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1. Introduction

Van Aken [1] puts it frankly: “Yet there are serfodoubts about the actual relevance of presentdayagement
theory as developed by the academic community21@). Van Aken [1] discusses the utilization problef
mainstream management research and pleads fasrgstrpraxis-orientation in research. Researchldhwat only
describe how things aréut alsohow to change thingfer the good. In this paper we join the growing fnem of
authors in management and organization studies §.8] that chose to put the development of oizgtional
design principles and rules high on the researem@da The inevitable implication of this choicdhat researchers
have to get seriously involved in the design of aggrial and organizational policies in the same asyclinical
researchers in medicine are involved in clinicalgtice. However, there are hardly beaten trackgherjourney.
Research in this field appears to be a complexioalg act. This is what we have learned in our &y business
of designing, implementing and researching projezsupport small and medium-sized enterprises (§MEtheir
effort to strengthen their innovation capacity. Tist part of this act starts from the researchg@®érspective and
deals with the question “how to get the right datathe middle of turbulent change processes. @uaice has been
to place the benefiting SMEs in a central role.sTimplies that all data gathering is primarily @nivby practical
relevance — i.e. the data gathered should alloeti@binsight in what is going on in the SME in erdosupportthe
SME to improve upon its situation. At the same tine data gathered provides a rich source of famtsfigures to
scientifically scrutinize a wide range of topicsttp on firm and program level. It is nothing elbart the same basic
logic on whichaction researchs based: use research in organizations to chtémage and use the change to learn
about them. The second part of the balancing actssfrom the perspective of the change agenedands the
guestion “how to find the right balance betwekmsignanddevelopment. The design perspective that builds on the
work of Nobel-prize winner Herbert Simon [4] is f@m®d on the creation of “real things”, and usesgdes
principles, methods and procedures and is norméiieharacter. The development or action perspediivlds on
Kurt Lewin’s work [5] and concerns organizationhnge as a development/learning process where memoibine
organization are actively involved in the reshapifigheir organization. In recent years our chajkemas been to
design large-scale programs for strategic developinmeSMESs. That challenge inevitably implies a camation of
both perspectives: making plans for large-scalelempntation and supporting the development andnilegr
processes in individual firms. These projects offex appropriate context for clarifying the relasbip between
design and development in organizations. The pagflects upon the way that we balanced design andldpment
in three specific cases in order to contribute teatng and accumulating knowledge that is botlevasht to
practitioners and academics. More specifically, intend to show how learning within one project weed to
improve the design of the next project.

2.Design and development: two sides of the samercoi

According to van Aken [1], the major inhibition ftine utilization of management theory lies in tleune of the
theory itself. Van Aken [1] pleads for adopting th@radigm of the design sciences like engineerimyraedicine.
The mission of design science is: “...to develop kieolge for the design and realization of artifatts, to solve
construction problems, or to be used in the impnuet of performance of existing entities” [1, p.R2%his
definition is close to the definition afesign-oriented researcthat we use in the government-sponsored social
science programs in which we are involved. In ttmattext design-oriented research refers to: “rese@to planned
interventions in the natural context of organizasiowith the aim to develop a knowledge base feritimovation
and improvement of those interventions” [5, p.T2jis perspective builds on the seminal work of Sirfg. Simon
recommended scholars not to limit their ambitioosdeliver “what is” knowledge, but to use their gatial for
“how to” knowledge. In this vein Simon has offeradbroad definition of design activity stating theateryone
designs when they devise courses of action aimeHlaatging existing situations into preferred ofid® concept of
design might sound technocratic, linear and mestianbut is also used within the more organicréaay tradition
within organization and management research. Asgyti for example, gives in his work a central piosi to the
concept ofdesign causalityHe refers to the logic by which human beings speadtions to be taken in order to
achieve intended consequences. Argyris has certhegn inspired by the work of Herbert Simon, bleady is
even more influenced by that of Kurt Lewin. lllgive in this respect his embrace of Lewin’'s mosbtgd
propositions: “If social scientists truly wish toderstand a certain phenomena they should try amggh them.
Creation, not predicting, is the most robust tefswvalidity-actionability” [8, p.814]. However, howtrong the
parallels between the visions of Simon and Lewighhbe, and how strongly both perspectives can temgnt
each-other, we should be aware how things can gmgvin practice. In line with the conclusions ofrRoe and
Damen [9] we see too mudkesign without developmeiathddevelopment without desigmpractice. That has been
the first concern in our projects: how can we degigograms, in such a way that real developmergstakace



