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Abstract 

We employ qualitative interviews and examine industry documents and secondary materials to 

conduct a multiple case study of the ways that restaurants in Copenhagen responded to the 

Covid-19 pandemic and related industry lockdowns. We draw on crisis management literature 

to explore how the restaurants in our study leveraged resilience, flexibility, and dynamic 

capabilities to develop innovative practices in response to the crisis. We draw on theories of 

innovation to identify the drivers of innovative outcomes in the restaurants we studied, which 

we then use to argue that there is creative destruction happening in the fine-dining segment of 

the restaurant industry. We also draw on complexity leadership theory to analyze the 

emergence of new leadership dynamics both inside and among restaurants as a result of the 

crisis, including the emergence of an informal network called Bowline. On this basis, we argue 

that the restaurant industry response to Covid-19 has helped accelerate a shift away from a 

traditional, hierarchical way of leading restaurants to a more collaborative and fluid set of 

leadership practices. We conclude that this shift will help restaurants become better equipped 

to function as environments that facilitate and enable adaptation, emergence, innovation, and 

change. 

Keywords: crisis management, innovation, leadership, complexity leadership theory. 
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Chapter 1: Introduction 
In March 2020, the Danish prime minister announced that the government had decided to 

respond to the spread of the Covid-19 virus by sending the country's economy into a complete 

lockdown. The lockdown closed restaurants and stores, sent home all those with non-essential 

jobs, closed the borders to other countries, canceled flights, and created unprecedented amounts 

of uncertainty amongst business owners and citizens. No one knew how long the lockdown 

would last or how it would affect the local economy. Adding to the uncertainty, by April 2020 

falling infection rates led many to speculate whether the pandemic was ending or just beginning 

(Berger, 2020a). One thing was certain, however—a single month of lockdown had taken a toll 

on the global economy. Analyses showed that this crisis already had a more immense impact 

than the financial crisis in 2008 on most industries (Berger, 2020a). Another analysis of the 

economic impact of the coronavirus looked into which industries had been hit hardest or could 

expect more problems to come (Berger, 2020b). This analysis showed that the industries with 

the highest profitability impact and highest short-term liquidity impact were retail, airlines, 

tourism and travel, and restaurants. Even when these industries could open up again, tourism 

was still down due to the pandemic, leaving limited options for them to catch up even after 

reopening (Berger, 2020b).  

 

The restaurant industry in particular has encountered difficult challenges as a result of the 

Covid-19 pandemic. Restaurants could not serve their customers during the lockdown, and 

many fine-dining restaurants did not know if they would be able to make any revenue in the 

coming months. In hindsight, we argue, the industry's outlook was not entirely bleak. In fact 

we argue that some restaurants have realized positive outcomes from the crisis. We argue that 

the financial challenges presented by the Covid-19 pandemic forced restaurants to find other 

ways to make money and that as a result, they became more innovative. The fact that 

government restrictions put a halt to the tourist industry and forced restaurants to close, we 

argue, put pressure on restaurant owners and managers to rethink the way they do business. As 

a result, many restaurants have incorporated more dynamic practices into their business 

models—but more importantly, they appear to be getting better at learning new practices and 

adapting to changing circumstances. We propose that this hard-earned capacity for 

collaboration and innovation will have a long-term effect on an industry primarily driven by 

innovation.  
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Leadership dynamics in restaurants had been changing for a long time before the pandemic. 

Restaurant and kitchen leadership dynamics originally stemmed from a very hierarchical, 

command-and-control system (Goldstein, 1995; Kelly, 2003; Snodgrass, 2004). However, we 

argue that new generations of chefs and restaurateurs have been exploring more fluid and flat 

structures and practices. The crisis has accelerated these changes as restaurants have started to 

look into how they are doing things with a more constructive mindset. This process has been 

further amplified by restaurants starting to collaborate across organizations during the crisis, 

resulting in the rise of informal, collaborative associations that approximate social movements. 

 

To support our argument, we review various literature on crisis management in the restaurant 

industry and how restaurants have coped through crises before. In addition, we will also use 

literature on restaurants during the Covid-19 pandemic. Mainly, we found that restaurants 

respond differently to crises but were able to define three pillars from the literature review that 

restaurants have adapted to survive a crisis (Alonso-Almeida et al, 2015; Dijk, 2020; Tse et al, 

2006). We were also able to identify these three pillars as mentioned in our data collection. The 

three pillars are resilience, flexibility, and dynamic capabilities. Restaurants have leveraged 

these pillars to incorporate innovative measures as crisis response strategies. We explore 

innovation theories from Schumpeter (1942), Abernathy (1978), March (1991), and Satell 

(2017). These theories will be used to identify innovation outcomes and -drivers from the data. 

We argue that creative destruction occurs in the fine-dining segment as a long-term effect on 

the industry.  

 

In our literature review, we also briefly look into the history of leadership dynamics in 

restaurants. We see that restaurant management originates from a leadership framework called 

the Kitchen Brigade adopted by restaurants 100 years ago. This framework is inherently 

hierarchical, and our analysis of restaurants shows that traces of the Brigade still exist in the 

industry. In the past few years, the restaurant industry has shifted away from the previously 

stated kitchen brigade to a more collaborative, fluid, flat set of leadership practices. To support 

our argument on this shift, we regard leadership as a relational process and draw on complexity 

leadership theory (CLT). We use CLT to analyze the leadership dynamics in the restaurants 

involved. We investigate Bowline, which is “an open resource platform in support of 

restaurants, dive bars, and other friendly spaces”(Bowline.dk, 2021). We argue that Bowline is 
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an emergent informal network that appeared during the crisis. We draw on CLT to argue that 

Bowline supports the development of leadership dynamics by creating an adaptive space for 

the restaurants to learn how to adapt and innovate.  

 

In our primary data, we have seen several trends that correlate with our literature review. The 

primary trend is that all restaurants have performed innovation. They have all been closed and 

forced to shut down their primary operation. On this account, they have all developed new 

skills in different ways in terms of leadership and how they cook and run the business. Lastly, 

they have all expressed that they believe that the restaurant industry will not be the same once 

the pandemic is over. Our analysis suggests that the pandemic forced restaurants to innovate 

and think outside the box as a response strategy to the crisis. These innovative measures and 

practices may not have happened without the Covid-19 pandemic. It has also pushed 

restaurants to rethink their business model and has accelerated a change in the industry 

regarding how restaurants lead and collaborate. We believe that the rise of informal networks 

in the industry also contributes to this trend by giving restaurateurs an outlet to participate in 

the discussion and streamline communication.                           

                     

1.1 Research question 

In this thesis, we are interested in exploring leadership dynamics, innovative practices, and the 

effects of the pandemic on the industry, specifically in crisis management. To narrow our 

research and limit our scope, we have chosen to answer the following research question: 

 

What kinds of innovative measures and practices have Copenhagen restaurants adopted 

in response to the Covid-19 crisis, and how might these practices contribute to the 

transformation of organizational and leadership dynamics in the restaurant industry 

over the long term? 

 

1.2 Thesis structure  

This section provides an overview of each chapter, along with a brief description of each 

chapter.  
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Chapter 1 - Introduction  

Chapter 1 introduces the purpose of our thesis. We provide a brief description of the impact of 

the Covid-19 crisis on the restaurant industry, along with an overview of our research, central 

findings, and conclusions. Moreover, we introduce our research question and the structure of 

our thesis.   

 

Chapter 2 - Methodology 

Chapter 2 presents and evaluates the methodological decisions that frame and guide this thesis. 

We explain our research philosophy, research approach, research design, research methods and 

end the chapter with limitations and biases of our study. This chapter aims to give an 

understanding of the way we conducted our research and how we produce knowledge. 

 

Chapter 3 - Literature Review  

Chapter 3 seeks to provide the theoretical foundation of our research and reviews existing 

literature in our field of research. We divide our literature into three main parts: The chapter 

starts with a small introduction to the history of leadership in the restaurant industry. The first 

part presents the literature on innovation and crisis included in our analysis. The second part 

reviews existing literature on crisis management in the restaurant industry and crisis response 

strategies. This part also includes a section on the emergence of informal networks during 

crises. In the last part, we review the literature on leadership, which explores leadership as a 

social process rather than individual attributes, focusing on complexity leadership theory.  

 

Chapter 4 - Case Presentation 

Chapter 4 presents a descriptive case presentation to provide an understanding of the restaurant 

industry in Copenhagen and the restaurants involved in our study.  

 

Chapter 5 - Empirical Findings and Analysis  

In Chapter 5, we present, analyze, and discuss our empirical findings. We divide the chapter 

into three main parts, where each part covers a theoretical area. In the first part, we investigate 

how restaurants managed through the Covid-19 crisis by looking into their response strategies 

and explore which innovative measures were used by the restaurants. In the second part, we 

analyze the success of Bowline as a social movement by looking into four leadership practices; 

relationship, story, strategy, and action. In the last part, we examine how restaurants are shifting 
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toward collaborative leadership and how Bowline supports this development by enabling an 

adaptive space for the restaurants to innovate, learn and grow.  

 

Chapter 6 - Conclusion  

Chapter 6 summarizes the main findings of our research and answers our research question. 

The chapter also includes suggestions for future research and provides recommendations to the 

restaurants.  
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Chapter 2: Methodology  
2.0 Introduction of the chapter  

We argue that the Covid-19 crisis has presented an existential challenge to the restaurant 

industry. The crisis has simultaneously presented new opportunities for the innovation of new 

products and practices and the development of new models of collaboration, creative learning, 

and leadership. Hence, restaurants and the people who work there are becoming more flexible 

and ready to adapt to new realities. Thus, the crisis helped accelerate a shift away from a 

traditional hierarchical way of leading to a more collaborative and fluid set of leadership 

practices. To develop our argument, we begin by designing our scientific perspective and 

mapping out our methodological approach. The basis of this design is to decide how we find 

knowledge through our research and how we understand and explain our findings (Egholm, 

2014). A way of thinking of the research design is by looking at it as a blueprint for our 

research. We aim to find out what questions to study, what kind of data would be relevant and 

what data we should collect and analyze. 

 

We will begin by describing the philosophical view employed in the study, and then go further 

into our research approach and the analysis associated with our data collection. Thereafter, we 

discuss ethical considerations and relevant limitations and biases for our research. 

 

2.1 Research philosophy 

In our research, we consider the workers in the restaurant industry, the struggles they have 

faced, how they reacted, and actioned towards the survival of the industry. There are two main 

reasons we decided to take an interpretivist approach. First, each person involved in our study 

has a specific view on the world. Second, we as researchers would unavoidably understand the 

situation separately.  

 

Interpretivism is a methodological approach that defied other methodological approaches, such 

as positivism, in that it focuses on how humans make meaning of their perspective (Egholm, 

2014; Schwartz-Shea & Yanow, 2020). In this methodology, researchers find truth in 

interpreting the interpretations made by the actors that are studied. Through this lens, we study 

the subjects' expressions in the research and interpret what is meaningful to them. This 

interpretivist approach allows us to apply our understanding of the world, and to interpret and 
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understand the world of our subjects. The baseline of interpretivism is not to explain the world 

definitely, but instead to understand how the involved parties perceive different phenomena 

and events from a perspective anchored in a specific time and place (Egholm, 2014).  

 

2.1.1 Our role as researchers 

Aligned with interpretivism, we aim to understand our interview subjects based on our 

knowledge and our interpretations. Therefore, it is essential to consider our backgrounds and 

our role as researchers in interpreting our interview subjects. 

 

As two restaurant lovers, we were sad that restaurants had to go through such a tragic situation. 

When we got the opportunity to study fine-dining restaurants based in Copenhagen in 

collaboration with Bowline, we were overjoyed and immediately accepted the offer. We knew 

from the beginning that we wanted to investigate the impact of the Covid-19 pandemic on the 

restaurant industry and dive into leadership dynamics in restaurants. We decided to write our 

thesis on the restaurant industry in Copenhagen, hoping that it will provide valuable research 

and knowledge to restaurants and connect the industry with the academic world. 

 

We both have had the opportunity to contribute to the industry in one way or another. Jasmin 

has worked in the Restaurant industry for several years, and was working at Nimb Brasserie 

when the lockdown started, thus losing her job. Therefore, this thesis has also been a large point 

of interest for her as it affected her world and her colleagues. Amani was a part of Bowline 

when it first started, and has the fortune of meeting people from the industry back when 

Bowline was only just beginning. She joined Bowline when our supervisor, Eric Guthey, who 

is one of the founders of Bowline, was teaching a class at Copenhagen Business School and 

asked if anyone would like to volunteer to create a survey together with key members of 

Bowline. For this reason our insights into Bowline then began long before this study had 

started. Our co-supervisor, Nicole Ferry, later joined the Bowline initiative as well. The 

collaboration with Guthey and Ferry gave us access to our research subjects, as the restaurants 

we have collaborated with were their close contacts. As a result of our participation with 

Bowline from the beginning, we have taken an action research approach to our research 

strategy. We are in an ‘activist role’ where we directly participate and affect the research (Cole, 

1991). According to Cole (1991), ethical considerations in this approach should be paramount 

because the reader cannot be sure that we have not pushed our agenda in the data collection. 
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We cannot exclude that this study will be affected by our participation, which is why we have 

taken an interpretivist approach, to include ourselves in the case. In addition, to ensure that our 

data is not too biased from the Bowline network, we have included interviews with people that 

are not connected with Bowline.  

 

Most importantly, our participation also means that much of our information and knowledge 

of the Bowline initiative results from informal conversations with Bowline participants. 

According to Moeran (2007), fieldworkers need to move from frontstage and backstage 

behavior and learn to distinguish between them. When referring to front and backstage, he 

notes that Erving Goffman (1990, as cited in Moeran, 2007) defined these as the difference 

between what people present to strangers and what they do 'behind the curtains'. Therefore we 

keep in mind that much of our backstage knowledge is a product of informal conversations 

with key members of Bowline.  

 

2.1.2 Ontology 

When we talk about ontology for research purposes, we refer to the assumptions about the 

nature of reality (Saunders et al., 2019). Ontology shapes the way we see and study our research 

objects. The interpretivist approach sees ontology as realistic; this means that interpretivists 

firmly believe that the meanings and views that are studied exist in the world (Egholm 2014). 

It is our job as researchers to acknowledge the views and meanings and interpret them. We 

believe that the studied objects' reality and perspective would exist with or without our 

intervention. However, our role as researchers is to interpret from our point of view. We aim 

to provide a safe environment for our subjects to describe their world and perspective and that 

this knowledge can be a blueprint for further studies in the area. 

 

2.1.3 Epistemology 

Determining epistemology is a question of what constitutes valid and legitimate knowledge. 

We ask ourselves what we know and how we know it and what it takes for our data to translate 

into knowledge. The epistemology we work with within the interpretivist approach is what we 

can interpret from the texts and speech to analyze the hidden meanings (Egholm 2014). We 

take into account our perception and preconception of any phenomena when we begin our 

research and gain a broader and better interpretation. From the beginning of our data collection, 

we began with an initial understanding of the world, the restaurant industry, and the Covid-19 



13 

 

pandemic. With each day of further research and data collection, our knowledge expanded, as 

what we thought we knew at the beginning of our research process may not be the same as 

what we know to be true at the end of our data collection. We have achieved a deep connection 

with both our subjects and our case to better describe the workers' perspectives from the 

restaurant industry. 

 

2.2 Research approach 

From knowing how we observe knowledge and the view we have of the truth in the knowledge 

created through this research, we then consider how we bring forward knowledge in this 

research. Eriksson and Kovalainen (2011) put forward two basic models of social science 

research, deduction and induction. The authors describe that some researchers prefer abduction 

logic. These models refer to what comes first in the research process, the theory or the empirical 

research. Using deduction methods, researchers start with the theory. The theory is the first 

source of knowledge, where research will proceed the theory and literature review, through to 

hypotheses answered through an empirical analysis (ibid, 2011). Whereas induction refers to a 

research process where the researcher will begin with the data collection and analysis and 

conclude with theoretical results. According to Eriksson and Kovalainen (2011), pure induction 

is rare and sometimes even impossible. Researchers often will have some knowledge on the 

subject and therefore will have a hard time not considering theories or articles before beginning 

the data collection.  

 

Most researchers will not have a clear-cut research approach, using only one of these basic 

models. However, most researchers will use the different models interchangeably through 

different study phases (Eriksson & Kovalainen, 2011). Therefore, researchers often use the 

method of abduction as a way to combine deduction and induction. Through our research 

process, we began with a general topic we were interested in examining. We decided to discuss 

leadership dynamics in the restaurant industry, and we have since the beginning gone back and 

forth between different theories and our data collection. At first, we started with a deductive 

approach. We knew what theories were relevant, the area we wanted to examine and began our 

data collection with this prior knowledge. As our data collection evolved and our interviews 

brought us further, we observed aspects that we had not seen before. We thus began an 

inductive approach, where our data collection guided us to the theories that are appropriate for 

our study.  
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We have had this continuous process of looping between induction and deduction while 

attempting to keep our interviews open, to not miss clues that could come from them. The idea 

was to begin with a broad subject and then narrow it down as we went along. Therefore, we 

switched our focus elsewhere as things came up in the interviews that became interesting, as 

we observed the same trends repeated across our interviews and the restaurants.  

 

2.3 Research design 

Our research design reflects the choices we have made during our research process and how 

we expected to answer our research question. We follow the notion of research design as put 

forward by Saunders, Lewis and Thornhill (2009), where they describe it as "the general plan 

of how you will go about answering your research question(s)" (p. 136). Using Saunders et al.'s 

description, we specify the sources we intend to use, our project's constraints, and why this 

research design matches our research project.  

 

Our research design follows the means of an exploratory study, which is valuable in finding 

out "what is happening; to seek new insights and to assess phenomena in a new light" (Robson 

2002, p. 59). Exploratory research is an open research approach that attempts to find new ways 

of looking at things and other perspectives on the same phenomena. Saunders et al. (2009) 

describe exploratory research as: "If you are conducting exploratory research, you must be 

willing to change your direction as a result of new data that appear and new insights that occur 

to you"(p. 140). As we changed our direction as our research progressed and found new 

knowledge, the exploratory research approach was the appropriate fit. 

 

2.4 Research strategy 

The research strategy is an important part of research design. We decided how to answer our 

research question while considering constraints, philosophical views, and existing knowledge 

(Saunders et al., 2009). In this research, we are conducting a case study: "a strategy for doing 

research which involves an empirical investigation of a particular contemporary phenomenon 

within its real-life context using multiple sources of evidence" (Robson, 2002, p. 178). We used 

multiple case studies and conducted interviews and research on multiple restaurants within our 

defined field. The strategy of using case studies matches with our philosophical approach where 

we are using interpretivism. It allows us to gain a perspective of the restaurants and people that 
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are part of our case study and interpret their reality. We are using a multiple case strategy, 

including multiple people and restaurants from across the restaurant scene in Denmark, to gain 

knowledge that may or may not be applicable for other restaurants in the country (Yin, 2003). 

By including multiple restaurants, we can generalize our findings and provide knowledgeable 

insights to restaurants in similar situations.  

 

In addition, Bowline has a collaboration with CBS Kontinuum (CBS K). CBS K "is a strategic 

initiative at the Copenhagen Business School that aims to identify, design, and deliver new 

kinds of shared learning experiences for individuals across generations and across the career-

span" (Bowline.dk, 2021). This collaboration has made it possible for us to work with Nordic 

Case House at CBS to develop a case study as part of our thesis. The goal is to present empirical 

data in a narrative and teachable form. This style is particularly appropriate to the material we 

have gathered due to our collaboration with the organizations attached to Bowline. 

 

2.5 Time horizon 

Saunders et al. (2009) defines the difference between the time horizons of research, considering 

whether it is a snapshot of a particular time (cross-sectional) or a representation of events over 

a given period (longitudinal). Due to the natural constraints of our research; it is a master's 

thesis to be conducted over 6 months, which makes a longitudinal approach nearly impossible. 

We have taken a snapshot of the restaurant industry as described today and interpreted by us 

and the subjects right here and now, which gave us an idea of the area we are studying now. 

We were interested in exploring their perspective of the past year and their years of experience 

in the restaurant industry. Since we did not conduct interviews a year ago, we could only read 

and interpret the pandemic perspective from people who are talking about it a year later. 

 

It would have been interesting to the scope of our research thesis to know what the restaurateurs 

were going through at the beginning of the lockdown and their experiences from back then—

when everything was still new. However, we believe that the people we have met in this process 

will have made sense of their situations from a year ago. These experiences are sometimes 

easier to put into words when they are not in the middle of them. We believe that our thesis 

will not have any significant complications, but instead believe that the people we talk to have 

insightful comments to give about the past year. 
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2.6 Data collection 

We used an interpretivist approach to our research; thus, we approached our data with the 

mindset of understanding and shed light on our subjects' world. Saunders et al. (2009) divide 

data collection into quantitative and qualitative data. Quantitative research comes from surveys 

and hard data, such as numerical data or statistics. In contrast, qualitative data is an information 

collection technique where we generate non-numerical data, such as interviews and 

interpretations, and analyzing restaurants' web pages. In our research, we used predominantly 

qualitative data, as most, if not almost all of our data stems from interviews, podcasts, articles, 

and websites. We collected data in interviews using unstructured interviews. Our goal was to 

have the interview subject feel comfortable with us as researchers and to start a conversation 

and discussion about their experiences and their perception of the subject. 

 

2.6.1 Data interpretation 

As we are working with an interpretivist approach to our data collection, we need to consider 

our understanding of the subject to not risk logic leaps and false assumptions. We use quality 

assurance to ensure that our understanding of the findings is correct. We asked our interview 

subjects if our understanding is correct, and we attempted to find out if there are any 

connections between the perspectives of the people we have interviewed. As interpretivists, 

our task is to interpret what we understand and base our understanding on data. We based our 

assumptions on what we see in the restaurant industry and the experiences we have made in 

our research process. However, as we are two people working and interpreting, we are bound 

to have different perceptions. Therefore, we acknowledge differences in understanding, and we 

attempt to find out where these differences originate.  

 

2.6.2 Primary data  

We started the collection of primary data at the beginning and middle phases of our research 

process. Our primary data consists of interviews with different figures from the restaurant 

industry. We believe that by talking to head chefs and owners of restaurants that have been 

affected by the lockdowns during the pandemic, we gain insightful knowledge of how they 

have acted and what was most important to them during a moment of crisis.  

 

We have used unstructured interviews, because we had a general idea of what themes we 

wanted to go through - at least after the first few interviews. Our first interview was not 



17 

 

intentional; we thought we would just come by and plan when to meet for an interview, 

however, the conversation was flowing, and we started recording halfway through. It was our 

first experience with unstructured interviews, where we had no idea where the conversation 

would go, but we just had a conversation with them. We had no prepared questions or areas. 

This interview became our guiding point for the rest of our interviews. For the remaining 

interviews, we attempted to have the same overall structure of themes we wanted to cover to 

ensure that we covered all the subjects. 

 

2.6.3 Choice of interviewees  

Our research aims to understand the perspectives of people working in the restaurant industry 

during a crisis. Therefore we were looking to talk to people who have first-hand experience 

with what happened the past year. We talked to managers, owners, and head chefs that could 

shed light on what happened and how they acted or reacted to the situation. Most interviewees, 

except three (Hallundbæk, La Rocca & Anonymous), have either a direct or indirect connection 

with the Bowline network, which has opened up the possibility for us to contact the 

interviewees. Therefore, our list of interview subjects was, to a certain extent, opportunistic. 

Because the people we wanted to interview were in the middle of a crisis and had limited time 

and access, we decided to take advantage of our connections and opportunities that arose from 

collaborating with Bowline. Therefore, we were able to gain valuable access to an industry in 

the process of dealing with the Covid-19 crisis. In addition to the interviews, we had informal 

conversations with four key members of Bowline. 

 

In total, our interview list contains 12 interviews with 14 different people, where we have 

interviewed them together, either over the phone, face-to-face, or over various computer apps 

such as Zoom and Teams. All our interviewees work in restaurants in the Copenhagen area in 

the fine-dining segment. We have one interview with Per Hallundbæk from Odense. 

Hallundbæk’s perspective was an expert interview as he also works as an independent 

consultant for restaurants. Table 2.1 shows a complete list of interviews. 
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Table 2.1: List of Interviews - Created by Mansia and Hørup 

Type of 
interview  

Date of 
interview 

Name Restaurant Official role  

Face-to-face 03.02.2021 Mikkel Westergaard Hart Bageri Business Manager 

Zoom 09.02.2021 Stine Bang Geist General Manager 

Phone 07.02.2021 Maurice Chapman Vanvid and 
Ved Stranden 10 

Manager  

Teams 07.02.2021 Anonymous Anonymous Operation and 
process manager 

Zoom  15.02.2021 Malte Sørensen Geist Head Chef  

Face-to-face 17.02.2021 Beau Clugston ILUKA Owner 

Phone  27.02.2021 Per Hallundbæk Earlier: Falsled 
Kro, now: 
Tarups Gamle 
Mejeri and 
Hallundbæk 
Foods 

Consultant and 
restaurant owner 
 

Zoom 27.02.2021 Maxim Surdu Aamanns Head Chef 

Face-to-face 22.02.2021 Donaldo Delgadillo  
Laura Flores 

Sanchez, Hija de 
Sanchez 

Head Chef   

Zoom 23.03.2021 Kamilla Seilder (key 
member of Bowline)  
Mette Strarup 

Lola Owner  
 
Co-owner  

Face-to-face 25.03.2021 Mathew Orlando  
(key member of 
Bowline) 

Amass Owner 

Phone 03.04.2021 Jerry La Rocca La Rocca + 3 
others 

Owner 

 

2.6.4 Conducting and Reflecting on the interviews 

Kvale and Brinkmann (2019) introduce how to conduct an interview in order to encourage the 

interviewee to describe their points of view. The first minutes of the interview are crucial to 

get a good rapport with the interview subjects. Therefore we started all our interviews by 
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introducing ourselves and our study. We described what we are interested in learning about 

and what our research purpose is, and we also asked them if we were allowed to record the 

interview. We ensured that our interviewees knew what subjects we were going to touch base 

on and what we were interested in talking about. It also started the conversation, so it would 

not feel like a stiff interview but rather a conversation about them. We let them know that we 

are only interested in their opinions and experiences, so there are no right or wrong answers. 

We had interview subjects ask us to forward our questions to them beforehand to prepare. 

However, we then wrote to them that we had not prepared any questions. Instead, we told them 

what areas we would like to cover and that we were interested in letting the conversation flow 

and telling us what they believe is interesting.  

