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Abstract
Some leaders of technology manufacturing organizations lack strategies to educate their
users on how to make the optimal cloud technology selection decisions for their
organizations during rapidly evolving innovation, resulting in significant risk of wrong
choices and loss of customer loyalty. Grounded in resource-based view theory, the
purpose of this qualitative single case study was to explore strategies technology
manufacturing leaders use to educate users on how to make optimal cloud technology
selection decisions for their organizations. The participants were six executive-level
leaders of the strategic sales division of a multinational technology organization based in
the western United States who focus on educating their customers, partners, and users of
cloud technology products. Study data were collected through semistructured interviews,
a review of company websites, and organizational documents. Using an adapted version
of Yin’s approach for thematic analysis, three themes emerged: (a) strategic customer
intelligence, (b) credible agnostic cloud education, and (c) socially responsible
involvement in the cloud industry ecosystem. The key recommendation to the leadership
is to expand agnostic cloud education to include adaptive training tailored to evolving
user needs and reposition the cloud education unit as a strategic business unit with
significant autonomy to compete effectively in the new cloud curricula product line. The
implication for positive social change is the potential to enrich employee careers, boost
organizations’ sustainable innovation performance and capabilities to contribute more

value to the business ecosystem and improve the quality of life in the community.
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Section 1: Foundation of the Study
| served as the consulting researcher for this study following the research
agreement between Iroko and Walden University. “Iroko” is the adopted pseudonym to
preserve the confidentiality of the study organization. | used the 2021-2022 Baldrige
Performance Excellence Program (BPEP, 2021) framework to gain in depth
understanding of the innovation strategies technology manufacturing leaders use to
improve the users’ choice capabilities in a fast-changing market. Section 1 includes the
background and literature review for the study, and Section 2 comprises details of the
study structure.
Background of the Problem
Technology manufacturing leaders are encountering increasing challenges
meeting their customers’ technology needs for their evolving business model. Some
global technology brands lost about 50% of their customer loyalty because of new
capabilities and alternatives available in the emerging cloud computing model (Kocaman
et al., 2020; Terneborg et al., 2021). The technology user organizations opted for
alternative brands providing similar services in the cloud. Cloud computing disrupted the
traditional hardware delivery model. In the cloud computing model, technology
manufacturers no longer deliver hardware directly to the user organizations because the
cloud service providers (CSPs) aggregate the hardware capabilities and provide
abstracted interfaces to the users in the form of instances, services, resources, and tools to
build their solutions (Gan et al., 2020). Because the customers do not have direct access

to the hardware, as they choose from catalog of offerings, they may not understand
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details of capabilities included in each offering. Hence, they could choose cloud instances
that misalign with their workload. The hardware manufacturers also face the risk of
providing innovative solutions that users are not able to use or recognize.

Technology users can leverage their knowledge and competency to make
technology choices. Despite the new capabilities available in cloud computing, how
much of the capabilities the organizations can utilize to build optimal solutions depends
on the technical competencies of the end users and appropriate choice of the correct cloud
resources (Cukier, 2019; Gkika et al., 2020). Technology providers have used various
methods to support their user capabilities. Some global brands support their user
organization with capital, knowledge transfer, and collaboration to aid the adoption of
new technologies (Du et al., 2022). Iroko adopted publicly available curricula education
model to enhance users’ cloud skills and acumen.

Iroko is a global technology manufacturer and service provider based in the
United States that provides traditional physical and cloud computing hardware
components. Iroko adopted a strategic user education model to build the capabilities of
the cloud users to enhance their choice capabilities and to communicate their brand
advantage to the users. This study involved an in-depth analysis of the strategies Iroko
leaders use to enhance user choice capabilities. Based on the provided background to the
problem, the focus will now transition to the problem statement.

Problem and Purpose
The specific business problem is some technology manufacturing leaders lack

strategies to educate users on how to make optimal technology selection decisions for
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their organizations during periods of rapidly evolving innovation. Therefore, the purpose
of this qualitative single case study was to explore strategies technology manufacturing
leaders use to educate users on how to make optimal technology selection decisions for
their organizations during periods of rapidly evolving innovation.
Population and Sampling

The study data were from six purposively sampled senior leaders of technology
manufacturing organization in the western United States driving the strategic initiatives
of the organization. The leaders’” knowledge, position, and experience in the company
and in the industry, as well as their active participation in the company’s innovation
strategies, were the prerequisites for their selection to participate in the study. All the
senior leaders used strategies to educate users on how to make optimal technology
selection decisions for their organizations during periods of rapidly evolving innovation. |
used the 2021-2022 BPEP (2021) framework to gain in depth understanding of the
innovation strategies technology manufacturing leaders use to improve the users’ choice
capabilities in a fast-changing market. Primary data sources were semistructured
interviews and the client organizational documents.

Nature of the Study

Researchers can use any of the three study methods—quantitative, qualitative, or
mixed method—for their research studies (Bougie & Sekaran, 2019). I used the
qualitative method in this study to explore strategies adopted by technology business
leaders to thrive in a fast-changing market. A qualitative researcher uses an in-depth and

extensive understanding of a situation, event, or phenomenon (Ezer & Aksut, 2021; Yin,



2018), through the experience and interpretations of people involved in their natural
habitat (Delgado-Hito & Romero-Garcia, 2021; Yin, 2018). Using qualitative research
methodology for this research facilitated understanding of the organizational context and
existing business problems to explore proven strategies for resolving them. By using a
guantitative study, the researcher examines the characteristics or correlation in the sample
data to establish relationships and trends to infer the population behavior (Doss et al.,
2021). Researchers can leverage a quantitative review to evaluate the relative importance
or predictive influence of factors identified in a qualitative study using a larger sample
size (Trepacova et al., 2020). I did not intend to examine the study constructs to
understand their relationships to establish generalizable inference; hence, quantitative
methodology would not have been appropriate for this study. The mixed method is used
to gain a holistic view of complex research, using both quantitative and qualitative
methods, to learn about lived experience and perception of the population as well as
ratings of the study variable (Hou, 2021). The mixed method was beyond the scope as
this study is limited to exploring the strategic behaviors of the technology leaders and not
examining the study variables for relationships and their characteristics. A qualitative
research methodology was ideal for addressing my research objectives.

Some common design methods in qualitative studies include ethnography,
phenomenology, grounded theory, and case study. The choice depends on the research
goal and desired perspective (Delgado-Hito & Romero-Garcia, 2021; Yin, 2018). The
case study method was preferred in this study to gain in-depth knowledge of the

experience and perspective of the business leaders in their business context. Case studies



involve exploring the how, the what, and the why of an entity in a bounded system to
gain rich context; ethnographic design relates to understanding the cultural interpretation
of the target population, while grounded theory design is helpful for generating or
discovering a theory (Whiffin et al., 2021; Yin, 2018). Furthermore, a phenomenological
study is applicable for revealing how an individual experiences and perceives a
phenomenon based on personal interaction or lived experience (Ezer & Aksut, 2021), to
clarify, understand, and articulate diverse perspective on the shared experience (Dibley et
al., 2022). Hence, ethnographic, phenomenological, and grounded theory designs would
not have applied as well as the case study design to this study’s objective of exploring a
holistic context of the case on the research question. Using the case method for this study
provided an opportunity to understand how the target population implement strategies to
thrive in a fast-changing market situation.
Research Question

What strategies do technology manufacturing leaders use to educate users on how
to make the optimal cloud technology selection decisions for their organizations during
periods rapidly evolving innovation?

Interview Questions
1. What innovation strategies have you used to sustain the users’ choice for your
organization’s technology products during rapid technology changes?
2. What methods did you find that worked well for educating user organizations
about choosing your technology products?

3. How do you assess the effectiveness of your organization’s strategies?



4. What were the key barriers to implementing strategies to educate users on
how to make optimal technology choice during rapid technology changes?

5. How did you address the identified barriers to implementing strategies to
educate users to make optimal technology choices?

6. What else can you share with me on your strategies for educating user
organizations on making optimal technology selection decisions during rapid
technology changes?

Conceptual Framework

My research was grounded in the resource-based view (RBV) of competitive
advantage. In the original concept of RBV, the theory author Penrose (1959) argued that
the productive resources available to the business are the best measure of business
competitiveness; firm leaders can leverage deep knowledge of unutilized resources for
growth and expansion. Firm-specific resources that drive growth comprise tangible and
intangible assets, managerial capabilities, and experiential learning (Tan et al., 2020).
These resources differentiate business performance. Business leaders can sustain
competitive advantage to the extent that these resources are valuable, rare, imperfectly
imitable, and nonsubstitutable (Barney, 1991). The resilience of resources enables firms
to deploy superior value in both turbulent and stable conditions to the customers (Adams
etal., 2019).

Researchers found that organization leaders can leverage RBV theory in their

innovation management strategies to thrive in a competitive environment (Donnellan &

Rutledge, 2019). Furthermore, researchers used RBV theory to find solutions to the



limitations that undiversified top management composition has on the firm’s growth
(Chen et al., 2019). Hence, business leaders can use the perspective of RBV theory to
articulate their innovation management strategies to sustain their growth and competitive
advantage. RBV is an appropriate framework for this study because of the focus on the
internal resources of the organization for superior performance. By applying RBV theory,
business leaders can create long-term value that competitors cannot easily imitate
(Barney, 1991). The business leaders can extend their knowledge of how technology
leaders drive innovation strategies in a fast-changing market through the RBV lens.
Operational Definitions

Baldrige Excellence Framework: An adaptable systemic framework for
understanding and enhancing the overall quality management and performance of the
organization (BPEP, 2021). Organization leaders have used the framework to understand
their current situation, assess gaps on the value delivery to customers, and develop
strategies for sustainable improvement on performance (Abasiattai & Ahmed, 2020).

Baldrige Performance Excellence Program: The objective of this program,
managed by the U.S. National Institute of Standards and Technology (NIST), is to use the
Baldrige Excellence Framework to engage organizations for performance excellence and
to operate the Malcolm Baldrige National Quality Award (BPEP, 2021).

Cloud computing: Cloud providers offer computing power as a utility to users on-
demand through a shared pool of large capacity, scalable, high-speed, and rapidly

evolving computer networks (Hassan et al., 2022). The cloud computing provider



manages the services offered in the cloud, unlike in traditional hosting (Azadi et al.,
2019).

Hardware abstraction: This term involves shielding software solutions from
managing complexities of the underlying hardware by using a standard interface between
computer hardware and software so that software can run on any hardware that
implements the standard interface (Shi et al., 2020).

Serverless computing: This type of computing is also known as Function as a
Service (FaaS), a feature of cloud computing that enables software developers to build
stateless functions, functions that do not manage any state of the underlying services;
hence developers would not need to worry about the underlying physical server (Cassel et
al., 2022).

Assumptions, Limitations, and Delimitations
Assumptions

Assumptions are claims or beliefs that have not been confirmed (Marshall &
Rossman, 2016). Researchers begin studies with some assumptions they hold as true
while investigating the research topic (AbuRaya & Gomaa, 2020). | had four assumptions
for this study. The first assumption was that participants provided an honest and accurate
response to the research questions and the criteria questions on the BPEP. My second
assumption was that the conceptual framework based on adapted RBV theory is an
appropriate framework to review how business leaders manage innovation to thrive in a
fast-changing market. Third, | assumed | was objective and unbiased while collecting and

analyzing the research data. And finally, I assumed that the data collection techniques



that included semistructured interviews, data triangulation, and responses to the BPEP
criteria questions provided rich context and data saturation for valid and reliable findings.
Limitations

Limitations are potential weaknesses beyond the researcher’s control (Marshall &
Rossman, 2016) and could influence the reliability and validity of the research (Saunders
et al., 2019). The first limitation of this study was exploring the perspective of business
leaders in only one organization in the United States, because | did not gather information
from business leaders of other technology companies and other regions. Another
limitation of this study is the time constraints to complete the study within the standard
Walden University doctoral study timeline. Hence, | restricted the research to an in-depth
single case study of the research topic. The third limitation was that participants
responded accurately to the study questions based only on their specific context. The
study findings may not apply to other organizations in different contexts or environments.
Delimitations

Study delimitations refer to the scope or boundaries that determine what
researchers include or exclude from the research (Marshall & Rossman, 2016; Yin,
2018). The delimitation can be set along the study assumptions, propositions, and
conceptual framework (Gossel, 2022; Yin, 2018). The scope of this study was a single
case study of the innovation management strategy of a U.S. company, using the Baldrige
Performance Excellence Framework, the conceptual study framework, and the defined

research questions. The study involved obtaining an in-depth perspective of the company
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leaders because of their involvement in the strategic management decision processes, data
triangulation with company internal and public records, and literature review findings.
Significance of the Study

Leaders of technology businesses need innovative ideas to remain competitive.
Companies can no longer survive based on traditional sources of competitive advantage
because of the fast-changing business landscape (Dagnino et al., 2021) and swift strategic
innovations in the use of computer technology (Andrevski & Ferrier, 2019). Hence,
technology business leaders need a continuous rethinking of their innovation strategies
and how to augment users’ capabilities to make optimal technology choices in the midst
of numerous options.
Contribution to Business Practice

The findings from this study could contribute to the literature on innovation
management and stimulate a resilient long-term successful performance of technology
companies. Business leaders continue to evolve appropriate strategies to compete as new
business models evolve across industries because of the rapid evolution of digital
technologies (Agostini et al., 2020). Using the effective strategies from this study could
lead to introducing innovative products and services that will bring value to business
organizations, benefit the users, and promote a sustainable business ecosystem.
Implications for Social Change

Implementing innovation management strategies could help organizations
develop the optimal internal and external capabilities to remain competitive. Hence, the

employees could have a more fulfilling career and better capacity to deliver quality
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services and products to society. The new capabilities could stimulate organizations to
contribute more innovative values to the business ecosystem allowing the organizations
to contribute to the community determines their negotiation power to get reciprocal value
(Gueler & Schneider, 2021). Improving technology manufacturing organization leaders’
strategies to educate users on how to make the optimal technology innovation
environment decisions for their organization could enhance the quality of life within the
community.
A Review of the Professional and Academic Literature

The motivation for completing this literature review was to gain and demonstrate
an in-depth understanding of the existing scholarship regarding the innovation strategies
technology manufacturing leaders use to improve user organizations’ choice capabilities
in a fast-changing market. Researchers review professional and academic literature to
broaden their knowledge of the research topic (Leite et al., 2019; Marshall & Rossman,
2016). A good researcher literature review demonstrates the depth of inquiry on the topic,
highlights the literature gaps the study can address, and provides coherent support for the
study design and foundational information to answer the research question (Leite et al.,
2019). | used the literature review process to obtain essential information to attain the
goal of this qualitative, single case study to explore the innovation strategies that
technology manufacturing leaders use to improve the user organizations’ choice

capabilities in a fast-changing market.
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Organization of the Literature Review

The literature review followed a structured approach for searching and identifying
the relevant resources for addressing the research questions. As highlighted in Figure 1,
the review strategy included adequate coverage of the review scope. The first research
area was determining the conceptual framework for the study. Then, leveraging the
literature review structure and the theories in the conceptual framework, | critically
analyzed the business topic of the research question’s relevant literature. The conceptual
framework for this study is the RBV theory originally developed by Penrose in 1959,
who argued that the best measure of a firm’s competitiveness is the available resources in
the firm. The RBV proposition implies that business leaders can leverage their assets and
capabilities for growth and competitive advantage (Tan et al., 2020). Following the RBV
lens, | researched literature on technology providers’ innovation management strategies
to ensure that user organizations make appropriate technology choices in fast-changing
markets. | analyzed opportunities relating to technology provider capabilities for driving
change management and knowledge transfer with their user organizations to enhance
their users’ technology choice capabilities. The RBV framework provides the appropriate
view for resolving limiting challenges of undiversified top management (Chen et al.,
2019). Organization leaders can proactively plan to overcome these growth-limiting
challenges, especially relating to their technology choices, identified through the RBV
lens. Further analysis of the contrasting literature showed the suitability of the RBV

choice for the study.
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Literature Review Structure and Scope

13

Technology Manufacturing Leaders’ Innovation Strategies to Improve
User Organizations’ Choice Capabilitie in Fast-Changing Markets.