inside the targeted SMEs. The second concern regashccumulation of knowledgéearning from preceding
cases is an absolute necessity in our practice. Seme goes in a wider sense for academic reseatoh i
organizational design and development. That chgdlerequires the codifying of the implementatioratstgy in
terms of principles and rules [9]. In this paperaim to contribute to that broad objective.

In the field projects that will be described belave regard design from an action perspective: “Atioac
perspective emphasizes that it iimpossible to separate conception from execution or formokatifrom
implementation” [10, p.55]. This perspective carréeognized in the following, more concrete chazastics:
* The projects have a double aim: support of chamgegsses in organizations and development of “céiunk
of design theory.
« Frameworks are generated and developed in thextmftapplication.
« Participating entrepreneurs, managers and oth#raseastrongly involved in data gathering, sensakimg
and planning for change during the interventiorgpao.
e Avariety of qualitative and quantitative reseancbthods is used.
» Content and process of change are regarded asde®«f the same phenomenon.

3.Three cases of interventions in SMEs

Since the year 2000, our research group is involmesetting-up and implementing projects aimed BIES to

improve upon the innovative capacity in these oizgions. In 2000, it all started with the Edisomject, a small
scale intervention project. In 2004, the experisrafethe Edison project led to a large scale rapba in the project
Strategic Innovation in the Euregion Meuse-Rhine.2009, a third project was initiated to replicaigain the
developed intervention logic in SMEs. Below, eadhhe three projects is further introduced withpes to the
context in which it was set-up, its aim, the ungied assumptions guiding the approach to achiegeatin set, and
the approach used.

3.1 Edison project

The first project reported here was part of a larger EU-spi@ts program (EDiSon, European Commission, IPS
2000-0067) designed by the Consorzio Qualital saPitaly. Seventy five firms in France, Germanyeége, Italy,
and the Netherlands participated. The project wasguily meant to support the processes of techmoloansfer
and innovation in SMEs based upon a linear reagorihe project started with a multidisciplinary &uaf the
support needs of the individual firms with the altijee to indicate what the kind of knowledge waguieed in these
firms. For the Dutch team things went already wrdngng the intake interviews. The researchersl tteediscuss
the particular knowledge needs of the company atth@he discussion led to the surprising conclusian in the
large majority of the companies they visited, knedge and experience on the most relevant areasamply
available. However, soon it became clear that mansagnd entrepreneurs were not waiting for a miattiglinary
team of “company doctors” telling them which disedlsey were suffering from. Nevertheless, the @néneeurs
indicated to appreciate guidance from outsidershan making of fundamental decisions for the futafetheir
companies. In most cases they asked for suppdheirdiscussion of the available options with a dargroup of
internal and external stakeholders. This experidadeto a fundamental and unanticipated modificatio the
project for the part carried out in the Netherlardstead of offering useful knowledge packageswvaht for the
individual firms, the orientation changed towardsilitating the use of knowledge that was alreadilable in the
companies. “Strategy development” and “Implemeatdtibecame the key concepts in the process ofnater
discussion that was facilitated. In other words tham tried to connect the technology transfewweth a
management of change perspective. An interventieinup in seven steps was developed and successfully
implemented in 14 SMEs. The development procedsimihe firms contained again a design task: thégigants
were expected to draw a concrete plan to prepaiefttm for its future.

3.2 Strategic Innovation in the Euregion Meuse-Rhia

The second project, Strategic Innovation in theeion Meuse-Rhine, is also a governmental spongmregiam
that can be characterized as a “strategic developmegram” implemented in the Euregio Meuse-Rhine.