 

After we finished an interview, we always debriefed together, without the interviewee. We 

would go over what we found out and what was most interesting, and how it coincides with the 

rest of our interviews and our current data. Sometimes interviews gave us an entirely new 

perspective, which we had not anticipated. It took us more than a few interviews to start 

understanding the trends and see that there were things that came up repeatedly. Thankfully, 

once we started seeing the trends, we began seeing the same trends come up again and again, 

but it required that we kept using an exploratory approach until the pieces started coming 

together.  

 

2.6.5  Secondary data  

Besides our primary data of interviews, we have had the fortunate case of finding many articles 

about the people we interviewed and the restaurant industry in general. Most of our restaurant 

knowledge came from the research we did beforehand. Only one of us has years of restaurant 

experience, so our initial knowledge came from articles and websites that we were looking into 

before starting our data collection. The people we have talked to all worked in restaurants, and 

these restaurants have an online presence, i.e., websites, social media, which gave us more 

knowledge. It made it easier when we were talking with some of our interviewees. For example, 

at our first interview, we already knew the background of Mikkel Westergaard. Therefore, we 

were able to ask more direct questions about his involvement with Noma and MAD Academy. 

It also meant that we were not wasting time going through things we could have looked up 

beforehand, as our interviewees' time is precious, and we did not want to waste any of their 
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time. As we have collaborated with Bowline in writing and conducting this research, we have 

also used a podcast about Bowline, videos and other material available on the Bowline website.  

 

2.7 Data analysis  

In the previous sections, we have described how we have collected our data, which has 

generated a large amount of dataset for our research. To ensure we do not miss out on anything 

from our empirical data, we asked our interviewees' consent to record the interviews to 

transcribe them into text. Having transcriptions of the interviews helped us capture the full 

meaning of the data and code it. We divided the interviews equally between us, and decided to 

transcribe the entire length of each interview and agreed on a shared level of detail, and avoided 

the use of unnecessary words and pauses. We have both listened in on the interviews and did a 

quality check of all interview transcriptions.   

 

To code a mass amount of data is not an easy process. It is time-consuming, and therefore we 

decided to use a coding program, NVivo, to help us in the coding process. According to Hilal 

and Alabri (2013), using a qualitative Data Analysis computer software to analyze data "may 

significantly improve the quality of research" and "reduces a great number of manual tasks and 

gives the researcher more time to discover tendencies, recognize themes and derive 

conclusions" (p. 182). Moreover, Nvivo is helpful when working in teams since we could share 

our work on coding with each other online. For our data analysis, we used an inductive and 

deductive approach, as we have presented earlier. We began with an inductive approach where 

we allowed our data to guide us to the codes. We proceeded to a more deductive approach, 

using codes from our first cycle coding and theoretical concepts to interpret the data.  

 

2.7.1 Coding 

Coding and categorizing are the first step to understanding our interviews after we have had 

our first discussions and debriefing of the interviews. "Coding involves attaching one or more 

keywords to a text segment in order to permit later identification of a statement" (Kvale & 

Brinkmann 2018, ch. 9). The way we code is that we attempt to group all the interesting 

statements made in interviews so that we have them divided up by area and subject. By doing 

this first cycle code, we are easing our process when we begin our analysis, and we also start 

reading the quotes from our interviews and how they correlate with each other. When we 

finished the first cycle coding, we moved on to the second cycle coding. Table 2.2 shows the 
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second cycle codes, or categories that we made, based on our data and theoretical concepts, 

and a description of what quotes belong under that category: 

Table 2.2: Second Cycle Codes. Created by Mansia and Hørup  

Crisis Management  
and Innovation 

● Takeaway 
● New concept 
● Cost-cutting 
● Minor changes 
● Employees 
● Marketing 

 

Anything related to restaurants involved response to the Covid-19 
crisis and the initiatives that were taken to adapt. 

Social Movement 
● Strategy 
● Story 
● Relationship 
● Action 
● Bowline 

Anything related to Bowline, and the four leadership practices for 
a social movement.  

Government packages  Anything related to the interviewee’s perception of the 
government packages  

Customers Anything related to the interviewee’s perception of customers 
behavior during the Covid-19 crisis 

Complexity Leadership 
theory 

● Old kitchen 
hierarchy 

● Enabling 
leadership 

● Administrative 
leadership 

● Adaptive 
leadership 

● Adaptive 
spaces 

Anything related to the style of leadership in the restaurants 
concerning the old kitchen brigade and three leadership functions 
of complexity leadership theory. Also anything related to 
adaptive spaces. 

Social Movement and 
Community 

Anything related to movements in the industry such as Bowline 
and community support 
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2.8 Ethical considerations  

Of course, as researchers, we have a responsibility to the academia and the people involved 

with the research to conduct ethically and morally grounded research. In the words of Kvale 

and Brinkmann (2018), "An interview is a moral enterprise" (ch. 3). Therefore, we have to 

consider what makes our research moral and ethical. Since we are dealing with people and their 

perceptions of the world and are not writing an anonymous paper, we have even more 

responsibility to make sure that we do not misinterpret what our subjects tell us. We had one 

interviewee inquire that they are anonymous. Therefore, neither their name nor the company is 

listed in this paper.  

 

We ensured that all of our interview subjects knew what our paper is about, and we sent a PDF 

explaining our research paper beforehand so that no one felt misinformed. We let our 

interviewees lead the discussion and tried to let them talk about what they thought had been 

interesting the past year and not put words in their mouths. We have been interested in people's 

subjective opinions and thoughts and not speaking on behalf of their companies. We were 

interested in their perception based on their position and not what their companies' perceptions 

were. Our goal is to ensure that what we learn from this is based on truth and knowledge and 

the outcome of a year in a pandemic from the perspective of people working in the restaurant 

industry. We attempt to avoid making false assumptions, therefore we include secondary 

sources and data. We do this to keep the integrity of the paper high, and not solely based on 

our interpretations and preconceived opinions. 

 

2.9 Limitation and biases  

As our data collection has happened during the pandemic, we have also changed the way we 

do data collection. As seen in our list of interviews, we held nearly all of our interviews through 

the phone or computer, and only four interviews were face-to-face. Our interviews have been 

synchronous interviews, where we had a live conversation with our interviewees (Cole, 2018). 

We approached our data collection knowing that our interviews would be online; this gave us 

advantages in our access to the people we would interview, as they could be anywhere. One of 

our interviewees was walking their dog while talking to us. It became more convenient for us 

to minimize travel time and for our interviewees not to have to plan formal settings to sit with 

us.  
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The most significant disadvantage of using computer-mediated communication is the absence 

of nonverbal communication. "Critiques suggest that even an unstructured, synchronous online 

interview lacks the richness and spontaneity of FtF (face to face) interaction" (Cole 2018, p. 

3). Interviews over the phone especially lack indirect communication such as eye contact, 

smiling, breathing, and face mimic. When we did calls with video and webcams on, we did get 

more, but it is still challenging to get a real connection with people over a computer. Computer 

interviews can be very formal and stiff, which is why it is even more vital that we start with an 

informal approach and build rapport with our interviewees.  

 

As our approach to the data is interpretivism, we do have to acknowledge the limits of 

interpretivism. Interpretivists have been widely criticized for their lack of ability to generalize 

and for denying the possibility of generalization (Williams, 2000). While some may believe 

that generalization is impossible, we do not deny that our study can be generalized. We hope 

the study provides a snapshot of the restaurant industry in a crisis. We also hope that it can be 

a basis for discussion and learning, both about innovative measures in crises, and give a base 

for discussion on leadership dynamics and mechanisms, and perhaps even how and when to 

use them. It is not a study that aims to be generalizing or have any goals of becoming a 

cornerstone for restaurants worldwide. However, we will be generalizing across the people we 

have interviewed and believe that the patterns we observe as relevant for restaurants in similar 

situations.  

 

Lastly, it is essential to note that since we conducted many of our interviews in Danish, we 

have manually translated quotes from these interviews. We attempt to keep the original 

meaning intact in our translation, but there will always be translation errors. Meanings can 

change from one language to the other in the use of words, and we have chosen to prioritize 

getting the right meaning across rather than just a direct word-for-word translation.   
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Chapter 3: Literature Review  
3.0 Introduction to the chapter  

The objective of our literature review is to present the academic foundation of our study. We 

argue that the Covid-19 pandemic has opened up new opportunities for restaurants to innovate 

and learn and has made restaurants and the people who work in them more flexible and ready 

to adapt to new realities. Moreover, we argue that the crisis has accelerated a shift from a 

traditional hierarchical way of leading to a more collaborative, fluid, flat structure among 

restaurants. 

 

This chapter will provide an overview of relevant research in innovation, crisis management, 

and leadership, which will be the foundation for our analysis. First, we provide a short history 

of leadership in restaurants. Second, we draw on several innovation theories, such as 

Schumpeter (1991) and Satell (2017). Third, we look into several crisis management articles 

on the restaurant industry and apply Ganz's (2010) research on leadership practices in social 

movements. Lastly, we draw on the concept of complexity leadership theory by Uhl-Bien, 

Marion, and McKelvey (2007) and Arena and Uhl-Bien (2016). Our review of this literature 

and theories will provide a foundation for analyzing and discussing our empirical findings.  

 

3.1 History of leadership in the restaurant industry 

To introduce our research on the leadership dynamics in the gastronomic universe, we will 

begin by exploring the history of gastronomy leadership. Specifically, this section will focus 

on the development of leadership within fine-dining restaurants. The classification of high-end 

restaurants is based on Presenza and Petruzzelli’s (2019) work, which divides restaurants into 

casual dining, quick service, fast-casual and fine-dining. Fine dining restaurants are premium 

and upscale restaurants, often referred to as haute cuisine. However, throughout this paper, we 

will refer to them as fine-dining restaurants. 

 

Our story begins with Marie Antoine Careme, who spent his boyhood working in a Parisian 

chophouse. He then went on to work as Napoleon's private chef, did his kitchen training with 

Talleyrand (former prime minister of France), and served other historical figures as the Tsar of 

Russia and Lord Stewart. After he died in 1833, he was recognized as the founder of French 

Haute Cuisine (Goldstein, 1995; Kelly, 2003; Snodgrass, 2004). 
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Careme paved the way for many great chefs that went on to revolutionize the culinary industry. 

One of these chefs is Auguste Escoffier. Auguste Escoffier worked as an army chef when the 

Franco-Prussian war began in 1870 (escoffieronline.com, 2020), where he learned how he 

could organize and coordinate groups more efficiently (Jensen, 2017). He observed the 

hierarchical structure in the military and began applying this in restaurants when grand-sized 

hotels became popular and necessitated grand-sized kitchens (Serenalissy, 2013). 

 

The French military structure in the kitchen helped kitchens run more efficiently and smoothly 

and minimized duplication of efforts (Jensen, 2017). The system is called The Kitchen Brigade, 

or in French; La Brigade De Cuisine. The grand idea of the system is that all the people in the 

kitchen are divided into separate groups and roles. In Escoffier's original plans, the Chef de 

Cuisine is at the top of the hierarchy, they are the generals and assisted by the sous chef. Below 

them in the hierarchy are the Chefs de Partie, responsible for separate tasks in the kitchen. 

There is the garden manager (cold dishes), the Poissonnier (fish and seafood), Pâtissier 

(pastries), and the list goes on. See Figure 3.1 for a visual presentation of the Kitchen Brigade. 

 
Figure 3.1: Caroline Bahar for Lucky Peach (Bahar, 2017) - permission to used approved by the owner 
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In sum, the Kitchen Brigade that Escoffier introduced in the 1800s stems from French Military 

leadership. The hierarchical structure was cemented in kitchens worldwide, making it possible 

for kitchens to serve large groups of people in grand hotels and made kitchen work more 

efficient (Serenalissy, 2013). 

  

By enforcing the Kitchen Brigade, the restaurant culture serves a top-down hierarchical 

structure, where the head chef gives orders at the top, and the bottom follows suit. The clear 

division of responsibility reduces any back and forth between the lines. But how is the Kitchen 

Brigade translating into the modern kitchen today? 

 

3.1.2 Emerging trends in the modern kitchen 

Case studies of a few of Copenhagen's high-end restaurants have all shown hierarchical 

elements (Arce & Halskov, 2011; Frantsen, 2011). One apprentice says: 

 

The head chef needs to be a hard-ass to lead the kitchen. In the kitchen, there has to be 

a hierarchy, order, and above all, respect. The consequence of these not being in place 

is that the kitchen falls apart, hence, training chefs without discipline. (Arce & Halskov, 

2011, p. 76)  

 

Traces of the Kitchen Brigade in kitchen leadership are not hard to find today, where the setup 

of kitchen chefs, chefs de Partie, and apprentices are still divided in the same structure, as seen 

from Escoffier's framework. 

 

A restaurant is an example of a craft organization, and according to Wellton et al. (2017), this 

requires disciplined hard work. Therefore, we often see examples of authoritarian and 

traditional top-down leadership styles in the restaurant industry, whether the restaurant is 

traditionally run or not (ibid, 2017). Chefs working in high-end restaurants attempt to achieve 

their best every day. Therefore the head chefs often become both micro-managers while being 

the general manager and quoting themselves as tough on the chefs working under them (Balazs, 

2001). The head chef is then in charge of ensuring that everything that comes out of the kitchen 

is acceptable and continuously has the final say in all aspects of the kitchen, while the chefs 

underneath must comply (ibid, 2001). 
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We see that restaurants are still adopting a very traditional hierarchy style of leadership, where 

the top-level makes the decisions, and there is a clear line of communication and control:  

 

Despite functioning through teamwork, traditional restaurant kitchens are 

hierarchically structured, and frequently support a dominant behavior between higher- 

and lower-ranked chefs, resulting in abusive treatments and harsh working 

atmospheres (Wellton et al., 2017, p.402). 

 

In this quote, Wellton et al. (2017) describe how these hierarchical structures have resulted in 

an abusive work environment, where there is a clear power division between the ranks. By 

looking at the Kitchen Brigade, we attempt to understand the background of leadership 

dynamics in kitchens today. We argue that many of these dynamic structures are still to be 

found in restaurants today, and as we are looking into what we believe to be a shift in leadership 

dynamics, we need to know from what the shift originated.  

 

3.2 What do we know about innovation? 

During the Covid-19 pandemic, we witnessed several restaurants restructuring and switching 

over to different focuses. For example, high-end restaurants started to deliver take-out food. 

Inevitably, there has been a need for quick-thinking regarding the uncertain environments, and 

restaurants have been increasing their innovative measures. However, how does crisis correlate 

with innovation? 

  

Joseph A. Schumpeter was one of the first people ever to define innovation – or, at least, the 

first person ever to define the difference between 'invention' and 'innovation' in his work from 

1911 (Schumpeter, 1911). To this day, we cannot write a complete literary review of innovation 

without mentioning Schumpeter's view on innovation and including his definition. When 

Schumpeter published his book in 1911, he differentiated between innovation and invention; 

an invention is not worth anything before it becomes an innovation. In other words, an 

invention such as Thomas Edison's light bulb was worth nothing before it was translated into 

everyday use and became an innovation. Entrepreneurs then become translators of the 

invention to innovation. Years later, Schumpeter introduced the term 'Creative Destruction' and 

defined innovation in the same turn. 
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Schumpeter describes a broad definition of innovation that covers new goods, new processes, 

new markets, and new organizations in his book published in 1942 (Schumpeter, 1942). 

Meaning that innovation can be either of these four things, and either of these can become 

creative destruction. According to Schumpeter's book, creative destruction is an ever-present 

threat: "Creative Destruction is the essential fact about capitalism. It is what capitalism consists 

in and what every capitalist concern has got to live in" (Schumpeter, 1942, p. 83). Creative 

destruction happens when innovation becomes so popular or widely used that it replaces old 

products or old processes and thus 'destructs' jobs, people, or companies and makes them 

obsolete. An example of creative destruction is what Netflix meant to Blockbuster. Schumpeter 

not only coined the term creative destruction driven by entrepreneurs but also describes what 

has later been dubbed "Creative Accumulation" (Filippetti et al., 2009; Schumpeter, 1942). The 

act of creative accumulation is when firms decide to invest in innovation. Innovation then 

becomes a learning process and a continual effort to innovate and explore new products and 

markets. 

 

Since Schumpeter, scholars have talked about the outcomes of innovation and the way 

businesses innovate. One of these scholars is Greg Satell that introduced the Innovation Matrix 

(see Figure 3.2.) The matrix is to be used by leaders when looking for the correct strategy to 

solve a problem. They must ask themselves two questions: How well can we define the 

problem? How well can we define the skill domain(s) needed to solve it? (Satell, 2017). 

Leaders then have one of four options on what type of innovation to perform: (a) breakthrough 

innovation, (b) sustaining innovation, c) basic research, and (d) disruptive innovation. 

Breakthrough innovation is when businesses have a problem that is very clear but extremely 

hard to solve. In these cases, they need to consider entirely new, unconventional ways of doing 

things. Sustaining innovation is where most innovation happens when businesses are just trying 

to get better at what they are already doing, improving capabilities and increasing efficiency; 

they know how and what to do. Basic research is just looking and researching; they do not have 

a pressing problem or any way of doing it. They are just exploring and – hoping – to find 

something innovative. Disruptive innovation is a term initially coined by Clayton Christensen 

in 1995 (M. Christensen et al., 2015) and refers to when companies find themselves in need of 

innovation in their business model and completely restructure their way of doing business 
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based on technological shifts. This type of innovation disrupts markets and fields and marks a 

significant shift in available technology. 

  

 
Figure 3.2. Greg Satell for Harvard Business Review (Satell, 2017) 

  

In any case of innovation, Abernathy argues that there will be a productivity dilemma: 

Companies have a natural roadblock to innovation (Abernathy, 1978). The dilemma is that they 

cannot both focus on innovating themselves while simultaneously keeping production steady. 

He writes: "stated generally, to achieve gains in productivity, there must be attendant losses in 

innovative capability; or, conversely, the conditions needed for rapid innovative change are 

much different from those that support high levels of production efficiency" (Abernathy, 1978, 

p. 4), which means that there must be a trade-off between competition in the long-term and 

short-term. Abernathy then explains Schumpeter's creative destruction because while some 

companies will focus on short-term competition, others focus their efforts on long-term 

investments. Companies with a short-term focus will be doing well at the time being. However, 

the companies focusing on long-term competition will inevitably disrupt the market and "win" 

over the short-term companies. Abernathy (1978) recognizes that product and process 

innovation matters but can create too much noise if not balanced. They need to implement them 

differently following the competitive situation.  

 

According to March (1991), they have to find the perfect balance between exploitation and 

exploration, meaning to find the balance between innovating and increasing production at the 
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same time (March, 1991). March introduces the difference between exploration and.. 

exploitation, but at the same time, keeps the exact definitions of the words a bit vague. He 

describes them as such: "Exploration includes things captured by terms such as search, 

variation, risk-taking, experimentation, play, flexibility, discovery, innovation. Exploitation 

includes such things as refinement, choice, production, efficiency, selection, implementation, 

execution" (March, 1991, p. 71). Exploration thus becomes what we would call innovative 

practices that a firm would take, while exploitation is the act of increasing efficiency and 

effectiveness of the production. He argues that these practices are important for any firm, but 

leaning too much on one can leave the firm suffering, and they must find a balance between 

the two actions. As Abernathy (1978) describes, they are trade-offs and are competing for the 

firms' resources.   

  

Applying this knowledge to the past year of lockdowns and restrictions, we see that many 

companies have had to shut down production completely, so one could imagine that they would 

have the resources and time to focus primarily on exploration projects. On the contrary, we will 

argue that there is a productivity dilemma in the restaurants, as they have to focus their efforts 

on either cost-cutting or innovation. We will use what we now know about innovation to argue 

that the fine-dining segment of the restaurant industry is facing impending creative destruction 

in our analysis. 

 

3.2.1 Innovation in the kitchen 

In this section, we look into literature revolving around innovation in restaurants. We argue 

that the shift in the restaurant industry has been ongoing for a long time, but that the Covid-19 

pandemic accelerates these changes. Presenza and Petruzzelli (2019) investigate the underlying 

motivations for change and the mechanisms along which the business model develops. The 

study highlights the dynamic capabilities of the chef, who is the subject of the study, as he was 

able to create value through the ongoing exploitation of business opportunities. By developing 

and applying dynamic capabilities, he could sustain the firm's competitive advantage even in a 

complex environment (Presenza & Petruzzelli, 2019). The article mentions four main 

motivational factors: creative freedom, reputation, legitimation, and need to grow. The search 

for creative freedom gave the chef the stimulus to change and face challenges associated with 

the change. The case showed that a severe crisis could also push restaurateurs to change their 

business model design. The reputation acts as a safety net because it gives credibility to 
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stakeholders. The search for legitimation is an integral part of haute cuisine; the chef's 

demonstration of creativity, entrepreneurship, and willingness to take risks moves gastronomy 

from a simple need to eat to an experience that includes audience and performance. Lastly, the 

researchers reference Nunes and Russo (2018), who state that successful business model 

innovation depends on the capabilities to adapt to constant changes and to keep people 

motivated (Presenza & Petruzzelli, 2019). We believe that the restaurants that we collaborate 

with are motivated to change their business model due to the impending crisis. Therefore we 

argue that their motivation comes solely from their need to grow. Therefore we will not go 

further into the motivational factors for change, because we are mainly focusing on the results 

of the change. 

 

After describing the 'why' of business model innovation, the authors describe the mechanisms 

needed to understand the 'how' of business model innovation. The mechanisms are as 

follows: strategic thinking, standardization, cooperation, and internationalization. Strategic 

thinking refers to the "knowledge, skills and abilities leaders need to formulate value-creating 

strategic goals and strategies" (Dragoni et al., 2011, as seen in Presenza & Petruzzelli, 2019). 

The chef used standardization to ensure that knowledge is stored and shared with anyone in the 

company, also called dynamic consistency. All managers should understand the business 

model and how it works. By engaging in open innovation strategies, the chefs can cooperate 

with external organizations, communities, and stakeholders or even in the surrounding 

community. Lastly, they base the study on the chef that has activities worldwide, and the last 

mechanism is, therefore, the act of internationalizing all aspects of business activities. The chef 

ensures that all menus are the same and that customers have the same experience regardless of 

geography.  We argue that the Covid-19 crisis has pushed restaurants to consider innovating 

their business model. To innovate their business model restaurants are engaging in cooperation 

with other restaurants to share knowledge and ideas. We argue that these collaborations are 

happening through informal networks such as Bowline. 

Vaughn Tan (2021) addresses innovation in high-end restaurants in his book “The Uncertainty 

Mindset”. The author points out that fine dining restaurants do not generate as many profits as 

many would believe. To the contrary, the orchestration of  fine-dining experiences incurs very 

high costs that result in razor thin margins for restaurants. The high costs pose a significant 

threat to chefs and restaurant owners, who therefore proactively search for new opportunities 
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to innovate. The restaurant involved in Tan’s study, demonstrated the ability to achieve 

creativity when facing uncertainty. The restaurants were able to do so because they knowingly 

reorganized their R&D team into a malleable role to inspire the team to innovate. The author 

explains that the teams motivated each other to innovate through what he terms as “desperation 

by design” by “proactively committing to new ventures with unknown prospects'' (Tan, 2021, 

p. 2). By pushing the members out of their comfort zones, they get motivated to innovate and 

take each uncertain challenge as an opportunity to learn and bond. It is evident through this 

book, have had to incorporate an innovative mindset when facing uncertainties.  

3.2.2 Crisis innovation! Is that possible? 

The pandemic has resulted in a financial crisis, not only for restaurants but also for companies 

worldwide. According to the Wall Street Journal, the global economy is hit by a record collapse 

of business activities, making the economic downturn in the global economy right now the 

largest downturn since the Great Depression (Hannon & Sparshott, 2020). According to 

Kenneth Rogoff of Harvard University, this is the worst economic setback we have seen in 

more than 100 years (Madsen, 2020). 

  

Looking at research projects from the past year, it is clear that other companies have had to 

restructure and think innovatively in order for them to survive the financial crisis. It is evident 

in projects about both the Danish Red Cross and selected travel agencies worldwide (Bech 

Sørensen, 2020; Mariscal-Grau, 2020). Companies have regrouped and had to redefine the 

baseline of how to make a profit. Travel agencies started focusing on local destinations, making 

podcasts, and short, low-cost trips (Mariscal-Grau, 2020). Overall we have seen groups of 

companies changing and innovating their business model. 

 

To achieve a more comprehensive view of how innovation and crisis correlate, we have to look 

back to older crises, as it is impossible to know the long-term effects of the ongoing pandemic. 

We will take a look at articles and journals from the financial crisis of 2008. 

 

The economic crisis of 2008 brought a decline in investments in innovation, as shown in the 

Innobarometer of 2009. It was a survey conducted by the Directorate-General for 

Communication from the EU Commission. The Gallup Organization (2009) focused on 

innovation spending for member states of the EU and Norway and Switzerland, especially the 
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effects of the economic downturn, and looked at innovation in private initiatives and public 

spending and policies (The Gallup Organization, 2009). The survey asked managers how much 

they had and expected to spend before, during, and after the economic crisis. It showed that 

35% increased innovation expenditure before, but only 12% expected to increase after the 

crisis. 28% were expecting to decrease their innovation expenditure. It even showed that 

companies whose primary profits came from innovation were much more likely to decrease 

their spending on innovation. Generally, companies were focusing on a cost-cutting approach 

rather than focusing on innovation (The Gallup Organization, 2009). 

 

Archibugi et al. (2013) used data from the Innobarometer report and compared the data before, 

during, and after the crisis. The article separated firms that were innovative before and those 

that were not focused on innovation and showed the difference between firms that competed 

on either innovation or costs, of how they would act during and after the crisis (Archibugi et 

al., 2013). Firms that tend to increase innovation expenditure were less likely to be competing 

on costs, while firms that would decrease innovation expenditure were more likely to be 

competing on costs. It showed a difference between small and large firms. Large firms were 

more likely to increase their investments in innovation before the crisis but were more likely 

to decrease innovation efforts during and after the crisis (Archibugi et al., 2013). They suggest 

that small firms that participate in innovative efforts would play a more considerable role in 

innovation during a crisis than large firms. The article sums up: "During major recessions, the 

economic landscape is characterized by huge uncertainties about the direction of technological 

change, demand conditions, and new market opportunities" (Archibugi et al., 2013, p. 1255-

1257). However, despite firms decreasing innovation during a crisis, an analysis was made on 

the few companies that were still innovating. The firms that continued to innovate were smaller 

firms, often newcomers spending more on innovation and gaining momentum (Goria, 2020). 