Conceptual Framework:
Resource-based view theory

Innovation Management in Fast-

changing Markets

Change management and
Knowledge Transfer

Capabilities

Resource-based view
theory

Innovation Concept

Technology Leadership
Competencies and
Innovation Capabilities

Application of RBV in
Technology Innovation

Innovation strategies
(Sustaining, Disruptive,
Diffusion, Open)

Baldrige Excellence
Program

RBV theory and
Technology Disruption

Cloud Computing and

Innovation

Knowledge Transfer

Competing Theories

Cloud Disruption and Fast-
Changing Market

Change Management

Literature Search Strategy

Curriculum Developmnt
for Technology Learning

| accessed the journal articles in Walden University Library databases using the

Thoreau Multi-Database Search tool as the primary source, augmented with the use of

Google Scholar. I concentrated on literature sources relating to technology manufacturing

leaders’ innovation strategies for supporting user organizations’ choice capabilities in the

United States and similar markets. | reviewed academic literature on cloud innovation

strategies, technology knowledge transfer, fast-changing markets, technology adoption,

curriculum development, and organizational change management using the following

databases: ProQuest, ABI/INFORM, EBSCOhost, Science Direct, Open Access Pub,
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Google Scholar, and Sage Publication. The search keywords and phrases comprise:
strategies for survival in fast-changing industries, technology business strategies, cloud
computing, ecosystems, adopt cloud computing, competitive strategy, innovation
strategies, technology innovation, innovation delivery model, resilient strategies, fast-
changing market, organizational agility, organizational resilience, resource-based view,
resource-based view of competitive advantage, RBV, RBV theory, Porters five forces,
generic strategies, B2B marketing, sustainable competitive advantage, and technology
evolution.

| tracked the peer-review status of the literature sources included in my review in
an Excel spreadsheet. This tracking system for literature details made it easy to monitor
compliance with the Walden University Doctor of Business Administration (DBA)
program recommendation that 85% of the literature sources be from peer-reviewed
sources (Walden University, 2021). Ulrich’s Periodicals Directory was helpful for
confirming the peer-review status of my sources. | also used Thoreau’s Multi-Database
Search tool to filter for only peer-reviewed sources when searching for relevant literature.
There were some relevant literature items without Digital Object Identifiers (DOIs) yet
assigned; I checked www.crossref.org subsequently during the study to see if DOI was
later assigned.

In addition to the recommendation for peer-reviewed sources, Walden University
DBA program leaders suggest that 85% of the literature sources be recent publications
within 5 years of completing the doctoral program (Walden University, 2021). As shown

in Table 1 of the summary of literature review source data, | reviewed a total of 102
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literature sources, comprising 97 (95.1%) peer-reviewed and 89 (87.3%) within 5 years
of the study completion date.
Table 1

Summary of Literature Review Source Data

Literature review sources Total no. No. within % within % Peer-
5 years 5 years reviewed
Peer- reviewed sources 97 89 87.3 95.1
Non-peer-reviewed sources 5 1

Research Conceptual Framework

The conceptual framework for this study is based on the RBV theory, which
relates to how organization leaders optimize the allocation of resources at their disposal
(see Penrose, 1959). Researchers use a conceptual framework to clarify their chosen
direction for understanding the target phenomenon and making sense of the study
findings (Straughair, 2019). A researcher can incorporate single or multiple theories in
the conceptual framework depending on the researcher’s goal, scope, and study rationale
(Dovbischuk, 2022). Using theories in a study makes it possible for researchers to
understand, predict, and describe patterns within social systems (Murray, 2019). RBV
theory is apt to understand technology providers’ strategies for managing innovation
resources that influence users’ choices.

Researchers use the RBV lens to understand how organizations can apply
available resource to attain superior performance. In the original concept of RBV, the
theory author, Penrose (1959), argued that the productive resources available to the
business are the best measure of business competitiveness; firm leaders can leverage deep

knowledge of unutilized resources for growth and expansion. Firm-specific resources that
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drive growth comprise tangible and intangible assets, managerial capabilities, and
experiential learning (Tan et al., 2020). These resources can be used to differentiate
business performance. Businesses can sustain a competitive advantage to the extent that
their resources are valuable, rare, imperfectly imitable, and nonsubstitutable (Barney,
1991). Furthermore, business leaders leverage resource resilience to deploy superior
value in both turbulent and stable conditions to the customers (Adams et al., 2019).
Resource resilience can be a significant differentiating factor in a highly innovative and
rapidly changing technology industry.

The RBV theory is the ideal conceptual framework for this study because
technology providers leverage their resource capabilities continuously to innovate and
deploy new products and services. The available productive resources to businesses
determine their level of success (Penrose, 1959). Beyond just resource availability, how
firms create, allocate, and use their available resources determines how they evolve and
compete (Maiti et al., 2020). The resources are valuable to the extent that firms can
effectively deploy them. Wernerfelt (1984) explained the RBV theory by linking firms’
strategic resources, besides just capital, labor, and land to the firms’ product offerings.
Wernerfelt’s study proposed the management of strategic resources as the driver of firms’
competitiveness. Organization leaders deploy some of their resources to compete and
attain competitive advantage while using the rest of the resources to sustain the
organization’s operation (Assensoh-Kodua, 2019; Barney, 1991). The concept of RBV
theory pertains to the optimal use of these internal resources to compete in the

marketplace. Organizations can learn and harness these available resources maximally to
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attain their strategic goals. Hence, using the RBV-based framework provides a veritable
perspective to explore how technology providers leverage their resources to improve user
organization’s choice capabilities to remain competitive in stable and fast-changing
markets. The underlying propositions of the theory are that: (a) organizations’ growth
relates to how well they harness their ever-changing resources, (b) organization leaders
leverage productive resources to build competitive advantage, and (c) organization
leaders craft strategies to extend their competitive advantage (Penrose, 2009). | used the
RBYV theory to understand how the client organization and other similar organizations
deployed their resources to enhance users’ choices and optimize benefits to the
organizations.
Resource-Based View Theory

The RBV theory accentuates the importance of understanding and leveraging
internal resources and capabilities in the organization for enhanced performance. In
articulating RBV theory, Penrose (1959) postulated that firms should focus on the
strengths of their internal resources and capabilities to survive and gain competitive
advantage in both stable and turbulent external business environments. Wernerfelt (1984)
extended the theory by proposing that as firms optimize the use of existing internal
resources, they should balance it with the acquisition of new strategic resources to remain
competitive. Barney (1991) added that the resource that garners competitive advantage
should be valuable, rare, imperfectly imitable, and nonsubstitutable. Barney argued that
firms can attain competitive advantage by managing their resources with strategic focus

on the four noted characteristics because it is not possible to purchase competitive
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advantage in the open market. Hence, firm leaders who build more robust internal
resource capabilities would leverage these resources to innovate and generate values to
outperform their competitors in the market.

The internal resources in the organizations do not all contribute equally to
attaining superior performance. Business leaders can leverage the RBV perspective to
understand and classify the resources based on their value as either maintaining current
operations, extending marketing frontiers, or driving competitive advantage (Assensoh-
Kodua, 2019). Organization members can use strategic resources that are too expensive
for competitors to imitate to quickly drive competitive advantage, while operating assets
like commonly available plants, machinery, and unskilled resources do not constitute
strategic resources. A strategic resource that is rare and scarce provides a short-term
advantage that could take competitors ample time to develop (Terpstra-Tong et al., 2020).
The short-term gains by the company with strong internal resource capabilities could
aggregate to a significant long-term advantage.

Companies can rely on their strategic resources to survive in a fast-changing
market. Through the RBV paradigm, the company leaders can develop and utilize
strategic financial, human, and physical resources to achieve sustainable competitive
advantage (Murimi et al., 2021). Technology leaders facing significant market and
technology turmoil can also use RBV theory to assess and enhance their innovation and
value-creation capabilities for the customers. Information technology (IT) providers and
user organizations can create sustainable value by aligning the investment in strategic

technology resources like cloud computing, big data, mobile and social networking to the
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business strategy and following effective project management practices (Pashutan et al.,
2022). The RBV theory is the most appropriate conceptual framework for this research to
explore strategies technology manufacturing leaders use to improve users’ choice
capabilities. Technology leaders can apply RBV theory to identify unused or under-use
strategic resources and optimally develop them to improve their users’ choice
capabilities. The leaders could be able to drive long-term business success by using the
RBYV theory lens to enhance capabilities to develop and support their users.
Applications of RBV Theory in Technology Innovation

Researchers use the RBV theory to understand how technology providers deploy
their resources and capabilities for innovation and competitive advantage. The
competence of IT resources in the organization is a determinant of innovation capabilities
in the organization and the ability to identify and integrate new knowledge to improve
profit (Al-Shami et al., 2022). Technologically competent internal resources can make the
correct choice of new technologies and effectively integrate them to innovate their value
chain. Organization leaders can innovate their business model through technology
innovation to improve their profit (Smajlovic¢ et al., 2019). Innovation in the business
models can lead to process efficiency or the development of new approaches for serving
customers to sustain competitive advantage for the organizations. Leaders who develop
their teams’ capabilities could enhance their teams’ capacity to rightly read the trends in
the market and make appropriate technology decisions.

RBYV theory can be used to understand technological innovation behavior in

startups and matured high-tech organizations. Ahn et al. (2022) found that the
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technological capabilities of startup technology leaders affect the extent of technological
innovation they can undertake. Startup leaders could leverage new learning to augment
their skills. Startup entrepreneurs’ innovative mindset, proactiveness, and risk-taking
habits stimulate their proclivity for new learning and strategy formulation
(Meekaewkunchorn et al., 2021). The entrepreneurial founders can leverage their lean
resources and innovative capabilities to serve bottom rung of the markets and quickly
grow to capture market opportunities (Si & Chen, 2020). Similarly, researchers have also
used RBV to understand the relationship between technological innovation and business
performance in matured high-tech manufacturing organizations in the electronics,
computing, electrical, aerospace, and pharmaceutical sectors (Al-Shami et al., 2022).
Hence, RBV is a good lens for this study to understand innovation and performance
outcomes of startups and small businesses.

RBYV theory have also been used in fast-changing technology sectors, such as the
cloud computing technologies providers and consumers market, to understand
competitiveness of the key players. For instance, Khayer et al. (2020) used RBV as one
of the conceptual framework components and found that organizational leaders enhance
firms’ performance through successful implementation of cloud computing and its
alignment to their business model. Furthermore, Smajlovi¢ et al. (2019) used RBV to
confirm the impact of technology innovation on business model innovation and a firm’s
performance. RBV is a good lens for this study for understanding the rationale behind the
innovation choices of both startup and matured technology organizations and how these

choices could affect their performance.
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RBV Theory and Technology Disruption

RBYV can also be used to understand how organizations leverage their knowledge
and other physical resources to develop technology capabilities to disrupt markets and
legacy business models. Organizations leaders leverage their internal knowledge and
physical resources to create patent applications to drive a sustainable competitive
advantage (Papazoglou & Spanos, 2021). In the transportation industry, for instance,
small organizations leverage technology applications to deploy mobile ridesharing and
mobility-as-a-service to disrupt public transportation systems (Wilson & Mason, 2020).
Large and small organizations need to pay good attention to their internal technology
capabilities to survive the disruptions arising from technology innovations.

Technology-driven disruptions pose significant business risk considering the
breadth and influence it weighs across industries. Technology driven innovations are
rapidly disrupting businesses across multiple industries (Krotov, 2019). The emergence
of 5G technology, for instance, enables emergence of smart cities, evolution of internet of
things (10T), efficient health system, rapid machine learning and related business model
innovations and disruptions (Loghin et al., 2020). The business leaders would need to
sustain proactive focus on the internal resource capabilities to stem the tide of disruption.
RBYV is a good basis for understanding how organizations can use their internal resources
to develop capabilities to withstand the market disruptions arising from technology
innovations or develop capabilities to develop disruptive technology. Researchers have
used RBV to study how organizations develop their internal resource capabilities for a

successful migration to the new artificial intelligence-based business customer
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relationship management (Al-CRM) in their B2B relationship to remain competitive
(Chatterjee et al., 2021). Hence, the RBV framework can be used to understand the
technology providers internal capabilities for deploying appropriate technologies for their
users to remain competitive in a technology-driven and disruptive market conditions.
Competing Theories

Considerations of alternate research theories reinforce the suitability of the chosen
theory in the conceptual framework for a qualitative study. Qualitative researchers
explore phenomena from the perspective of a theory to articulate what is to be learned,
relevant data to collect and how to analyze study data (Yin, 2018). There are alternative
theories researchers can use for the single case study to explore what strategies
technology manufacturing leaders use to educate users on how to make optimal
technology selection decisions for their organizations during periods of rapidly evolving
innovation. For instance, researchers used knowledge-based view (KBV) and Porter’s
five forces for qualitative single case studies of technology providers (Khurana, 2021;
Novianti, 2019). RBV, however, is most suitable as it includes elements of these
competing theories and provides a more holistic lens for assessing the research problem.
The following are alternate theories for the study.
Knowledge-Based View

KBYV is a focus on the significance of knowledge capabilities as the strategic
driver of firms’ performance. Firms can only enhance their capabilities through their
knowledge resources (Grant, 1996; Ma et al., 2021) and can use their capabilities to

pursue their goals. Grant (1996) conceptualized organizations as establishments that
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aggregate relevant knowledge for attaining shared objectives and desired performance.
Hence, knowledge is the most vital resource in the organization and can be leveraged to
assimilate external knowledge to develop additional dynamic capabilities (Ma et al.,
2021; Sen, 2019). Unlike other resources that decrease with use, the knowledge resource
increases as firms actively use it internally and externally (Novianti, 2019). Hence,
organizations that perfect the art of maximizing the utility of their internal knowledge
resource sustain superior performance. Technology companies thrive on intangible
resources that drive their innovation. Innovation knowledge is a unique knowledge
resource that facilitates the development of innovative products and services for
sustainable competitive advantage (Maravilhas & Martins, 2019). Knowledge resources
are also scarce and difficult to imitate, hence a source of long-term advantage (Novianti,
2019). Technology companies could leverage significant investment on innovation
knowledge that drive new products and services development for their competitive
advantage.

Besides intangible knowledge resources, leaders also deploy other resource types
for superior performance. In the technology industry, for instance, the quality of
collaboration between the relevant resources of the technology suppliers and service
providers, their internal structure, and their market approach determines the success or
failure of their service innovation and performance (Homayounfard & Zaefarian, 2022).
Knowledge resource alone is not sufficient for successful innovation delivery. Service
firms for instance can create innovative products through distinctive knowledge but can

only sustain competitive advantage through reliance on physical resources to drive their
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dynamic capabilities for sustainable competitive advantage (Cuthbertson & Furseth,
2022). Hence, KBV is not fully adequate to explore the study research question.
Porter’s Five Forces

Porter’s five forces model is widely used in management strategy to understand
an industry’s attractiveness. An organization can enhance its competitive advantage by
clearly understanding its external business environment (Clauss et al., 2019). Leveraging
the model’s perspective for understanding the external business environment,
organization leaders can align strategies to enhance their competitive positioning in their
existing or target new industry. Michael E. Porter published the five forces theory for
identifying what drives competition in an industry in the 1979 seminal work. These
forces affect the abilities of the companies in the industry to serve their customers and
how much profit they retain. These forces as identified by Porter (1979) include threat of
new entrants based on the nature of entry barriers in the industry, the extent of bargaining
power of buyers and suppliers, the threat of substitute products or services, and level of
rivalry among competitors in the industry. Porter (2008) posited that these forces apply in
every industry irrespective of size and technology innovation. Companies can align their
core competences to mitigate threats and exploit opportunities present in their industry
using the outcome of five forces analysis.

Researchers and business leaders can craft their long-term competitive strategy in
an industry using the five forces model. Khurana (2021) adapted the model to assess the
competitive environment of the technology industry to position local players to compete

effectively with multinationals. The model application is, however, limited because the
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five forces are no longer adequate to measure the factors in the external business
environment. The increasing globalization and digital transformation eroded the
relevance of the five forces; hence, managers need to look beyond the five forces in their
strategy formulation (Isabelle et al., 2020). Rapidly evolving new technologies keep
altering entry barriers making it easier for small players to assess the global market.

Another limitation of the five forces for this study is the singular focus on the
external environment. All five forces in the model are measures of external factors (Jaya
& Yuliarmi, 2019); the objective is to understand the competitors’ strengths and
weaknesses and opportunities and threats in the industry to situate the organization for a
sustainable competitive advantage. Companies are increasingly leveraging their internal
capabilities for competitive advantage. Business leaders can leverage existing IT
infrastructure to enhance internal capabilities to assimilate external knowledge, ramp up
innovation for superior performance, and compete globally across industry boundaries
(Ma et al., 2021). Hence, external facing model alone would not be adequate for
assessing and optimizing internal capabilities.