Province of Limburg both in Belgium and in the Netlands, Province of Liége in Belgium and AachegiBe in

Germany). The project aimed at increasing the iatiog capacity of the participating SMEs by (regaing their
strategy, setting priorities and consequently mgléhoices. The implementation of the actions theatehbeen
formulated is an integral part of the project. Hwtual intervention offered is based on the expege within the
former Edison project. However, the large scaléhf project called for the use of consultantsdtually carry out
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the interventions within 650 SMEs. The fieldworksadone by 189 consultants from 19 private conscitdinms
engaged by means of a public procurement procedure.consultants were expected and trained torae i
facilitating role as “process consultants”. Brielymmarized, the project included several phases.fifst phase
focused on the selection and training of the cdastd. Second, the consultants and program cododiatarted
the acquisition and intake interviews with partaoip companies. During the intake interviews, thascttant
assisted in composing the in-firm task force. Thing actual intervention started with the Seamhference (group
session in which strategic analysis methods ard)uiedlowed by the Navigation conference in whidhategic
goals were formulated and the action planning waiied. The intervention within each company whsed with
the formulation of an implementation plan. Fouttie project ended with a follow up interview thabmed in on
the extent to which the planned actions were aijréaghlemented. Moreover, in these interviews thejgut was
also assessed by the participant companies. A lpage of our attention as program coordinators wasl to
managing the 189 consultants to make sure thad%0eSMEs obtained a high-quality intervention ipestive of
the consultant that assisted them.

3.3 Strategic Innovation in OP-ZUID

The third project Strategic Innovation in OP-ZUIDgerational Program in the South of the Netherldndssed at
stimulating innovation) follows thanks to the sugs®f the two projects described above. The peséialuation of
the project both by the prime beneficiary — the SMEs by the financing authorities led to a newntbwf

interventions in 300 SMEs in the Netherlands fireghby the Dutch government in the context of thegpam OP-
ZUID. The set up of the intervention within eacME overlaps largely with the intervention developaad

validated in the two previous projects. Nevertheldarther refinement of the intervention — bothténms of the
process and the content — occurred to make suredleh participating SME gets a high-quality intarion and at
the same time that the consultants gets sufficéapiport to carry out and report about the inteieast in a

standardized way. At this moment the project igsrstarting phase. Fourteen consultancy firmssetected in a
public procurement procedure and 90 consultantbeirg trained. The acquisition of the first papating SMEs is
a fact. An important difference in comparison wiitle two previous projects is that the current ecgioaclimate is

one of recession with a lot of uncertainty insteathe booming economic climate in which the forrieo projects
were embedded.

In Table 1 below, the three projects are introdueed the particular design and develop issuesraphasized.



Table 1: Design and development in three projects

Edison project
(project completed)

Strategic Innovation in the Euregion Meus
Rhine (project completed)

Strategic Innovation in OP ZUID
(project recently initiated)

Aim project (policy
measure)

Support processes of technology transfer 3
innovation in SMEs

ristrengthen the innovation capacity in SME

s  Stremythe innovation capacity in SMES

Approach to achieve
aim

Initially: Standardized company interventio
carried out by 2 consultants in 2 steps to
diagnose lack in expert knowledge and to
introduce SME to experts.

Eventually SMEs did not experience a lach
in knowledge, but had difficulties in making

the right strategic choices. Consequently thedemand-driven: participants drew up the

nin-company interventions carried out by 18
professional consultants to organize
“strategic conversations about things that
really matter.” Consultants had to follow a
standardized intervention process of 7 stef
The thematic focus of the intervention was

9In-company interventions carried out by
professional consultants to organize
“conversations about things that really
matter.” Consultants have to follow a
sstandardized intervention process that
consists of 4 refined steps. The thematic
focus of the intervention is demand-driven:

project was redesigned into a team-based | agenda. participants draw up the agenda
strategy development effort.
Period 2000-2003 2004-2008 2009-2011
Actual/ targeted 14 SMEs in the Netherlands mostly active Jr650 SMESs located in the Euregion Meuse-| 300 SMEs in the Netherlands with no
sample food and life sciences, containing high, Rhine active in a wide range of sectors specific objectives for particular sectors.

medium and low tech firms with a size
ranging between 7 and 309 employees.

containing public and private, products and
services organizations with a size ranging
from 1 to 1100 employees.