 

In 2010, a study was made on companies a few years later after the recession and gathered data 

of how firms that used cost-cutting and invested in innovation were doing now, years after the 

recession (Gulati et al., 2010). The study did not start well as 17% of all the companies in the 

study did not survive a recession. They divided firms in their strategic decisions, whether or 

not they were cost-cutting and taking preventive actions or taking offensive moves and 

innovating. Firms that were focused solely on cost-cutting were finding themselves bested by 

competitors afterwards, as they were falling behind and, more often than not, lowering their 
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quality, and pessimism and strict control would spread through the firm. Few of these cost-

cutting firms would do well after the recession (Gulati et al., 2010). Companies that were too 

aggressive and acted opportunistically ended up losing money afterwards, as their profitability 

had fallen way below their competitors. The firms focused on innovation developed a culture 

of optimism. They would fail to realize the gravity of a crisis, be unaware of warning signs, 

and be steadfast in innovating even as their profitability plummets (Gulati et al., 2010). 

 

The article ends with the combination that had the greatest likelihood of "winning" the 

recession: The balanced firm. The balanced firm had a diverse selection of both cost-cutting 

and R&D investments. These firms would cut costs by increasing efficiency rather than fire 

any employees, and they would have manageable offensive moves. They would develop new 

business opportunities and invest slightly more in R&D and marketing than their competitors 

(Gulati et al., 2010). 

 

All articles mentioned above agree on one thing: There is no easy fix and no magical recipe for 

how and when to innovate during a crisis. However, research shows that only innovating or 

only cost-cutting would most likely not make any company better off. We will use this 

knowledge to argue that the restaurants with a balance of both innovative efforts and cost-

cutting are best equipped to manage through the crisis. We have seen restaurants in our study 

that have managed to innovate their way through the crisis, but we have also seen innovations 

that have failed and shown to be more expensive than rewarding. We, therefore, argue that 

restaurants should include both cost-cutting and innovation. Cost-cutting activities can give 

restaurants a financial surplus that can give ground to innovative efforts, which can give them 

larger revenue if they are fortunate enough.  

 

3.3 Innovation and Crisis management in the restaurant industry 

Now that we have looked into innovation theories and concepts, we will investigate how 

restaurants use these innovative measures as crisis response strategies.  

 

3.3.1 Response strategies to crisis 

Ritchie (2016) defines crisis management in tourism as: "Any unplanned event or situation 

from the internal or external environment of a tourism organization, which can disrupt 

operations, threaten customers and employees physically and mentally, and endanger its 
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financial status and future viability" (as cited in Fusté-Forné & Hussain, 2021, p. 42). The 

global Covid-19 crisis has disrupted many restaurants worldwide and has genuinely tested the 

restaurant industry's resilience. The literature reviewed above demonstrates that innovation 

emerges during a crisis. However, to manage through the crisis, restaurants also need to have 

a crisis management plan to handle the situation quickly and efficiently. According to Barton 

(1994), crisis management in the hospitality industry is all about planning. He argues that a 

team should be appointed before a crisis strike to identify any crisis that may happen and 

anticipate the worst-case scenarios.   

  

According to Israeli's (2007) study on restaurants in Israel, the most common crisis 

management practices in the restaurant industry focus on "increased competitiveness" and "cost 

reduction". Kukanja and Planinc's (2013) research on "the response of the restaurant industry 

to the financial crisis" confirms Israeli's (2007) two practical recommendations; that managers 

should focus on improving increased competitiveness and cost reduction in their daily 

operations. Furthermore, the authors recommend handling labor cost reduction with extreme 

caution and achieving competitiveness in other ways than reducing employee income and 

letting them go (Kukanja and Planinc, 2013).  

  

Semerciöz, Pehlivan, Sözüer, and Mert (2015) study 45 high-end dining restaurants in Istanbul, 

Turkey during the 2009 economic downturn. Their study reveals that the restaurants involved 

focused on improving efficiency and competitiveness during the crisis and less on reducing 

cost and staff income. The restaurants also preferred to respond strategically by adding 

customer value to improve quality and service. Alonso-Almeida, Bremser, and Llach (2015) 

also studied restaurants in Madrid, Spain, during the financial crisis. They argue that in order 

to maintain performance during the financial crisis, restaurants need dynamic capabilities. 

Helfat et al. (2010) define dynamic capabilities as the "capacity of an organization to 

purposefully create, extend, and modify its resources base" (as cited in Alonso-Almeida et al., 

2015, p. 1644). The authors argue that restaurants should strive to have customers as the main 

focus of their strategy and develop the best dynamic capabilities that help them focus on core 

operations such as customers and pursuing new commercial opportunities (Alonso-Almeida et 

al., 2015). 
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A crisis can develop and improve the dynamic capabilities of restaurants, especially if they 

strategically choose to improve areas, such as marketing and sales, product development, 

innovation, or operational efficiency. Moreover, the authors note in their paper that research 

has shown that companies that used proactive strategies and had dynamic capabilities were the 

ones that innovated the most during a crisis. Especially restaurants with an image of high 

quality can benefit from using proactive strategies. These types of strategies can be effective 

in providing opportunities to seek new ways to do business and hence help improve their image 

and attract new customers (Alonso-Almeida et al., 2015). It is in line with Presenza and 

Petruzzeli's (2019) work that we reviewed in section 3.3., where the chef in the study had to 

develop dynamic capabilities to create value in a complex environment. 

 

3.3.2 Response strategies to a health crisis  

During the SARS outbreak in 2002-2004, Chinese restaurants in the worst affected area lost 

more than 90% of their business (Tse, So, & Sin, 2006). According to Tse et al. (2006), the 

SARS crisis revealed a clear sign of vulnerability in restaurants’ ability to handle the crisis, 

especially epidemic. However, some restaurants did survive and were able to make a profit 

despite the circumstances. The restaurants that managed through the SARS pandemic used two 

strategies to survive: revenue enhancement and cost reduction. Based on these actions, the 

authors developed a crisis management procedure (see Figure 3.3.). Their paper argues that 

restaurants should have a proper guideline and procedure to communicate the reactive actions 

undertaken by them to both their employees and customers to survive a crisis. Moreover, 

restaurant managers should accept the cost of the measures and ensure an open dialogue and 

participation from all employees. The authors present a four-step crisis management procedure 

for restaurants that may face similar catastrophes in the future (Tse, et al.). 



37 

 

 
Figure 3.3. – Crisis management procedure developed by Tse et al. (2006) 

 

The first step in the crisis management plan is to categorize the crisis into one of the seven 

categories (natural disaster, technological failure, confrontation, malevolence, skewed values, 

deception, misconduct). The authors highlight that categorizing crises can help managers plan 

ahead and find the suitable strategy to manage the crisis correctly and avoid an escalation of 

the crisis. It can also help managers to prepare for a crisis that may appear after the original 

one. For instance, if managers attempt to cut costs by firing employees without any 

compensation, it may lead to a confrontation crisis. In the second step, managers need to assess 

the damage that a crisis may cause. In the third step, the managers need to find the right 

strategies to survive the crisis. Two main strategies were used under the SARS crisis by 

restaurants in Hong Kong: 1) cost reduction, such as less investment in advertising and 

promotion activities, discussion with suppliers to lower cost of food, ask the landlord to reduce 

rent, reduce staff salary and to lobby for financial support from the government and revenue 

enhancement strategies. 2) revenue enhancement, such as improving the quality of food and 

service, offering deals and discounts, promoting a special "anti-SARS" menu, and enhancing 

social media presence to attract new visitors. Lastly, it was essential to gain the trust of the 

customers, and take the necessary health measures to protect customers. The fourth and last 

step is to go back and assess the chosen crisis management tactics. Concluding, the authors 

emphasized the importance of remaining flexible and ready to adapt to new changes (Tse et al., 

2006). We will use the Tse et al. (2006) crisis management procedure to investigate how 

restaurants have responded to the Covid-19 crisis.   
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Several academic articles have studied how restaurants have managed through the Covid-19 

crisis (Batat, 2020; Dijk, 2020; Fusté-Forné & Hussain, 2021; Lai, Abidin, Hasni, Ab Karim, 

& Ishak, 2020; Madeira, Palrão, & Mendes, 2021; Mircheva, Plompen, & Wynants, 2020; 

Motoc, 2020). Many of the restaurants involved in the studies used some sort of innovation 

practices and measures to respond to the Covid-19 crisis. Mircheva et al. (2020) discuss how 

different restaurants in Belgium, Bulgaria, Denmark, and Sweden responded to the Covid-19 

crisis and how their strategies connect to their brand trust and reputation. A restaurant strategy 

model developed out of these strategies places a restaurant according to the level of 

communication (Low-High) and level of change (No-Radical). One of the examples in the 

study is Noma Restaurant in Copenhagen. When the crisis hit, Noma had a radical change to 

the business model with a high level of communication. They introduced the concept "Noma 

Burger", which sold 1,300 burgers in the first four hours of opening (Mircheva et al., 2020). 

We argue that the Noma burger is an example of a 'product' innovation. With the introduction 

of these types of products, the fine-dining business model is changing and resulting in a 

destruction of the restaurant industry. Noma managed to turn their image from a two-star 

Michelin ranked restaurant to a burger bar and succeed thanks to their reputation, trust, and the 

relationships they have built over the years. Noma met their customers' needs, mainly due to 

their high flexibility and ability to adapt rapidly to the changing environment. 

 

Motoc's (2020) study goes against Tse et al.'s (2006) argument of the need for a crisis 

management plan to survive a crisis. Motoc (2020) investigated crisis management and the 

strategic planning of four Romanian restaurants focusing on their culture and leadership. 

Previous research indicates that for restaurants to be resilient and manage through a crisis, they 

need to combine crisis management and strategic planning successfully. However, the author 

concluded that the Romanian restaurants handled the situation in the best way possible, despite 

the fact they lacked strategic planning and crisis management that first appeared later on. The 

author argues that these restaurants took the crisis as an opportunity to innovate and adapt to 

new ways of doing business, which can be due to their creative culture. In contrast, other 

businesses that did not find new solutions adapted to the situation had to shut down and 

probably not recover. 
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Dijk's (2020) research on the restaurant industry in the Netherlands emphasized the importance 

of restaurants being creative and innovative in finding alternative ways to create revenue during 

the Covid-19 crisis. The author argues that innovative solutions can be anything from 

incremental changes to radical changes. Moreover, it is not enough to be creative; restaurant 

owners also need to be resilient and flexible. The study also revealed that the business owners 

who did not develop any innovative solution to keep their operation lost 100% of their revenue. 

In comparison, the restaurants that were able to innovate had an average loss of around 60-

80%, which was better than not earning anything. Fusté-Forné and Hussain (2021) discuss in 

their paper how restaurants carried out innovation processes carried out by restaurants during 

the Covid-19 pandemic. The authors stress the importance of being creative when facing 

challenges, for instance, using technology to innovate and offering "do-it-yourself" solutions 

to customers. 

 

However, it is essential to note that restaurants based in Denmark were luckier in receiving aid 

from the government. The Danish government offered financial support to businesses in 

Denmark for the lost revenue due to the restrictions. The aid packages were as follows:  

 

25% in compensation for fixed costs if there is a decrease in revenue of at least 35% 

due to shorter opening hours. 80% in compensation if there is a decrease in at least 90% 

revenue due to shorter opening hours. 90% in compensation of lost revenue to self-

employed owners if the revenue of 30% has been lost due to shorter opening hours. 

90% of costs in compensation for very small businesses if they keep completely closed. 

(Møller, 2020, p. 1) 

 

In the above-presented literature, we interpret three important pillars needed to successfully 

manage a crisis: resilience, flexibility, and dynamic capabilities. We argue that these three 

pillars are present in the restaurants involved in our study, which have allowed them to 

incorporate innovative measures as crisis response strategies. 

 

3.3.3 The emergence of Informal networks as a response to the crisis   

Bata's (2020) study on 12 French Michelin-starred chefs' response strategies during the Covid-

19 crisis presents additional strategies restaurants use to respond to crises. Their study indicated 

that the chefs adopted social bricolage entrepreneurial thinking to deal with the crisis. The chefs 
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used diverse resources and strategies to handle social issues and improve collective and 

individual well-being. The chefs had three main strategies: "philanthropic activities targeting 

the well-being of the community, socially responsible business practices to support the 

foodservice actors an initiative centered on consumers' food well-being" (Bata, 2020, p. 87). 

The chefs were involved in various movements to raise the voice of foodservice actors and to 

get the attention of governments and the public. The chefs believe they are legitimate and 

influential leaders equipped with various resources and capacities such as lobbying power, 

reputation, knowledge, and expertise. Therefore, they used their voice to make a change and 

support the foodservice sector. One of the movements started with the hashtag 

#ActOrWeWillAllStayThere, which spread over social networks, asking insurance companies 

to change their contracts concerning compensation for operating losses. The movement aimed 

to help small businesses that may not survive the Covid-19 crisis (Bata, 2020). 

  

The Michelin-chefs response strategies can be explored as a social movement. Davis and White 

(2015) present the following definition of social movements: "Large, sometimes informal, 

groupings of individuals or organizations which focus on specific political or social issues . . . 

they carry out, resist or undo a social change" (p. 31). Informal networks of people who are 

eager to make a change in their society or resist it. The role of leadership is critical when it 

comes to social movements. According to Ganz (2010), leaders in a social movements are the 

ones who create the conditions that help the group achieve its shared purpose when facing 

uncertainty. The author argues that social movements are "organized by identifying, recruiting 

and developing leadership at all levels" (p. 2). Leadership is the main source of social 

movement power as they keep the community going and mobilize its resources. 

  

Furthermore, Ganz (2010) presents four leadership practices needed for the success of social 

movements: Relationships, story, strategy and action. Interpersonal relationships are formed in 

the beginning when leaders link individuals, networks, and organizations. The involved parties 

exchange their interest and resources and develop a relationship when they agree to commit 

resources to achieve a mutual goal. A public narrative is a crucial practice for leadership. 

Telling a new story and doing it correctly, and sharing it with the public is a powerful tool for 

meeting the motivational challenges in social movements. Leaders should practice creative 

strategizing to deal with resource challenges and successfully challenge those with more power. 

According to the author, strategic actions are "an ongoing creative process of understanding 
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and adapting new conditions to one's goals" (Ganz, 2010, p. 10). A strategy is effective when 

it is highly motivated, with access to salient knowledge, and has a learning process. Lastly, 

social movements require actions that lead to efficient mobilization and deployment of 

resources to achieve results. Social movements aim to change the world and not just think about 

it (Ganz, 2010). 

  

Davis and White (2015) further study social movement and point out that effective social 

movements usually follow a framework, which the authors refer to as a "common playbook". 

Several scholars created the framework to understand when, why, and how movement arises 

and who gets involved. The authors adopt this framework in order to provide a guide to action 

for social intrapreneurs. The framework "helps focus attention on the different parts that come 

together (or not) to make a movement successful (or not). Changes in opportunities structure, 

frames, network, and mobilizing structure alter a movement's potential to launch" (Davis & 

White, 2015, p. 33). The 'when' refers to "opportunity structure" that arises and leads to social 

movements. The 'why' refers to "framing and the "overall framework, language, and 

stories". The 'who' is about "networks", the people connected to the social movement as 

potential supporters, and the people who need to be convinced or kept away. The 'how' is 

"mobilizing" the tools that support collaboration across the movement (Davis & White, p. 32-

33).  

 

It is not the first time that one has seen the emergence of social movements in the restaurant 

industry. One of the most known recent movements in the Nordic region, the so-called New 

Nordic Cuisine (NNC) movement, was founded in 2004 by a known danish food entrepreneur 

Claus Meyers, the owner of the restaurant Noma and the President of the Danish gastronomic 

academy Jan Krag Jacobsen in collaboration with several Nordic gourmet chefs (Leer, 2016). 

The movement started when a manifesto proposed that the products used in cuisine should 

solely be products from Nordic terroir. The manifesto declared ten aims of the New Nordic 

Cuisine, where one of them was to rethink and promote Nordic food culture with a focus on 

sustainability and locally sourced food (Leer, 2016). The idea behind the movement was to 

challenge the traditional thinking of what good food is. Many were skeptical whether the 

manifesto would lead to any changes to Nordic cuisine. However, the movement quickly 

became a widely popular brand and at a political level. It also attracted funding. For instance, 

Nordic Council funded a program called "New Nordic Food – Enhancing Innovation in the 
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Food, Tourism, and Experience Industry" with 25 million DKK. Meanwhile, Noma started to 

get the public's attention, earned two Michelin stars, and ranked one of the world's best 

restaurants. Soon, countless restaurants worldwide started to follow the NNC manifesto (Leer, 

2016).  

  

Byrkjeflot, Pedersen, and Svejenova's (2013) research indicate that the rapid success of the 

NNC is because it was an identity movement sparked by the involvement of various 

entrepreneurial leaders from the culinary industry, political support, scientists, media 

worldwide, and audience. Three practices facilitated the movement: first, choosing the name 

"Nordic" that was not associated with food but rather connected to other positive meanings 

such as design and welfare, which Nordic countries are well known for. Second, some of the 

funding received provided financial support to participants with the most innovative initiatives. 

Third, the concept spread through the creation of stories, supported by various events and 

global media.   

  

In our analysis, we study the emergence of the informal network Bowline. We explore Bowline 

as a social movement that has emerged from the Covid-19 crisis. We, therefore, use Ganz's 

(2010) four leadership practices and Davis and White's (2015) framework to investigate the 

success of Bowline as a social movement. 

 

3.4 Leadership Theory 

The concept of leadership has traditionally focused on the idea of one person being in charge, 

followed by others. Pearce (2004) defines this type of leader-centered approach to leadership 

as "one person projecting downward influence on followers" (p. 48). However, recent trends 

in academia indicate that leadership is shifting toward shared leadership among team leaders 

and team members. Pearce (2004) describes that shared leadership "entails a simultaneous, 

ongoing, mutual influence process within a team that is characterized by serial emergence of 

official as well as unofficial team leaders" (p. 48). In a shared leadership approach, 

responsibilities rotate to the person with the proper knowledge and experience to solve an issue 

when a team faces a challenge. The author argues that shared leadership is needed when "tasks 

are highly interdependent"; "require a great deal of creativity," and are "highly complex" 

(Pearce, 2004, p. 48). 
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Contributing to this field, Uhl-Bien (2006) presents two perspectives on leadership, the entity 

perspective and the relational perspective. The entity perspective perceives leadership as an 

"individual agency" where "organizational life is viewed as the results of individual leaders" 

(Uhl-Bien, 2006, p. 656). It focuses on the individual attributes as they participate in 

interpersonal Relationships. Whereas in the relational perspective, the attention shifts from "the 

individual to the collective dynamic," and the leader becomes a "voice among many in a larger 

coordinated social process" (Uhl-Bien, 2006, p. 662). The author argues that the relational 

perspective does not adopt a traditional organizational structure but a dynamic social process 

that happens throughout the organization. 

  

Lichtenstein et al. (2006) further explore leadership as a dynamic process in the study of 

complexity leadership theory (CLT). They argue that complexity is a form of distributed 

leadership not connected to one leader or a follower but rather an interactive dynamic in which 

any individual can contribute as a leader or a follower at different times and for different 

purposes. Leaders can influence how the process occurs, but they are not the central source of 

change. The authors define adaptive leadership as "an interactive event in which knowledge, 

action preference, and behavior change, and thereby provoking an organization to become 

more adaptive" (Lichtenstein et al., 2006, p. 4). The definition of adaptive leadership focuses 

on the adaptive outcomes that interacting agents create in a complex dynamic. Leaders are 

individuals who help others to seek new opportunities and help them tackle problems that 

occur. As the conditions change, the leader role can rotate to other people, depending on their 

skills and experience, as we observed in the concept of shared leadership (Lichtenstein et al., 

2006). 

  

Uhl-Bien, Marion, and McKelvey (2007) continue the study of complexity leadership theory 

and define CLT as "a framework for leadership that enables the learning, creative, and adaptive 

capacity of complex adaptive systems (CAS)" (p. 304). In this framework, the authors present 

three entangled leadership roles referred to as adaptive, administrative, and enabling (see 

Figure 3.4). These leadership roles reflect a "dynamic relationship between the bureaucratic, 

administrative function of an organization and the emergent, informal dynamic of the complex 

adaptive system" (Uhl-Bien et al., 2007, p. 298). The authors group the three leadership roles 

into a CAS, which collects individual agents linked together in a dynamic, interactive network 

by a common goal or need and whose actions are interconnected (ibid). 
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Figure 3.4. - overview of the three leadership functions of CLT, 

 based on Uhl-Bien, Marion, and McKelvey (2007) 

 

Adaptive leadership focuses on adaptive, creative, and learning activities that arise from the 

interaction of multiple actors to respond to change in the environment. Administrative 

leadership refers to the formal organizational hierarchy, alignment, and control to include the 

chain of command. Even though CLT does not concentrate on the individual leader's action, a 

formal leadership approach must exist to coordinate and plan activities efficiently and 

effectively. Some of the tasks include allocating resources to achieve goals, manage conflict 

and crisis. Enabling leadership seeks to inspire the conditions in which adaptive leadership can 

thrive and handle the entanglement between administrative leadership and adaptive leadership. 

It does so to help adaptive leadership become effective in areas where innovation and adaptivity 

are needed and support the flow of knowledge and creativity into an administrative structure 

(Uhl-Bien et al., 2007). All three leadership roles are essential to fully embrace adaptive 

outcomes (innovation, adaptability, and learning).  

 

Arena and Uhl-Bien (2016) further study CLT in their study of organizational networks, where 

they present a central question addressed by CLT: "How, in the context of bureaucratic 

organizational structures, can organizational leaders enable emergence of the new solutions 

and innovation needed to survive and thrive in today's complex world?" (p. 23). The authors 

imply that the answer to the question lies in recognizing two systems: An operational system 

and an entrepreneurial system. The operational system is the one that drives the formal part of 

the organization, whereas the entrepreneurial system is the one that strives for innovation, 

learning, and growth. The authors' research on CLT has revealed that adaptive organizations 

can enable adaptive spaces. The adaptive space acts as a bridge between the two systems that 

make it possible for new ideas to occur (see Figure 3.5.).The new ideas in the entrepreneurial 

systems are proceeded through adaptive space and formalized as a new order through the 

operating system.  
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Figure 3.5: Adaptive spaces bridging entrepreneurial system and operational system,   

taken from Arena and Uhl-Bien 2016 

 

Our analysis applies CLT to explore the leadership dynamics in the restaurants involved in our 

study. By applying CLT, we can explore leadership as a social process rather than an individual 

attribute. It will also support our argument on why hierarchical structures are still present and 

needed in running restaurants and how innovation is still possible. Moreover, we will draw on 

CLT to argue that Bowline enables an adaptive space for the Copenhagen restaurant industry 

by supporting the restaurants themselves through collaborative learning, problem-solving, and 

knowledge sharing. We introduce CLT to make clear that the rich interconnectivity that derives 

from increased social movements activity is crucial to the capacity for innovation, adaptability, 

and emergence. 

 

3.5 Key takeaways 

Our literature review aims to present the academic approach we will be using in our analysis 

and answer our research question. We started with a short history of leadership in the restaurant 

industry to understand the hierarchical structure in the restaurants. We then moved on to present 

various innovation theories, which we will use in our analysis to identify the different 

innovative measures that the restaurants have used during the Covid-19 pandemic. We then 

proceeded to review the literature on crisis management in restaurants. Although the literature 

indicates that restaurants have responded differently to crises, we were able to identify three 

common pillars, resilience, flexibility, and dynamic capabilities, that have enabled innovation 

and creativity in times of crisis. Our analysis will investigate to which extent the restaurants 

involved in our study have incorporated these three pillars into their capabilities. We then 

explored the emergence of informal networks such as social movements in the restaurant 

industry. We introduced Ganz's (2010) four leadership practices for successful social 

movement, which we will use to analyze Bowline as a social movement, together with Davis 
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and White's (2015) social movement framework. We finally present leadership theories related 

to relation and collaboration instead of a leader-centered approach to leadership to argue that 

the restaurant industry is shifting toward a more collaborative, fluid, flat leadership. 
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Chapter 4: Case Presentation – leading through a crisis 
4.0 Introduction to the case  

In this chapter, we will present the research context of this paper. The case presentation is 

mainly descriptive and will give the reader an overview of the Copenhagen restaurant industry 

and how some of the restaurants involved in our study managed through the Covid-19 crisis.  

 

The collaboration between Bowline and CBS Kontinuum made it possible for master's thesis 

students to work with the Nordic Case House at CBS to develop part of their thesis as a case 

study. As mentioned before, we will present empirical data in a narrative and teachable form, 

that can be used as teaching cases in the future in a classroom context. We wrote the case based 

on our interviews with the restaurant involved in our study and secondary online sources. The 

information provided in the case is essential to understanding how the Covid-19 crisis is 

challenging the restaurant industry and how they are responding. Moreover, it helps us to 

understand how leadership dynamics in the industry are shifting. The main purpose of this 

chapter is to create a foundation before diving into the analysis and discussion of our empirical 

data. 

 

4.1 How it all started 

On the evening of March 11, 2020, Danish Prime Minister Mette Frederiksen held a speech on 

national TV that would change many people's lives. With a nervous look on her face, she started 

the press conference: 

 

Welcome to another press conference here in the Prime Minister's Office. What I want 

to say tonight will have major consequences for all Danes. There will be difficult 

situations now for many citizens, and we will need to help each other. (Frederiksen, 

2020) 

 

Frederiksen announced that the pandemic was close to spiraling out of control and declared a 

full lockdown to prevent the spread of the Covid-19 virus. The lockdown banned any 

unnecessary activity and meant that many had to stay home to protect their loved ones and the 

most vulnerable citizens. The uncertainty of the situation had people panicking, with many 

actually rushing to supermarkets to hoard basic items like food and toilet paper.  
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The lockdown threatened the survival of many businesses and introduced an almost 

unprecedented amount of uncertainty into the local economy. The restrictions exerted a 

particularly devastating effect on the restaurant industry, as restaurants were not allowed to 

serve food and drinks to customers except for takeaway activities. Many fine-dining restaurants 

in Copenhagen did not have any takeaway options. These restaurants had no other choice but 

to close down and wait for news from the government. Two months later, restaurants were 

allowed to open up again, as long they followed the new restrictions. With the uncertainty and 

fear of going out again, and limited guests allowed in a restaurant, and no tourists in town, 

Copenhagen restaurants were facing a real challenge. Although restaurants were offered 

compensation packages from the government to cover some of their expenses, they felt 

pressured. Some of the most pressing issues were: Whether they could still stay open and for 

how long; whether they would be able to avoid bankruptcy when the number of tourists 

decreased drastically, and people were afraid of socializing; and how should they manage to 

maximize their revenue while still taking into account the health and safety of guests and 

employees? 

