

Tensions described in the literature are also experienced in the present case company, LEO 

Pharma, and these tensions comprise both structural and cognitive elements. Explored through 

interviews with stakeholders in LEO Pharma, I find that the managers have different ways of 

addressing the experienced tensions and that they do not have a shared experience in relation to 

the implementation of the BMI.  

Based on these findings, I argue that Sensemaking provides a potential strategy to address some 

of the experienced challenges, especially with the concepts of making a shared experience and 

alignment of expectations as proposed managerial tools. 

However, further studies need to be conducted in order to make a stronger connection between 

the application of Sensemaking Strategies and tensions arising from BMI.  
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Appendices 

Appendix A: List of main themes used in the analysis 
 

Business Model Innovation 

Tensions arising from BMI, • Structural  

• Cognitive 

• Ambidexterity 

Implications  • Culture  

• Social dynamics 

• Identity  

• Resources 

Managing tensions 

Seven properties of Sensemaking • Social 

• Identity 

• Retrospective 

• Cues 

• Ongoing 

• Plausibility 

• Enactment 

Seven elements in the Rough Guideline • Talk the walk 

• Manager as author 

• Manager as historien 

• Meetings make sense 

• Stamp in verbs 

• Shared experience 

• Expectations 

Sensemaking in Practice:  • Direction of strategy  

• Time for re-balancing 
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