Using the outward facing five forces model for research implies the industry
would be the unit of analysis in contrast to the inward-facing RBV theory focusing on the
specific organizational case as the primary unit of analysis. Sustainable competitive
advantage is attained through organizational resources and capabilities that are durable
and difficult to imitate in the RBV model (Lee et al., 2021a). In comparison, long-term
profit indicates sustainability in the five forces model. Each of the two models has its

inherent benefits; however, for this study, understanding and fully leveraging the internal
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resources and capabilities would enhance technology manufacturers’ capabilities for
influencing the choice capabilities of their user organizations. Hence, Porter’s five forces
model was not the ideal framework for generating optimal values for the user
organizations and creating a sustainable competitive advantage.

The following section includes the description and synthesis of literary works on
innovation concepts and strategies for managing innovation. It also includes details of
trends in cloud innovation, which is the industry that Iroko is actively playing in and
seeking to sustain competitive advantage in.

Innovation Management in Fast-Changing Market

There are different definitions and explanations of what constitutes innovation.
However, they all relate to introducing new goods and services or improving the value
offering of existing goods or services. A classic innovation paradigm is to explain
innovation from the perspective of technology, market, and customer (Wang et al., 2022).
Some researchers define innovation as the outcome of the processes leading to
introducing a new thing to the market or to a firm with varying degrees of newness,
degree of success of its introduction, or usefulness of the new thing (Granstrand &
Holgersson, 2020). When organization leaders fail to respond quickly and continuously
to globalization trends and widespread digital transformations, they lose market share and
competitive advantage (Tshabalala & Marnewick, 2021) because innovation has become
a primary source of competitive advantage (Porter, 1996; Teece, 2018). Hence, the
success and survival of an organization could depend on their understanding of the

technology trends and how well they manage their innovation process. Researchers noted
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three trends driving the rapid changes in the innovation landscape to include the shift
toward open innovation models, servitization or increasing provision of industrial
product-service rather than just physical products, and a shift towards digitalization
(Frishammar et al., 2019). Corporate leaders could use sustaining innovation, disruptive
innovation, diffusion innovation, or open innovation strategies to attain their desired
performance goals.
Sustaining Innovation Strategies

Organizational leaders can use innovative ideas and new skills to enhance the
customer appeal of existing products or services. Through sustaining innovations,
business leaders complement the existing business model and value chain to strengthen
their competitive advantage (Jucevicius et al., 2021). Business leaders could provide
more value to the customer at the same or lower cost to improve business performance
and attain better customer loyalty. The sustaining innovation approach enhances a
positive social impact and organizational stability as businesses improve their product
and services value chain and customer satisfaction (Sun et al., 2021). Building an
innovation strategy around sustaining innovation is an excellent practice to broaden and
exploit more values from the existing innovations.
Disruptive Innovation Strategies

Another innovation concept is a disruptive innovation involving using new
technologies or new business models to create new markets that could replace or alter
existing industry business models (Jucevicius et al., 2021b). The prevalence of

technologies and skills makes it easier for companies to build new service models to
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leverage new technology architecture to reach different market segments. Small
businesses could start serving the bottom rung of the market and quickly take market
share from larger organizations using a very lean resource (Si & Chen, 2020). The small
players could also over-serve existing markets and customers through value innovation to
disrupt the market (Montoya & Kita, 2018). Small companies can adopt a disruptive
innovation model using a lean startup approach to attain similar performance as the
industry leaders. Similarly, large companies can adopt a lean startup approach to disrupt
their established market or competition products, deliver more value to customers, and
improve business performance.
Diffusion Innovation Strategies

The common goal of either disruptive or sustaining innovation is to get users to
adopt the new services, products, or behavior. Rogers (1995) articulated the users’
adoption model. The model comprises the innovators, early adopters, early majority, late
majority, and laggards. The adoption rate of the new products or services by the five
categories of users comprise just 2.5% for the innovators, 13.5% for early adopters, 34%
for the early majority, 34% for the late majority, and 16% for the laggards’ markets. The
innovation leaders need good knowledge of the adoption stage of their innovative idea to
target the right market segment. Companies could use a diffusion of innovation strategy
to implement their new ideas within the organization and gradually extend them to the
customers (Kao et al., 2021). This gradual introduction process or diffusion of innovation

facilitates good awareness within the organization and then among the customers (Lee et
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al., 2021a). Diffusion of innovation is an excellent strategic management approach to
gain customer early feedback and buy-in.
Open Innovation

The use of internet capabilities and big data technologies by organization leaders
make collaborating across company and industry boundaries easier in the innovation
process. The open innovation strategy involves using ideas and capabilities within and
outside the organization in open exchange to attain desired innovation goals and
performance (Flor et al., 2021). Companies that perfect the art of two-way open
collaboration can enhance internal innovation (Gupta et al., 2021) and ramp up capacities
to attain superior performance. Some organizations have used the approach to attain
significant performance success (Greco et al., 2022). Hence, it is important that
organizations develop mastery of open innovation dynamics and include them as
appropriate in their innovation strategies to grapple with the disruptive changes in the
industry. Some organizations follow strategic agility to make it easy for their
organization to quickly learn new trends and adopt an optimal innovation approach to
remain competitive (Zhao et al., 2022). Cloud computing is one area organizations need
strategic agility to survive and collaborate to exploit the rapid changes emerging in the
industry.
Cloud Computing and Innovation

Cloud computing is a fast-evolving service in the B2B market. Cloud providers
offer computing power as a utility to users on-demand through a shared pool of large

capacity, scalable, high-speed, and rapidly evolving computer networks (Hassan et al.,
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2022). The forgoing implies that the cloud providers could invest significant financial
and human resources to setup a sizable cloud infrastructure that they can sublet to diverse
corporate organizations and consumers. The cloud providers offer four key services
comprising infrastructure as a service (laaS), platform as a service (PaaS), software as a
service (SaaS), and expert as a service (EaaS) to their customers (Azadi et al., 2019;
Khayer et al., 2020). According to Azadi et al. (2019), 1aaS is an on-demand access to
back-end IT infrastructures hosted on the cloud. Users can access specific components of
physical and virtual servers, storage, and networking infrastructure on demand through
laaS offerings. The next level of cloud computing services is the PaaS offerings, where
users can access a complete and ready-to-use cloud platform, to run, maintain, and
manage their applications. Under PaaS, the users access the platform built on top of the
abstracted hardware for their applications. SaaS is the third-level abstraction of
computing services where the users access cloud-hosted ready-to-use applications
without the need to install or configure them. Organizations are increasingly leaning
towards cloud computing options in the form of 1aaS, Paas, or SaaS, or a mix of them to
enhance performance and serve customers better (Azadi et al., 2020). Organizational
leaders providing cloud solutions can leverage good knowledge of the cloud computing
options, their capabilities, and relevance to users to develop strategies to help user
organizations to make optimal choice on the best fit cloud solution to enhance their
performance and competitiveness.

Organizations rely on their skilled resources to make the buying decision for their

cloud computing needs. The corporate buying process typically involves formal and
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informal interactions and using a very structured process for assessing options and
deciding on the options (Rodriguez et al., 2020). Hence organizations would depend on
their appropriately skilled purchasing team to navigate the structured buying process and
for effective communications with the selling organizations. Cloud computing is uniquely
complex and expanding rapidly (Zhao & Zhang, 2019). Unlike traditional hosting, Azadi
et al. (2019) noted that cloud computing is available on demand, and the provider
manages the services offered; a wrong choice of service could affect the buyer’s
performance and could be mistaken for supplier service deficiencies. Researchers have
used RBV (Khayer et al., 2020) lens to assess trends, relationships, and strategic choices
the buyer and sellers make in cloud computing services. The quality of the technology
resources and the leadership culture in the organization could affect the kind nature of
cloud buying decisions the purchasing team make to support the innovation in the
organization.
Cloud Disruption and Fast-Changing Market

Researchers have also done some studies on how cloud computing is rapidly
disrupting the traditional business models that technology providers use to service their
customers. Researchers found that the disruption of the IT services’ supply chain by
cloud computing is requiring business leaders to rethink and restructure their value chains
(Cusack & Adedokun, 2022). Furthermore, companies are rapidly migrating to the cloud
to take advantage of the exceptional agility to manage, maintain and introduce new
solutions at reduced computing and storage costs (Mazilescu, 2020; Muhamed et al.,

2019). Researchers also found that migrating to cloud provides the computing power,
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bandwidth, and storage capabilities for technology users to run Big Data analytics,
artificial intelligence (Al), and 0T to provide superior customer experience (Mazilescu,
2020). Rapid migration to cloud is a strategic option business leaders are following to
remain competitive in the fast-changing market.

Migrating to cloud computing model exposes the technology users and providers
to significant opportunities and threats. To remain competitive, innovative organizations
critically depend on big data facilitated by cloud computing to sustain their innovation to
remain competitive (Akter & Haque, 2022). These innovative user organizations may not
get the right services from technology providers that rely on legacy model and slow to
address their cloud computing needs. Slow responding technology providers could lose
significant customer loyalty in the cloud computing era. Even very strong brands like
SAP experienced significant loss of customer loyalty when customers needed to migrate
to cloud to sustain their business performance (Kocaman et al., 2020). The probability of
retaining on-premises brand during period of migration to cloud is only 54.47%
compared to 95.61% before migration to cloud and the probability of retaining the cloud
brand stays strong at 91.85% after the migration (Kocaman et al., 2020). This implies that
cloud providers need to pay significant attention to supporting the migration of their on-
premises customers to cloud to retain their services at the critical stages of migration to
the cloud.

Technology providers may need to adopt new strategic management structure to
actively monitor and support the changing customer needs in a fasting changing market.

Agile management approach using matrix structure to align tasks according to
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competencies and skills rather than departments enhances superior performance in rapid
digital transformation periods (Wiechmann et al., 2022). Using agile product
development process that involve active incorporation of customer feedback in product
design, development and testing can help technology providers get customer friendly
products to market faster (Sarangee et al., 2022). The agile management approach can be
a basis for technology providers to adapt their leadership structures and build successful
strategies around collaborating with customers in a fast-changing market. The active
collaboration could aid gaining full understanding of customers’ needs and hence
facilitate aligning resources to support innovation needs of the customers to retain loyalty
of their brand in the cloud disruption era to remain competitive post cloud disruption
period. Because the pace of technological changes will continue to increase
(Marquardson, 2020), organizational leaders need to continuously work on enhancing
their technology leadership and innovation competencies to remain competitive.
Technology Leadership Competencies and Innovation Capabilities

The leadership culture of an organization could affect staff members” innovation
behavior and the innovation behavior of the organization. The chief executive officer that
follows a transformational leadership style enables a collaborative human resources
management approach, which facilitates innovative behavior in the organization and
among the staff members (Awan & Jehanzeb, 2022). Hence, the leadership development
of the executives is an important strategic element for sustaining innovation in the

organization.



34

The leadership teams, however, need to know how their direct involvement in the
innovation development process affects the innovation outcome in the organization. For
instance, direct management sponsorship diminishes the organization’s customer-focus
behavior and technology development capabilities (Husain et al., 2022). Management
sponsorship, envisioned as providing resources to facilitate acquiring technologies (Jiang
et al., 2020), can lead to significant pressure on acquiring technology development
capabilities through sustained innovation competencies (Ye et al., 2019). The
management pressure is heightened when the technology teams’ source innovative ideas
from customer feedback (Jin & Choi, 2019). The leadership team could limit their
involvement to stimulating a collaborative human resources management environment
where staff members who are closest to the customers initiate innovative ideas that drive
optimal customer value.

Also, leadership competencies in cloud computing could stimulate innovation
outcomes. The organizations that pursued cloud-first IT strategies and collaborated with
others to develop cloud capabilities were able to migrate to an online presence during the
COVID-19 pandemic (Holowka, 2020). Leaders that understand cloud infrastructure
capabilities could leverage the knowledge for optimal IT infrastructure decision in their
organizations. In addition to cloud infrastructure decisions, organizational leaders can use
a systemic framework, like the Baldrige Excellence framework to articulate a holistic
strategy to enhance organizational performance (Abasiattai & Ahmed, 2020). Using the

Baldrige Excellence framework could be a good opportunity for reviewing and
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improving the cloud investment decision outcomes and improving leadership capabilities
for innovation in the organizations.
Baldrige Excellence Program

| used Baldrige Excellence Framework for this case study. The Baldrige
Excellence Framework involves using a systemic measure to assess and compare
organizational performance with respect to its processes, people, and decisions for
improving performance and competitiveness (BPEP, 2021). The Baldrige Excellence
Framework is an adaptable systemic tool for understanding and enhancing the overall
quality management and performance of the organization (Peng et al., 2020).
Organization leaders have used the framework to understand their current situation,
assess gaps on the value delivery to customers, and develop strategies for sustainable
improvement on performance (Abasiattai & Ahmed, 2020; Strahan et al., 2022). |
followed the criteria questions in the seven categories of the Baldrige framework to
understand Iroko situation and to broaden the answers and enhance the rich context of the
research question.

The six leaders of Iroko provided answers to the seven areas of the organizational
management and performance comprising: (a) leadership; (b) strategy; (c) customers; (d)
measurement, analysis, and knowledge management;(e) workforce; (f) operations; and
(9) results (BPEP, 2021). The purpose of using the Baldrige framework is to enable
organization leaders reflect on their business performance with following overarching
underlying question: is your organization doing well as it should? How do you know?

What should the organization change and how should the change be done? (BPEP, 2021).
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The aim of using the Baldrige Excellence Framework aligns with my study purpose,
which is to study the technology manufacturing leader’s innovation strategies to improve
user organizations choice capabilities in fast-changing markets. Section 3 of my study
includes the details of using the Excellence Framework to assess systemic management
process and the strategic outcomes in the organization.
Knowledge Transfer

The technology manufacturing leaders also need to have strategies to respond to
the knowledge transfer gaps in the user organizations. There is significant recruitment,
training lag to address shortages of technical resources in many organizations (Zackarias
et al., 2022). Knowledge transfer involving a process of sharing and passing on the skills,
knowledge, and expertise of skilled staffs to other people around can be achieved through
a structured process of creating awareness, knowledge capture, training, evaluation, and
adaptation to new technologies (Zackarias et al., 2022). A poorly trained technical user
staff may not appreciate the superior value propositions of Iroko parent products. Besides
just providing equipment and capital, global brands collaborate actively with their
strategic partners to enhance their absorption knowledge absorption capacity and
performance (Du et al., 2022). Strategies developed around collaborating with user
organizations could enhance their capacity to make appropriate technology choices.

The style of leadership in the technology manufacturing organization is also a
very important dynamics in developing competencies for knowledge transfer. The
leadership style that is empowering and supportive, promoting open communication and

innovation enhances development of technology knowledge transfer capabilities (Bolatan
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et al., 2022). This enabling leadership culture is necessary to overcome the myriad
challenges and hurdles around knowledge transfer to the receiving organization.
Generally, it is difficult to implement a technology transfer initiative (Vansovits et al.,
2022) because the personnel receiving the information feel uncomfortable disrupting their
status quo (Nair et al., 2021). A strong backing of the leadership team is important to
conceptualize and sustain knowledge transfer to user organizations to enhance their
optimal strategic choices and implementation capabilities.
Change Management

Making technology choices by user organization could involve significant change
management effort and large resource outlay to implement. Some technology changes
follow structured repetitive processes, some involve extensive application of new
resources and new learnings, and some other changes could be entirely new to the
organization (Van de Ven, 2021). Hence, organization leaders need to align adequate
change management capabilities to address the complexities involved in change process.
Successful organizations embrace change, actively develop successful change
management practices like effective communication, creating shared vision of change
and ensuring active participation of all stakeholders and top management, and avoiding
pitfalls like short-term mindset, resistance to change and over standardization of the
process (Dempsey et al., 2022). Technology providers need to understand the quality of
change management culture in their user or potential user organization to help frame the
nature of strategic support needed to enhance their technology choices among several

competing options to drive their change needs.
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Organizational changes relating to software implementation come with added
complexities of managing the fast-changing user preferences and the fast-evolving
software platforms. The process for managing the changing requirements is one of the
most challenging aspects of managing a software change project and requires active
attention for a project success (Akbar et al., 2019). Mega organizations like Amazon,
Google and Facebook have adopted the agile change management approach for prompt
delivery, ease of accommodating changes, enhanced interaction with users and efficient
change management (Zeleke & McCollum, 2021). Using agile software management
ensures a coordinated approach to change and the stability of the organization software
applications (Baouya et al., 2021). Agile methodology has become a good strategic
option for managing the complexities relating to software changes to address evolving
user needs. Both the technology providers and user organizations could leverage agile
approach to enhance responsiveness to their respective customer needs as Akbar et al.
(2019) noted that both large and small organizations share similar success factors with
respect to managing the changing requirements in software projects.