 

4.2 The Copenhagen Food Scene  

Since the beginning of the New Nordic Cuisine (NNC) movement, Danish gastronomy became 

well-known as "the newest gastronomic superpower on the world map" (Food Nation, 2021, p. 

5), and today it plays an integral part in Danish culture. The gastronomic reputation grew out 

of a culture for sustainability, cooperation, and science that has created a world-class food 

scene, attracting both locals and tourists while contributing to the growth of the food industry. 

A report by Food Nation Denmark shows that 43% of international tourists highlighted that the 

main reason for their visit to Denmark was good Danish restaurants. They also indicated that 

Copenhagen is the Nordic city with the most Michelin stars in 2019 with 35 stars (ibid).  

  

Copenhagen is also known to be the host of the four-time winner of the World's Best Restaurant 

award, Restaurant Noma, which started the New Nordic Cuisine movement (Leer, 2016). A 

manifesto created by the NNC movement, including ten principles for hygiene, seasonal 

produce, ethics, health, sustainability, and quality, was soon implemented by many other 
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restaurants and food producers worldwide (Leer, 2016). Hence, Danish gastronomy became a 

culture of innovation, knowledge-sharing, and cooperation (ibid). 

 

Danish gastronomy has become more than just food; today it is an influential player 

contributing to the sustainability agenda to help solve global challenges, whether 

environmental, social, or economic. In 2020, Denmark ranked as the fourth most sustainable 

country by the World Economic Forum's Energy Transition Index. Furthermore, Copenhagen 

was again the host of a two-times winner of the world's most sustainable restaurant, Restaurant 

Relæ (Food Nation, 2021).  

  

According to the Food Nation report: "The danish food cluster has a long tradition for animal 

welfare, organic produce, minimization of food waste and responsible working and production 

conditions" (Food Nation, 2021, p. 25). Several initiatives held every year present the Danish 

culture of sustainability in the food sector. For instance, The World Food Summit – Better Food 

for More People is hosted every year in Denmark to discuss gastronomy and its contribution to 

global sustainable development. Another example is the Freja Symposium that aims to promote 

social sustainability in gastronomy both in terms of working conditions and gender equality. A 

third example is the MAD Symposium that looks into the sustainable change in restaurants and 

communities across the world every year. These initiatives are just some of the many that have 

been emerging in the past few years.  

 

4.3 The impact of the pandemic on the restaurant industry 

Copenhagen restaurant industry has been thriving in the past decades and attracting many 

tourists worldwide. When the Covid-19 pandemic hit, the restaurant industry was one of the 

industries impacted the most. At the end of March 2020, more than 200 restaurants filed for 

bankruptcy in Denmark, and the hotel and restaurant industry had to lay off more than 11.000 

employees (Messmer, 2020). It was challenging for the fine dining restaurants as many of them 

did not just provide food but a gastronomic experience to their customers. These restaurants 

were suddenly in a dilemma on whether delivery and take-out were ideal for them, and if not, 

how were they going to pay rent and salaries to their employees. Furthermore, even if they did, 

the money they could make on takeaway could not compensate for what they would make on 
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an ordinary Friday evening. Per Hallundbæk, a consultant in the restaurant industry, described 

the dilemma in the following terms:  

 

If you are suddenly making around 5-8.000, [when you are used to] making around 70-

80.000, then, of course, you get demotivated. . . Then why the hell would you do it? 

Just to have something to do? So maybe people see that the restaurant is still alive? 

Some are just closing completely. No takeaway, send everyone home, and that is it. 

And then there are some that are fighters and have tried to make money still. But if it is 

worth it? No one really knows. (Hallundbæk, interview) 

 

 Choosing to do takeaway was not going to be an easy option; there was much work behind it, 

such as finding suitable packaging materials and ensuring that the food had the same quality 

when delivered to the customer. It was also worrying whether delivery and take-out will be 

seen as derogatory and ruin the food experience for the customer, which could impact the 

restaurant's image. Stine Bang, a manager at Restaurant Geist, explains: 

 

If we start making our own food and packing it in regular pizza trays, then what the 

guest would receive at home would not be what we would have wanted. I think it is 

super cool that all these restaurants do take away. But I am also aware that there is a lot 

of work behind finding the right materials or finding the right boxes. You should also 

start making descriptions of how to prepare the food . . . It is better just to do what you 

are good at, than just trying something because others are doing it and are making 

money on it. (Bang, interview) 

 

Many restaurants faced another dilemma: Whether delivery and take-out were worth the time 

and effort since the compensation packages from the government made it less attractive. The 

compensation packages were complicated, with many rules to follow and hard to navigate 

around. For instance, if an employee receives a salary compensation, the employee is not 

allowed to work. Moreover, If a restaurant offers takeaway, it is only eligible for a certain 

percentage of a compensation package.   

 

After 2 months of lockdown, the restaurants were allowed to open their doors again, but only 

if they respected the restrictions imposed by the government. The restrictions had five focus 
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areas: Restaurants need to review their processes and implement any necessary solutions to 

prevent any close contact between employees and guests; Indoor and outdoor premises should 

ensure the statutory distance of one meter between each party to minimize the risk of exposure 

to the virus, with a space requirement of 2m2 per person; There must be easy access to hand 

sanitizer or water and soap, with regular cleaning of common contact points (i.e., hand soap, 

door handle, water faucet); Employees should stay home if they have any symptoms, and if a 

guest was reported ill, employees should thoroughly clean the restaurant; And, lastly, they must 

set up information materials about symptoms and good hygiene in public spaces 

(Erhvervsministeriet, 2020). A few months later, the government imposed new restrictions, 

restaurants had to close at 22:00 every day, and everyone in the restaurant had to wear a mask 

unless they were sitting down (Wind & Frost, 2020). Again, the restaurants had to adapt to the 

new rules, which lasted until mid-December when the second lockdown came into place.  

 

4.4 Bowline 

In early March 2020, a small group of chefs, restaurant owners, and university researchers 

began meeting together online to figure out what was happening. Early contributors to these 

conversations included Christian Nedergaard, co-owner of two establishments in the central 

city; Matthew Orlando, the chef-owner of Amass; Eric Guthey, an associate professor at the 

Copenhagen Business School (and co-supervisor of this thesis); Nick Curtin, chef/owner of 

Alouette; Kamilla Seidler, chef and co-owner of Lola; Marin Lysak, a researcher at the 

University of Copenhagen; and Vaughn Tan, an assistant professor at University College 

London. They started Bowline network to help the restaurant industry respond to the pandemic 

by providing access to research, collaborative learning, and knowledge-sharing. As stated on 

the Bowline website, "our aim was—and still is—to strengthen ties, to pool resources, and to 

respond to the COVID-19 crisis in a collaborative and constructive manner that prepares the 

restaurant community for future challenges" (Bowline.dk, 2021). From starting with regular 

meetings with the group and a survey at the beginning of the lockdown, Bowline continued 

growing with new collaborators and contributors from diverse backgrounds. Today, Bowline 

regularly invites all involved stakeholders to workshops and events to discuss important issues 

to address in the industry. 
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4.5 Should I stay, or should I go? 

The restaurant industry was affected by the restrictions imposed by the government and the 

behavior of the consumers. There was a huge uncertainty of consumers' perception of risks 

during the pandemic and whether they intended to dine out when restaurants opened their doors 

again. To investigate the above, Bowline discussed the challenges ahead and how to cope with 

the uncertainty, which led to creating a survey to gather information about the crisis and share 

it with the rest of the industry's stakeholders. The survey gathered opinions of restaurant-goers 

before the opening, asking whether they were inclined to go out and socialize in the same way 

as before the pandemic. In just 3 days, the survey received more than 4500 responses, indicating 

huge interest in what will happen to restaurants and the dining experience due to the Covid-19 

pandemic. The survey results revealed that Danes were the least worried when it came to dining 

out again, compared to other nationalities, and they were more worried about passing the 

Covid-19 to others than catching it themselves. Moreover, Danes were more worried about the 

spread of the virus in public transport and grocery stores than in restaurants. The results also 

indicated that Danes were willing to pay an extra fee when dining out to help cover some of 

the increased costs associated with keeping guests safe (Bowline.dk, 2020).  

 

When restaurants opened again in May, the Danes were desperate to go out. They were willing 

to keep social distance and happy to spend money after being stuck at home for months. Some 

restaurants even experienced an upturn, which according to Nick Curtin, the owner of 

Restaurant Alouette, was because of their proximity to central Copenhagen (Tonon, 2020). For 

instance, Restaurant Jordnær had, since the reopening, gotten a 2-month-long waiting list, 

indicating that local customers were more than happy to go out and enjoy a good dining 

experience despite the pandemic. The co-owner of Jordnær, Tina, said in a news article that 

she believes Copenhagen is a "strong, healthy and resilient food city" (ibid). 

 

Nicola Fanetti, the owner of Brace Restaurant, was also happy his restaurant was based in 

Copenhagen during the pandemic and not in Italy. He explained in an article: 

 

In Italy, we probably would not have made it through, the scene here is more 

consolidated. People are more open to different concepts, value them more, which also 

brings us security. There is a professionalization of the market in general, at all levels. 

(Tonon, 2020) 
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Even the farmers were relieved after the opening when the sales started to rise again. One 

farmer in Copenhagen experienced a significant drop in her orders and sales during the first 

lockdown. As soon as the restaurants were open again, she supplied 70% of her usual clients 

(Tonon, 2020).  

 

4.6 Copenhagen restaurants responding to the pandemic  

When the first lockdown occurred, restaurant owners in Copenhagen were going through a 

tough time, unsure whether they would be able to pay their rent and salaries to their employees. 

When the government announced the compensation packages, most restaurants had the 

opportunity to receive financial assistance from the government. Therefore, they were 

financially motivated to keep all their employees during closure. During reopening between 

the first and second lockdown, restaurants were back to business as usual, but with many 

restrictions to follow. Restaurants in Copenhagen responded differently to the pandemic. Some 

chose to start takeaway activities, some created a new concept, and others chose to do nothing.  

 

4.6.1 Takeaway activities 

Restaurant Lola  

Some restaurants had a difficult time receiving approval for the compensation packages, 

especially in Restaurant Lola, one of the newcomers on the Copenhagen culinary scene. 

Restaurant Lola was born as a social-gastronomic project to fight against the traditional kitchen 

brigade model. Kamilla Seidler, the owner of restaurant Lola, explains: 

 

So we had more focus on starting a business in a modern world, where the business you 

start should have some sort of influence, positively on the society. Not just relative to 

people that are having difficulties getting into the job market, but also regarding the 

environment, work environment [and] equality. Areas where we could all try to be 

better people than what the industry has paved the way to now. (Seidler, interview) 

 

The project aims to help people get trained in a gastronomic process in which people would 

want to work for many years. Lola opened its doors in November 2019, a few months before 

the pandemic. Restaurant Lola decided not to do any takeaway activities during the first 
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lockdown as the money earned from the takeaway would be deducted from the compensation 

packages. During the second lockdown and after not receiving any compensation from the 

government, the owners decided to do takeaway immediately. However, after fighting for 11 

months to survive and receiving multiple rejections from the government, the owners were left 

with no other option than file for bankruptcy. Seidler explains the process: 

 

At first, we were told that the money we earn on takeaway would be deducted from the 

compensation packages that were aimed at our fixed costs, and then it would not make 

much sense to make money just to lose them again. Seen in the light of how it took four 

months before we got a little money paid out for our fixed costs, we would definitely 

have made a different strategy if we knew that then. When we were told we were being 

closed again on December 9, we started takeaway immediately. (Seidler, interview) 

 

Luckily, investors backed up Restaurant Lola, and therefore they were able to open up again, 

yet the bankruptcy meant they had to let go of most of their employees.  

 

Aamanns 

Other restaurants were fortunate enough to see a rise in their sales, one of these restaurants is 

Restaurant Aamanns, founded in 2009 with the opening of Aamanns Etablissement. Since then, 

it has grown with Aamanns 1921 and Aamanns Deli & Takeaway. Both Aamanns 

Etablissement and Aamanns 1921 are Michelin recommended. Their primary focus is serving 

traditional Danish "smørrebrød" (open-faced sandwich). At the beginning of the lockdown, the 

owner attempted to keep Restaurant Aamanns 1921 open for takeaway, but it did not go as 

expected. They decided to close down their takeaway activities after one week since they did 

not earn enough to cover rent and salaries. They shifted their focus to Aamanns Deli & 

Takeaway, which was more successful. They used all of their social media platforms to ensure 

that customers from both restaurants knew about their takeaway concept. "So the Aamanns 

Deli basically helped the whole business concept,” says Maxim Surdu, a head chef at Aamanns 

1921. The shift toward Aamanns Deli & Takeaway resulted in a 170% increase in sales 

compared to the year before, which has helped the whole business concept survive, together 

with compensation packages from the government.  
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4.6.2 New concept 

Restaurant ILUKA 

Restaurant Iluka, which means Near the Sea, opened in 2018 and is known for its fresh seafood 

and vegetables. The owner, an Australian chef named Beau Clugston, founded ILUKA because 

he felt something was missing in his life, and he had the idea of creating something where 

everything people can see, and touch is of high quality. At the beginning of the lockdown, 

Clugston did not want to do regular takeaway like other restaurants, as he could not ensure that 

the quality of the food would be the same as if the customer was dining in the restaurant. 

Therefore, Clugston did not want to risk his hard work of the past two years on their brand and 

image ruined just to earn some money. Instead, Clugston wanted to educate people and give 

back to the community, and this was when Iluka at Home was born. Clugston describes the 

concept: 

 

It was very big and very generous. So we did not really make any money on it. But it 

took us into people's homes. And if they have never heard of us, then after the pandemic, 

they will come check us out because they had a nice takeaway. (Clugston, interview) 

 

Every Friday and Saturday, customers were able to buy a meal package for 129 DKK. Clugston 

and his team did all the prep, and the customer had to do the final touches. The meal came with 

a recipe and a video instruction on how to cook it.  Clugston also posted videos online to share 

his knowledge and expertise with the whole community. Clugston chose to keep Iluka at Home 

closed with the restaurant in the second lockdown, but the concept will stay alive with the 

reopening. Instead, he decided to take advantage of the second lockdown by investing in 

renovating the restaurant with new tables, chairs, lighting.  

 

Restaurant Vandvid 

Restaurant Vandvid, meaning "WaterWide" and "Crazy" is a floating restaurant, café, and wine 

bar located in the South Harbor of Copenhagen. The owners built the houseboat and its 

furniture. The food and wine served are fresh organic produce sourced from local suppliers 

(vandvid.com, n.d.). During the first lockdown, the restaurant owners chose to close Vandvid 

down with no activities. Instead, they encouraged their customers to support them by buying 

gift cards or donating money (Restaurant Vandvid, 2020). In the second lockdown, they 

decided to use the first few weeks on testing things out, redecorate, fix small things and get 
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ready to open up as a farm shop. In the farm shop, customers can buy vegetables and bread that 

is baked daily, together with wine, coffee, ceramics, and handmade garden tools. The decision 

to open a farm shop was to support local producers and provide residents with daily organic 

fresh food. The farm shop has been successful, as the houseboat area does not offer many other 

freshly made food options for locals. Maurice Chapman, the manager at restaurant Vandvid, 

explains why they decided to open a farm shop. 

 

It was a combination, really. We wanted partly to support the producers, who sent us 

greens and cheese and fish, and also there is not very much where the restaurant is, 

there is not a great deal of choice . . . So it is also nice to . . . offer that to the locals 

because it is a residential area . . . it is also nice to see people to keep the place a little 

bit in . . . top of mind. (Chapman, interview) 

 

Ved Stranden 10 

Ved Stranden 10, a wine shop and bar, opened in 2009, and in 2016 the owner, Christian 

Nedergaard opened a restaurant next door by the name Admiralgade 26. To keep both 

establishments alive during the lockdown, the owner started The Two Ducks webshop. 

Nedergaard created the store to sell wine and food and share stories with customers to create 

something meaningful. Chapman, who used to be a former manager at Ved Stranden 10, 

explains: 

 

The two ducks quickly became a fairly detailed webshop with a lot of descriptions of 

wines, a lot of interesting food. I think it was quite nicely put together, sort of a set of 

values, because it was not just about the wines we have. It was wines put together in 

kind of meaningful combinations, which is a different experience. It is much closer to 

the experience of actually going to the wine bar than just being a kind of, you know, a 

seller on the web kind of thing. (Chapman, interview) 

 

Each wine on the website has a geographical description and a personal history of the wine and 

the winemakers. Also, some of the food posted online have a description and a story. The 

webshop was a success with nearly 100 orders in the first week it was launched.  
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Amass Restaurant 

Amass Restaurant was founded in 2013 by Matthew Orlando and has since the opening 

received many visitors from around the world. Amass is known for its sustainability, and 

besides being a Michelin recommended restaurant, it has also received a Michelin Green star 

for its sustainability efforts (Michelin Guide, n.d.). Orlando decided to close Amass down 

during the whole period with no takeaway activities with the first lockdown. The time being 

closed was used on various activities to keep employees engaged, such as meeting with 

suppliers and asking employees to invent a 10-meal course and present it to the whole team. 

However, with the reopening, a new concept named Amass Fried Chicken & Wine (AFC) was 

introduced, where customers could buy a basket of fried chicken for 120 DKK. The chicken 

and wine were to be enjoyed at the restaurant's bar or in the garden where Amass grew many 

different leafy vegetables, berries, herbs, and flowers. Orlando describes how AFC became 

popular during the reopening: 

 

AFC . . . proved to be extremely lucrative over the summer. I mean, there'd be 100 

people out here, the terrace full with people in front of the restaurant. That whole field 

just fills up with people in the summertime. Like 1000 people out there, it is like a 

festival, and they come for drinks, and so AFC ended up being a really really really 

good decision. (Orlando, interview) 

 

The concept proved to be successful, with a long line of customers from the first day of 

opening.  

 

4.6.3 Completely closed 

Restaurant Geist 

Doing takeaway or finding a new way to make revenue was not an option for everyone, such 

as Restaurant Geist. Restaurant Geist opened in 2010 and was a part of a bigger concern. 

Located in the heart of Kongens Nytorv, it attracted many hotel guests and tourists. The 

restaurant was known for its gastronomy and was often mentioned and praised in international 

media (Troelsø, 2016). Because a bigger concern owned Geist, the restaurant could survive the 

first lockdown and cover expenses, and keep all employees. However, the owner of Geist 

decided to leave the restaurant in august 2020, which has later led to the decision to close down 

Geist entirely and open a new restaurant instead. The new restaurant will open at the exact 
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location, and therefore the time during the second lockdown has been used to renovate and get 

the new restaurant up and running with a new name and identity.   

 

Restaurant Sanchez 

Hija de Sanchez Taquerias is a taco shop opened in 2015 by Rosio Sanchez in the middle of 

Copenhagen, followed by Restaurant Sanchez in 2017. Both restaurants offer contemporary 

Mexican food with a twist to adopt and reach out to the Nordic culture. During the first 

lockdown, they attempted to do takeaway; however, they decided to stop it after one week, as 

there were not enough orders, and takeaway was not suitable for the type of food they were 

selling. They used the closing to get things done in the restaurant and preparing to open a new 

sister restaurant, Hija de Sanchez Cantina. The new restaurant opened in October 2020. The 

opening of the new restaurant meant that they did not need to let go of any of their employees 

but instead transferred employees to the new one. The second lockdown was also taken 

advantage of. The restaurants used the time to more efficient ways of working, create new 

recipes, visit suppliers, clean, and online activities with the team to educate and motivate. Laura 

Flores from Sanchez describes:  

 

I think that we always want, for an example, to go and visit a farm or those kinds of 

things, but we never can do it because we are busy all the time. So this time I think it 

was one of the best things. (Flores, interview) 

 

In her experience, the lockdown freed up time they had not had without the closing, which 

allowed them to do some of the things they had wanted for a long time. They used the lockdown 

as efficiently as possible to get the most out of the situation.  

 

4.7 Distancing from the old Kitchen Brigade 

For many decades, the restaurant industry followed a hierarchical kitchen brigade system built 

around a clear command-and-control leadership practice structure. Managers on the top of the 

hierarchy gave orders, and the rest followed. The system was invented decades ago by Auguste 

Escoffier, inspired by French military structure. The system starts with a head chef at the top 

and ends with the trainees at the bottom (Jensen, 2017). 
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A business model built strictly on command-and-control leadership has shown to be inefficient, 

as this type of leadership does not allow for constructive feedback that can bring new ideas and 

change to a business (Glazer, 2019). Employees today are looking for jobs where they can have 

more autonomy, respect, and a sense of purpose. Employees that are motivated and engaged 

will put everything they have into the work they are doing. They are also crucial for the growth 

of the company (ibid). In the past years, the restaurant industry has seen a shift toward a more 

flexible leadership style, as restaurant owners and managers have realized the importance of 

building relationships with their employees and keeping them happy and motivated.  

 

For instance, Stine Bang, a manager at Restaurant Geist, has always treated her employees with 

flexibility and respect; she explains: 

 

I always think we have been good at taking care of our staff. Maybe we do not give the 

best salary. It is difficult for this industry to give a good salary, so maybe we don't do 

that, but as a restaurant, we have made sure that we always sit down and eat together 

every day with all those at work. You can always take a beer when you are done with 

work. There were always kisses and hugs. If you need anything then we will do our 

best. (Bang, interview) 

 

She believes that giving all she could to her employees has paid off in the end. To save costs, 

they had fewer employees at work, and these employees showed flexibility and were motivated 

and ready to take on a challenge.  

 

Kamilla Seidler from Restaurant Lola believes in treating employees with respect. The 

workplace should have an environment where everyone feels included and able to share ideas 

and knowledge with the rest of the team. Mette Strarup, her head chef, also notes: "They 

(employees) are in a community where something is expected from them, so they should feel 

appreciated and like they are needed" (Strarup, interview). 

 

Beau Clugston from restaurant ILUKA has chosen to distance himself and his restaurant from 

the hierarchical structure. After working several years in one of Gordon Ramsey's restaurants, 

he experienced a strict hierarchical structure. Only the head chefs were allowed to talk to 
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Ramsey when he was present. Clugston was tired of the abuse, yelling, and ego that existed in 

the industry; he explains: 

 

That is sort of like hierarchy to me, it was just like, just bullshit, you know, does not 

benefit anyone. It is just old school. I mean, it is so outdated . . .I think my style of 

leadership is just, everyone is equal. Everyone has, I mean, an opinion and my opinion 

is not. I mean, I have the final say but my opinion is not the right opinion. It is just my 

opinion. And I think a majority sort of rules, you know. (Clugston, interview) 

 

He believes that an organic leadership style where people come first provides employees with 

a sense of ownership and makes them happy. He indicates that it will benefit the business 

because when the employees are happy, they will give so much more into their work. Matthew 

Orlando, the owner of Restaurant Amass, also believes leadership in restaurants is changing, 

and he is proud to be a part of this change. For him, a hierarchy system does exist in the kitchen, 

but it should not limit people from having an impact on how to lead the restaurant, he explains: 

 

From a hierarchy standpoint, I mean, there is a very defined kind of pyramid, head chef, 

sous chefs, chef de partie, and interns. But, that is, that does not limit people's ability to 

have an impact on the everyday runnings of the restaurant. I mean, I will take 

information from the dishwasher if I think it is going to improve. (Orlando, interview) 

 

He believes every employee should have a sense of ownership and feel that they can contribute 

to the business.  

 

4.8 The restaurant industry post-pandemic  

Going through a pandemic has not been easy for the restaurant industry in Copenhagen. The 

Covid-19 crisis has brought many challenges but also opportunities for restaurants. However, 

restaurant owners are optimistic regarding the future of the restaurant industry. After a year of 

lockdowns and restrictions, they believe that with the reopening of society, the restaurant 

industry will explode. Customers will be eager to go out to eat and support their local 

restaurants.  
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I think it is going to be like the roaring 20's I think it is going to explode. middle class, 

low class, high-class restaurants are going to be full, and everyone is going to go out 

and support their restaurants and their favourites and it is going to be like, go out and 

support it because we missed this. (Clugston, interview) 
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Chapter 5: Empirical Findings and Analysis  

5.0 Introduction to the chapter  

This chapter analyzes and discusses our empirical findings gathered from interviews, podcasts, 

and secondary sources using concepts and theories presented in our literature review. It is 

important to point out that it is not our objective to use every theory or study mentioned in our 

literature review. We aim to show a glimpse of the literature that exists in crisis management 

and innovation. We also want to point out that even though we want to include all the 

restaurants involved in our study, we cannot include each restaurant as an example throughout 

our analysis. Therefore, we choose the quotes that we believe are the best fit for our argument.  

 

We have divided this chapter into three main parts: the first part is about how restaurants 

involved in our study handled the Covid-19 crisis and which innovative measures they took to 

survive. The second part explores the emergence of the informal network, Bowline, which 

appeared during the Covid-19 pandemic. The third part centers around leadership dynamics in 

the restaurant industry. We investigate how leadership has changed in the restaurant industry 

compared to before and how the crisis has helped push the agenda.   

 

We argue that the Covid-19 crisis is challenging the restaurant industry, but it also opens new 

opportunities for new creative learning methods and being more innovative. We apply the crisis 

management procedure presented in Tse et al. (2006) to analyze how restaurants responded to 

the crisis and draw on other literature to explore how restaurants leveraged resilience, 

flexibility, and dynamic capabilities to incorporate innovative measures as crisis response 

strategies. We then draw on innovation theories to look at the type of innovations that the 

pandemic has set in motion. We examine the tradeoff restaurants have confronted between 

increasing efficiency and balancing innovation efforts.  