Participants need to be profit seeking
companies with a size between 5 and 250
employees.

Balanced design for
development

(1)Design of interventions aimed to improv|
the innovative capacity of SMEs.

e(1)Design underlying interventions in SME
is validated. (2)Design is adjusted to
replicate the intervention on a large-scale
making use of third party consultants.

5 (1)Design underlying intervention in SME i
validated in a new economic setting.
(2)Making the database accessible for

research on the broad issue of innovation and

strategic development in SMEs.

Design principles
and methods which
proved to be
effective

(1) Demand-driven intervention

(2)Getting right people around table, (3)
Consultants as facilitators, (4) Use of rhetg
without jargon, (5) Short throughput time

(1) Use of protocols, progress control, and
intranet. (2) Demand-driveness, (3) Double

ritocus both on strategy and innovation, (4)
Combination of various innovation policy
instruments, (5) Robustness

(1) Opening up the database for research
purposes

Roles of the MERIT
researchers

Designer, change agent (facilitator),
researcher

Designer, manager (change agency), coag

h Managgoh cresearcher




4. Knowledge accumulation in three projects

Reflecting upon the experiences in these threeeptaj hopefully adds to the knowledge about theagament of
successful large-scale interventions within comgsinThe aim of this study has been to use the d/ésséghts to

strengthen the practical construction and manageofdature projects. Furthermore, these insiglapdiully allow

integration of previous insights to get to stronterories about organizational changes in the gbteinnovation

issues. As is shown below, there is a close lirtvben the three projects both in terms of contedt@ocess. The
core relation between the three is that in each eyske of interventions attention is focused oneasp that have
been tacit or missing in the previous cycle of imgaitions as is recommended by Trullen and BartyBgk Put

differently, the common summary is that in eachjgnt the design of the next one is developed.

In the Edison project, the situational circumstandemanded to put the original intervention scheside and to
design an alternative intervention during the ceun$ the project. The main emphasis was put on idgan

intervention that can make a difference for the SMIAd that starts from the issues that burden tless. The

result was an intervention program building on arbundling of extant strategic analysis tools ssan work,

and aiming at the improvement of the SME’s innamattapacity. During the project the interventiorswigsigned,
implemented, and tested in the context of 14 SMIBe. designers of the projects fulfilled the rolechbnge agent
and researcher at the same time. Comparative tadg analysis after closure of the project revedleat the

intervention program worked because of six charattes: 1) its demand-driven character, 2) thembimation of

extant strategic analysis tools such as SWOT, &)fdbt that the intervention involved various peopiithin the

organization, 4) the rhetoric used by the constdtémat avoids academic jargon, 5) the consultdatslitating role

and 6) the short throughput time. As such the desiga successful intervention was unraveled adydo be

tested in another setting.