Technology change management process can also be viewed from the classic
three phase change management process developed by Lewin (1946) comprising
unfreezing or getting ready for the change, making the change and refreezing phase.
Using Lewin model, change leaders can coordinate relevant new technologies like cloud
computing and big data analytics in getting ready for the change while identifying key
customer requirements and other key factors for a successful software change

management and deployment (Zeleke & McCollum, 2021). Having a holistic and
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balanced view of software changes on the organization and customers could help change
leaders in making appropriate technology choices for their projects.
Curriculum Development for Technology Learning

Education and professional training providers have used the cloud technologies to
manage the curriculum development for teaching and learning on the emerging
technologies. Training providers use the innovative cloud ecosystem to aggregate the
learning resources, teaching activities, training participants and real-time management of
the learning process, and have made learning very interactive and adaptive (Zhao & L.iu,
2020). Furthermore, Ellahi et al. (2019) identified the need for universities to keep
enhancing their curriculum competencies by leveraging new technologies and giving
adequate focus to emerging technologies like cloud computing, Al, data analytics,
augmented radialities to get students ready for the convergence of physical and digital
world in industry 4.0 era. The use of cloud technologies for curriculum development and
learning management underscores the critical importance of cloud proficiency for
technology users, developers, and education technology providers to acquire superior
cloud proficiency to support their value chain.

The tertiary institutions are also under pressure to enhance their curriculum and
learning management systems (LMSs) to adapt to the rapid technology innovations.
Higher institutions have had to unbundle curriculum activities to include professionals
outside of the academia due to the external technology pressure to sustain educational
quality (White et al., 2020). High institutions could partner with credible technology

providers to bridge their technology gap and fast track their adoption of current
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technologies to meet evolving learners’ and students’ needs. Students have increasing
need for proficiency in cloud and emerging technologies to fit into the job market
(Changchit et al., 2022) to overcome some employers belief that graduates lack the
appropriate work skills (Cronin et al., 2021). Learning institutions that are slow at
adopting cloud computing technologies to broaden and enhance their learning curriculum
could be at a major disadvantage in meeting the learners and the employers’ needs.
Students can gain critical employment skills through a reformed curriculum that removes
limitations on number of courses that can be offered in the learning institutions (Bone &
Ross, 2021; Larson et al., 2021). This curriculum reform could enhance development of
graduates with requisite skills to meet companies’ critical technology resource needs to
survive. Companies leverage technological capabilities like cloud computing to gain
competitive advantage (Lee, 2019). The learning institutions could partner with cloud
computing providers like Iroko to leverage the cloud computing and related technologies
to develop appropriate curriculum for technology learning to meet the users, students, and
employers’ needs.
Emerging Themes from Literature Review

The focus of this literature review was to understand extant knowledge of the
strategies used to improve technology users’ choice capabilities in a fast-changing
market. The conceptual framework was RBV. Researchers used the RBV paradigm to
explore comprehensive strategies that business leaders use to optimally leverage available
resources (Murimi et al., 2021), integrate new capabilities (Al-Shami et al., 2022), in both

periods of stable and rapid market changes (Adams et al., 2019) to deliver customer value
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and sustain competitiveness. The detailed review of professional works and scholarly
literature supports the propositions of this research. The research highlighted different
innovation strategies technology leaders use to align their products to user needs, and
sustain optimal adoption, such as the agile management approach (Wiechmann et al.,
2022), collaboration with user organizations (Du et al., 2022), and promoting open
communication for knowledge transfer (Bolatan et al., 2022). Exploring the influence of
cloud computing technology on manufacturers’ business models as it relates to the
research question and implications for improving user choice capabilities, the strategic-
user-education theme to enhance their choice capabilities emerged. However, there is no
clearly documented strategy on using strategic user education to enhance users’ choice
capabilities in periods of rapidly changing technology innovations to sustain
organizations’ performance.
Transition

Section 1 comprised the foundation of the study where I described the technology
innovation disrupting technology manufacturers business model leading to the purpose of
this single case study to explore strategies technology manufacturing leaders use to
educate users on how to make optimal technology selection decisions for their
organizations during periods of rapidly evolving innovation. Through the analysis of
extant literatures, | adopted RBV as the appropriate conceptual framework for this study
after eliminating KBV that focus primarily on the intangible knowledge resource and
Porter’s five that focuses on the external environment for competitive advantage.

Although other researchers have used these alternative theories to understand
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performance of organizations in periods of innovation changes, they do not adequately
address the resource capabilities relevant for the research question of this study.

A further review of literature relating to technology innovation and user adoption
strategies shows significant adverse performance impact on providers using ineffective
strategies to sustain customers loyalties during rapid technology changes. A review of
findings on strategies relating to stimulating agile innovation culture of listening to
customers and collaborating with them led to identification of strategic user education to
enhance user technology choice and adoption. There is, however, no clearly documented
strategy on using strategic user education to enhance users’ choice capabilities in periods
of rapidly changing technology innovations to sustain companies’ performance. Finally, |
identified the research findings that illustrate how technology leadership strategies
stimulating successful innovation and strategic education is relevant to my business
problem.

Section 2 includes the details of the research design and process plan for this
qualitative single case study. | identify the study participants and include explanations of
the measures | took to protect the research participants and storage of the study data. |
articulate the role of the researcher as the primary data collection instrument,
acknowledge the risk of bias and provide risk-response plan using self-reflexive, member
checking and data saturation techniques to mitigate the risk of bias. I also provide
justification for the research method and design, address ethical considerations, covered
data collection and analysis techniques, and how to ensure the reliability and validity of

the of the study.
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Section 3 includes the remainder of the study covering the research findings and
their relevance to professional practice. | present the findings from using 2021-2022
BPEP to evaluate the senior leadership team on the leadership triad, the critical factors
worksheet, and the results triad and documented the organization profile, the performance
outcomes and leadership dynamics. The section also includes the research data, summary
of key themes, contributions of the research to professional practice, and

recommendations.
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Section 2: The Project

Section 2 starts with the purpose of the study and explanation of my role as the
researcher and the primary research instrument. It includes participant details, the
research method and design for the study, and the population sampling method.
Furthermore, | cover the ethical considerations for the research, data collection
techniques and organization, and the approach for data analysis. | conclude the section
with justification for the validity and reliability of the research constructs.

Purpose Statement

The purpose of this qualitative single case study was to explore strategies
technology manufacturing leaders use to educate users on how to make optimal
technology selection decisions for their organizations during periods of rapidly evolving
innovation. The target population was the leadership team comprising six senior leaders
of a technology manufacturing organization in the western United States, driving the
organization’s strategic initiatives. The implications for positive social change are that the
findings from this study may help technology manufacturing leaders acquire new
knowledge and implement strategies that could enhance optimal technology utilization
for a more fulfilling employee career experience, boost organizational capacity for better
service delivery to customers, and improve contribution to the quality of life in the
community.

Role of the Researcher
The researcher plays a delicate role in qualitative research. A qualitative study

involves an exploratory review of the phenomenon through in-depth interviews and
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document reviews (Cumyn et al., 2019). In a qualitative case study, the researcher’s role
includes interacting directly with the objective phenomenon and collecting relevant data
for the studies (Yin, 2018). The researcher’s role also involves interpreting the
information received and gleaning the impression of the lived experience of the
participants from the research data (Stake, 1995). The researcher is responsible for the
design, collection, and analysis of research data. Because of this level of engagement
with the phenomenon in a qualitative study, the researcher needs to acknowledge
exposure to significant bias and ethical risk and actively mitigate them throughout the
study phases.

| was the researcher and the primary research instrument for this case study and
acted as the scholar-consultant for Iroko. | collected organizational data through
semistructured interviews, in addition to review of organizational documents,
organization’s websites, publicly available information, and interactions with the
company’s leadership. Prior to doing this research study, I have been involved in
consulting and technology project management for over 25 years. This previous
experience facilitated the research design approach, collection, and analysis of the
research data. Recognizing one’s competence and expertise is an essential skill for the
researcher to contribute maximally to research outcomes (Meurer & Costa, 2020). | am
aware of the strength my previous experience brings to this study, which exposes me to
the risk of bias. | mitigated bias risk actively through regular reflections and ethics
considerations, member checking, using the interview protocol, transcript review, and

attaining data saturation in the study.
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Ethical Considerations

The researcher’s mindset of knowing that the research affects a broader audience
beyond the research participants poses higher moral responsibility. Hence, the need for
ethical reflections in the design, analysis, and assessment of assumptions to promote
trustworthiness and public trust and demonstrate competence (Tubig & McCusker, 2021).
| applied the ethical research principles outlined in The Belmont Report, which includes
respecting individuals, ensuring their wellbeing, and being fair with participants
(National Commission for the Protection of Human Subjects of Biomedical and
Behavioral Research [NCPHSBBRY], 1979). Participants provided voluntary consent after
clearly understanding the purpose, potential risks, and benefits of taking part in the study.
As the researcher, | informed all the participants that participation was voluntary, and
they could withdraw their consent anytime by either not providing answers to interview
questions or withdrawing from the research. | optimized benefits to participants and
ensured no harm to the research participants. Before collecting any data from the
participants, | obtained Walden University Institutional Review Board (IRB) approval.
University IRB is primarily responsible for safeguarding participants’ rights and
wellbeing and preserving the research process’s validity (Weissman et al., 2018). Another
important ethical consideration in a qualitative study is mitigating bias (Yin, 2018). The
existence of bias belittles the rich benefit of eliciting the lived experience of the

participants in qualitative research.
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Mitigating Bias

Following my extensive experience in management consulting and practice in the
technology industry, I have some idea of the industry’s trends and challenges. Prior
industry knowledge increases a researcher’s risk of framing research design to obtain the
information they think they need. The researcher can guide the interview process to
collect preferred data (Buetow, 2019), making it difficult to learn about unique
participants’ experiences. Researchers must welcome contrary evidence and consistently
enhance our neutrality to mitigate bias (Yin, 2018). The import of acknowledging likely
sources of bias is ensuring research design includes rigorous processes to obtain and
analyze accurate and reliable research information without personal interference.
Triangulation and progressive interpretation of data until data saturation is a strategy to
mitigate bias (Stake, 1995). | used methodical and data triangulation, member checking,
transcript validation, and an interview protocol (see Appendix A) to overcome bias in this
research.

Interview Protocol

Participant interviews are a data collection and analysis technique in qualitative
research. It is an excellent practice to have a clear interview protocol before engaging
with participants (Youn et al., 2021). Using an appropriate interview protocol for
qualitative case studies enhances study validity and aids in mitigating bias (Marshall &
Rossman, 2016; Yin, 2018). An effective interview process also facilitates compliance
with The Belmont Report requirement of respecting and sustaining the participant’s

informed consent throughout the interview process (Favaretto et al., 2020). The interview
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protocol used in this study for each participant is in Appendix A. Appropriate interview
protocol enhances research quality (Wohlfart, 2020; Yin, 2018) and mitigates bias.
Following the protocol was part of the strategies to mitigate bias and sustain adherence to
ethical standards in this study.
Participants

The participants in this study were senior leaders of Iroko, a technology service-
providing company located in the western United States, who have implemented a
successful innovation strategy to enhance user organizations’ capabilities for optimal
technology buying decisions in a fast-changing market. Iroko leaders and Walden
consulting capstone administrators agreed to conduct this case study using the Baldrige
Performance Excellence Framework as part of the in-depth discovery process of the
organizational context. Based on the research goals, I identified six senior leaders of
Iroko who have the depth of knowledge and experience to respond to the research
questions. Researchers can engage convenient participant samples that shed light on the
research propositions considering the voluntary nature of the consent process (Campbell
et al., 2020; Yin, 2018). The six Iroko participants who took part in the research were
senior leaders of the company. The eligible participants of this research had to be
employees of Iroko that were actively involved in ideating, designing, planning, or
implementing innovative strategies to educate their user organizations’ buying behavior.
Gaining Access to Participants

The Walden University consulting capstone administrators identified Iroko as the

proper organization for this study and introduced me to the company as a scholar-
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consultant. | started biweekly meetings with the organization leader after IRB approval.
The company leaders needed additional nondisclosure agreements before we could start
company information with the participants. As soon as Iroko and Walden completed
signing of the nondisclosure agreement, the client leader and | identified other resources
in the organization that could provide detailed information on the organizational
situation, strategies, and performance in the context of the research goal.
Building Relationships With the Participants

It is a good practice to build a good working relationship with the research
participants to sustain their motivation through the data collection process. Researchers
gain a deeper understanding of the research context and significance of the findings with
active participants’ engagement, and participants also find engagement valuable (Jasny et
al., 2021). | provided a comprehensive road map of the study and the potential beneficial
outcome of the study to the business, society, and the participants at the project’s kick-
off. | maintained quality communication at the scheduled meetings and ensured accurate
reflection of data shared using the interview protocol in Appendix A.

Research Method and Design

Research Method

Researchers can use quantitative, qualitative, or mixed methods for their research
studies (Bougie & Sekaran, 2019). The research purpose can influence the choice of
method. | chose the qualitative method for this study to explore strategies technology
manufacturing leaders use to educate users on how to make optimal technology selection

decisions for their organizations during periods of rapidly evolving innovation. A
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qualitative study involves an in-depth and extensive understanding of a situation, event,
or phenomenon (Ezer & Akslt, 2021; Yin, 2018), through the experience and
interpretations of people involved in their natural habitat (Delgado-Hito & Romero-
Garcia, 2021; Yin, 2018). Using qualitative research methodology for this research
facilitated understanding of the organizational context, the existing business problems,
and strategies for resolving them. The qualitative research method is appropriate for
exploring a complex phenomenon in a defined context (Rashid et al., 2019). This study
includes clearly defined corporate contexts for exploring the leaders’ practical
experience.
Inappropriate Research Methods for This Study

The quantitative or mixed-method approaches are alternative methods researchers
can use for their study. Quantitative researchers examine the correlation in the sample
data to establish relationships and trends to predict the population behavior (Doss et al.,
2021), whereas researchers use the mixed method involving the integration of
quantitative and qualitative methods within the same study (Jones et al., 2020) to gain a
holistic view of complex research, learn about lived experience, the perception of the
population, as well as ratings of the study variable (Hou, 2021). Neither of these two
methods would have been appropriate to address my research question. Researchers can
examine the relationship among study variables and their characteristics in a quantitative
and mixed-method approach (Chen et al., 2019). My exploratory study did not involve
examining variables. Variable constructs are critical requirements for conducting

quantitative and mixed-method studies (Ragmoun & Alwehabie, 2020). Qualitative study
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was appropriate for my study. Researchers have more flexibility as they leverage various
analysis tools in a qualitative research method to analyze study data and validate study
propositions (Yin, 2018). | could use a qualitative research design to explore and gain
deep understanding of the research topic.
Research Design

Following the choice of the research method, the researcher also needs to decide
on the appropriate study design. Some common design methods in qualitative studies
include ethnography, phenomenology, grounded theory, and case study. The design
choice depends on the research goal and desired perspective (Delgado-Hito & Romero-
Garcia, 2021; Yin, 2018). The case study method was preferred in this study to gain in-
depth knowledge of the experience and perspective of the business leaders in their
business context. The case study design is the most popular qualitative design and
involves exploring a rich and in-depth view of an entity in a determined system to gain
rich context (Piekkari & Welch, 2018; Whiffin et al., 2021; Yin, 2018). My study goal
was to explore the innovation strategies technology providers use to enhance buyers’
choice capabilities; a case study design was ideal to answer the study research questions.
Within the case study design, the researcher also needs to decide whether to use a single
case study or multiple case studies.
Single Versus Multiple Case Study Design

A qualitative multiple case study involves studying more than one case study
within the same research project. The multiple-case approach can be used to replicate the

expected results across multiple single cases, to get a more compelling result. For



52

instance, researchers used multiple cases of how IBM and Cisco used storytelling to
influence their B2B marketing outcomes to show similarities in their approaches (Bonnin
& Alfonso, 2019). Multiple case study involves a significant resource cost and time and
may not be suitable for intense exploratory studies of a specific case (Yin, 2018). This
study had time and resource constraints and was not ideal for multiple-case design. Yin
explained further that a single case design could be beneficial for a holistic study, a
common case study, or a critical test of an existing theory. This study involved a critical
use of the Baldridge framework for a holistic study of an organization that met the study
criteria. Organizational leaders and researchers use the Baldrige framework to understand
and drive optimal organizational performance in seven critical areas: leadership, strategy,
customers, measurement, workforce, operations, and results (BPEP, 2021; Criado-Garcia
et al., 2020). A single case study is ideal for exploring the unique and holistic strategies
the target enterprise used to attain superior performance in the industry. A multiple case
study would not have been appropriate for the deep exploratory study of the target case
using the Baldrige Framework.
Inappropriate Research Designs for This Study

The phenomenological research design would not have been appropriate for this
study. Typically, a phenomenological approach is used when the research objective is to
obtain a deep understanding of the lived experience of a population or how the target
audience interprets a phenomenon based on a personal experience (Dibley et al., 2022;
Ezer & Akslt, 2021). This study is not designed to study the lived experience of the

participants but to explore the strategies technology manufacturing leaders use to educate
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users on how to make optimal technology selection decisions; hence, phenomenological
design does not apply.