 

On this basis, we argue that the crisis has made restaurants and the people who work in them 

more flexible and ready to adapt to new realities. We then define Bowline as a social movement 

that has emerged from the crisis. We use Ganz's (2010) four leadership practices for a 

successful social movement and Davis and White’s (2015) social movement framework to 

analyze the development of Bowline. We then draw on Uhl-Bien, Marion, and McKelvey's 

(2007) complexity leadership theory (CLT) to argue how the crisis helps accelerate a shift away 
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from a traditional hierarchical way of leading to a more collaborative, fluid, flat structure. We 

continue on CLT and draw Arena and Uhl-Bien's (2016) study to argue that Bowline enables 

an adaptive space for restaurants, helping the restaurant industry shift further toward a 

collaborative leadership structure.  

 

Analysis part 1: Crisis Response Strategies 
We start our analysis by drawing on existing literature on crisis management and innovation to 

study how restaurants in Copenhagen responded to the Covid-19 crisis. We structure this part 

of the analysis into three main parts. In the first part, we compare our findings with the crisis 

management procedure presented by Tse et al. (2006) to investigate what restaurants did to get 

through the crisis. We will also draw on other crisis management literature to explore survival 

strategies that the restaurants have used. Our literature review reveals three pillars for 

successful innovation and crisis management: resilience, flexibility, and dynamic capabilities. 

In the second part, we will draw on our innovation literature to analyze the innovative measures 

in the restaurants that we have studied. In the last part, we will connect the two first parts to 

discuss the correlation between innovation and crisis management, showing that restaurants 

with a balance between innovation and cost-cutting have the best odds of surviving the crisis. 

Our findings indicate that the Covid-19 has forced restaurants to their limit, leading them to 

become innovative even though they were under pressure.  

 

5.1 Crisis Management during the Covid-19 pandemic 

To analyze how restaurants have managed through the Covid-19 pandemic, we draw on crisis 

management literature. According to Tse et al. (2006), restaurants must develop a proper 

guideline and procedure to communicate effectively to both employees and customers. We 

present the authors' four-step crisis management procedure, which we will use to investigate 

how restaurants handled crisis management. This section will touch base on the first two steps 

and connect them with our data collection. We will describe the third step of this model and 

analyze this with our data later on in section 5.2. 

 

The first step in the crisis management procedure is categorizing a crisis. Tse et al. (2006) 

define a crisis as a "low-probability, high-impact event that threaten the viability of the 

organization, and is characterized by ambiguity of cause, effect, and means of resolution, as 
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well as by a belief that decision must be made swiftly" (p. 45). The authors present seven types 

of crises faced by restaurants in which major factors are either external or internal factors. In 

our case, the major factor is an external factor caused by the physical environment. These types 

of crises are the least controllable by a restaurant, and therefore it is not something they can 

prepare for beforehand. It came as a surprise to the restaurant owners and managers, as one of 

our interviewees explains: "the first pandemic was really inspiring, actually, very worrying and 

very, like your whole world was shook up" (Clugston, interview). His view on the crisis is 

supported by another restaurant owner "the first lockdown last year in March was, I think, 

really scary" (Orlando, interview). Tse et al. (2006) emphasize the importance of reacting 

quickly to such crises to minimize the damage because it can threaten the restaurant's survival. 

Therefore, restaurant owners and managers should accept the cost of necessary measures and 

ensure an open dialogue and participation with their employees. It is something we have 

observed among the restaurants in Copenhagen; for instance, when the crisis hit, Clugston 

wanted to keep his employees updated regular, and he made a commitment to his employees: 

  

I made a commitment to my staff, because I did not know we are going to get help or 

not . . . I told my staff and said, no matter what, you get a full salary, and we will keep 

paying full salary until we cannot afford it anymore. And then when we cannot afford 

it, we will be closing the restaurant, not just not paying salaries. (Clugston, interview) 

 

Then he goes on with how the confidence made the employees want to participate in meetings 

actively and be a part of finding solutions:  

  

This gave a lot of confidence to the staff. So that when they did not have to worry about 

the job or the salary or they did not have that pressure. Then it was like they were willing 

to come in, have a brainstorm . . . Like I really brought the team together. Just to make 

that sacrifice out loud to them to say you are first, we are last, don't you worry. That 

really, they really felt some ownership of the restaurant and really proud to. (Clugston, 

interview) 

 

Mikkel Westergaard, the manager at Hart Bakery, supports this point of view, he comments: 

"We have always been so lucky that there has been no need to save anything. But if there was, 

it would not have been me who saved it. It is them upstairs" (Westergaard, interview). By 
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referring to people upstairs, he means all of the employees working in the bakery. He believes 

they have a significant impact on the daily operation, and without their support, it would have 

been challenging to get through the crisis.  

 

The second step in the Tse et al. (2006) crisis management plan is to assess the damage caused 

by the crisis. Several authors from our literature review on crisis management imply that when 

restaurants experience a sudden cash flow, they need to find solutions to maintain adequate 

liquidity by minimizing operating costs and increasing cash inflow through revenue 

enhancement plans. This step is crucial to figuring out what tactics should be in place to 

survive, which is the third step in the crisis management plan. In one way or another, most 

restaurants we have interviewed found a way to minimize their costs. Orlando was one of the 

interviewees who took the biggest step and decided to close his brewery. He comments on the 

loss of his brewery "That was a hard decision because it is like cutting off one of your arms 

and the monetary investment into the brewery was much more than Amass. I mean, and so that 

was just a straight loss" (Orlando, interview). However, it ended up to be a wise decision, as 

the money saved from the brewery went straight into his restaurant Amass: 

 

The money that he (accountant) kind of flowed from selling the brew system and selling 

various things inside, the money that flowed from Broaden and Build back into Amass 

to create some liquidity, some safety net for us here. If that, if we had never opened, 

Broaden Build and closed it, Amass would not be here right now. So that money that 

was transferred over from selling the, liquidating everything in the space allowed us to 

survive here. (Orlando, interview) 

 

Besides selling his brewery, Orlando also decided to let go 33% of his staff to reduce costs, 

and the rest of his employees took a pay cut, including himself. It was a type of cost-cutting 

also done by our anonymous interviewee company, which decided to let go of a few staff 

members. However, many of the other employees were on an hourly wage, meaning they are 

paid for the hours they work and therefore not guaranteed any payment. It meant that as long 

as they were closed and sent home, they did not have any expenses regarding the wages of the 

hourly wage employees. 
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Other restaurants have decided not to let go of any of their employees. For instance, 

Westergaard expresses that Hart Bakery was lucky enough that a few employees decided to 

quit just before the Covid-19 pandemic. Then instead of hiring new employees, they worked 

fewer people on a shift. Restaurant Geist decided to let the full-time employees work and have 

fewer people on a shift than before. However, as mentioned earlier, it is important to note that 

a bigger concern backs up Geist, and therefore they could keep all of their employees. Kamilla 

Seidler, the owner of Lola, decided from the beginning not to fire anyone. However, when the 

restaurant went bankrupt, all the employees were let go. Luckily Lola has been backed up by 

investors again, and they were able to open up again, but Seidler and her partner, Mette Strarup, 

have changed their view on cost-cutting drastically since the first lockdown. Strarup elaborates 

on this: 

 

If you just put on your business glasses, then we have learned that you have to be tough 

from the start. If there is a third lockdown, it will be to the bone immediately. Then it 

is not that we just think for two weeks and what about the staff and what about—

because it is simply a survival. (Strarup, interview) 

 

They changed their mindset because they could not get access to any of the compensation 

packages. Therefore their fear of that happening again made them think differently about cost-

cutting. Clugston is one of the few who has not done any cost-cutting when it comes to his 

employees. He decided from the beginning that he will not let go of any of his employees, as 

mentioned before. He instead decided to take out his salary, and the rest of the employee's 

salary was covered partially by the government packages. Restaurant Sanchez was also one of 

the restaurants that kept their employees. However, this is partly due to the fact that they opened 

a new restaurant in October 2020. Therefore they transferred some employees to the new 

restaurant to save costs on hiring new people. 

 

Now that we have mentioned some of the cost reduction strategies done by the restaurants, we 

will move on to the next section to look into the three features the restaurants developed in 

order to be able to respond to the crisis.  
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5.1.1 Adapting to the crisis 

Our literature review identifies three overall features restaurants need to innovate and manage 

crisis; resilience, flexibility, and dynamic capabilities. According to Dijk (2020), restaurants 

need to be creative and innovative during crises to enhance their revenue. The author also 

argues that being creative is not enough but that restaurants also need to be resilient by 

recovering quickly, being flexible, and adapting to changing conditions of the crisis. In Alonso-

Almeida et al.'s (2015) paper, the authors argue that restaurants that innovated the most during 

a crisis were the ones that had dynamic capabilities, which is the restaurant's ability to integrate, 

develop, and reshape its resources in response to a change in its environment. In the following, 

we analyze how the restaurants involved in our study show signs of the three features.  

 

Resilience  

The first pillar of crisis management and innovation is resilience. We have just mentioned how 

restaurants focused on crisis management and how this entails categorizing the crisis and doing 

damage assessment. As mentioned in 3.4.1, for restaurants to be resilient, they need to have a 

healthy balance and mix of crisis management and strategic planning. The resilience in 

restaurants, especially during a crisis, can be the difference between bankruptcy and thriving 

through the crisis. Dijk (2020) defines resilience as: "Resilience is about more than bouncing 

back to a stable state after an adversity / it is about reacting to the circumstances and eventually 

not only deal with disruption but create and grow with new opportunities" (p. 2). With this 

definition, he describes how resilience has a strong effect on firm performance and firm 

dynamics. He then argues that to conceptualize resilience, he keeps his focus on entrepreneurial 

resilience, with the definition being: "the capacity of the entrepreneur to bounce back from 

adversities by creating new opportunities." (Dijk 2020, p. 2). Resilience then becomes a 

restaurant's or peoples' ability to take control of the situation and act accordingly to changes, 

but in the sense that they can quickly recover from difficulties. Maurice Chapman told us that 

they had opened a shop in Vandvid and that the entire process from idea to execution took them 

one week. When asking him whether it is a normal process for them to make such immense 

changes in that short time, he says:  

 

Yeah, . . . now we have had to kind of reinvent ourselves, what, like four or five times 

. . . because the rules have changed . . . we have been able to have less people in the 
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restaurant, and then more and less again, events being closed and open. So I think 

everybody . . . in the restaurant business . . . is kind of brainstorming how to reinvent 

themselves or how to accommodate the new rules that are put out every two to three 

weeks (Chapman, interview).  

 

Chapman describes that after having to go back and forth between rules and changes, they have 

gained the ability to change everything at a moment's notice. The restaurants have had to react 

quickly, as the restrictions changed when opening and closing the restaurants. For some, it was 

not an efficient process in the beginning, but as they went along, restaurants became more 

acknowledged with this new way of working, and they started to learn how to do it most 

efficiently: 

 

It was definitely not the most efficient [way] we could have ran it because we just had 

to get it open and we learned a lot last year and we all worked really hard for those 4 

months when it was crazy. But in learning that we took so many notes in this year how 

we are setting up logistically (Orlando, interview).  

 

Matthew Orlando here describes how the 4 months during summer, when they were all allowed 

to open with their new concept Amass Fried Chicken, were hectic, crazy, and they had to 

restructure logistically.  

 

Flexibility 

The second pillar of crisis management and innovation is flexibility. Tse et al. (2006) define 

flexibility as the ability to adapt to the changing conditions of the crisis. To elaborate on this, 

they describe that restaurants should learn to incorporate new information into business 

practices. The authors use the example of the implementation of face masks. We talked with 

Orlando from Amass about a new restriction from the government that restaurants will open 

with the condition that guests will have to show a negative corona test when they arrive. He 

talks about how it seems great in theory, but in praxis, it will require more time and extra staff 

to police it, and that some places felt forced to implement an extra Covid-19 charge for services. 

Nevertheless, he then says the following:  
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You know what, there is going to be restrictions. We do this every day. We operate 

within restrictions every day. This is just another set of restrictions, so let us just adapt 

to them and just be happy we are open. (Orlando, interview) 

 

Orlando here describes this new mindset that restaurants and people have had to adapt, where 

they are becoming more flexible, and things that may seem like hurdles and trivial may be the 

very thing that allows them to open. This kind of flexibility has proven to be an essential ability 

to have during the lockdowns period for restaurants. The same has happened in restaurant 

Sanchez, as they were beginning to get ready to open, but since they are still reliant on the 

government help packages, they are still not allowed to hire new people. Since they cannot rely 

on waiting to hire people until the actual opening day, they have started to do interviews with 

people through Zoom. Moreover, commenting on this, Delgadillo says: "That is also really 

weird. But we just need to adapt" (Delgadillo, interview). This sentence, 'they feel they just 

need to adapt', is very interesting. It seems that both Orlando and Delgadillo have chosen to 

accept their situation with the wording of "we just need to adapt" and "let us just adapt and be 

happy". It gives a perception of people who are tired of complaining and being angry but are 

now ready to comply if complying gives them the chance to open again. Christian Nedergaard 

from Bowline comments on this as well, saying that "having this conversation right now, it is 

more important to have these conversations, rather than bitch about losing money" (Khosla, 

2021). It seems that the people in the industry no longer see a point in being mad and feeling 

unjustly treated, but they are becoming flexible. Not only that, but that flexibility is not a 

choice, but a need if they are interested in staying open. When restaurants were allowed to open 

up again slowly, they were subject to various restrictions, such as closing at 22.00 and wearing 

masks. Restaurants then had to become flexible and incorporate this into their workdays. 

 

It was more a question of convincing people to wear masks. But then came regulations, 

well we started about two weeks before the regulations that they should wear masks or 

visors for our own safety. It was harder to convince people, and they thought it was 

silly. But when it became a legal requirement, it made it much easier (Sørensen, 

interview).  

 

Malte Sørensen describes how it was much easier to get the chefs and waiters to wear masks 

once the government forced them. Again, it is a sign that flexibility is necessary and that they 
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had no choice but to comply, even when they at first thought it was silly that they had to wear 

masks.  

 

Dynamic capabilities  

The third pillar of crisis management and innovation is dynamic capabilities, which Helfat et 

al. (2010) define as the "capacity of an organization to purposefully create, extend, and modify 

its resources base" (as cited in Alonso-Almeida et al., 2015, p. 1644). According to Alonso-

Almeida et al. (2015) findings, companies that use proactive strategies during crises can 

develop dynamic capabilities to improve their competitive advantage. They argue that the crisis 

provides an opportunity for companies to develop dynamic capabilities more quickly than 

when they are doing well financially. They explain that the reason behind this is because 

companies do not have the urge to improve or seek new customers when they are doing well. 

However, when they are under financial pressure, they will put more effort into finding new 

solutions. Dynamic capabilities help companies recognize new opportunities and take 

advantage of them by relocating their resources by either adjusting the ones they have or 

developing new ones (Harreld et al., 2007). According to Presenza and Petruzzelli (2019), these 

dynamic capabilities also help the restaurants sustain their competitive advantages. These 

capabilities are even more critical when restaurants are in a complex environment, which the 

Covid-19 crisis inflicts.  

 

It is observable from our findings that some of the restaurants have developed dynamic 

capabilities. Sanchez is one of the restaurants that have relocated their resources to adapt to the 

change in the environment. By moving employees from their overstaffed restaurants into the 

new restaurant that opened, Sanchez relocated their resources. Sanchez runs their four Sanchez 

restaurants differently since the concepts are different. For instance, Hija de Sanchez Taqueria 

is a taqueria shop focused on takeaway, whereas the new restaurant, Hija de Sanchez Cantina, 

is a fine dining restaurant. Therefore, the employees were moved from one of the restaurants 

to the new one and had to learn new skills from working in a takeaway shop to working in a 

fine dining restaurant. Such skills will be valuable for the business in the long term since their 

employees will learn new dynamic skills.  

 

Donaldo Delgadillo from Sanchez also comments on how he has benefited from the extra time 

he had during the pandemic to dive into everything and double-check that everything is in 
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order. He hopes this will continue with the reopening "maybe in the future when we reopen 

regularly; we will still be able to have that time to be like super super sharp and make zero 

mistakes" (Delgadillo, interview). Flores agrees with Delgadillo on this. Flores also adds that 

she has learned the importance of having strong communication with the employees. 

 

A lot of things can happen . . . for an example now will be the first time that we are 

going to be open four places, and the production is going to be from this restaurant to 

the rest of the restaurants  . . . And how is it to be far away from the other ones, because 

they are in Vesterbro or they are in Torvehallerne, so we are apart from them, so we 

need strong communication to make everything happen. (Flores, interview) 

 

It implies that both Flores and Delgadillo have gained new skills during the crisis they will 

continue with. Clugston's restaurant was one of the restaurants that both relocated and 

developed new dynamic capabilities. He explains how the pandemic opened up new 

opportunities to innovate "[it] gives you a new alphabet of letters to sort of create new words 

to shape" (Clugston, interview). He describes how Illuka at Home was born out of the pandemic 

and brought new customers during the first reopening: 

 

So that was really beneficial for us because it is sort of just after when we reopened 

again, we had a huge influx of people from the takeaway genre who never knew about 

us, but their friends had the takeaway, or they tried takeaway and they loved us, and 

want to try the restaurant. So it paid for itself in the aftermath. (Clugston, interview) 

 

Clugston also points out the fact that now they have two revenue streams coming from the 

same business. It indicates that Clugston was able to relocate some of the restaurant’s resources 

to create a new concept and therefore also was able to develop new skills of doing takeaway. 

He elaborates:  

 

Now we have two revenue streams coming from the same roof, coming from the same 

chefs, coming from the same staff. So it is sort of like it is just, I think it is a beautiful 

thing, to not just rely on just a restaurant, even though it is the same, it is coming from 

the same restaurant, but you just have different genres. (Clugston, interview) 
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With the new concept, Clugston wanted to keep Illuka's name alive and give back to the 

community by providing the public with cooking instructions for some of the dishes they make 

in the restaurant. Clugston also mentions that the pandemic has taught him to be more confident 

and take more risks.  

 

Another example of developing new capabilities during a pandemic is restaurant Amass. 

Amass Fried Chicken was also born out of the pandemic "AFC opened because of corona but 

it is gonna stay open because it was actually, it is actually a very viable business model" 

(Orlando, interview). He implies that the opening of AFC made them look into Amass business 

model and figure out how they can reconfigure it to fit with AFC. Orlando explains: 

 

We always did like a smaller menu and a really long menu and gave people the option. 

Now we can just do one menu at Amass, the long menu because if people do not want 

to eat that, they can book or not book, but they can just go to AFC and have somewhat 

of the same experience. (Orlando, interview) 

 

He also explains how Amass had to figure out how to be efficient with AFC without 

compromising quality. The restaurant's mindset needed to change; they always had a mindset 

of a fine dining restaurant which was much more labor-intensive than needed for AFC. Orlando 

adds that the crisis pushed restaurants to think about new ways of doing business: "It has been 

a real eye-opener to realize that, okay, we have to figure out other revenue streams, where we 

do not compromise our ethos of sustainability and running a responsible restaurant" (Orlando, 

interview). It seems that the crisis has opened up new opportunities for restaurants to learn and 

develop new skills. Clugston believes this has something to do with the fact that there was no 

judgment during this pandemic. Everyone was willing to help in any way possible, he explains: 

 

It also taught me all judgment was gone with this pandemic. You know, I did not do it. 

But like, if you did a burger, or if you did, like fish frikadeller here. There is no 

judgment, people are just like, you just need to do what you need to do to survive, like 

all the bullshit gone. (Clugston, interview) 

 

It implies that the crisis has taught restaurants to break from the traditional fine dining business 

model to a more dynamic, fluid business model that can adapt to new environmental changes. 
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The crisis has also taught the restaurants to adapt to new changes quickly and use the 

government's restriction as a creative process. This view is supported by Orlando "I view 

restrictions as a source of the creative process now. So it does not limit us to what we can do. 

It just forces us to think outside the normal box of what people normally think" (Orlando, 

interview). He implies that people will be in their comfort zone without restrictions, and hence 

they may miss out on innovative solutions that no one has thought about before.  

5.2 Innovative measures and outcomes 

This section will discuss what innovative measures we observe in the restaurants and how this 

correlates with the crisis, expressly how innovation and crisis are related. This section is related 

to the third step of Tse et al.'s (2006) four-step model, which is tactics formulation, as we will 

now analyze how restaurants have made tactical steps in order for them to manage through the 

Covid-19 crisis.  

 

First, we will take a look at the innovative outcomes. Schumpeter defines innovation in the 

distinction of invention and innovation, as an invention first becomes an innovation when 

translated by entrepreneurs to be an actual product (Schumpeter, 1911). Therefore, the 

innovations that we will focus on are what innovative products have come out of the 

restaurants. Table 5.1. shows an overview of restaurants included in this research and initiatives 

they have come up with in the past year. Some restaurants have chosen to stay closed during 

the lockdowns but have still used the time to either renovate, open a new restaurant or prepare 

for the re-opening. None of the restaurants in question have had zero activity during the 

lockdowns. 

 

Table 5.1.: an overview of initiatives for 10 restaurants during the covid-19 pandemic 

Restaurant Initiative Description of the initiative 

Iluka New concept Iluka at home  
Package for 120 kr.  

Vanvid New concept Farm shop selling baked goods, coffee and 
ceramic  

Ved Stranden 10 New 
concept  Webshoppen  

Webshop for wine and snacks 
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Lola Takeaway  second 
lockdown 

Indian takeaway concept introduced in 
December 2020, right after second lockdown 
was initiated 

Sanchez Renovation/open new 
restaurant 

Opened new restaurant in Nordhavn 

Amass New concept  Amass Fried Chicken and Wine 

Hart Bakery Delivery service Introduced delivery service, rented a car to 
drive around to customers with food 

Geist Minor changes 
Open new restaurants  

Opening a new restaurant, Geist is closed. 

Aamaans Focus takeaway Attempted takeaway in other restaurants, but 
then focused efforts to Aamanns Deli 

Anonymous New restaurant  
Corona test center  

Opened new restaurant in Nordhavn 
Opened corona test centers in 2 of the 
restaurants, where the waiters came in and 
tested 

Jerry Kadriev La 
Rocca 

New restaurant Opened new restaurant, opening date post 
corona 2021 

Per Hallundbæk New restaurant  Opening new food concept, urban outdoors 
food hall, opening date post corona 2021 

 

The success of these innovative measures ranges from none to being so successful that 

restaurants choose to keep the concepts after the pandemic. Harts Bakery had a delivery service, 

where Westergaard had rented a car and drove around with baked goods to the customers that 

ordered from them. However, it had more expenses connected than they made from it, and 

about a month later, orders dropped, and they stopped the delivery service. He says that, in 

retrospect, it was not the best idea, but perhaps there has been some PR or branding in it, but 

they have not run the numbers on this (Westergaard, interview). On the other end of the 

spectrum, we have Illuka, which has come up with the Iluka at Home concept, which in itself 

is a takeaway option, but has developed to more. The concept is that they do all the prep for 

dinner, and then the customer has to finish it using recipes, videos, and guides from the 

restaurant (Clugston, interview; Restaurant Iluka). Therefore it is not a typical takeaway but 

becomes an experience that allows the guests to be their own chefs at home and cook delicious 

restaurant quality food even if they are not professional chefs. "We didn't really make any 
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money on it. But . . . it took us into people's homes. And they'd never heard of us, then after 

the pandemic, they'd come check us out because they had a nice takeaway" (Clugston, 

interview). As the delivery service at Harts Bakery, the Iluka at Home concept was not a big 

moneymaker. However, it got people's attention, and it has had a positive effect on their 

reputation and PR. Clugston notes that the Iluka at Home concept will continue now after the 

restrictions are lifted: "When we reopen it will continue forever, forever. That is, yeah, that's 

just something now that is integrated. So when the restaurant opens, so does Illuka at Home" 

(Clugston, interview). The Covid-19 pandemic has thus opened doors that restaurants did not 

know they had. It has sparked innovation and creativity, resulting in products that will continue 

to grow and become a part of the restaurant's DNA.  

 

5.2.1 Creative Destruction – A long term effect on fine dining   

In our literature review, we talked about how Schumpeter introduced the term Creative 

Destruction. According to Schumpeter (1942), Creative Destruction is ultimately inevitable in 

any capitalist society. The term refers to what happens when innovation becomes so widely 

used that it affects the entire market or segment in which it has been set in use. We argue that 

there will be a long-term effect on the fine-dining segment and that this effect can be 

categorized or observed similarly as creative destruction of the fine-dining market. We asked 

our interviewees whether they thought the restaurant industry would be the same after the 

pandemic, and none of them thought it would be the same. They had different ideas on what 

would happen, and Orlando comments the following: "That's the big question right now . . . I 

think a lot of chef's egos disappear." (Orlando, interview). Orlando envisions that chefs in the 

fine-dining area will have to pack away their egos and try to match their food with their 

consumers instead of cooking what they want and are interested in.  

 

As we have mentioned before, the past year has been extra hard for restaurants in the fine-

dining segment, as their primary operations have been completely shut. For restaurants that did 

not have any extra services, such as takeaway, they were forced to shut down completely. We 

talked to Hallundbæk about this, as a consultant, and he expressed that: "A restaurant that is 

used to making fine dining, that now has to make takeaway? It's just not the same and it requires 

completely different mechanisms" (Hallundbæk, interview). Fine dining restaurants were in a 

situation where they did not have any means of making money, and their operations were shut. 
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Anything that fine dining restaurants have used to make money the past year has been new 

concepts and/or innovations that only came to life after closing.  

 

We argue that all these innovative ideas and the new power and momentum that restaurants 

have gained the past year lead them into creative destruction of the fine-dining segment. Our 

interviewees agreed that they do not believe that the restaurant industry will be going back to 

the status quo anytime soon. We combine this with our findings of the innovative measures 

that restaurants have had to set in motion. We mentioned that some of the innovations would 

continue after the restrictions are lifted, such as Iluka at Home and AFC. Therefore one could 

imagine that competition in the fine-dining segment will be changing, and the entire DNA and 

principle of a fine-dining segment will be rewritten. In our literature review, we talked about 

how Noma had introduced the Noma burger, and a study was made on this by Mircheva et al. 

(2020). Since the study, Noma released a press statement, introducing a new restaurant concept, 

Restaurant Popl, where they will continue to make the Noma Burger. In talking of the previous 

year, they say: "This experience inspired us to build our new restaurant, POPL; A neighborhood 

place for everyone to come together." (NOMA, 2021). It is another sign that the restaurant 

industry is changing and adapting, and the findings that have come from the experiences made 

in the last year are still pushing the industry in new directions.  