In the project Strategic Innovation in the Eureglause-Rhine, the Edison intervention was furthaidated in
650 SMEs located in four different regions. The mehallenge in this project did no longer relatéhe set-up of
an intervention within one SME but to the way inigththese interventions can be successfully implgettin a
large-scale setting. As such, our role as projeotdinator altered from change agents towards agghagency as
the execution of the interventions was outsourcecbhsultants. In this project the challenge wamake a design
that allows replication of the intervention makinge of third party consultants. The result was sigihethat
combined explicit protocols (how to organize andrgaout the intervention), unambiguous requiremeifots
deliverables (how to report about the interventi@ministrative procedures (e.g. a clear link eetvpayment of
the consultant’s invoice with his/her compliancethwthe protocols), and an effective ICT infrastuuet that
transparently contains protocols, deliverables atier administrative information that is open tmsatants and
program coordinators. This design allows guidingnitoring and supporting the consultants in cagyaut the
interventions. The design should lead to a homomeheguality in the service that participant SMEseree
irrespective of the consultant involved. Variouteimediary and post-closure analyses of the expeg®in this
project disclosed the following issues. First dfthé intervention in each SME still works. As eapsed in various
satisfaction measurements, the intervention cap@eicipant SMEs to engage in the planned orgainizat change
as aimed for. Second, scrutinizing the design unpitey the large-scale replication reveals that gretocols,
deliverables, administrative procedures, trainihgansultants and intranet work. Iterative roundisntermediate
analysis show that the consultants comply with thguirements in the supporting system. Howeverhiad t
conclusion is that a need for smaller design aitara became evident to further streamline therwetietions within
each individual SMEs - i.e. later on we decidedrg¢arrange the original seven steps in four stepsirtk,
monitoring the consultants relied heavily on whiagyt reported in writing, this proofed to be a rathiene-
consuming process. Later on decisions were foant&® made to replace parts of the written reportiollow up
calls by phone. Fifth, reflections can be made tatwthis project contributes to knowledge on infiimrapolicies.
In this respect, experiences show that the desigrhasizes that innovation in SMEs benefits frongpams that 1)
start from the needs of SMEs with a particular ®ou strategy, 2) make use of a range of variostsiiments, and
3) are robust in the sense that the projects shHmeilldrge-scale, make use of a combination of actare tools and
run for a longer period in time.

In the project Strategic Innovation in OP-Zuid, #es round of interventions is set up. Again regiien of the
designed intervention in SMEs is the main goal. Thallenge in this project relates to whether tksigh that
proofed its value in the two previous projects banapplied in a negative economic setting. In trevipus two
projects, no problems were encountered to engag¢atiyeted numbers. However, what should we expetttis
project? What effects will the economic climate é@n the extant intervention design? The developrissne in
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this project is increasingly concerned with builglinetworks for regional development, involving epteneurs,
industry associations, policy-makers, consultameyd, knowledge centers, and technology-assistaangces. The
research role is becoming more prominent agairhim phase, because the database is offering thebpidg to
study a large number of issues relevant to pranttis, policy-makers and/or researchers.

5. Conclusion

As academic researchers we build on design-orieetsshrch to contribute to knowledge about intefwaa within
SMEs as a valuable instrument of innovation polidlye main objective of our research is to unrakelunderlying
logic of the intervention process within each indial SMEs next to the logic of the whole procesdarlying the
interventions as a policy program. More specificahe first conclusion that can be drawn from theee cases is
that design and development are complementing eetisps indeed. Large-scale organizational chasgani
illustrative case in that respect. Large-scale wimgdgional development programs mostly serve thglémentation
of broader business policies or public policies] @ne bound to restrictions of direction, time andney. The
projects described in this paper indicate thatfohpanning and design is vital, even when thetitecingredient”
of the program is the support of development preegdnside the firm. The second conclusion is @leatimulation
of knowledge and experience is essential, not fmrlyocal program designers, but also for the widemmunity of
academic researchers in the field of planned orgdional change. This process of accumulation ofatedge is
again a learning (or: “development”) process in aihidifferent phases have to be completed, and iichwa
growing number of actors and stakeholders becom@\iad both at firm- and policy level. Together shephases
form a learning cycle: problet® invention using design theofy experimentation and testing large-scale
implementation and testing improvement of the design and adjustment of detligory. Research can play an
important role in each phase. The researcher l#fggent roles in the course of this developmeydle: designers,
change agents and action researchers (projechd)dasigners, coach and managers (project 2 arthd)actual
research role has become more prominent in pr8jebecause of the ambitions of the researcherdaegheir
experiences with others in the research commuiiibe final conclusion is based on the observatiat the
designers of the three projects could hardly relyempirical research to help them with their desagk. The stock
of empirical research carried out in the contextanfle-scale organizational change remains limitedeems that
the academic community has to pass through the $amdeof learning process. That definitely will rép a
broader and deeper engagement of academic resesaithiee design and implementation of organizaiamange,
and using the academic forums actively for the arge of knowledge. If academic researchers in idd bf
management and organization aim to be taken sdyibygractitioners, they have to take practicecsesly just as
well.
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