Another inappropriate design for this study is the ethnographic research design.
Researchers use ethnographic design to understand the cultural interpretation of the target
population (Whiffin et al., 2021; Yin, 2018). As I did not seek to understand the cultures
of the technology business leaders, the ethnographic design would not have been
appropriate for this study.

Population and Sampling

| agreed with the company’s client leader on the population sample that could
address the research question for this study. The participants comprise six senior leaders
driving the strategic initiatives of the organization. The leaders’ knowledge, position, and
experience in the company and in the industry, and their active participation in the
company’s innovation strategies were the prerequisite requirements for their selection to
participate in the study. This kind of sampling is also called a purposive sampling
technique, and it is a nonprobabilistic approach that involves subjective judgment to
identify a convenient sample that can address the research questions. Yin (2018)
explained that researchers could use their experience in addition to their findings in the
academic literature to make informed nonprobabilistic sample judgments in a qualitative
case study. Bullard (2019) also noted that purposive sampling involves deliberately
including individuals with particular characteristics in the study sample. Akman et al.
(2022) used the criterion sampling method, one of the purposeful sampling methods, to

select the study sample for their research. Similarly, | leveraged my experience of the
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study topic and discoveries from theories in academic literature to identify and agree on
the population sample for this study that would provide rich study data and ensure the
attainment of data saturation in the study. Utilizing evidence from multiple sources is an
indication of the accuracy of the case information (Yin, 2018). Nam et al. (2021) used
multiple evidence from three broad category business leaders to attain reliable and valid
research results. The evidence from the six Iroko leaders converged to strengthen the
construct validity of the case study.
Data Saturation

| attained data saturation in this study through the continuous addition of
interview data from the six leaders of the organization, member checking data received,
and triangulating the data across other provided sources and publicly available company
information on company websites. Data saturation can be achieved through triangulation
and progressive interpretation of data (Stake, 1995). Researchers understand data
saturation is attained when no new information is being added to the database and
respondents provide the same answers as previous respondents (Alam, 2021). | achieved
data saturation in this study when | began receiving redundant data from the respondents
and from document reviews. The interview setting facilitated congenial discussions with
the participants.
Interview Setting

The semistructured interview data gathering process was the predominant
approach for gathering data in this research. Researchers use semistructured interviews to

obtain rich data with appropriate depth and breadth to address the research question
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(Bevens et al., 2022; Yin, 2018). | used digital technology options of either telephone

interviews or online videoconferences through Zoom or Microsoft Teams to interview
participants depending on the participant preferences. The direct interaction with the
participants during the interview could make them vulnerable to personal risks during the
interviews. The researcher should strive to make the participants feel comfortable and
communicate freely during the interviews (Brown & Danaher, 2019). To make the
meetings comfortable for the participants, | agreed on the convenient meeting time and
choice of digital communication tools most convenient for them for the interviews. For
each interview session, we followed the interview protocol in Appendix A and started
each session with a reminder of the confidentiality of participants’ data and their freedom
not to answer any question and could withdraw their consent at any time. The participants
understood they could ask questions anytime during the interview and got copies of the
interview summary to validate the data they provided.
Ethical Research

Educating the research participants on how the data they provide could be used is
essential. The participants are to decide their level of involvement in the research based
on their appreciation of the research goal, the research process, and the related risk-
benefit of participating in the research (Beardsley et al., 2020). The participants in this
study understood the purpose and structure of this research and signed a consent form to
signify their readiness to participate. Organization leadership also signed a research

agreement between the university and the organization. The participants understood they
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could withdraw their consent at any time by making this acknowledgement to me,
including deciding not to answer some interview questions.

Engaging with participants could expose them to some risks and benefits from the
research. The U.S. federal regulations on research involving humans stipulate that
reasonable justification that is ethically justifiable should be made on the research risk
and attendant benefits to the participants (NCPHSBBR, 1979). There should be a
reasonable balance between the research risk and benefits. The ethics committee
considers the direct and indirect benefits to the participants for participating in the
research in justifying the social benefits of the research (Rennie et al., 2019). The
researcher needs to ensure the research design includes adequate consideration of the
risk-benefit profile of the research to the participant and the public. I received approval
from Walden IRB to collect and analyze data for this research design under approval
number 06-29-22-113549. There were no incentives provided to the participants in the
research.

As part of mitigating participants’ risk in this research, the participant details were
masked, and they understood the data handling techniques in the research. Researchers
should create adequate time for participants to understand what they consent to in the
research and how their records will be used (O’Sullivan et al., 2021). | followed the
interview protocol in Appendix A at each engagement with the participants to ensure
their understanding of the data-gathering process and to preserve their confidentiality. |
used the pseudonym of Iroko to represent the name of the organization in all the research

documents and communication. | also ensured that participant details were undisclosed
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by using a random identifier and not including any personally identifiable information in
the research documents. | used Participant 1, Participant 2, Participant 3, Participant 4,
Participant 5, and Participant 6 to identify each of the participants in the research.

The research data were organized, preserved, and archived for ease of secure
access when needed. It is the duty of the researcher to protect the participants and ensure
adherence to the research process (Cumyn et al., 2019). | followed the ethical principles
outlined in the Belmont Report to ensure fair treatment of all research participants,
respect for the persons involved, and mitigating attendant risks. I will store all research
data in a protected folder storage location for 5 years to preserve participants’
confidentiality and thereafter destroy them.

Data Collection Instruments
Key Instruments

| was the primary data collection instrument for this research, and my primary
sources of data were the participants’ semistructured interviews and the client
organizational documents analysis. Qualitative case study research usually involves
semistructured and guided discussions with the participants to obtain rich information on
the research questions while maintaining a friendly interview atmosphere (Yin, 2018).
The researcher can collect rich data from the participants through the effective use of
open-ended questions in a semistructured interview (Yin, 2018). The research
participants can share extensive and broad knowledge across multiple domains in
response to open-ended questions (Chauhan, 2022). | prepared actively with carefully

worded and practiced questions to get the best value from the participants at each
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interaction. Semistructured interviews include the added opportunities to obtain a very
close representation of the phenomenon while interacting with the participants; the
researcher can also understand multiple realities from the interview process (Stake, 1995;
Vindrola-Padros & Johnson, 2020). | obtained most of the research data from the
interview with the participants.

In addition to the semistructured interviews, the company documents were useful
for validating information from the interviews, gaining further research data, and for
effective data triangulation to enhance the research data quality. I collected and reviewed
the company’s strategic plans, financial statements, and curriculum development plan.
The study data for this research comprised (a) semistructured interviews with the
organization leaders; (b) public data, from the company’s website and other public
websites; (c) internal data of the organization such as financial records, operational
documents, management artifacts; and (d) literature, comprising peer-reviewed articles,
books and other relevant research findings about practices and strategies that are relevant
to the study topic.

Data Collection Process

The target population for this study was senior leaders of Iroko (pseudonym),
located in the western United States, who have implemented a successful innovation
strategy to educate and enhance users’ capabilities in a fast-changing market. | collected
data from the senior leaders using semistructured interviews. Before each interview, |
shared copies of the interview protocol (see Appendix A) and the interview questions

(see Appendix B) by email with the participants to aid their preparation and to provide
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preliminary information by email ahead of the scheduled interview sessions. Using an
effective interview protocol is good practice for engaging research participants and for
enhancing the research quality (Wohlfart, 2020; Yin, 2018). | followed the steps detailed
in the interview protocol using either Zoom or Microsoft Teams conferencing tools for
the scheduled interview sessions. Archibald et al. (2019) noted that interview
conferencing tools like Zoom facilitates building the proper connection and rapport with
participants while providing suitable security options to safeguard participant
information. Using Zoom and Microsoft Teams, | had very interactive and productive
sessions with the participants. After each session, I followed up with the participants to
have a member checking and transcripts validation session to validate the data received.
Member Checking and Transcript Validation

Member checking is an opportunity to discuss preliminary findings, meanings,
and thematic content with the participants to validate researcher analysis of data
participants provided and confirm the accurate interpretation of the data. The member
checking process allows respondents to confirm, refute, or update the information they
provided, validate the researcher’s interpretation, or provide an alternative narrative
(Lincoln & Guba, 1985; Motulsky, 2021; Stake, 1995). Hence, through this process, the
research findings correctly reflect participants’ views, experiences, and understanding. A
typical member checking process includes (1) the researcher reviewing and interpreting
the interview transcripts, (2) preparing a concise one-paragraph synthesis summary for
each interview question, (3) providing participants with a readable and preferably printed

copy of the synthesized response for each interview question, (4) confirming the accuracy
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of synthesis with participants or gathering additional input and disclosure for most
accurate understanding, and finally (5) continuing the member checking process until no
new information is disclosed (Marshall & Rossman, 2016). Following the member
checking process, the researcher should not present a biased, partial, or inaccurate
representation of the phenomenon (Motulsky, 2021). When the researcher and the
participant disagree and cannot reconcile their positions on conclusions and
interpretations reached, Yin (2018) recommended that the reports remain inconclusive
until the researcher obtains enough further saturated evidence to validate the findings. |
followed Yin’s, Marshall and Rossman’s recommended process of articulating the
interview summary and engaging with the participants until we mutually agreed on the
final outcome by updating the findings where necessary or accessing further information
to validate differences to attain a mutual agreement.

In addition to using the member checking process to sustain the validity of
qualitative research findings, it is also a reflective opportunity for the participants
(Candela, 2019). Hence, researchers can enhance participants’ positive experience as they
reflect on the interpretations of the research data that they provided during the interview.
Through the reflective benefits of member checking process, participants can gain new
insights to improve their performance (Motulsky, 2021). Research participants validated
their data during the member checking process and gained further insight that could

enhance their performance and advance their careers.
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Data Collection Technique

The data sources for my research comprised (a) semistructured interviews with
the organization leaders; and (b) organizational documents that included: management
artifacts, public data from the company’s website, and other public websites. | collected
data primarily through remote semistructured interviews. Semistructured interviews offer
opportunities for rich dialog and building rapport with the participants to understand and
evaluate their decision process (Brown & Danaher, 2019). The semistructured interview
is suitable for collecting rich study data in a single case study. I recorded each session
with the participants in line with a predefined interview protocol (Appendix A) to ensure
accurate understanding, transcription, and subsequent validation of data collected from
the participants. Besides the semistructured interview, | reviewed the organization’s
relevant internal and publicly available documents.

Each of the data collection techniques includes some merits and demerits.
Participant interviews provide the opportunity for a firsthand understanding of current
and rich information about the phenomenon from the participants (Yin, 2018). The
researcher can obtain a deep understanding of the phenomenon from the interview
setting. The face-to-face or remote discussion makes it possible to build rapport and
understanding through open dialogue and follow-up discussions for a deeper
understanding of the study artifacts (Refiosa et al., 2021). Furthermore, though all
participants answer the same question in a semistructured interview, the researcher has
the opportunity to ask a follow-up question to gain deeper meaning from the participants’

unique insights (Marshall & Rossman, 2016); hence, the preference for semistructured
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interviews as the primary data collection technique for this study. A demerit of a
semistructured interview is the required length of time for collecting, transcribing, and
analyzing the interview data (Yin, 2018). Furthermore, the participants could provide
partial, incomplete, or inaccurate information that could impact study findings (Kaliber,
2019), or they could fall into the challenges of providing a biased position (Yin, 2018).
However, | mitigated these risks using effective data triangulation techniques, member
checking, and appropriate technology support for efficient data collection and analysis.

The medium for collecting the remote data can pose challenges for the
participants. Participants can be overwhelmed getting used to conferencing tools like
Zoom (Refiosa et al., 2021). Researchers need to accommodate participants’
understanding of the conferencing tools in the interview plan. | agreed with the
participants on the choice of Microsoft Teams as the primary technology tool for the
interviews based on their preferences and using Zoom as a backup technology tool.
Although remote data collection is not a replacement for the in-person interview, it has
significant cost reduction and accessible benefits and enhances the inclusiveness of
diverse participants in the research (Refiosa et al., 2021; Thunberg & Arnell, 2022). |
effectively used the technology tools for conducting the interviews, recording interview
sessions, transcribing them, and member checking them with the participants for
validation before and during the data analysis process.

Besides the semistructured interview, | also collected and reviewed the company
documents after the IRB approval as part of the data collection technique for this study.

Working with documents is less expensive than a semistructured interview, does not



63

involve scheduling, and a large volume of data can be accessed; however, they also
include the disadvantage of record-keeping gaps and difficulties identifying pertinent
documents (Cardno, 2019). | mitigated the risk of sourcing appropriate and adequate
study data by collating the relevant financial records, strategic management policies and
processes, and other relevant records relating to the study topic. | kept these records up to
date and validated them with the information from the semistructured interviews.
Data Organization Techniques

The research data for this study, sourced from participants’ interviews, company
documents, and research journals, were securely organized for easy retrieval, analysis,
and safeguarded. Researchers design and follow a data management plan to ensure data
preservation and ease of access to the data throughout the research duration (Antonio et
al., 2020). I recorded interview sessions with participants using Microsoft Teams,
transcribed them within 24 hours after each interview, and member checked them
subsequently with participants to re-confirm their comfort with their submissions. | also
kept manual notes of the meetings and did reflective journaling as new understandings
emerged from the data. Researchers need to keep an active reflective and interpretative
mindset as the primary research instrument in qualitative research to accurately represent
the emerging realities from the research data (Stake, 1995; Yin, 2018). The use of NVivo
software and Microsoft Word to organize the emerging data from the research made it
easier than manual approach to review, analyze, and reflect on the research data.

Organized data would be easier to analyze. Researchers can easily use and reuse

properly organized and de-identified data and preserve them long-term (Palsdottir, 2021).
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| stored the interview data, including the audio recordings and transcripts, and scanned
meeting notes in a secure folder on my laptop computer and securely backed them up in
the cloud. | maintained ordered subfolders within the primary research folder for easy
access to the data.

It is also essential to ensure the confidentiality and security of the stored data.
Researchers can minimize risk to participants through secure storage of electronic data
(NCPHSBBR, 1979) and leveraging appropriate information management system tools
(Senagi & Tonnang, 2022). | effectively separated my research data into a confidential
database in a computer folder with secure access. | will secure all the hard copies of the
research data in a secure cabinet at home. Following Walden University’s (2021)
requirements for maintaining the research data, | will delete all the electronic copies and
destroy all the hard copies after 5 years.

Data Analysis

Researchers have a wide choice of tools and techniques for data analysis in a
qualitative study. Using a practical data analysis approach, they build meaning from
research data and articulate the understanding for the target audience (Cooksey &
McDonald, 2019). One of the techniques for data analysis used in this study is data
triangulation. Researchers can enhance study credibility using triangulation by involving
different research methods and data sources to validate findings and gain a holistic
perspective of the phenomenon (Liu et al., 2021). The researcher makes the final decision
for the logical arrangement of data and interprets the final output of the data from various

analysis tools (Yin, 2018). The researcher wields a significant influence on the study
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outcome as the research instrument (Soh et al., 2020) and needs to sustain neutrality in
interpreting research data. The objective of the analysis is to progressively make sense of
the study data and relate them to the study outcome (Stake, 1995). A logical arrangement
of the data enhances study credibility. This study involved synthesizing and doing data
triangulation with interview data, company operational documents, company financial
statements, and information from the company website to validate the research findings.