 

5.2.2 Innovative forces 

We have discussed how restaurants are forced to be flexible and have developed dynamic 

capabilities out of necessity. Now we will look into how the restaurants have innovated. We 

know what innovations have come out of the restaurants, as we looked into these in the previous 

section. We apply Greg Satells' Innovation Matrix (Satell, 2017) to focus on the kind of 

innovations restaurants have applied. According to Satell (2017) many companies fail due to 

not adapting their ways of innovating to the problem at hand, therefore companies should start 

with addressing why they are innovating, and what they have to innovate with. The innovation 

matrix presents four types of innovation, and in order to choose the right one, firms need to 

consider how well the problem is defined, and how well they can define the skills domain 

needed to solve it. We acknowledge three of the innovation types, as we can observe these 

types of innovations in our data collection. The following three sections will apply the 

knowledge from Satells' paper to our data.  
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5.2.3 Breakthrough Innovation 

Firstly, we will talk about breakthrough innovation. As we have already mentioned in 3.2., 

breakthrough innovation happens when businesses have an evident problem but have no prior 

knowledge on how to solve it. It has been the case for more than one restaurant, especially for 

those in the fine-dining segment who do not have prior experience making takeaway. Clugston 

comments on this saying: "how do we ensure quality? . . . I mean, it is our brand going out 

there? And we do not want to sort of like, ruin all our hard work the last 2 years to give someone 

mediocre takeaway” (Clugston, interview). Therefore takeaway concepts were not a given or 

something they could quickly incorporate. Takeaway food takes longer from preparation to 

consumption, and therefore quality foods are not suited for takeaway. Few people would enjoy 

eating a lobster cooked an hour ago, which costs the same as it would at a restaurant. In the 

words of Maxim Surdu from Aamanns, they closed entirely during the first lockdown because 

they did not know what else to do: "we did not know what to expect and what to do" (Surdu, 

interview). Then comes the breakthrough innovations because these restaurants know the 

problem: they were closed and forced to do it, but they had no idea what to do about it. 

However, out of this situation came innovations, such as Iluka at Home.  

 

5.2.4 Sustaining innovation 

Sustaining innovation is where most innovation comes from because it refers to companies 

attempting to get better at what they are already doing (Satell, 2017). Sustaining innovation is 

about increasing efficiency, and we would argue that it is also a cost-cutting performance. We 

argue this because when restaurants have done efficiency-increasing actions, these actions have 

translated to cost-cutting activity. We observe these types of innovations in Sanchez when they 

begin training their staff to work in the other restaurants, and they are using the time during the 

lockdowns to educate their employees. These types of innovations were evident when we talked 

with both Clugston and Orlando as well. Clugston said that they started to look into their 

business, consider what they could save, and tried to work more efficiently. Orlando notes: "I 

think we can figure out logistic ways to process things that are way more efficient than we did 

last year" (Orlando, interview). Within Amass, they started to find new vendors that could 

deliver pickles and pickled cabbage, that they used to make in the restaurant, but during the 

lockdowns, they found out that they were wasting much space in the kitchen with these 

products. Therefore Amass started using this time to find out where they can order these 

products from external deliverers to save time and space. It had not been a consideration before, 
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as Orlando notes: "It is a real psychological thing – like am I cheating?” (Orlando interview). 

However, as Orlando mentioned, the pandemic has stripped many chefs and restaurants of the 

past egos and principles. Therefore, they are starting to find new ways of working and being 

more efficient.  

 

5.2.5 Basic research 

According to Satell (2017), larger companies use basic research, as they open specific labs or 

departments whose sole focus is to pursue basic research to innovation. Basic research is an 

activity that does not have a specific goal or challenge that needs to be solved but is more of 

an open approach to work. This type of innovation is evident within the restaurants not pressed 

on funds, such as restaurants with backers or funders, as we have observed in Sanchez as an 

example. In Sanchez, they had closed the restaurants, and they were not doing profit-making 

activities. Instead, they spent the time researching new menus and seasonal vegetables. 

Donaldo Delgadillo and Laura Flores both have Mexican backgrounds, and they described that 

they are not used to focusing on seasons, as seasonal menus are not part of the Mexican cuisine. 

However, as they were opening the new restaurant in Nordhavn, they had to look into seasonal 

cuisine as Danish vegetables are very seasonally based. Therefore, they used the lockdown to 

do open research where they considered the menus they could open with once restrictions were 

lifted. They, of course, have had to change these menus as they went along, even though they 

never got to serve them, as seasons changed while the restrictions were still going.  

 

All together we made menus for the restaurants thinking that we were going to open in 

January, and then that did not happen. Then we changed to February, then to March, 

now we are like, we made a menu for a season that did not exist this year. Like 

winter/early spring, did not happen. So now we are thinking more spring/summer, that 

is when we think we're going to open. (Flores, interview) 

 

The seasons changed, and so they changed the menus accordingly. These activities focus on 

taking advantage of closing, as they described that they had never had this much time to look 

at their menus as they have had this past year. Therefore, they used the time to have this basic 

research, open innovation approach to their foods and cooking. Orlando has incorporated this 

as well into their regular zoom meetings with the restaurant staff:  
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I have been sending out blank 10 course menus, and everyone has two weeks to write 

an entire 10 Course Menu. And then we have a zoom meeting. And we talk about, 

everyone goes through their menu dish by dish, how did you do it, it is like a three and 

a half hour process, but it is just to keep people, like the wheel spinning, (Orlando, 

interview) 

 

They made this approach at Amass to ask everyone to make up a 10-course menu, and then 

they talked about it together, in this way opening it up for everyone. They did not necessarily 

use the menus in the restaurant, but he had everyone think about their menus and come up with 

new ideas by introducing this concept. As he describes, this got the wheel spinning, kept 

everyone focused, took advantage of the closings, and effectively used the time.  

 

5.2.6 Disruptive innovation 

When we talk about disruptive innovation, Satell (2017) mentions Clayton Christensen's 

definition of 1995, but he also describes this as a situation where companies find that the basis 

of competition has changed. These changes could come from technological shifts – or other 

changes in the marketplace. In these changes, companies find out that they are getting better at 

something that there no longer is a market for. Here companies cannot just innovate their 

products but have to innovate their business model.  

 

Applying this to what we have found in our data collection, the market for restaurants had a 

change that forced them to close and could no longer do the exact thing they used to make 

money. Restaurants lost their ways to make money and their income ground. Therefore the 

restaurants that needed to make money to make ends meet were forced to think of new ways 

of making money, as Orlando describes in our interview: "You know, we just had to figure out 

another way to make money" (Orlando, interview). We believe that what we have observed is 

a version of disruption, at first in the restaurants that were remaking and rethinking ways of 

making money. However, we also believe that this can translate into a disruption of the 

restaurant model for a more long-term effect. Orlando further notes: "And it's allowed us to 

really look at the business model for Amass as well" (Orlando, interview). Again they have 

used this situation with the restrictions to take advantage of all the free time to start looking 

into the business model and find out what other ways to make money. Not just by thinking of 

any small activities to make money right here and now, temporarily, but for Amass, opening 
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AFC meant rethinking the fine-dining business model. Amass is no longer just a fine dining 

restaurant, but a fine-dining restaurant with a segment of fried chicken and wine bar.  

 

I think it actually adds to the experience where you come on the other side, you come 

down the stairs into a fine dining restaurant. Or you come in this side into a wine bar 

and fried chicken. And that paradigm, kind of opposites, I think lends a lot of 

atmosphere to the whole place. Yeah. So I told everyone like, this is permanent. We are 

gonna keep this here. (Orlando, interview) 

 

By being forced to change the way they make money by having their sole money-making 

activities closed, they started looking at their business model. They ended up with a more 

dynamic model that packed away the fine-dining ego mindset.  

 

5.2.7 Crisis innovation 

We have observed that everyone had in some way or another introduced innovation in their 

concept, their business model, or a product. We mention that Schumpeter (1942) once defined 

innovation as new goods, new processes, new markets, and new organizations. Moreover, we 

have looked at how restaurants have innovated and the outcome of these innovation activities. 

In this definition of innovation, we have observed restaurants introducing new goods (Iluka, 

Lola), new processes (Sanchez, Amass), new markets (Amass), and new organizations 

(Vanvid, Ved Stranden 10, Sanchez, Geist, La Rocca, Hallundbæk). As we have mentioned 

more than once, these innovations have been a product of a pandemic that forced all restaurants 

to close down and shut down any profit-making, of course, except takeaway. These innovations 

have come from scarce resources as they were in the space of not having large incomes. These 

restaurants have had to do all the innovative activities from a point where they found 

themselves backed up against the wall. In any ordinary case where they had not been closed, 

they would have had their daily revenue stream from the restaurants to lean on if the innovation 

would go badly and not catch on. These innovations have also come from necessity. Especially 

from some of the restaurants that did not have any takeaway, and closing the restaurant meant 

simply shutting down all their revenue streams. Therefore the innovative mindset that chefs 

and managers have had to get into has been from a managing crisis perspective. As we talked 

about before, when talking about crisis management, it is imperative not to waste a good crisis 
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and use it. These restaurants have used the crisis to reinvent themselves, both in terms of their 

products, processes, ways of making money, and their entire business model.  

 

However, when we talk about innovation, we also have to address the productivity dilemma. 

According to Abernathy (1978), there is a general pattern of change where an increase in 

productivity efficiency is correlated with a decrease in innovative efforts. We have mentioned 

that restaurants have had cost-cutting activities, and they have also had innovative activities. 

We equate cost-cutting activities with increasing productivity efficiency, as the cost-cutting 

activities we have observed are related to increasing efficiency in the restaurants' operation. 

However, as we have already mentioned, restaurants have had cost-cutting and innovative 

actions during the past year – perhaps disproving Abernathy's theory? Well, no. Because just 

as we have observed these trends of cost-cutting and innovation, we have also noted that these 

activities never happened simultaneously. In Amass, they had to start with cost-cutting 

activities by selling their brewery – which became the financial breeding ground for AFC. We 

have not observed cost-cutting efforts in all the restaurants, which we believe is due to the 

government help packages. In the words of Kamilla Seidler, she describes that: "We could 

avoid firing any employees because we applied for wage compensation for them" (Seidler, 

interview). Restaurants in Copenhagen have had the fortunate situation that they were not 

forced to fire all employees because the help packages were set in motion to cover most 

expenses. 

 

Contrarily we have also noticed that these help packages have stifled innovation for some 

restaurants. The help packages are put together in a way that if they make a single sale, then 

restaurants lose a large chunk of the help packages: "because if you get one sale, you lose. I 

think it's, then you're only eligible for 75% of the packages. So it's a big chunk gone" (Clugston, 

interview). Therefore by opening up and doing any profit-making activities, restaurants are 

taking an immense risk because they lose 25 % of the help packages – even though one single 

sale, of course, could not cover what they lose. "Which means that you have to have a case 

where you make a lot of money or none at all" (Anonymous, interview). These packages then 

not only became a help, but they also made innovation become an immense risk for restaurants.  

 

In our literature review, we looked at an article from Gulati et al. that looked at firms during 

and after the recession in 2008, where the firms were divided into three groups: Solely focused 
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on cost-cutting, fully focused on innovation, or the third group, that combined these efforts in 

a balance. The article showed that the latter performed best after the recession, while many of 

the others went bankrupt. We mentioned how March (1991) talks about the balance between 

exploration and exploitation projects. We observe that some restaurants have attempted to 

focus on cost-cutting by looking at their business model and finding ways they could be more 

efficient or ways they could save money. These restaurants have then started making innovative 

efforts that might not have been a sizeable money-making concept now but may prove to be a 

good decision in the long run. We argue that these restaurants are best equipped to get through 

this pandemic. We have seen this in Restaurant Lola, which had not made any cost-cutting 

efforts, relied solely on the help packages, and did not do any innovation or profit-making 

activities. They introduced a takeaway concept in December, but it was already too late; they 

filed for bankruptcy as they could not cover their expenses any longer. 

5.3 Sub-conclusion 

In this part of our analysis, we investigated how restaurants in Copenhagen responded to the 

Covid-19 crisis. We found that a few of the restaurants decided to make cost-cutting efforts as 

their first response. We then defined three ways to look at how the restaurants adapted to the 

crisis by being resilient, flexible, and having dynamic capabilities. We then talked about how 

restaurants have incorporated innovation, both in terms of what innovative outcomes we have 

observed in the restaurants and what kind of innovation processes they have gone through. We 

argued that these innovations translate into creative destruction of the fine-dining segment for 

the restaurants' business models. This analysis concluded with a discussion of how innovation 

correlates with crisis management in how restaurants have innovated from a necessity 

perspective and how theories on innovation and other studies have shown that firms must apply 

a balance of cost-cutting and innovation, especially during a crisis.  

 

Analysis part 2: The emergence of Social Movements during a crisis 
So far, we have talked about crisis management and innovation within restaurants. This next 

part will look into the emergence of the social movement during a crisis as collaborative 

leadership among restaurants, with a sole focus on Bowline. This study is a collaborative 

research between us as researchers, Copenhagen Business School (CBS) and Bowline. 
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Therefore, many of our interviewees were part of the Bowline initiative, both people who 

started the movement, and people who joined later.  

 

We argue that the restaurant industry is changing now more than ever, and the past year has 

accelerated this change even further. We argue that new ways of leading and managing are 

emerging, and people in the restaurant industry are finding new ways of collaborating across 

restaurants. This section will present and analyze Bowline as an informal social network that 

has come to be in the background of the Covid-19 pandemic and define Bowline as a social 

movement. The analysis will follow Davis and White's (2015) social movement framework 

and Ganz's (2010) paper on Leading Change, which presents leadership practices needed for 

the success of a social movement. As we have discussed in our literature review (section 3.3.3), 

the role of leadership in a social movement is crucial. Ganz (2010) describes that the leaders in 

social movements facilitate an environment that helps the group achieve its shared purpose 

when facing uncertainty.  

5.4 The emergence of an informal network: Bowline 

In our literature review, we used Davis and White's (2015) book to define a social movement 

as a network of informal interactions between individuals and groups who have a mutual 

interest in working together to make a change in society. Using this definition, we define 

Bowline as a social movement that has emerged during the Covid-19 pandemic. Through 

Bowline, people from different backgrounds—including academia, the restaurant industry and 

related food production industries, and even the tech industry— have met to exchange 

information and knowledge. In the words of Matthew Orlando, owner of Amass Restaurant: 

"You see restaurants start to get organizedt. . . For the first time, the industry is thinking as a 

collective" (Khosla, 2021). We observe a shift in the industry; that people are working with 

each other. Everyone is on the same boat, and they are trying to sail through the storm together. 

After starting the Bowline initiative, some of the creators started to notice other social 

movements appearing all over the world, Orlando comments: "You (were) starting to see small 

Bowlines pop up around the world" (Khosla, 2021). It is not the first time that the restaurant 

industry has seen the emergence of social movement. For instance, the NNC, which we have 

mentioned in our literature review, was one of the most significant movements to have a 

considerable impact on the development of nordic cuisine.  
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Bowline as an organization evolved as an informal network of people talking and discussing, 

Orlando describes: "When we started Bowline, none of us had realized how big this would 

become, and I am not even speaking for the outside world. I did not realize Bowline would 

become this" (Khosla, 2021). Davis and White (2015) describe what sparks the beginning of a 

movement as opportunity structure which they define as "the situation in and around an 

organization that makes it the right time and place for an innovation or movement" (p. 50). 

Bowline was born out of the Covid-19 crisis, which opened the opportunity for the movement. 

The restaurants were under pressure to find ways to survive without any revenue. Bowline 

creators knew it was now that they had to act to support the industry through the crisis. 

However, Bowline became more than just a movement to fight against the Covid-19 crisis and 

address other critical issues in the industry. Therefore, the opportunity structures afforded by 

the crisis accelerated the rise of social movements among restaurants.  

 

Seven people started Bowline, and there are now 31 active collaborators and contributors 

(Bowline.dk, 2021). Bowline was a direct product of the pandemic of 2020, in the words of 

Kamilla Seidler, that was part of initiating the movement: "I do not think Bowline would have 

been created if we were not in this situation" (Seidler, interview). Bowline was another 

unforeseen event that came out of the pandemic that has been a positive outcome. "Bowline 

was an accident" (Orlando, interview). So we observe that Bowline was not a planned effort 

but came to be as the pandemic came over the world. Bowline did not start as a business, with 

a business model and strategists contemplating the next step, but rather as a movement. In 

explaining what Bowline is and how it works, tech entrepreneur and Bowline contributor Geet 

Khosla said: "Bowline is unorganized and chaotic, but it is a representative of the industry right 

now" (Khosla, 2021). Bowline is a mirror of what is happening in the industry because of the 

knowledge and information-sharing that have made it possible to address critical issues.  

5.4.1 Relationship 

Ganz (2010) defines interpersonal relationships as the first leadership practice for social 

movement. Similar to interpersonal relationships, Davis and White (2015) refer to networks 

and argue that networks can support the leading of a movement. Leaders start forming 

relationships at the beginning of the social movement, which links individuals, networks, and 

organizations. Ganz (2010) argues that social movements lacks formal structure because the 

individuals make a voluntary commitment where they share their interests and resources 
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between them. The Covid-19 pandemic sparked the emergence of Bowline. It started when the 

two restaurant owners, Christian Nedergaard and Matthew Orlando, started to have informal 

conversations. Then Nedergaard received an email at the beginning of the first lockdown from 

a student asking him to participate in a project about a goat farm in Bornholm. To receive such 

a request while going through a hard time with both of his establishments closed frustrated him. 

His frustration made him think it was time for universities to participate in more critical and 

relevant issues happening in the industry. He, therefore, decided to reach out to one of his 

former professors, Eric Guthey, to start a discussion about important issues happening in the 

restaurant industry. Guthey, together with Vaughn Tan, an assistant professor at University 

College London, started to participate in the conversations. Later on, two Copenhagen 

restaurant owners, Nick Curtin and Kamilla Seidler, joined the group.  

  

Together, they started to have informal meetings with other restaurant owners in Copenhagen 

who were also frustrated with the lockdown that significantly impacted their business. Orlando 

points out this frustration: "we just took a couple of walks that we started getting frustrated 

with the fact that we did not have any information to make decisions in that first lockdown" 

(Orlando, interview). Seven individuals formed Bowline because they all had a mutual interest 

in addressing essential issues in the restaurant industry. Chapman, a former manager at 

Nedergaard's wine bar, Ved Stranden 10, believes Bowline was something the industry has 

longed for  

  

I think it is a long-overdue step to kind of take a step back and realize that actually, this 

is important. There are some important issues to address . . . considering how many 

restaurants that are high level have been – or; there are in Copenhagen, there has been 

a surprising lack of communication and a surprising lack of like opportunities to share 

ideas and share kind of a foundation of knowledge, which is, I suppose one of the main 

points of the Bowline. (Chapman, interview) 

  

According to Ganz (2010), relationships are just the beginning of a social movement, and they 

"create opportunities for interests to grow, change and develop" (p. 3). Bowline grew, and more 

people with the same interest started to join the network. Stine Bang, a former business 

manager at Restaurant Geist, is one of Bowline's collaborators, who thinks Bowline has done 

right by bringing people with different backgrounds together: "It is cool, it is not just people 
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from the industry, and it is not just people from CBS. but it is in fact all the heads that are put 

together" (Bang, interview). The Bowline group wanted to invite people from outside the 

restaurant to exchange knowledge and create new ways of learning. One of these collaborations 

is with CBS Kontinuum (CBS K), which is an initiative that aims to "identify, design, and 

deliver new kinds of shared learning experience" (Bowline.dk, 2021). The Bowline network 

began to host different working group sessions addressing different issues that exist in the 

industry. CBS K acted as a facilitator for these sessions and brought research perspective and 

knowledge into the sessions. The sessions brought together members from the industry and 

others stakeholders and experts. Ganz (2010) argues that participants of a social movement 

may, with time, develop an interest in the relationships, which leads to what he describes as 

"social capital: a relational capacity that can facilitate collaborative action" (p. 3). It is evident 

from one of the respondents, Clugston, who believes that chefs have the same outlook on 

things. However, when he joined one of the group sessions, he got a different perspective on 

handling pressing financial challenges that the industry was facing during the crisis. He 

explains, "When you have an outsider come in, and, [they say] this is so stupid. Why are you 

doing that? You should do this . . . I have benefited a lot, actually" (Clugston, interview).  

  

Another initiative that Bowline undertook came to be called "City Lights," which invited 

various central actors in the city of Copenhagen to walk and talk with chefs and and other 

stakeholders in the restaurant industry. The members of Bowline developed the City Lights 

concept out of frustration over not being able to meet in groups under the lockdown. 

Participants in the first round of City Lights included politicians, actors, musicians, executives, 

farmers, journalists, and university researchers. Individuals who wanted to participate were 

paired up in groups of two or three to walk from restaurant to restaurant and to discuss the 

effects of the lockdown on the city, along with any other issues of interest to them. It seems as 

the Bowline network wants to create a safe place where people can join and be a part of the 

movement "Bowline has become a place where people can just plugin and just start playing" 

(Khosla, 2021). Ganz (2010) argues that a successful social movement is a combination of 

facilitating trust and motivation and providing access to skills and knowledge. We argue that 

Bowline has shown signs of the beginning of a successful movement. Despite a second 

lockdown, Bowline continued to thrive and found various creative ways to continue the 

important work while building new relationships. However, after Bowline’s creation, they have 

had a hard time drawing more industry stakeholders and Bowline’s expansion has significantly 
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slowed down. Guthey credits this to a fear of handing over the keys and the responsibilities 

associated with driving Bowline forward, and partially due to being too busy.  

 

5.4.2 Story  

According to Ganz (2010), a social movement tells a new story, and this public narrative is a 

powerful tool to motivate your group and peers in a social movement. Davis and White (2015) 

refer to it as ‘framing’. The authors argue that it is important to know how to frame a movement 

to give it the best chance to succeed. According to Ganz (2010), a good social narrative evokes 

values, emotion, and action. Psychologists showed that grievance combined with hope leads to 

action. These grievances were experienced as not mere inconveniences but as actual injustice 

and feeling that there were wrongs that required joint action. We believe that the Bowline 

initiative started with a feeling of injustice, with restaurateurs losing their profitability and 

ability to pay their employees and bills. In a video interview with Benjamin Weber on the 

Bowline website, Weber explains how he felt that he, as part of the entrepreneurial force in 

Denmark, had the broad shoulders that were carrying 'society' (Bowline.dk, 2021). He feels 

that by paying taxes and opening a business, he contributed to society as they were going 

strong, but now when they no longer get any revenue, they are left behind and were told to get 

by on their own. Weber is seemingly becoming more and more emotional as the conversation 

goes on and shows how restaurateurs feel treated unjustly. In another interview, Seidler talks 

about how the government packages gave a sense of unjustified relief:  

 

When they say that help packages are coming, I think that people breathe a sigh of relief 

and think 'Thank God! Someone has our backs', but then you are sat there as a potential 

receiver, and realize that the help packages basically are made so that you have to 

defend that you are either a mass thief or a mass murderer. (Seidler in Khayat, 2021) 

 

She also expressed that the way the government handled the situation had left her and her 

colleagues in the industry feeling punished. They had their livelihoods taken away, with a 

promise of help that never came. She adds that the help package had a 55-page manual on 

filling it out, and she had to hire an accountant to help fill out the application. That was another 

expense that she never got covered. We argue that this feeling of actionable grievances 

experienced as injustice and combined with the hope of better times and a better future created 

the story of Bowline and its narrative. 
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So what is the narrative that Bowline communicates to their followings and their peers? From 

the Bowline website, they write that: 

 

Bowline has continued to work with and for the greater Copenhagen and international 

culinary community to provide a platform for conversation, insight, and information in 

the face of the unyielding uncertainty of the COVID-19 crisis. Bowline brings chefs, 

restaurateurs, and other industry stakeholders together with academia to strengthen ties, 

share knowledge, and help the restaurant industry respond to present as well as future 

challenges. (Bowline.dk, 2021) 

 

The narrative of Bowline is creating a shared platform for learning, relationship-building, and 

starting a conversation about the world that restaurateurs are facing. The quote from the website 

shows that Bowline's narrative responds to the 'unyielding uncertainty' of the crisis and is an 

effort to help restaurant owners respond to challenges. We interpret this as a direct action aimed 

towards those grievances that come from the feelings of injustice previously described. The 

story of Bowline plays on emotions with the mentions of helping each other, strengthening ties 

between people in crisis, sharing knowledge, and bringing people together. Combined with 

videos, such as the one mentioned previously of Benjamin getting emotional, we observe these 

multiple interviews of people talking about rethinking their livelihoods and suffering from 

many losses. The videos section in Bowline's website brings out emotion, as we meet some of 

these people from the industry that talk about what they have been going through and how 

challenging these experiences have been.  

 

Ganz (2010) argues that once we experience 'the world as it is' is in deep dissonance with values 

that define 'the world as it should be', we experience what psychologists term emotional 

dissonance. It is a tension that can only be resolved with action. It can also be described as 

'agitation' and can be combined with 'hope' to inspire us to act (ibid). The author also argues 

the importance of urgency, as an urgent matter will quickly be prioritized. Bowline aims to 

provide hope for the restaurant industry and strives to give people space and room to consider 

the good things. The Bowline narrative combines the experience of agitation concerning 

emotional dissonance of what restaurateurs are going through, and a sense of hope for the future 

to come. As described on the Bowline website: 
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The COVID-19 crisis has threatened the very reason restaurants exist—not just to serve 

food, but to promote social gathering and closeness. After 9 months of uncertainty and 

the advent of a second lockdown, a good number of establishments are fighting for 

financial survival, the future is uncertain, and employees at all levels are under 

considerable stress. (Bowline.dk, 2021) 

 

They present a problem that they face and describe how this will also affect social gatherings 

and closeness for people outside of the industry. They combine this with their five key priorities 

that we will elaborate on further in 5.2.3. One of these is impact, where they describe: "We 

want to take collaborative action on concrete problems to exert transformative impact on the 

restaurant industry, now and into the future. "(Bowline.dk, 2021). The emotional dissonance is 

then coupled with a sense of hope for the future, as they aim to impact and transform the entirety 

of the restaurant industry. 

 

According to Ganz (2010), a story requires three parts: character, moral, and settings. The 

character is someone people should be able to identify with, someone who might be vaguely 

like us or who is very much like us, in the sense of friends, relatives, or neighbors. The story 

of Bowline is told from the perspective of restaurants, but they also describe how the impact 

on restaurants affects all of us, even people not working in the industry:  

 

Copenhagen restaurants contribute significantly to the good life. They bring people 

together, enhance surrounding neighborhoods, create jobs, promote responsible 

sourcing and consumption, attract tourists from around the world to the food mecca of 

Copenhagen, and generate billions of kroner in revenues. (Bowline.dk, 2021) 

 

The story affects everyone around the restaurants and anyone who goes to restaurants. A study 

conducted by Horesta showed that Danes, on average, go out to eat 81 times a year (Horesta, 

2021). Therefore, it is safe to assume that the character resonates with most, if not all, of the 

Danish population. The moral of the story is successful when the reader experiences emotions 

and understands the point and it drives them to action (Ganz, 2010). The moral of the story of 

Bowline needs to make a point. In the case of Bowline, the moral is that we need to do 

something now because these restaurants that once gave us a place to socialize, gather, and 
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gain new and beautiful experiences, are losing everything. The point is to help and participate 

now rather than later. The setting of the story determines if we find a story more or less easy 

to enter. The Bowline narrative happens during the Covid-19 pandemic, a pandemic that has 

affected everyone in the country. It is a situation that people can relate to, and a setting that no 

one had predicted, that forced everyone into unknown territory and put people and industries 

out of jobs.  

 

5.4.3. Strategy  

Like any business, a social movement leader should familiarize themselves with the 

organization's strategy. In the words of Ganz (2010), a strategy is crucial to deal with resource 

challenges. He argues that a strategy is how actors in a social movement transform their 

resources into power. Bowline aims to support the restaurant industry by bringing together 

resources and knowledge to be shared with the rest of the community and help build resilience. 

They use the Spanish word "Englobar", which means "To embrace, to include, to encompass, 

to comprehend, or to dedicate space and time" (Bowline.dk, 2021) to describe Bowline's vision 

for the restaurant industry. Taking inspiration from the word "Englobar", the Bowline crew 

decided to develop five key priorities to inspire and inform people about the initiatives they 

take. We argue that these five priorities, interconnectivity, responsibility, resilience, learning, 

and impact, showcase Bowline's strategy and how they intend to realize it. 

 

Bowline wants to contribute to interconnectivity in the restaurant industry by bringing together 

the people who work in the industry together with other stakeholders and people interested in 

the industry. Bowline is already doing so by arranging various events, such as the group 

working sessions and the City Lights event. Bowline also wants to develop a responsible food 

system and industry in general by helping restaurants shift toward a more responsible and 

sustainable business model. In order to realize this initiative, Bowline has, among others, 

pursued the creation of a "circular logistics and learning hub" located outside of Copenhagen 

(Bowline.dk, 2021). The hub will connect restaurants with sustainable sources and become a 

short food supply circle. Bowline has partnered up with several stakeholders such as the FOOD 

Organization of Denmark and the Copenhagen Hospitality College. We argue that by 

partnering with these stakeholders, Bowline is taking advantage of the available resources to 

reach its strategy.  
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Two of the five priorities are: 1) to contribute to interconnectivity, and 2) responsibility is a 

way for Bowline to promote resilience and learn for the industry. Again through learning, 

Bowline is drawing on their resources by partnering up with universities and researchers to 

explore what kind of knowledge, that exists that can support a positive transformation of the 

industry. It is also to help find new ways to help the industry and educate people. Nedergaard 

explains:  

 

The business plan is to be better at learning and educating ourselves. When we have 

that, then we have an industry we can build on, and then we have a product we can sell 

at a higher price, at better quality, also society wise. That is very key for Bowline that 

we move that direction. (Khosla, 2021) 

 

It also fits Bowline's priority impact, which contributes to the rest of the priorities. Bowline 

wants to make an impact by taking collaborative action to address the issues in the industry 

and help it transform into the future.  

  

Ganz (2010) claims that "strategic actions are an ongoing creative process of understanding 

and adapting new conditions to one's goal" (p. 10). In the case of Bowline, it is going through 

a process of failing and learning. Nedergaard believes the process has two pillars, a short-term 

pillar and a long-term pillar. He elaborates: 

 

We are exploring something new to us . . . There are two pillars in Bowline. There is 

one call to arms kind of thing now and here. Something we can do here, and that is 

much about failing fast . . . we are trying a lot of things. So hit the jackpot with the 

survey in April, we did a survey now, we didn't hit the jackpot with that . . . There are 

a lot of fail fast here in the short term kind of thing. On the long term pillar, we explore 

much about these sessions, building long-term kinds of relations. (Khosla, 2021) 

  

As mentioned in our literature before, Ganz (2010) argues that a strategy is likely to be effective 

when it happens under three conditions: learning processes, salient knowledge, and motivation. 

Bowline's strategy has been effective since the network has been developed with many new 

partnerships and held various sessions since the movement started last year in March 2020. 

One can argue that the Bowline crew's frustration motivated them to take action, leading them 
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to where they are today. According to Ganz (2010), motivation attracts more resources and 

leads to increased creativity. In this case, we can notice that Bowline has become creative with 

arranging meetings and events such as the City Light. However, Bowline has not had much 

luck attracting funding, and are therefore limited on financial resources. The creativity has also 

contributed to broader access to salient knowledge that is valuable for developing the Bowline 

movement. By partnering up with CBS K and CBS students, Bowline has become a broad 

network focused on research and knowledge from so far unexplored research areas in the 

restaurant industry. Both motivation and knowledge salient have advanced the learning process 

for Bowline. According to Ganz (2010), a learning process happens through innovative 

thinking, driven by diverse viewpoints, based on people's own experience or a group's 

knowledge and skills. The author also implies that leaders should recognize problems as new 

to find new solutions. It is evident in Bowline's learning process that one of Bowline's pillars 

is to fail fast, and hence they acknowledge their failure and therefore can learn and find new 

solutions. 

 

5.4.4 Action  

Action refers to the bottom line of what social movements do to mobilize and deploy resources 

to achieve their desired outcome. The greatest challenge in social movement action is that 

leaders have to translate the intent to an outcome. Actions have to be able to make things 

happen, they have to happen at the right time, and they have to be counted and evaluated for 

continual improvement (Ganz, 2010). Davis and White (2015) also points out the importance 

of mobilizing online and offline tools and platforms for supporters to collaborate to help the 

movement.  

  

Bowline mobilizes resources from within the Bowline network, from CBS, and people outside 

of the Bowline network, such as friends and other connections of the people in Bowline. 

Actions are taken within the Bowline count but are not limited to working group sessions 

(workshops), walk and talks (city lights), website forum, recording videos of conversations and 

interviews, and conducting surveys. Ganz (2010) describes three keys to successful social 

movement action, and the following section will apply these keys to data collected on Bowline. 

 

The first key is commitment, getting people to commit to the action and participate in the 

movement. There is a challenge of having people say that they will take part but then never 
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show up, or perhaps prioritized otherwise. When we asked one of our interviewees whether 

they had taken part in the Bowline workshops, Bang replied: 

 

No. Well no, I have not. There have been a few events where I did not have an 

opportunity to participate. But that we would have loved to participate in. They had a 

few at Lola, that was super exciting, but that is the way it is, too bad I could not be 

there. (Bang, interview)  

 

We observe that it is not a question of will, but a question of putting in the time and effort. We 

argue that Bowline attacks the issue of commitment by ensuring communicating the 'what's it 

to you' message out. By participating in Bowline actions, individuals are helping the Bowline 

community and leave with more information, knowledge, advice, connections, or the memory 

of good conversations. From an event on the Bowline: "We intend for CONNECT to promote 

multi-stakeholder collaboration at the local level to produce good dividends for everyone 

involved" (Bowline.dk, 2021). But as is evident with our interviewees’ activity and 

participation level, Bowline has had a hard time of translating talk into action. In Bowline, they 

also have two student helpers hired, who take care of the administrative part and ensure that 

emails do not go unanswered. In the words of Orlando from Amass:  

 

I think everyone who is part of it is really committed. I think you will see like, when 

we open up, you will see maybe a dip in content, because all of us are going to be really, 

really busy. But like I said, Eric, and Luca and Victoria are really pushing the agenda. 

And Victoria, the biggest mistake I ever made was giving her my phone number 

because she is like, 'you know, we have sent you this. Can you answer this, please?’ 

(Orlando, interview) 

 

Matthew Orlando believes that the problem is not with being committed or having the will to 

participate, but rather that everyone in the restaurants is starting to get busier and busier as they 

get closer to opening again. The characteristically heavy workload in the restaurant industry 

makes it difficult for them to answer all the emails and questions that come along. Then 

Bowline's student employees make sure to call around and remind participants to take part and 

answer. Guthey is attentive to the fact that Bowline will potentially have a hard time, maybe 

even fail, when the crisis is over and all the chefs are back at work. 
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The second key is to turn strategy into "specific measurable outcomes with real deadlines" 

(Ganz, 2010). Social movement leaders need to translate their strategy to what kind of action 

is needed to provide the outcome they want to achieve. We already talked about the five parts 

of the Bowline strategy and how these parts connect with what kind of actions Bowline is doing 

(section 5.4.3.). Therefore we will not go too much into detail on this, but we argue that we 

observe all five of Bowline's key priorities mirrored in the actions they have chosen to perform. 

Ganz (2010) also includes that it is crucial to consider the deadlines. However, Bowline is not 

only a result of but limited by the outbreak of Covid-19, as Bowline had to either delay or 

cancel workshops and deadlines (Bowline.dk, 2021). The virus outbreak and government 

regulations posed a conundrum for the Bowline activities. When everything is closed and there 

is a strict lockdown, the actors in Bowline have the most time to work on Bowline activities. 

However, it is time where they are not allowed to meet and cannot assemble more people than 

what is governmentally regulated. It has been around 5 or 10 people during the lockdowns and 

therefore had to delay or cancel events. Bowline has found a way to work around this, as they 

are using Zoom. Nearly all of the material on the Bowline website, especially videos and 

podcasts, are computer-mediated products, where they are not physically meeting.  

 

The third key factor is to design the volunteer tasks to avoid too much of the 'grunt work' 

experience so that the overall tasks become more rewarding (Ganz, 2010). Bowline has been 

able to get through this key by hiring the student employees to do the administrative work, as 

Orlando comments:  

 

They were able to do a lot of the administrative stuff that we just, I mean when you 

have a restaurant, you just do not have time to really do anything. So we are kind of 

like, we give a lot of input. We provide content with interviews and stuff like that. 

However, it is like Victoria and Luca and Eric that like really run it. (Orlando, 

interview) 

 

In this way, Orlando especially feels that he can give input in the things that he is best at and 

that he uses his competencies correctly, not spent or wasted on grunt work. Generally, we notice 

that Bowline has been focusing on using the network's resources most efficiently so that the 

right people use it for the right things, and no one feels that they are wasting their time. Mikkel 
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Westergaard of Hart's Bakery talks about how their bakery has not been affected by 

government regulations. They have not been closed and have experienced a good year of 

profits.  

 

I do not get involved as much as the others at the moment, because they have specific 

subjects to discuss, like virus crisis and challenges, and lockdowns, that I am not 

concerned with. I have no expertise in that. They get to discuss without my intervention 

and try to sound smart about something I know nothing about. So it is different in 

periods. (Westergaard, interview) 

 

Westergaard describes that he does not feel that his expertise is always as needed, but that when 

there is something he can help with, he, of course, steps up for this, and when there are areas 

that are not within his area of expertise, he steps back and lets the others discuss their 

issues. Lastly, Ganz (2010) describes how the world of social movement is a world of 

contingency. He means that social movements are often victims of Murphy's law, in that 

everything that can go wrong – likely will. Social movements are often moving in unexplored 

territory until now, and the people leading the movement, and the volunteers performing the 

tasks, are new within the field. They are also often pressured by time or resources, so 

contingency plans are crucial for social movement leaders. Bowline is not excluded from this, 

as they, too, have had to reschedule and redefine as they went along. Often due to the 

restrictions as mentioned before, but they also have had a trial and error period. As we talked 

about strategy earlier, we mentioned that Nedergaard describes that there are two pillars in 

Bowline. He then refers to a fail-fast mentality they have had at some points along the way, 

where they have been successful with one survey and failed with the other. He describes this 

as part of Bowline, about how sometimes things do not go as planned and hoped, and it 

becomes a learning opportunity. It may not be a specific contingency plan, but it is a Bowline 

mindset, that errors are not necessarily bad but allows learning. The pandemic has presented 

citizens worldwide with a new approach to the crisis. It has added a whole new level of 

uncertainty, in that individuals can still not be entirely certain that a new lockdown will not 

happen by tomorrow. Therefore, it is essential to be flexible and prepared to move meetings 

online, conduct surveys through email and incorporate the use of social media. 
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5.5 Sub-conclusion 

In this part of our analysis, we defined Bowline as a social movement. We used Ganz's (2010) 

four leadership practices for social movements to evaluate Bowline as a social movement, and 

Davis and White's (2015) framework. We argued that Bowline was born at the right time and 

place with the pandemic and the restaurants being under pressure to survive. Thus, Bowline is 

working toward becoming an emergent social movement, as the four leadership practices are 

evident in the Bowline network. We find that Bowline is growing in the right direction since 

last year, where interpersonal relationships formed with stakeholders from inside and outside 

the industry. Bowline tells a narrative to evoke values, emotion, action, and strategy evolving 

with two key pillars; failing fast and building long-term relations. In order to have a positive 

impact on the restaurant industry, Bowline is taking active steps to collect valuable information 

and establishing a culture of knowledge sharing through various events. However, Bowline has 

a hard time mobilizing their resources which is evident when some of their stakeholders are 

not participating in events held by Bowline. Moreover, we conclude that Bowline still needs to 

become better at attracting new contributors and collaborators to increase their impact, 

especially ones who can translate talk to action.  

 

Analysis part 3: Leadership inside and among restaurants 
In the following section, we draw on complexity leadership theory (CLT) to argue that the 

restaurants involved in our study are shifting from a traditional hierarchical way of leading to 

more collaborative, fluid, flat leadership. According to Uhl-Bien, Marion, and McKelvey 

(2007), CLT includes three entangled leadership roles. The authors present the three roles: 

adaptive leadership, administrative leadership, and enabling leadership. We will use the three 

roles to investigate the current leadership traits we can observe from our data. Moreover, we 

will draw on CLT again to argue that Bowline enables an adaptive space for the restaurant 

industry. According to Arena and Uhl-Bien (2016), three elements need to happen to achieve 

an adaptive space. The authors define the three elements as "leveraging existing pressures, 

applying adaptive space practices, and employing adaptive space principles" (p. 25). We will 

use these three elements to analyze Bowline's ability to enable an adaptive space for restaurants. 

 

In order to reach our argument about the shift in leadership dynamics in Copenhagen 

restaurants, we will start by describing how leadership used to be strictly hierarchical. Then we 
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will turn to the three entangled leadership roles to further explore how restaurant owners' and 

managers' roles are shifting from commanding and controlling employees to becoming 

facilitators and enablers of adaptation, emergence, and change. We will then look into how 

Bowline supports this development by enabling an adaptive space for restaurants to learn and 

grow. 

 

5.6 The old hierarchy model 

Our literature review presented how the French military structure inspired the kitchen brigade 

to increase operational efficiency in kitchens. According to Wellton et al. (2017), it is still 

evident today that kitchens are run on a dominant and controlling behavior and are 

hierarchically structured, even though the kitchen brigade model is over 100 years old. Most 

people who have worked in a restaurant have experienced a hierarchical structure based on 

command-and-control leadership. Clugston has experienced working under the mentioned 

hierarchical structure. He implies that all the brigades he has worked in have always been about 

hierarchy. Especially when he was working in one of Gordon Ramsay's restaurants in London, 

he explains how it was working there: 

 

I did not want to have this hierarchy where like Gordon Ramsay, for instance, you 

would only hear him say hello to the head chef. He would come in and walk in. Say hi 

to head chef, and he had 25 other chefs there . . . you were not allowed to talk to him . 

. . it was just the hierarchy, that you are not good enough to talk to me, I will talk to my 

head chef, the head chef talks to you. And that is sort of like hierarchy to me, it was just 

like, just bullshit, you know, does not benefit anyone. (Clugston, interview) 

 

It is clear from Clugston's quote that Ramsey ran his restaurant on the old kitchen brigade 

model. This model focuses on getting the head chef to the top, and the rest just need to follow 

orders. Clugston believes this model is old and it is time for a change "It is just an old school. 

I mean, it is so outdated, and there has been so much abuse and yelling, and egos in our 

industry" (Clugston, interview). Orlando has also experienced working in kitchens where 

employees are constantly under pressure. He elaborates: "It is so funny to think about so many 

kitchens that I come from, that is just like the whole setup is just to make you feel like shit and 

you're not good enough" (Orlando, interview). He believes that there has been a shift today, 

and people are becoming more aware of what is acceptable and what is not. He explains: 
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But it is a very generational thing because I think people now, especially the younger 

crowd, they're aware of things that are right and wrong. Where back then, we were just 

like, that's how it is. This guy just threw a pan in my head and I ducked and I missed it 

but you know, let's just keep cooking. Like so you just accepted it. (Orlando, interview) 

 

Orlando continues to elaborate on the importance of the younger generation taking the first step 

to change the industry: 

 

But now people are questioning it, which I think is super healthy, and that is the main 

reason why we have been able to, like to move and progress in a way that is making the 

work environment better and working hours better and stuff like that. (Orlando, 

interview) 

 

One of the restaurants that are directly working toward changing the industry is the restaurant, 

Lola. It started as a social project to break free from the old hierarchical system. Kamilla Seidler 

gives an example of how managers should not treat their employees if they come late to work 

"the fact that you arrive five minutes late, then you should not be humiliated" (Seidler, 

interview). She continues explaining her opinion that it is not okay to tease others at work just 

because they have big breasts or touch them inappropriately. Seidler does not accept bullying 

at her restaurant. Before she hires individuals to work at Lola, she tells them that they need to 

behave and that everyone should help create a workplace that they would also like to work at 

themselves. She wants to create a future for the industry where everyone feels welcome and 

not told they are not good enough. She elaborates:  

 

If someone has an idea for a dish or it could be they themselves think it is good and we 

do not think it is good, it is not like 'no, you do not know a shit and that is fucking 

ridiculous'. Then you take it in, and then 'well, let us hear, you should try to make it'. 

Just the thing about being heard instead of always getting to know 'you should not think, 

I think, you sit in the corner. (Seidler, interview)  

 

Based on our interviewees' experiences, we interpret that the restaurant industry needs an 

immediate change. The kitchen model has for years promoting violence and bullying against 
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employees, which for some reason has been accepted by many restaurants. However, there is 

a clear indication that the restaurants, especially those in Copenhagen, are working toward 

creating a new agenda for the restaurant industry based on a more collaborative and flat 

structure, allowing everyone to learn and grow. We will investigate this further in the next 

section.  

 

5.7 The emergence of new leadership roles  

For many years, the restaurant industry has been running on a command and control leadership, 

but we notice signs of it changing. We do not argue that the crisis is the sole reason for this 

change. We instead interpret from our data that the restaurant owners and managers have been 

working on improving the way their restaurants should be. Therefore, we can not assume that 

the Covid-19 pandemic is the reason behind this change. However, our understanding is that 

the crisis accelerated the agenda a bit further, forcing restaurants to look into their model and 

how restaurant owners should run their business. We believe that the crisis has encouraged a 

shift in our interviewees' mindset to become drivers of change.  

 

5.7.1 Administrative leadership 

As we can see in Figure 5.1., administrative leadership refers to the bureaucratic function. It is 

related to the actions taken by individuals who hold formal managerial functions to plan and 

coordinate activities such as structuring tasks and managing resources and crises (Uhl-Bien, 

Marion, & McKelvey, 2007).  

 

 
Figure 5.1. – Administrative leadership  

 

Administrative leadership is a classic top-down structure based on authority and can make 

decisions for the company. However, in CLT, administrative leadership recommends that 
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decisions taken by administrative leaders should base on the company's needs for creativity, 

learning, and adaptability (Uhl-Bien, Marion, & McKelvey, 2007). In the case of the restaurants 

involved in our study, to keep operation running smoothly, restaurants need a hierarchy 

structure. However, it is a different type of hierarchy than what we have discussed before. The 

old hierarchy is about controlling people, whereas administrative leadership is about supporting 

the restaurant's operation and its employees while ensuring everything is running smoothly. 

Most of our interviewees either have a manager position or are restaurant owners, and they 

have demonstrated traits of administrative leadership. For instance, in restaurant Sanchez, 

when asked about whether other team members were involved in any decision-making process, 

Laura Flores comments: 

 

But the rest of the team is not involved for now. If we see that one person has the interest 

and they want to do it, we may think about it but we prefer for to everyone to be focused 

in their own position and for now they have to be focused in what they are doing, in 

service, know everything about it, then if you are fool proofing your position, then you 

maybe can do the research and the development. (Flores, interview) 

 

Flores demonstrates that the management takes the important decisions, and the employees 

should focus on their tasks. However, there is an open environment for employees who are 

motivated to work on developing menus or have other creative ideas that they want to share. 

Sanchez characterizes an open culture, which is also evident in restaurant Lola. Kamilla Seidler 

and Mette Strarup inform us that they and the management team make the decisions during the 

crisis regarding how to get through the crisis. However, they also emphasize that all employees 

should feel welcome to contribute, "so it is also about giving space, so you feel that you can be 

heard in your workplace." (Seidler, interview). It appears that the Covid-19 crisis increased the 

need for more hierarchy in restaurants. However, it is not a negative sign because one of the 

administrative leadership roles is to manage crises. Maurice Chapman supports this view. He 

implies that someone needs to take charge in times of crisis. He explains: 

 

I think when the pandemic arrived, everything was either closed down or had to reinvent 

itself. Obviously, that meant that there had to be at least one or some people, who took 

a more prominent role in a hierarchy. And took decisions because 22 employees can 
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not necessarily make a response and take responsibility and make a decision by 

themselves. (Chapman, interview) 

 

Chapman believes it was easier to have a flat hierarchy before the crisis because everyone knew 

what they had to do. It was easier to delegate areas of responsibility to employees. He uses the 

wine bar VS10 as an example: “The whole framework of having a bar in a restaurant is very 

well established. And did not require, like I said, did not require any big reinvention. So I think 

it was easier to have like a more flat hierarchy beforehand" (Chapman, interview). With the 

pandemic, restaurants needed someone who had a vision and control of everything that was 

going on.  

 

Another task of administrative leadership is to help integrate and embed innovation into the 

formal system, which we can observe from our data. For instance, for restaurant Vandvid to 

transform itself into a farm shop, the restaurant needed to change to realize its transformation. 

Therefore, Chapman had to call on employees to help out in cleaning up floors, ordering, setting 

new prices, and creating a logical system for takeaway.  

 

5.7.2 Adaptive leadership  

According to Uhl-Bien, Marion, and McKelvey (2007), adaptive leadership is "an emergent, 

interactive dynamic that produces adaptive outcomes in a social system" (p. 306) (see Figure 

5.2). It refers to interactions that stimulate the development of creative and innovative ideas in 

response to a company's perceived needs or opportunities.  

 

 
Figure 5.2. – Adaptive Leadership 

 

We can observe from our data behavior of adaptive leadership across the restaurants in the 

restaurants' case. Clugston is one of the restaurant owners who demonstrated traits that are 
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different from the others. From the day he opened his restaurant, he decided that each person 

working there is equal, from the head chef to the dishwasher. Clugston has decided that no one 

will get a title unless they need it to apply for a new job. Moreover, when they are having a 

team meeting, everyone should contribute, Clugston explains: So when we sit at a table, and 

we have our meetings, everyone's input is as valuable as mine" (Clugston, interview). He 

describes his types of leadership as "my leadership is always about people first" (Clugston, 

interview). By providing an open forum for his employees to interact, Clugston creates an 

environment where new and innovative ideas can emerge. 

 

I mean, now everyone is sort of just brainstorming, right? And this is sort of cutting 

into their time. But because the leadership's been so open, and sort of so organic growth, 

that it is not me making decisions, it is the team saying, this is how I think we can get 

out of it. (Clugston, interview) 

 

Moreover, when Clugston refers to his restaurant or Iluka at Home, he always uses "we" instead 

of "i", for instance: "We navigated the pandemic super well with this Illuka at Home, and the 

brand and how those people came back" (Clugston, interview). It indicates that Clugston is 

stimulating creative and informal approaches that encourage individuals to take part in 

change. The Covid-19 crisis pressured restaurants to shift toward adaptive leadership. We 

interpret this from Chapman, who implies that the crisis created new challenges that have 

forced people out of their comfort zone. He comments:  

 

if you have worked in the same team for some years, and everybody kind of like, fits 

into their role, and feels comfortable with what they do. It is not in our nature to 

challenge ourselves so much. I think as human beings in general, so suddenly, there 

was a whole new set of challenges, which is, I mean, in a way, it was really great. 

(Chapman, interview) 

 

He implies that the crisis has brought new learning opportunities that many employees could 

take as an opportunity to learn.  

 

Some people learned to paint and decorate. So we were able to redecorate the winebar. 

Some people learned to organise a webshop and some people learned to write about 
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wines or write on the two ducks, like the descriptions of the wine packages. (Chapman, 

interview) 

 

Christian Nedergaard, the owner of VS10, was the administrative leader who took charge and 

delegated responsibilities of practical solutions to other people. Hence everyone became part 

of finding solutions and finding ideas. Chapman explains that people became their bosses and 

may have learned new skills.  

 

Laura Flores and Donaldo Delgadillo express that everyone has an opportunity to contribute, 

promoting a culture where ideas can easily be shared. Delgadillo elaborates that everyone 

contributes in different situations: "in different areas and in different moments. But everyone 

is contributing and everyone is part of it. So that's my own point of view, that the leadership is 

like everyone is part of it" (Delgadillo, interview). Flores and Delgadillo reveal that respect is 

the basis for any communication between them and employees. Bang also shares this idea of 

how employees should contribute. She explains that at Geist, they emphasize that it is more 

important that the individual contributes to something than just being a regular waiter or chef. 

Additionally, Orlando has the same vision as his employees. When he had the idea of creating 

AFC, he shared the idea with his employees and wanted their input. He explains:  

 

I mean it was my decision but I have a lot of really good people around me so most 

things kind of, the original idea stems from me and then and then I can just put it on the 

table and say hey this this is what I'm thinking. Like this is obviously not the final 

version of it because I want everyone's input now and how we execute this, see if we 

have any better ideas than this because I'm all ears and like I said, this is not the end all. 