There are multiple qualitative data analysis processes that facilitate credible
research. Yin (2018) provided a 5-step analysis process involving: (a) compiling, (b)
dissembling, (c) reassembling, (d) interpreting, and (e) concluding. Also, Bergeron and
Gaboury (2020) proposed a similar three-stage approach involving: (a) coding stage, (b)
matrix query stage, and (c) validation stage. Similarly, Williams and Moser (2019)
recommended coding to be done in three stages: (a) open coding, which involves
identifying different emerging themes; (b) axial coding, which involves a continuous
review of emerging themes from data to establish relationships and to categorize the
themes; (c) selective coding that involves selecting and integrating the categorized theme
to form a case story. For this study, | adapted Yin’s approach and continuous review
suggestion from William and Moser to a modified 5-step model involving: (a) compile,
review, and code research data; (b) categorize data in themes; (c) iterate, interpret, and
streamline the themes; (d) select themes that answer research questions; and (e)
evaluating alternative themes.

The analysis started with a thorough review, organizing, and coding of research

data for ease of analysis. Appropriate coding of the research data facilitates ease of
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review to get a deeper understanding of the data (Williams & Moser, 2019). Software
tools make data coding and analysis easier and more efficient. Dalkin et al. (2021) noted
that computer-assisted qualitative data analysis software (CAQDAS) like NVivo
facilitates managing data from multiple sources, capturing discussions leading to theory
generation, and provides an adequate trail of all reflections on the data for ease of use in
future refinements. | entered the thoroughly reviewed research data into NVivo and
maintained them in a Microsoft Word document also.

The next steps were identifying, interpreting, and refining the emerging patterns
and themes from the coded data. Developing themes involve an iterative process to get
the subjective meaning and context of the research data (VVaismoradi & Snelgrove, 2019).
| reviewed the compiled research data to identify themes and followed on to refine and
streamline the themes using a deeper understanding of the compiled research data,
literature review, and the conceptual framework for this study. The NVivo software also
helps in identifying emerging patterns and themes from the research data (Bergeron &
Gaboury, 2020). | related the themes to existing literature and the conceptual framework
to develop strategies for organizations to thrive in a fast-changing market.

Reliability and Validity

Researchers enhance their study quality through adequate attention to reliability
and validity in the study design and implementation. Yin (2018) identified construct
validity, internal validity, external validity, and reliability as measures of research design

and outcome quality. A valid and reliable study includes significant potential for
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enhancing understanding and service delivery (Coleman, 2021). | took adequate measures
to ensure that the outcome of this qualitative study is reliable and valid.
Reliability

A study is reliable when the research process and findings can be replicated. The
reliability concept relates to the replication of the study results (Yin, 2018). In a case
study, researchers can demonstrate the dependability and reliability of the research
through the use of multiple sources of evidence, triangulation, and member checking
(Quintdo et al., 2020). Providing details of the data collection process that meet the
reliability criteria enhances the study quality. Using audio recordings and complete
interview transcriptions are dependable procedures that enhance study reliability
(Coleman, 2021). | followed a rigorous process of audio recording, transcribing the
details of the interview, providing summaries for the participants to validate, and storing
the data in organized and secure electronic folders that are accessible. I also used NVivo
software to code and analyze the study data consistently, which provided a trail from the
study data to the findings. Peterson (2019) noted that reliability implies following a
consistent approach to measuring, interpreting, and evaluating the study evidence. |
followed a consistent process of progressively collating, analyzing, interpreting, and
member checking the study data and findings with the participants to enhance the study’s
reliability. 1 had regular weekly interview sessions with the participants based on their
availability. | summarized the outcome of each session and shared with the participants to
review and validate ahead of our subsequent meeting sessions as part of the member

checking process.
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Validity

A research finding is valid when the research process and outcome are appropriate
for the study claims. The validity concept refers to how correct or credible the research
details, research findings, interpretations, and explanations are (Maxwell, 2010).
Furthermore, Yin (2018) expanded validity into (a) construct validity to determine how
accurately the measures in the case study reflect the theory being studied, (b) external
validity relating to how much of the study findings can be generalized analytically to
other contexts outside the original study, and (c) internal validity to illustrate the veracity
of the causal relationship within the study, which is enhanced by the absence of other
spurious relationships that could invalidate the relationship. Researchers need to design
and implement a valid research approach to enhance the trustworthiness of the research
findings. Research designs that include triangulation, audit trail, and reflexive analysis
enhance the research’s transferability, dependability, and confirmability (Singh et al.,
2021). An effective triangulation approach can enhance the trustworthiness of the
research for ease of external generalization of the findings.

| followed methodical triangulation in this research and kept a transparent record
of the study data for ease of transferability. Sourcing qualitative data from multiple
sources using different methods enhances the study’s rigor (Coleman, 2021). | also
followed a diligent reflexive analysis by outlining the potential sources of bias in the
study and actively reflected and mitigated them in the research process to enhance the
confirmability of the study. Furthermore, | used an adequate audit trail and software tool

to code and manage the data to enhance the study’s dependability as explained in the
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Reliability component. Trustworthy research can be assessed on the measures of
credibility, transferability, dependability, and confirmability (Lincoln & Guba, 1985). |
took adequate measures to address these four criteria in the design and implementation of
this study to enhance its construct validity, besides the internal and external validity.
Credibility

| used methodical triangulation to compare responses received during member
checking to validate additional themes that came up during the thematic analysis of the
study data to sustain the credibility of the study findings. A qualitative researcher can
achieve credibility when other researchers can reproduce same results following the study
design, the results are believable, and accurate views of participants (Haven & Van
Grootel, 2019). Research credibility is attained by following professionally articulated
study methods and mitigating bias in data collection and analysis (Yin, 2018). As part of
the member checking process, | recorded and transcribed all the interview with
participants and thereafter provided summary of the discussions to the participants to
confirm, correct or provide further information if needed.
Transferability

Business leaders or researchers who plan to adapt research findings to their
context need to confirm that the research result applies to their situation. Research
transferability involves users of the research determining if the study findings apply to a
similar situation, also known as external validity (Ferrando et al., 2019). The researcher
enhances the transferability of the research by providing adequate contextual information

to help readers determine if the results apply to their context (Johnson et al., 2020;
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Lincoln & Guba, 1985). Hence, research with rich contextual information could enhance
readers’ utility and value of the research finding. It is however not advisable for
researchers to claim transferability of their research but should encourage readers to
assess if the research is transferable (Lincoln & Guba, 1985; Marshall & Rossman, 2016).
| expect the users of this study to decide on the transferability of the findings.
Confirmability

The research outcomes should accurately reflect the phenomenon studied.
Confirmability relates to the verification that research data from participants and their
analysis reflects what participants wanted to say or a confirmation that the study portrays
the phenomenon studied sufficiently (Hayashi et al., 2019). Throughout the study
process, | enhanced confirmability by probing participants during interviews to
understand them accurately, performing member checking and methodological
triangulation. Researchers attain confirmability by providing detailed description and
citations showing a clear connection between the study data and the findings (Stenfors et
al., 2020). I recorded, transcribed, and analyzed data received from participants in our
various meetings to ensure adequate traceability of the data to the study findings.
Data Saturation

To support the quality of my doctoral study, | achieved data saturation prior to
ending the data collection process. Researchers need to know the data saturation point in
a qualitative study to ensure the credibility and validity of the research data and to avoid
collecting further needless research data (Mwita, 2022). Data saturation can be achieved

through triangulation, quality of the respondents, length of data collection sessions, and
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progressive interpretation of data (Alam, 2021; Mwita, 2022; Stake, 1995). Data

saturation is attained when no new information is being added to the database,
respondents provide the same answers as previous respondents, and there are enough data
future researchers can leverage to replicate the study (Benozzo & Gherardi, 2019).
Researchers could save significant research effort and, at the same time, produce a high-
quality study by planning the study to attain data saturation relative to the study
questions.
Transition and Summary

Section 2 contains the details of the research design and process plan for this
qualitative single case study. | identified the study participants and included explanations
of the measures | took to protect the research participants and storage of the study data. |
articulated the role of the researcher as the primary data collection instrument,
acknowledged the risk of bias and provided risk-response plan using self-reflexive,
member checking and data saturation techniques to mitigate the risk of bias. I also
provided justification for the research method and design, addressed ethical
considerations, covered data collection and analysis techniques, and how to ensure the
reliability and validity of the of the study. The participants comprise the comprise the
leadership team of the strategic training unit of Iroko. I continued data collection using
semistructured interview and member checking until | attained data saturation.

Section 3 includes the presentation of my research findings, their relationship to
my research topic, and their potential applicability to professional practices and for

enhancing positive social change. I will include analysis of the key data provided by the
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participants using the Baldrige Excellence Framework organizational profile. | conclude

with recommendations for actions and further research, and conclusion for the study.
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Section 3: Organizational Profile

Iroko was the technology manufacturer partner for this qualitative single case
study. The purpose of the study was to explore strategies technology manufacturing
leaders use to educate users on how to make optimal cloud technology selection decisions
for their organizations during periods of rapidly evolving innovation. I used specific
interview questions (see Appendix B) to explore Iroko strategies. In addition, I used the
BPEP (2021) Baldrige Excellence Framework for a systemic study and analysis of the
company. The BPEP is an adaptable systemic tool for understanding and enhancing the
overall performance of the organization (BPEP, 2021). The use of BPEP involves
investigating seven critical performance areas comprising: leadership; strategy;
customers; measurement, analysis, and knowledge management; workforce; operations;
and results (BPEP, 2021). Using the framework provided the rich context for
understanding Iroko’s strategic perspectives and performance outcomes and for
articulating strategies to address gaps noted.

The information in this section includes the outcome of detailed study of Iroko’s
leadership strategies, review of their processes and procedural documents, and
measurement of organizational performance using the Baldrige Excellence Framework.
Critical information on an organization’s current situation, performance gaps, and
improvement strategies can emerge from the use of Baldrige Excellence Framework for
systemic understanding and assessment of the company (Abasiattai & Ahmed, 2020).
The themes that emerged during the data collection and analysis using the BPEP and

RBYV conceptual framework for the study, validated through member checking and
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methodical triangulation, suggested that technology leaders can educate their users to
make right technology choices through (a) strategic customer intelligence, (b) credible
agnostic cloud education, and (c) socially responsible involvement in the cloud industry
ecosystem.

Key Factors Worksheet
Organizational Description

Iroko company is a technology product manufacturer and service provider located
in western United States. The company was established in 1968 and is one of the leading
technology providers stretching the Moore’s law of doubling computing power every 18
months while reducing the cost of computing (see Hu, 2022). Iroko became a top global
brand by providing critical hardware ingredient every computer needs, and hence
sustained superior margin other players could not match through scale and brand
visibility. The company makes over $80 billion in annual revenue providing critical
hardware components for personal, corporate, and cloud computing needs.

The migration to cloud computing is disrupting the business model of computer
hardware manufacturers as the computer hardware are aggregated in the cloud and no
longer uniquely visible to users, developers, and decision makers. The manufacturers find
it difficult communicating unique value proposition for their superior hardware products
that are abstracted to the cloud to their customers. Organizations such as Iroko face
significant risk of adverse impact to their brand visibility and customer loyalty like many
other strong technology brands experienced when their customers migrated to the cloud

(see Kocaman et al., 2020). In response to the risk, Iroko conceived a strategic training
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unit (IrokoSTU). The goal of the unit is to champion educating and influencing strategic
users and organization decision makers on how to make optimal decisions when choosing
cloud solutions and environments. As these users get trained, they will become better
informed of the superior value proposition of Iroko hardware products that are embedded
in the cloud infrastructure. Iroko’s strategy involves using strategic knowledge transfer,
supporting client technology change management process, and fast response to changing
market and customers’ needs to remain competitive. The strategy aligns with the purpose
of this research to explore strategies technology manufacturing leaders use to educate
users on how to make optimal technology selection decisions for their organizations
during periods of rapidly evolving innovation.
Organizational Environment

Product Offerings. IrokoSTU provides training and certification on cloud
technology to employees, sales team, partners, students, developers, leaders, and decision
makers of user organizations. The training is structured primarily as on-demand
eLearning courseware delivered at the Iroko portal and facilities, through various
partners’ LMS platforms, and can be extended to regular undergraduate and technical
schools curriculum contents. The courseware includes video training delivered by
experienced Iroko professionals and practical training sessions structured at three
proficiency levels, which is the common industry standard.

Following the completion of the courses, the trainees can sit for certification
exams to earn industry-recognized cloud certifications. Trainees can take certification

exams either through Iroko’s learning center or online at various certification partner
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centers operated by Pearson VUE. Iroko plans to conduct regular live programs and boot
camps in future to provide accelerated trainings to users and partners, and to prepare
them for certification exams.

The purpose of the training and certifications is to make the trainees
knowledgeable about cloud technology and capable of making informed cloud decisions
to get the best value irrespective of the cloud provider. The IrokoSTU trainings and
certifications would help Iroko’s brand remain visible to the strategic users and retain
leadership and superior margin in the cloud computing era where hardware components
are no longer visible to the users. Iroko leaders use the strategic cloud training to scale
and broaden the reach of the company’s sales team. The trained professionals and
decision makers would have deeper understanding of the strategic advantage of Iroko
products and services that drive the cloud technology. Figure 2 includes the list of key
products and services of Iroko and the IrokoSTU.

Figure 2

Iroko and IrokoSTU Key Products and Services
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+Cloud certification programs
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Mission, Vision, and Values. The vision of IrokoSTU is to make training and
education a competitive differentiator for Iroko in the cloud ecosystem. The mission is to
have tens of thousands of industry professionals and students trained in IrokoParent
technology in the cloud.

Workforce Profile. The IrokoSTU workforce comprise internal staff responsible
for developing, managing, and delivering the curriculum. The internal workforce includes
the curriculum strategist, program managers, instructional designers, video editors, script
writers and exam writers. This internal workforce collaborates with the external authors,
who are the subject matter experts, to prepare and deliver course content.

The course instructors are cloud technology experts who are familiar with the
respective industry and business use cases at the solution level. The instructors are trusted
by customers and are aligned close to customer locations. These course instructor
resources are not owned by IrokoSTU but reside within Iroko’s other subunits and
departments. Having a very experienced pool of course instructors who understand users’
needs is a significant advantage for IrokoSTU but also introduces the challenge of
managing resources outside its control in the pursuit of its mission, as these resources are
not under direct control of IrokoSTU.

Assets. IrokoSTU assets include completed curriculum, catalog of developed
training contents and certification exams. The courseware is delivered through the
company’s facilities, training partners’ LMS, and third-party certification centers.

Regulatory Requirements. Iroko is a publicly held company, and the stocks are

traded at the stock exchange. The company is required to make its consolidated financial
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statements prepared in conformity to U.S. Generally Accepted Accounting Principles and
other supplemental details publicly available as a publicly traded company. IrokoSTU is
a unit of Iroko and does not have additional regulatory requirements.
Organizational Relationships

Organizational Structure. IrokoSTU is structured like a publishing organization
that leverages Iroko subject matter experts for developing and delivering cloud training
contents and for developing certification materials. The unit is structured to leverage
internal and external resources to provide vendor agnostic training on cloud computing
technologies covering details of available cloud architecture, resources, products,
services, and solutions, and how they are implemented across diverse CSP platforms.
Figure 3

High-level Organizational Structure for IrokoSTU
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Customers and Stakeholders. Iroko is a global company that designs,
manufactures, and provides essential computing hardware components and solutions to
computer and other manufacturers that need critical computing components for their
devices. Iroko customers build the final products for their end users on top of the critical
components provided by Iroko. The largest customer segments of the company operate
from China and the United States. Figure 4 includes the broad categories of the segments
Iroko customers operate in, and Figure 5 contains locations of the key customers. In the
traditional computing model, the end users ascribe superior brand value to computer and
other technology products built using Iroko components because the hardware
components are visible to the users. IrokoSTU leaders are using strategic training to
educate users on the value of abstracted hardware in the cloud environment.