This is this is a base for us to kind of create something here that we started having that 

conversation and what does it look like and how do we how do we execute it. (Orlando, 

interview) 

 

We can interpret from the above that even though restaurant owners and managers do not 

include employees in decision-making processes related to administrative decisions such as 

managing crises, they want to include them in finding creative and innovative solutions to 

adaptive challenges. Hence, they promote a creative culture with open communication where 

every employee can contribute and learn simultaneously.  



104 

 

 

5.7.3 Enabling leadership  

According to Uhl-Bien, Marion, and McKelvey (2007), the role of enabling leadership in CLT 

is to "directly foster and maneuver the conditions that catalyze adaptive leadership and allow 

for emergence" (p. 309). As shown in Figure 5.3, enabling leadership also manages the 

entanglement between administrative and adaptive leadership, pushing the innovative solutions 

from adaptive leadership into the formal managerial system.  

 

 
Figure 5.3. – Enabling leadership 

 

In the case of the restaurants, we observe from our data several  features of enabling leadership 

among our interviewees. As we have mentioned in adaptive leadership (3.4), the owners and 

managers wanted to create a culture where every individual felt they could contribute. By 

enabling such a culture, they create an environment where employees can be creative and 

develop innovative ideas and solutions. We understand that Orlando has been promoting such 

a creative culture even before the crisis happened "I like to operate, make everyone around me 

feel uncomfortable all the time" (Orlando, interview), he says. He believes that dishes created 

at the moment are the most special ones. He implies that he likes to challenge his employees 

by rotating them to different stations. Just when the employee is about to get comfortable in 

their station, they move to another. In this way, he challenges the employees to learn new skills. 

He believes these employees learn to adapt quickly to change and hence also become creative, 

he elaborates:  

 

When people leave this kitchen, they leave with a skill, I believe a skill that very few 

chefs have. And that is that ability to adapt in the moment in real time. Because so many 

restaurants, you're given a list of . . . and the dishes you're responsible for, you just 

execute, you do not know why you're doing. (Orlando, interview).  

 



105 

 

Orlando continues to explain that he only has one Dane working in his kitchen, and he is aware 

that the people working in his kitchen come from diverse backgrounds. Therefore they come 

with the knowledge that can be valuable for the restaurant. In order to benefit from his 

employees, he encourages them to write down ideas on a board. To facilitate the process, he 

starts by writing down an idea on the board, and then employees build from his ideas with their 

own. "So I'd be a fool not to tap into that knowledge" (Orlando, interview) he says. Then the 

whole team meets on a Saturday to discuss all the ideas put on the board, where everyone who 

contributed can tell the rest about their idea. He believes it gives his employees a sense of 

ownership, just to know that they contributed to a dish with a technique or ingredient. By 

encouraging employees to contribute, Orlando fosters and maneuvers the conditions that can 

allow employees to become innovative. It also makes the employees more committed to their 

work, he clarifies: 

 

So giving everyone a sense of ownership of everything that is going on, first of all, it, 

it makes my job a lot easier, because people are really committed to making sure it is 

done the right way. But it also gives them a sense of belonging and a sense of like, the 

fact that they're contributing to the restaurant as a whole. (Orlando, interview) 

 

Similarly, Clugston mentions that being open and transparent with his employees have given 

them a sense of ownership. He decided from the beginning to assure the employees that they 

would get a full salary until he could not afford it anymore, and the restaurant had to close. To 

commit to his employees, Clugston believes it brought the team together and increased their 

willingness to come in and brainstorm during the lockdown. We interpret this as a behavior of 

enabling leadership as Clugston sets the environment for his employees that enables them to 

work together and share ideas.  

 

Uhl-Bien, Marion, and McKelvey (2007) argue that "individual agents in adaptive networks 

can act in an enabling role by adopting behaviors that enhance their interactive contributions" 

(p. 310). An example provided by the authors of such an enabling role is when individuals seek 

to broaden their network to expand their network and access to resources they can bring into 

their company. They also contribute to the flow of information across complex adaptive 

systems by updating themselves with information and knowledge on important issues for the 

company. Most of our interviewees are either directly or indirectly involved with the Bowline 
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network. It implies that by joining Bowline, the owners and managers involved want to be part 

of the change while also having access to the broad amount of information and knowledge that 

Bowline offers. By doing so, they can also bring the information they receive with them into 

their own restaurant and hence pass it on to their employees as well.  

 

5.8 Bowline as an adaptive space   

In this section, we continue on CLT to argue that Bowline enables an adaptive space for the 

Copenhagen restaurant industry. According to Arena and Uhl-Bien (2016), adaptability occurs 

when individuals interact in response to pressures and opportunities, which enhance innovation 

and performance. The adaptive space operates as a free space where individuals can discover, 

discuss, share and exchange ideas. As mentioned in our literature, the adaptive space occurs in 

the interaction between the operational and entrepreneurial system (see Figure 5.4.), which in 

this case are the restaurant industry's systems. The adaptive space embraces the tension 

between the two systems and acts as a bridge that enables the emergence of new solutions 

(ibid). As we have mentioned before, ideas that emerge from the entrepreneurial systems are 

pushed through the adaptive space and formalized as new orders within the operating system.  

 

 
Figure 5.4.– Adaptive space acting as a bridge between the two systems – source: (Arena & Uhl-Bien, 2016) 

 

We argue that Bowline supports the restaurant industry to transform itself and break free from 

an old, outdated brigade system. Westergaard from Hart Bakery supports this view. When 

asked about his opinion on Bowline, he responds: 

 

If you can help people who are entering the industry . . . help them with some leadership 

and create some healthy hierarchies instead of all the other nonsense. Then it would be 

cool. And if you could contribute just a little bit to the industry becoming different, then 
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it would . . .  Not that we do not like it. But if we could get a little sharper, then that 

would be cool. (Westergaard, interview) 

 

Ferry and Guthey (2021) apply CLT to argue that Bowline constitutes an adaptive space. They 

describe Bowline's contribution as "a rich and novel empirical basis for understanding the 

dynamics of grass-roots mobilization, shared learning, multi-stakeholder collaboration, 

emergent leadership, and systems change in the face of complexity and crisis" (p. 2). Bowline 

supports the industry by creating an adaptive space that enables the spread and adoption of 

innovation and new ideas throughout the industry. Therefore, Bowline acts as an adaptive space 

for the whole restaurant industry's operational and entrepreneurial systems. We will now 

analyze how Bowline is enabling an adaptive space by using the three elements needed to 

achieve an adaptive space: adaptive pressures, adaptive practices, and adaptive principles.  

 

5.8.1 Adaptive Pressures 

According to Arena and Uhl-Bien (2016), the key to enabling adaptive space is "in 

understanding how to use pressure to advantage – hence the mantra, "never waste a good crisis" 

(p .25). The pressure comes from both internal and external events. In the case of Bowline, we 

have an external event, the Covid-19 pandemic, which forced restaurant owners to close their 

business. The closure of restaurants created internal pressures, as many business owners had to 

go out of their comfort zones to find new solutions to survive. It had led to the creation of 

Bowline when the pressure was felt by Nedergaard, who decided that it was necessary to talk 

about the issues that are happening, as he explains, "when you have a good crisis, you just use 

it" (Khosla, 2021). Pressures, internal as well as external, are the forces that move a system and 

shift things out of equilibrium. People are generally averse to change, and therefore these 

pressures help to loosen up by forcing them out of their comfort zone and inspires them to 

move into an adaptive space (Uhl-Bien & Arena, 2016).  

 

So I think everybody is, I think everybody in the restaurant business is kind of 

brainstorming how to reinvent themselves or how to accommodate the new rules that 

are put out every two to three weeks. So I mean, up until the first lockdown, and that 

was in the spring of last year. I think the restaurant had pretty much been in the same 

iteration as when they opened. . . it is been necessary to be sort of like flexible and 

creative and figure out, okay, well now we have got this toolbox. (Chapman, interview) 
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Chapman explains how the pressures that came upon them from outside forced them out of 

their old habits, and they had to find new ways of being profitable. However, he then describes 

how this crisis forced upon them gave them a new set of tools. In that way, the adaptive 

pressures are a huge part of adaptive spaces' initiation and help kickstart things such as 

Bowline. As we have already mentioned, Seidler expressed that she does not believe Bowline 

would have existed today if not for the Covid-19 pandemic.  

 

5.8.2 Adaptive Practices  

Arena and Uhl-Bien (2016) argue that adaptive practices "enable interaction and exchanges 

through various forums, methods, and frameworks designed to respond to an articulated 

adaptive challenge" (p. 25). We have already mentioned some of the actions taken by Bowline 

to respond to the adaptive pressure. The first adaptive challenge the Bowline crew wanted to 

address was the concern regarding restaurant owners on people's behavior when restaurants 

were allowed to open up again. It led to creating a survey that was shared with the public and 

had more than 4600 responses in just 4 days. Two researchers from CBS analyzed the results, 

which Bowline then published on its website (Bowline.dk, 2021). Other initiatives that Bowline 

held were the working group sessions. These sessions aim to gather friends to explore ideas 

and discuss the challenges faced by the restaurant industry. For instance, one of the sessions, 

"Winter is Coming" was held to help understand the financial issues Danish restaurants are 

facing in the coming months. Bowline summarized the sessions on their website as follow:  

 

We brainstormed survival strategies, discussed how restaurants can preserve liquidity 

and remain resilient in the face of severely reduced volume, and laid the groundwork 

for a white paper that Claus Liljeberg produced afterwards on tax strategies and 

government compensation and aid packages. (Bowline.dk, 2021) 

 

Bowline also concludes that it established a knowledge-sharing culture, and regular financial 

updates would be shared to help participants through a new lockdown. The working sessions 

share characteristics of Arena and Uhl-Bien's (2016) adaptive practice termed "Adaptive 

summits", which the authors define as "a grassroots large-group event designed to unleash a 

community of change agents to co-create the way they work" (p. 26). The sessions allowed 

participants to co-create and explore ideas that can support them in solving critical issues. 
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Clugston attended one of these sessions. He clarifies that many chefs have the same outlook on 

how things should be. However, the session gave him a different view:  

 

They brought some bankers in . . . just different eyes and different strategies and how 

to maximize on taxes . . . because chefs are pretty simple . . . they pretty much have this 

sort of the same outlook. And then when you have an outsider come in, and, this is so 

stupid. Why are you doing that? You should do this. And so you've benefited a lot. 

(Clugston, interview) 

 

5.8.3 Adaptive Principles  

The final factor that enables an adaptive space is adaptive principles. According to Arena and 

Uhl-Bien, adaptive principles are the factors that keep the wheel running daily. "If adaptive 

pressures act as the spark and adaptive practices are the catalyst, adaptive principles are the 

fuel or energy that keeps it going on an everyday basis" (p. 26). We argue that Bowline's main 

principle is to be an open space where people can have meaningful conversations that inspire 

them to learn and participate. Orlando elaborates on this "it has almost become a communal 

space, that is really open for people to come in, they can not only listen, but they can talk as 

well" (Khosla, 2021). Nedergaard backs this view, he explains: 

 

What Bowline has done is inviting people from outside the industry into the industry. 

So because of Bowline, because of how it happened, and the connection that is in there, 

suddenly we have people of knowledge our industry does not have. . . and also seeing 

that people from other industries are suddenly seeing what they can learn from our 

industry. That interaction of learning is one of the key pillars. (Khosla, 2021)  

 

It indicates that these conversations that are happening daily in Bowline are the driving forces 

for the interaction, where people from both inside and outside the industry realize the 

opportunity for learning through Bowline. Besides being an open space, Bowline also has five 

priorities; interconnectivity, responsibility, resilience, learning, and impact. We view These 

priorities as principles that drive the interaction across Bowline members and contributors. 

These principles help people understand what Bowline is here for and what it aims to achieve.  
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5.9 Sub-conclusion  

In this part of the analysis, we explored leadership dynamics in Copenhagen restaurants. 

Leadership dynamics is shifting from a command-and-control leadership to a more 

collaborative, flat leadership. We used CLT in order to argue that leadership dynamics are 

changing. We argue that restaurants still need a formal structure that can keep everything in 

order and manage crises. The formal structure helps formalize the innovative solutions that 

come from adaptive leadership. We can observe a pattern in how restaurants promote a creative 

culture, where employees are encouraged to contribute. Even though our data indicate that the 

innovative solutions came from the owners, they did not come to life before the whole team 

could join in on the idea and brainstorm further. Moreover, we find that the restaurants indicate 

enabling leadership by being transparent and challenging employees. We also argue that by 

being a part of Bowline, the interviewees are increasing their access to information and 

knowledge of value to them and their restaurant. Lastly, we argue that Bowline enables an 

adaptive space for the restaurant industry. 
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Chapter 6: Conclusion  
6.0 Introduction to the chapter 

We argue that the Covid-19 crisis has challenged the restaurant industry to its core but has also 

opened up opportunities for new approaches to creative learning and innovation. The crisis has 

forced restaurants and the people who work there to become more flexible and ready to adapt 

to new realities. Thus, the crisis has helped accelerate a shift away from a traditional 

hierarchical way of leading to a more collaborative, fluid, flat structure. 

 

This chapter summarizes our paper and answers our research question, which we introduced in 

our introduction. To answer our research question, we have divided our analysis into three 

parts: Crisis response strategies; The emergence of social movements during a crisis; and, 

leadership inside and among restaurants. The first part of our analysis is related to the first part 

of the research question, while the second and third parts answer the second part of the research 

question. Therefore, we will divide the conclusion into two parts to answer the first and second 

parts of the research question. Finally, we will conclude on all parts and findings of this thesis. 

After the conclusion, we will discuss further research and managerial implications.  

 

6.1 Summary of main findings and conclusion of research question part one  

We begin this chapter by revisiting the first part of our research question, which we introduced 

in our introduction section, and that guided the first part of our analysis: 

 

What kinds of innovative measures and practices have Copenhagen restaurants adopted in 

response to the Covid-19 crisis? 

 

Our findings have revealed that restaurants involved in our study have innovated on their 

business model, products, and organization. We argued that restaurants are gaining new 

capabilities: Resilience, flexibility, and dynamic capabilities. Thus, the Covid-19 crisis is 

challenging the restaurant industry, but it also opens new opportunities for new creative 

learning methods and being more innovative. 

 

For this first part of our research question, we began our analysis by connecting literature on 

crisis management and innovation with our data collection on restaurants in Copenhagen.  
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We began with using Tse et al.'s framework of how a business should handle a crisis. This 

framework includes four steps that businesses should follow when dealing with a crisis. First, 

restaurants had to categorize the crisis, which was seen in the restaurants as multiple people 

described that it was scary and worrying when it first happened. Many restaurants responded 

quickly by gathering their employees and telling them what they would attempt to do for the 

future. The second step is assessing the damage, which is when the restaurants started to look 

at the books and find out where they could save money by letting employees go or selling part 

of the corporation. 

  

The third step of the framework is tactics formulation. In this section, we argued that restaurants 

have to some extent, incorporated three pillars of innovation as a form of crisis management: 

resilience, flexibility, and dynamic capabilities. We identified these three pillars from different 

literature and theories on the subject of crisis management coupled with innovation. They 

appeared prominently in businesses that had survived previous crises (the financial crisis of 

2008, outbreak of SARS). We observed that restaurants showed resilience by being able to 

bounce back when facing a challenge. We argued that restaurants became more resilient as the 

pandemic went along because they started to get used to reinventing themselves every few 

weeks when restrictions were changed. Restaurants incorporated flexibility every time the 

restrictions were changed, as they started including them in their daily operations. We argued 

that restaurants had to be flexible as this was a condition for them to open up for guests again. 

Lastly, we argued that restaurants had gained dynamic capabilities by learning to use their 

resources more efficiently and relocating resources as they went along.  

 

We then discussed the innovative measures that restaurants have used and categorized these 

actions using the Innovation Matrix from Satell's paper of 2017. We observed that restaurants 

have worked with breakthrough innovation, where they had an evident problem but had no 

prior knowledge on how to solve it. They also used sustaining innovation, which businesses 

use when attempting to get better at what they are already doing. It was clear to us when the 

interviewees talked about using the time during lockdowns to educate their employees and get 

better at what they were doing, which increased their efficiency. We observed restaurants 

incorporate basic research that does not have a goal or allocated resources but was just about 

the restaurants gathering their employees and playing with ideas and menus to get the ball 

rolling while they were in lockdown. We then talked about disruptive innovation, where 
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restaurants also started innovating on their business model. We elaborate on this with our 

discussion of creative destruction. However, as restaurants lost their primary source of revenue 

in the short term, they had to rethink ways of making money, resulting in a shift in their DNA 

and business model.  

 

By using innovation literature from Schumpeter, we then argued that restaurants were indeed 

using their scarce resources to innovate. By incorporating Abernathy (1978) and March (1991) 

into our analysis, we observed that there was a productivity dilemma due to restaurants having 

scarce resources. Restaurants had to focus on cost-cutting before using resources to innovate. 

Specifically, we used Abernathy's (1978) concept of the productivity dilemma to describe how 

the restaurants had trouble innovating simultaneously with their lowered revenue stream. The 

government packages made any profit-making activities riskier, as they lost a large chunk of 

the help packages if they made a single sale. We then observed that restaurants began with 

cost-cutting activities by looking into where they could save money by performing exploitation 

projects described by March (1991). Once these exploitation projects had fulfilled their purpose 

of giving restaurants a better economic overview, they could start innovating using exploration 

projects. It is when the innovative outcomes came to life.  

 

We then used Schumpeter's (1942) term of creative destruction to explain how these 

innovations could affect the restaurant industry in the future as well. Specifically, we observed 

that restaurants in the fine-dining segment were restructuring and incorporating new ways of 

running their business. When talking with our interviewees, they described some of the 

innovations and changes they had come up with and said they would be permanent. Especially 

for those who had success with the concepts they made, they would keep it even after the 

pandemic is long gone. We, therefore, argued that we would see creative destruction on the 

fine-dining segment, as they will have incorporated new concepts into their DNA. We believe 

the fine dining concept will have changed altogether.  

 

6.2 Summary of main findings and conclusion of research question part two 

Now we will move on to the second part of our research question that guided the second and 

third part of our analysis 
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How might these practices transform organizational and leadership dynamics in the restaurant 

industry over the long term? 

 

We argue that the crisis has resulted in making restaurants and the people who work there more 

flexible and ready to adapt to new realities. Thus, the crisis has helped accelerate a shift away 

from a traditional, hierarchical way of leading restaurants to a more collaborative, fluid, flat set 

of leadership practices. 

 

In order to make this argument, we first drew on Ganz's (2010) 's work on leadership in social 

movements to study leadership practices in Bowline as a social movement. We then used Uhl-

Bien, Marion, & McKelvey's (2007) study on complexity leadership theory. We extended it by 

using Arena & Uhl-Bien's (2016) concept of adaptive space to explore the leadership dynamics 

in the restaurant industry. We started by looking into the four leadership practices incorporated 

by the founders of Bowline. We concluded that Bowline is working toward becoming a 

successful social movement that will positively impact the development of the restaurant 

industry. Since the beginning of Bowline, the key participants have attempted to build new 

interpersonal relationships with stakeholders both inside and outside the industry. 

 

Moreover, Bowline attempts to increase its impact through storytelling that evokes values, 

emotion, and action. The creators of Bowline have also set a strategy from the beginning that 

has two focus areas, failing fast and building long-term relations. We argued that they could 

support the restaurant industry by bringing together resources and knowledge to be shared with 

the rest of the community and help build resilience.  

 

Bowline is an example of an informal network that is leading change during a crisis. We argued 

that this change is also happening within the restaurants. Our research indicated that restaurant 

operations build on an old kitchen brigade model based on the French military system for many 

years. This model has a strictly hierarchical structure and operates on command-and-control 

leadership. Our interviewees expressed that they have experienced working under the old 

model, which only favors the people on the top and promotes violence and bullying against 

employees. Our analysis shows that such behavior was not acceptable anymore in the 

restaurants involved in our study.  

 



115 

 

In order to study the current leadership practices, we used Uhl-Bien, Marion, and McKelvey's 

(2007) three leadership roles; administrative, adaptive, and enabling leadership. We argued that 

restaurants still need a formal structure to keep the operation running and everything in order. 

We related this to the administrative leadership role. However, it was essential to empathize 

that this formal structure was not the same as the former kitchen brigade model. The role of the 

administrative leaders is to support the restaurant's need for creativity and learning. 

 

Moreover, we observed behaviors of adaptive leadership across the restaurants. The restaurant 

owners promoted a culture where employees were encouraged to contribute and find innovative 

solutions and ideas that can improve the business. It was evident during the crisis, where 

employees were encouraged to participate in brainstorm sessions. The owners and managers 

promote the conditions where employees can be innovative by challenging them to think 

outside the box. They also emphasized the importance of being transparent and giving 

employees a sense of ownership, making them want to contribute and give more to the 

restaurant.  

 

We continued with CLT to argue that Bowline enables an adaptive space where restaurants can 

discover, discuss, share, and exchange ideas, supporting the restaurant industry to transform 

itself and break free from an old, outdated brigade system. We looked into the three elements 

needed to achieve adaptive space: adaptive pressures, adaptive practices and adaptive 

principles. We discussed adaptive pressures emerging from an external event, a crisis, and an 

internal event, where restaurant owners had to go out of their comfort zones to find new 

solutions to survive. The adaptive pressure encouraged restaurant owners to start the Bowline 

movement. Bowline enabled interaction and exchange among restaurants through adaptive 

practices. They did so through various methods such as the survey and workgroup sessions. 

Lastly, we argued that Bowline applies adaptive principles that keep the wheel running by 

being an open space where people can have meaningful conversations that inspire them to learn 

and participate.  

 

6.3 Summary of main findings and final conclusion  

In this last part of the conclusion, we will connect the two parts of the conclusion, which will 

answer our research question.  
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What kinds of innovative measures and practices have Copenhagen restaurants adopted in 

response to the Covid-19 crisis, and how might these practices contribute to the transformation 

of organizational and leadership dynamics in the restaurant industry over the long term? 

 

We argue that the Covid-19 crisis is challenging the restaurant industry, but it also opens new 

opportunities for new creative learning methods and being more innovative. The restaurant 

industry response to Covid-19 has helped accelerate a shift away from a traditional, hierarchical 

way of leading restaurants to a more collaborative, fluid, flat set of leadership practices. On 

this basis, we argue that the crisis has made restaurants and the people who work in restaurants 

more flexible and ready to adapt to new realities. This shift will help restaurants become better 

equipped to function as environments that facilitate and enable adaptation, emergence, and 

change. 

 

In this analysis, we have started by looking into what kinds of innovative measures and 

practices Copenhagen restaurants have adopted during the Covid-19 pandemic. We concluded 

that restaurants performed different innovative methods, including breakthrough innovation, 

basic research, sustaining innovation, and disruptive innovation. We believe that these 

innovative efforts would not have happened if it had not been for the impending crisis resulting 

from the Covid-19 pandemic. We argued that since these innovations will, in most cases, be 

permanent changes, that will result in the creative destruction of the fine-dining segment in 

Copenhagen. We believe that this was able to happen due to a change in leadership dynamics 

in the industry. The crisis has accelerated this change with the emergence of new leadership 

practices and social movements. These social movements, specifically Bowline that we have 

studied, have given restaurants a place to collaborate and discuss the industry. These 

conversations between restaurateurs will help them become better equipped to function as 

facilitators and enablers of adaptation, emergence, and change.  

 

6.4 Future Research 

We see the potential for further research by expanding this research to more restaurants, 

especially outside of Copenhagen, and potentially looking into other industries and doing a 

comparative analysis of industries. The industries that could be exciting to look at could be still 

within the restaurant industry, but instead of fine dining, looking into the fast-food industry. It 

is especially interesting since these restaurants may not have hit as hard as they already did 
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takeaway. However, since fast food may often be combined with bars and nightlife, they may 

have had a drastic decrease in income and customers.  

 

We drew three key concepts from the literature on crisis management, and we found that these 

three concepts described well the range of responses we encountered among the restaurants we 

researched. We have defined the three pillars, resilience, flexibility, and dynamic capabilities, 

taken from different theories. Therefore, further research could combine these three pillars in 

qualitative research looking into different businesses during crises. Further research could also 

include doing a quantitative research study, where restaurateurs would rate their skills within 

the three pillars, before, during, and after crises. It could show whether there is a coherence 

between crisis and improving these skills.  

 

It would also be interesting to do further research to explore the impact on the restaurant 

industry post-pandemic. Will the restaurant industry continue to grow in the right direction, or 

will the long-term effect of the crisis force the industry to go back to a command-and-control 

leadership style? We believe this can be done through an observational study in the restaurants 

during opening hours to investigate the behavior of the employees under pressure. We believe 

it will add additional value to both the industry and academia to study Bowline and its impact 

on leadership dynamics in the restaurant industry.   

 

For future research, other questions to investigate could be: Will the innovations stick? Will 

the crisis over the long term lead to consolidation, and hence less collaborative leadership or 

social movement activity? 

 

We ultimately believe that there is ground for further research on this subject and that we will 

see more research in the future on the Covid-19 pandemic and its effects on different industries.  

 

6.5 Managerial implications 

This section provides a set of recommendations for restaurants involved in our study based on 

our research. We hope these recommendations can help the restaurants further enhance 

adaptability and increase innovation.  

 



118 

 

Our literature review and our analysis looked into how restaurants that had a good balance 

between cost-cutting and profit-making initiatives could handle the crisis best. Therefore, our 

first recommendation is that restaurants start by looking into cost-cutting efforts, figuring out 

what they can survive without, where they can cut costs, and lower their expenses. Second, 

restaurants need to consider what concepts and efforts they can make to make profits during a 

crisis. Even if this means having to do concepts that might be far away from their primary 

operations, especially fine-dining chefs and restaurants need to learn to pack away their egos 

and principles and do what needs to be done for them to survive.Our third recommendation is 

that restaurants should include as many employees as possible in decision-making processes. 

Our findings have indicated that employees included in making decisions and brainstorming 

ideas get a sense of ownership and belonging. It increases their commitment to their work, and 

they become willing to go the extra mile and makes them want to help and participate in lifting 

the restaurant. Moreover, one way to increase innovation is to challenge oneself and employees 

to think outside the box by inviting employees to come with new ideas and share them with the 

rest of the team.  

 

Lastly, we recommend restaurants to become even better at seeking new learning opportunities 

outside of their restaurant to improve their own business and help improve the restaurant 

industry. They can do so by joining informal networks such as Bowline. It will bring valuable 

knowledge for both the restaurant and the people working in it. 
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