Figure 4

Iroko Customer Segments
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Figure 5

Iroko Customer Segments by Regions
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The primary customer target for IrokoSTU are the cloud ecosystem partners
comprising the technical resources delivering the cloud solutions such as Accenture and
Deloitte. While the secondary target are the enterprises that use cloud services and the
CSPs like the Amazon Web Services (AWS), Alibaba cloud, IBM cloud, Oracle,
Salesforce, and SAP. The groupings of the cloud ecosystem service providers are based
on the nature of services the cloud technical professionals provide. The cloud ecosystem
technical professionals comprise the cloud solution architects (CSAs), DevOps resources
and cloud support teams. Figure 6 includes the summary of the target customer groupings
of IrokoSTU. The key stakeholders working with IrokoSTU in delivering the training and
certification to the target customers are the broad sales team and subject matter experts of
Iroko organization and various partner organizations delivering different aspects of the

technical and user experience management.
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Figure 6

IrokoSTU Primary and Secondary Customer Groups
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Azure, Google cloud, Alibaba cloud, IBM
cloud, Oracle, Salesforce and SAP, etc.)

Suppliers and Partners. IrokoSTU collaborates extensively with third party
organizations that have proven capabilities on managing different components of learning
platform development and managing the content delivery to the customers. The partner
organizations and professionals support the development of the LMS, developing exams,
and conducting tests for learners. The partners also help in developing and managing lab
environment for the trainings. The strategic benefit IrokoSTU derives from collaborating
with diverse partners is to leverage their knowledge and experience in instructional
design to attain and sustain the best industry standard for learning experience. Table 2
comprises details of the key suppliers and partner organizations working with the unit in

their user education and certification service delivery.
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IrokoSTU Suppliers and Partners
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Type of service Key partners

Descriptions

Learning management Docebo
system

Exams, certifications, Pearson VUE
and quiz development  gweetRush

Virtual learning lab Skillable

Other LMS servicesand  Contractors
content development Primes8

DataProtocol

Learning management system providers

Facilitates delivery and user experience
management.

Develop module exams and quizzes.

Conducts testing for learners in their
learning centers or online through their
proctors

Develops and hosts virtual lab

Instructional designers
Video editors
Creative directors
Script writers

Organizational Situation

This study is focused on addressing the general business problem of misaligning

the prioritization of technology manufacturers’ innovation outcomes to users’ capabilities

during rapid technology changes. The movement of computing power to the cloud means

the users and developers no longer have visibility of the innovative hardware components

and architecture the CSPs deploy to make the computing services available to them. The

cloud services providers offer significant flexibility to computer users through cloud

computing service model, and the model involves abstraction of the underlying

computing hardware (Terneborg et al., 2021). Developers and users may be significantly

ignorant of the major changes and innovation on the underlying technology hardware in

the cloud without education by the CSPs or the cloud hardware manufacturers. This could
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lead to significant gap between the advances in the underlying cloud hardware
technology innovation and capabilities users can actually use.

Iroko noticed this potential gap and started the strategic initiative to educate
different categories of users including the decision makers on the fundamentals of cloud
computing beyond the regular knowledge the solution providers make available for users
of their platforms. Providing this platform-agnostic industry standard education helps
users, developers, and decision makers have informed knowledge of capabilities available
across different cloud platforms. The knowledge helps users make the right cloud buying
decisions and helps the cloud hardware manufacturers align their innovation to changing
customer needs and helping them learn new innovations in the cloud underlying
technologies.

Competitive Environment

Competitive Position. Iroko operates in the industry that provides customers the
silicon chips and accompanying software solutions to facilitate computing, storage, and
networking for data center operations and other computing services. The industry
comprises large global players, new entrants providing niche solutions and CSPs offering
internally developed solutions to target customers. Iroko is a dominant player in this
silicon chips manufacturing and software industry. However, IrokoSTU, the strategic
education unit to sustain the Iroko brand in the cloud computing model is a new entrant to
the cloud education industry.

The dominant players in the cloud education industry comprise AWS, MS Azure,

and GCP. These dominant players define the industry standards and provide training and
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certification exams that some hiring managers prefer over college degrees for cloud
technical jobs. Other major players in the sector include Alibaba Cloud, VMWare,
Oracle, IBM, Dell, Cisco and Nvidia. In addition to the major players, Massive Open
Online Course (MOOC) providers like Coursera, Udacity, and CloudAcademy also
provide significant cloud education and certification programs. Compared to the industry
leaders and other major players in the cloud education industry, IrokoSTU is relatively a
small upstart challenger in the industry with a limited track record in the sector.

IrokoSTU competitors such as AWS, MS Azure and GCP provide the actual
cloud services they train and certify their users on. The competitors train the users on
their unique cloud services and solutions. IrokoSTU does not provide cloud services
directly to the target customers they train. The target customers do not traditionally
expect cloud training from vendors other than their native CSP. In a bid to overcome the
challenge of providing cloud user training as a non CSP, IrokoSTU broadened their cloud
training education to cover services provided across different CSP platforms. Hence, an
IrokoSTU trained and certified professional would not need further certification to be
engaged or work with different CSP platforms. Strategic positioning as an agnostic cloud
training provider for knowledge that can be applied across multiple cloud environment
could benefit people that work across multiple environments and help leaders make
optimal decision on cloud technology adoption.

Competitiveness Changes. IrokoSTU leaders noted sustained significant growth
in the number of managed services provided in the cloud with largest potential growth

expected in the SaaS solutions. Companies are switching to service model where they pay
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monthly fee for cloud-based solutions from infrastructure model of building own
solution. IrokoSTU is positioning to support this growth through strategic education
services.

IrokoSTU engaged the services of experienced psychometricians, certification
specialist organizations like Pearson VUE and other industry experts to facilitate
positioning the company as industry leader in the sector. Furthermore, the company
receives comparatively significant internal funding to position the unit for rapid growth.

Comparative Data. The industry scan conducted by IrokoSTU leaders using the
services of a professional market research company shows a common pattern of training
providers in the industry segmenting their certifications along the lines of tiers and roles.
The predominant tiers comprise three tiers of foundation, associate, and professional
levels, while the cloud architect and cloud developer are the common roles segments
broadly covered in the training. The comparative market data also shows that other
providers charge the candidates examination fees for certification based on these tiers and
roles. The industry players charge either annual subscription or onetime payment model
or both to the learners for the training and certification exams.

Some players in the industry also partner with education publishing companies
such as Pearson for the learners to download training contents from the company’s e-
market place to prepare and pass the certification exams. Partnering with different types
of companies is a common practice in the industry. Most training providers in the sector
partner with online proctored testing providers, digital credential providers, IT career

development platforms, and MOOC. The players in the industry also make significant
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effort to sustain the quality of the training to the learners. Some providers like Microsoft
and Google offer beta certification exams to select target audience at a discounted fee to
gather feedback and statistics to enhance the product quality before releasing them to the
larger market. The final products usually include adequate components to ensure
excellent user experience like the sample of examination questions, personalized learning
path in the form of a dashboard, virtual live sessions, onsite training, recorded contents,
hands-on lab sessions, simulations, and sandbox for practices.

IrokoSTU uses the services of reputable market search organization to gain the
market intelligence for right positioning and service quality to garner competitive
advantage. The company is at the early stages of market entry and does not currently
have internal historical comparative records for benchmark.

Strategic Context

The leaders of IrokoSTU plan to broaden the adoption of their unique cloud
education program and make the program the preferred cloud education program for
customers and partners through various elaborate market campaign and product launches
in 2023. The leaders expect to significantly scale up the training and certification
programs among their partners and other external users. While other cloud education
providers have advantage of training users on the services they provide, IrokoSTU faces a
precarious situation of providing training on services they do not provide directly,
making it difficult to convince the users of other CSP platforms to attend the training.

IrokoSTU leaders, however, perceive this positioning as an advantage because it would
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save cloud users the headache of attending multiple CSPs’ trainings as most user

organizations receive cloud services from multiple CSPs.

Iroko is a trusted technology advisor to the CSPs and their customers.

Furthermore, they are also one of the major architects of cloud technology. IrokoSTU

leaders believe the track records of Iroko in the industry is a strong context for

influencing customers’ adoption of IrokoSTU cloud education programs when properly

packaged and presented. IrokoSTU is capitalizing on Iroko brand value to launch a bold

disruption of the cloud education industry dominated by AWS, MS Azure and GCP.

Table 3

Key Strategic Challenges and Advantages

Domain Challenges

Advantages

Business strategy  Does not have captive
customers to train as
company does not provide
cloud services to end users
like the other CSPs offering
user education program.

Customers are used to receiving
cloud education from CSPs

Operations Operates a subunit within the
Iroko group and does not
have direct control over
shared resources

Workforce Limited number of staff
working directly for
IrokoSTU

Iroko provides the underlying
hardware driving the cloud
and has been trusted
technology advisors to CSPs
and technology end users.

Opportunity to extend premium
customer trust to strategic
user education product.

Can leverage the sales team and
customer base of the larger

group

Higher leverage of experienced
consultants and technical
resources in the industry
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Performance Improvement System

IrokoSTU leaders use the objectives and key result (OKR) framework to align
their respective unit activities to the key business objectives. The Iroko team authored
this OKR framework which is now in use by many organizations to facilitate planning
and tracking objectives set from the perspective of the observable results and outcomes.
Before the beginning of the year, IrokoSTU leaders prepare the annual broad goals for
the year and break them down to quarterly goals. The leaders subsequently perform
quarterly reviews to assess the goals attained each quarter to address and learn
opportunities for improvements from noted variances and explore new opportunities
towards attaining the defined year end goals. The goals include quantitative measures like
the planned number of students to be trained, new infrastructures to be built, new
contents to be launched, and qualitative measures include the assessment of customers
perception and preferences for the services delivered.

IrokoSTU leaders work with various research organizations to survey and
interview customers. Through these customer engagements, the leaders learn customer
preferences, types of training they require and their desired quality level to enhance their
satisfaction and loyalty. This customer knowledge forms the basis for gauging and
measuring performance improvement. The leaders expect to commence a formal process
of reviewing the instructional design, the curriculum development process and delivery as

they progress in the program and have a better track record of training customers.
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Leadership Triad: Leadership, Strategy, and Customers

The leadership category of the Baldrige Excellence Framework comprises
leadership, strategy, and customers. This section includes an explanation of the key role
that the leadership team plays through their focus on developing and managing the
organizational strategy and delivering values that the customers desire and expect. The
strategies that leaders define are the basis for the activities and decisions across an
organization that enhance performance excellence and quality customer service delivery
(BPEP, 2021). From the perspective of RBV, through effective strategic management,
leaders can make effective use of the unutilized available capabilities in the organization
to sustain their competitive advantage. Effective application of the available resources in
the organization is a source of competitive advantage (Penrose, 1959). | studied how
IrokoSTU, a strategic business unit of Iroko, emphasizes leadership focus on strategy and
customer to achieve performance excellence and competitiveness.

Leadership

The leadership team at Iroko and IrokoSTU lead by example. The leadership team
models the corporate strategy, the vision, and the values of the organization to align staff
actions and decisions internally, and to enhance the brand image of the organization
externally. The leadership team provides the context for driving agile organization culture
of the organization through broadly defined objectives and priorities that respective
groups and teams within the organization leverage for developing their detailed strategic
management. The leadership team also mitigates bureaucracy and keeps the team

accountable for their performance in alignment with the defined goals and objectives.
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Senior Leadership

Iroko senior leaders comprise the CEO and the vice presidents presiding over
respective business units, groups, regions, and corporate services. The executive team
reports to the board of directors and is responsible for articulating and implementing
corporate strategies in line with the mission, vision, values, and strategic goals of the
company. The executives follow a 5-year plan to grow revenue and stockholder value
through a culture of execution, innovation, and ambitious capacity expansion. Each
business unit has a management team that localizes the broad strategy to their respective
unit’s mandate. IrokoSTU, as one of Iroko’s business units, has a leadership team
comprising six senior managers. Table 4 includes the position and role description of the
leadership team of IrokoSTU.
Table 4

IrokoSTU Leadership Team

Position Role description
Unit director Overall responsibility for unit leadership
Curriculum strategist Strategy, development, and production
Program manager Program management
Infrastructure and operations lead Operations and infrastructure management
Marketing lead Marketing
Instructional designer Content lead

Vision, Mission, and Values. Iroko leaders sustain and continue to build on the
founders’ vision of stretching computing power. Many other organizations in the
technology manufacturing industry pursue a similar vision of providing higher computing

power through enhanced processors’ computing powers and related accelerators to
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support the rising demand for Al systems. These Al systems can leverage the massive
data available in the cloud and the higher computing power for faster decisions (Ali et al.,
2022). Iroko CEOQ leads the deployment of the company vision across the workforce,
starting with a high-level meeting to articulate a 5-year plan in line with the
organization’s four broad strategic business focus areas. The leadership team
communicates the high-level strategy. Based on the high-level strategy, the respective
group and unit leaders formulate the group charters, group-level goals, and specific
department objectives. The specific objectives are usually revenue based for ease of
measurement and benchmarking. The respective subunits create their own key results
areas and how to measure outcomes based on the broad strategic goal.

The Iroko team sustains its commitment to the corporate vision of stretching the
computer processing power and driving faster cloud computing operations by strategic
investment in the IrokoSTU unit to educate users of the available capabilities in the cloud
ecosystem. IrokoSTU’s unit vision is to make training and education a competitive
differentiator for Iroko in the cloud ecosystem. Informed users will be able to recognize
the strategic advantage of Iroko hardware components embedded in the cloud. This
appreciation of innovative cloud components will enable Iroko to keep producing
innovative computing components that users value and can deploy.

The IrokoSTU leadership leverages the broad strategic direction set at the CEO
level to articulate yearly and 5-year objectives and key result areas (OKR) to drive the

unit operations. The defined unit OKRs include specific objectives, measurable result



92

areas, and the assigned resource to work on them. Table 5 is a sample template IrokoSTU
leadership uses to track their OKRs.
Table 5

20xx Training Infrastructure and Training Roll Out.

High Level 20xx Year OKRs Goal

e Launch mobile training 4Q 20xx 8/30/20xx

e Grow Influence by training 100,000 learners 100,000 trained
OBJ1 Offer defined learning program and related exams Owner
KR1 Foundation training and certification exams 50% Name
KR2 Intermediate training and certifications exams 30% Name
KR3 Setup professional certification platform 100% Name
OBJ2 Fast track program acceptance and influence Owner
KR1 Marketing partner strategy agreed Name
KR2 Marketing campaign and sales drive 100% done Name
KR3 Onboard strategic partner 100% completed Name

Communication. Iroko leaders use various strategies and multiple options to
actively communicate with and promptly engage with the team members, customers,
suppliers, and all the company’s key stakeholders. As a large and multinational
organization, Iroko leverages every opportunity to communicate with government
institutions and other organizations to promote the company’s visions and values and to
support the broader enabling business ecosystem.

Internally, the CEO organizes a quarterly meeting to talk frankly with all the staff.
In these quarterly meetings, which occur virtually, the employees ask unfiltered questions
to the CEO. There are also quarterly meetings at the group level where the group leaders
and their teams review the objectives and their related financial implications in more

detail. The group also takes time to recognize team member achievements in furtherance
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of the goals set to stimulate performance and provide clarifications on any questions.
There is also an open forum for the group to freely discuss the objectives, key result
areas, and other raised topics. These multiple meetings at different operational levels
facilitate a proper cascading of the vision, mission, and values set at the strategic
leadership level to the various subunits of the organization. The leadership of IrokoSTU
follows a similar group-level communication approach of translating the corporate-level
vision and strategy to the subunit level.

Externally, Iroko organizes many partner events. The partners attend these events
to hear and discuss the company’s strategic directions with the Iroko CEO. The company
also has joint presentations with some of its key customers wherever they collaborate on
some initiatives. These communications would involve reviewing their scorecards and
their joint goals to harmonize the vision and direction. Iroko deliberately ensures,
sometimes through formal mutual agreements, that their strategic partners keep them
informed, and Iroko also keeps the partners informed of any significant development
relating to their joint endeavors.

Mission and Corporate Performance. The leadership team of Iroko and
IrokoSTU understand the critical importance of focusing on customer needs in translating
the mission to desired corporate performance. The leadership team prioritizes disciplined
action and taking an informed risk when solving customers’ problems and takes revenue
as a reward for meeting customers’ important needs. The company starts investing in
developing production environments as early as 5 years ahead of the target production

date for the market, based on informed trust of what the market will need beyond the
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current demand pattern. This disciplined pursuit of investing in the evolving customers’
needs and market leadership helps the company to launch products at a premium before
competitors design alternatives. The startup of IrokoSTU is also a predictive response to
the customers’ evolving needs. IrokoSTU leadership team collaborates widely to create
content and customer experience to meet the evolving customer needs in the cloud
computing hardware-delivery model. The leadership team of IrokoSTU follows the same
process of trusting and leveraging an informed understanding of the evolving customer
needs to take an informed risk at developing the learning products ahead of the
competition.

Stimulating Innovative Environment for Success. IrokoSTU leadership follows
the typical project life cycle (PLC) approach in delivering successful products to the
market to meet customer needs. The process begins with the leadership team breaking
down complex goals into accountable formats that can be measured consistently using the
OKR framework. The team then articulates relevant market requirement documents
(MRD) covering the opportunity, objectives, and product scope. After the MRD
documents are approved, the team prepares a product requirement document and a
technical requirement document to guide the development efforts. The curriculum
requirement document produced at the end of the planning phase provides a guide for
content development. The document includes information on the target audience, the
learning objectives, the types of courses, and mapping the instructors to the respective

learning development goals.
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In response to the volatile environment, the team also follows a typical iterative
and incremental agile approach in developing and rolling out curriculum content. Some
course modules are released to the market early to gauge market acceptance and
feedback. The team leverages the feedback from each release to enhance the product and
improve the quality of subsequent modules.

At both the Iroko group and IrokoSTU levels, the leadership team pays particular
attention to creating an environment of equity, diversity, and egalitarian meritocracy to
stimulate a healthy environment of success. The hiring managers are deliberately trained
to mitigate bias in the hiring process, and they source candidates using job specifications
with minimal requirements to broaden participation. A team of about five people sits in a
recruitment-interview panel using broad criteria to measure different skills and
experience to have a team of diverse backgrounds in a role to promote team diversity and
inclusivity. The goal of diversity is not just to achieve a target quota but to promote
inclusivity and diversity that boosts business performance. Iroko leadership team
promotes fun events, scholarship programs, champions programs, and minorities
programs to facilitate skills diversity and to broaden merit-based inclusive teams. The
company leaders use these team events to broaden the participation of minorities,
females, and underrepresented communities in the innovation delivery and promotion of
the company’s products and services. The Iroko organization focuses more on egalitarian
meritocracy, which the company described as paying particular attention to what

resources can learn or contribute to the team and not their college degrees.
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The company operates a flat structure to provide the frontline staffs easy access to
the CEO and senior leadership teams. Furthermore, the CEO and senior leadership team
operate from the same floor and use the same shared facilities as the rest of the team as
part of the easy access culture to enhance team dynamics. The flat reporting structure
enables the company to sustain the culture of openness for ease of sharing ideas and
information that enables rapid development and deployment of innovative ideas.

Stimulating Action Focus. IrokoSTU leadership team focuses on measurable
actions and related results in pursuing the unit mission and mandate. The breakdown of
the mission into top-level goals, which are further broken down into the respective
objectives and key result areas, stimulates coordinated action. The unit leadership team
also initiates periodic customer surveys to provide a baseline for understanding the
customers’ qualitative perception of the products and solutions. Periodic numeric
measurement of the outcome on the defined OKRs and comparison of the qualitative
customer feedback to the baseline provides a basis for stimulating teams’ action to
success. Figure 7 below is a pictorial depiction of steps the leadership team take to

stimulate a focus to action in delivering unit’s mission.
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Governance and Societal Responsibilities.

The following is a review of the Iroko corporate governance system, including
highlights of the accountability framework, response to regulatory requirements, and
ethical responsibilities in dealing with the community and stakeholders.

Organizational Governance System. As a public company, Iroko prepares an
annual report in compliance with section 13 or 15(d) of the Securities Exchange Act of
1934 each year. The CEO and other members of the company’s board of directors sign
this annual report, which describes the operations and financial conditions of the
company, for the use of the stakeholders and the public. Furthermore, the independent
registered public accounting firm provides an independent assessment of how effective

the internal control of the company is for providing credible, trustworthy, and fair

97
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financial reports that are included in the annual report by the company. The 10-member
board, which is responsible for the company’s overall governance, comprises select
academia from universities, leaders of partner organizations, significant investors, and
executive members leading strategic divisions of the organization. The executive
directors provide their respective units’ strategic direction and goals to the board for
review and approval at the beginning of each year. They follow up with a quarterly
update to the board on the progress and changes in the plan for review and approval.
IrokoSTU, as a unit under one of the groups led by an executive director, gets the board
of directors’ oversight through the representation of the director on the board.

The board provides the rallying point for aligning the activities of the various
groups and subdivisions in the organization, evaluating their performance, and sustaining
ethical behavior. Iroko has an executive sponsor responsible for ethics and compliance.
The company takes legal and ethical issues seriously. Because of the organization’s size
and to sustain compliance culture, the executive sponsor for ethics and regulatory
compliance provides a quarterly newsletter to all employees highlighting details of any
ethical failures and emphasizing the importance of maintaining high ethical standards.
The executives use frequent communication and an exemplary leadership style to sustain
an ethical governance system.

Performance Evaluation. The company’s management team annually assesses
the adequacy of the internal control function for providing credible financial reporting
and the overall quality of the control environment. The management team uses the

framework issued by the Committee of Sponsoring Organizations of the Treadway
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Commission (2013 framework) for the evaluation and reports to the public the evaluation
outcome (see COSO, 2013). An independent registered public accounting firm also
reports on the effectiveness of the company’s internal control system to the public.

Besides evaluating the quality of the control and reporting environment, the
respective unit leaders and their teams also measure the outcomes of the group-level
targets translated to revenue goals. The company plans to enhance accountability
management further using OKR measures on the defined road maps. When fully
implemented, various teams can use the OKR system to keep the operational focus on the
objectives and track variances from the planned deliverables and road maps.

Legal and Ethical Behavior. Iroko leaders adhere to strong legal and ethical
standards and guidelines. Iroko leaders prepare financial statements and annual reports in
compliance with the guidelines of the public company accounting oversight board of the
U.S. (PCAOB), federal securities laws, and relevant laws of the U.S. Securities and
Exchange Commission (SEC). The company provides an annual report on Form 10-K as
required by section 13(a) of the Securities and Exchange Act of 1934. Iroko also provides
public information on their compliance with Section 13(r) of the Exchange Act, requiring
public companies to disclose transactions with individuals or entities subject to the U.S.-
specific economic sanction during each reporting period. Furthermore, the company also
provides public information on any noted significant deficiencies in the internal control
system and any fraud involving any staff member that participates in maintaining the
internal control system over financial reporting. These public pieces of information help

keep the leadership team accountable to relevant legal requirements for doing ethical
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business and help keep the investing public informed on the company’s performance on
the strategic goals. The CEO and other board members of the company share the
responsibility of setting up and maintaining the proper controls and procedures for
adequate disclosure as defined in the Exchange Act rules 13a — 15(e) and 15d — 15(e) and
maintaining effective internal control over financial reporting as defined in the Exchange
Act rules. The company strives to promote the right internal culture to enable effective
legal and ethical compliance.

Iroko sustains a culture of strong ethical behavior by maintaining a long-term
focus on promoting transparency and integrating corporate social responsibility across all
its operations and supply chain. Employees are trained regularly on acceptable ethical
practices like an anti-bribery stance in all dealings with government and other
organizations and ensuring that the company does not go through a third-party
organization that offers a bribe to execute contracts or services on behalf of the company.
Iroko also avoids operations in regions and countries where the supply chain process
could involve unfair labor practices or environmental damage.

The company leverages technology to inspire corporate and community culture
that is inclusive and sustainable. The company leadership promotes responsible business
and safety practices across their manufacturing operations spread across many countries.
The company executives provide a public report annually on their corporate social
responsibility practices, related plans, and progress on the plans for public accountability.
Through RBV perspective, organization leaders can build an inspiring positive image for

the organization among the employees to stimulate their innovative use of unutilized
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resources for improving performance of the company. Employees identify with and
promote interest of the organization that is socially responsible beyond their regular
official tasks (El-Kassar et al., 2021). Iroko leadership’s strong ethical stance and
responsible governance are key enablers to optimal engagement of the internal workforce
to the pursuit of the corporate vision and mission. The company also strategically pursue
active societal contributions.

Societal Contributions. Iroko’s overriding goal is to use technology to improve
the quality of life on earth and to remain a good global corporate citizen as rapid changes
in cloud computing, fifth generation (5G) inspired pervasive connectivity, Al, and
intelligent edge computing, accelerate the digital transformation of the world. Iroko
invests significant resources to support the implementation of the United Nations
Sustainable Development Goals to advance social impact initiatives to the communities
across the company’s supply chain and the stakeholders. Iroko promotes the culture of
developing and working with the local talents where the company is situated to enhance
the spread of high-skilled and high-paying jobs across different regions. Iroko leaders and
staff invest significant efforts in volunteering to educate organizations, institutions of
learning, and disadvantaged groups to help them create pathways to high-paying careers
in technology. The company partners with universities and colleges promoting the cause
of underrepresented communities to boost their students’ participation in engineering and
computer science opportunities. Through these partnerships with learning institutions,
Iroko promotes merit-based inclusivity, diversity, and broad representations of technical

talents in high-paying technical jobs across various communities worldwide.
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IrokoSTU also contributes to societal change by actively educating user
organizations’ technical teams to build their capabilities to make informed and optimal
technology choices in the cloud computing operating model. Making the appropriate
technology choice in cloud computing enables the leaders of the technology user
organizations to minimize waste on cloud infrastructure resources for delivering their
customer values and promotes sustainable resource usage. Iroko also leverage its
innovation capabilities to manufacture technology components at scale to make the
product affordable to a large user base to promote their access to needed digital
capabilities to support their lifestyle quality.

Ethical, responsible, and transparent governance, in addition to the exemplary
leadership style at Iroko and IrokoSTU, is the leadership model senior leaders follow to
sustain competitive performance and stimulate employee engagement. The leadership
team has followed these models to consistently fulfill the ethical and legal responsibilities
of the company consistently. The company has also, through these practices, made
significant contributions to society in its core areas of technology innovation and
contributed to advancing sustainable corporate management practices. The prevailing
leadership culture and responsible governance stance form the foundation of the strategic
management practices of the organization.

Strategy

The following subsections are the description of the approach used by Iroko and

IrokoSTU for conceptualizing, developing, and implementing the organizational

strategies for delivering customers’ and other stakeholders’ values. The strategic
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management approach follows a cyclical process of identifying opportunities, designing
strategic objectives, detailed planning, implementing the strategy, and making relevant
corrective adjustments in response to changing market trends or feedback from
implementations, as shown in Figure 8 below. The strategic focus of Iroko is to continue
to be a leader in the emerging digital technology affecting the world, especially in the era
of ubiquitous computing, Al, and big data applications. IrokoSTU is a strategic unit the
company conceptualized to ensure users understand and can optimally choose the
company’s superior computing components as rapid changes engulf the technology
ecosystem because of the new cloud computing model.

Figure 8

Iroko Strategic Management Cycle
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Strategy Development

Iroko board and the executive leadership team provide the broad strategic road
map for the entire organization and the various groups and subunits. The company does
intense customer surveys and leverage extensive feedback data from the sellers, partners,
and customers, analysis of competitors, and market trend to determine the strategic gap to
fill in the medium to long term. For instance, the establishment of IrokoSTU micro
certifications resulted from the feedback and analysis of unused compute and network
resources and capacities noted in the market. Based on the feedback from the respective
units and the groups, the executives articulate a long-range plan that the board reviews
and approves to guide focused action for delivering stakeholders’ values. The approved
medium to long-range plan becomes the basis for the detailed strategic planning process.

Strategy Planning Process. The strategic planning process begins with
developing the long-range business plan by the executive leadership team (ELT). After
the board approves the long-range plan, the ELT works with their respective groups and
units to develop a yearly plan incorporating the value propositions, relevant trade-offs,
required resources, and related financial outcomes. They link these planning components
together into a budget for each year. The budget cycle for each year completes at the end
of December, with priorities defined and set for the new reporting period. Respective
groups and unit leaders collaborate with their teams to break the annual budget into
quarterly milestones to track results. Figure 9 is a pictorial representation of the strategy

development cycle at Iroko and IrokoSTU.
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Figure 9
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Strategy Planning at IrokoSTU

The strategic planning process at IrokoSTU follows a similar structure to the
overall Iroko strategic planning process. The leadership team of IrokoSTU sustains action
through the strategic planning process to achieve broad corporate and specific unit goals.
The goal is to use strategic training products as a competitive advantage enabler to boost
the knowledge of customers in making an informed and preferred choice of the
company’s technology products embedded in the cloud computing systems. The
following are key components of the strategic planning process at IrokoSTU.

Market Intelligence. IrokoSTU leaders work with various market research
agencies to periodically get credible data on market trends, customer preferences, and
competitor activities. The leadership team leverages the data from the research as an

essential consideration in their strategic planning process. The leaders could determine
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the organization’s relative strengths, weaknesses, opportunities, and threats (SWOT) in
the market using the market intelligence information and then craft relevant response
strategies to optimize their competitiveness.

Big Goal and Strategic Considerations. The top strategic goal of IrokoSTU is to
drive relevance for Iroko in the cloud ecosystem. At the team level, the big goal of the
unit is to build a world-class certification engine and a team that can deliver scalable,
world-class training, curriculum, and exams. This big goal is broken into timelines
comprising the number of learners to be trained each year and the required funding to
achieve the set goals. The unit sets quantitative goals based on the number of partners
trained for a period and a qualitative measure based on the market perception of the
services. The leadership team uses the baseline assessment of the curriculum from focus
groups of actual users, interviews, and users’ ratings on quality and usefulness to
determine incremental goals during strategic planning. They also determine the
quantitative target number of partners to be trained within the period.

IrokoSTU typically has competing demands from other units in the organization
to be accommodated in their training goals. IrokoSTU uses a scalable framework to
determine the resource input required for different outcome levels. This resource-
outcome framework enables the unit to prioritize, assess and decide whether to accept
multiple requests from different teams to expand the training function. They make
strategic choices based on the availability of the required resource for the desired

budgetary outcome and comparative benefits of each strategic alternative.
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Strategic Implementation

IrokoSTU receives funding for implementing its big goals based on the approved
medium-term 5-year goal and resources required to achieve the target quantitative and
qualitative goals for each budget cycle. The unit collaborates closely with the other
groups in the Iroko organization, like the marketing team, to augment marketing impacts
with limited funds available to the unit. IrokoSTU also leverages vendors and
contractors’ expertise extensively to augment the limited number of internal employees
available to implement the unit’s budget. Furthermore, the unit depends on the LMS
infrastructures, web environment, and relationship management systems owned and
managed by other teams in the Iroko organization. Collaborating with multiple entities
and teams for the execution of the unit’s strategic goals and objectives provides
significant opportunities for the unit to scale its operations rapidly. However, these
dependencies expose the unit to multiple points of failure that require delicate and careful
management.

The unit plans to gradually increase headcount as subscribers grow to justify the
need to drive further growth. The leadership team uses metric dashboards to track users’
engagement, progress on training, and analysis of user categories across multiple
channels. The unit has the agility to change implementation plans, reprioritize delivery
rapidly, and take intelligent risks in response to market conditions. The unit also follows
a general company culture of tolerance for not having 100% success in every
implementation and treating failures as a process for quicker learning rather than

penalizing them.
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The leadership team of IrokoSTU actively monitors the implementation of the
strategy based on the defined OKRs and takes corrective measures to address variances
or needs to rebase the plans. The performance on the defined qualitative and quantitative
goals determines the pace of growth and allocation of growth resources in the subsequent
strategic planning cycle. The Iroko leadership team garners comprehensive market
intelligence through their strategic management process to align the innovative
technology products they manufacture to the users’ capabilities. IrokoSTU’s specific
focus on providing agnostic technology education to decision makers and users in the
emerging cloud computing ecosystem is a strategic response to resolving the business
problem of how to educate decision makers and users to make optimal technology
choices for their organizations during periods of rapid technology changes and
technology disruptions. Iroko could leverage unutilized SME capabilities in the
organization to create world-class cloud computing contents that the IrokoSTU team
offers to internal and external customers to develop their capabilities. From the context of
RBYV, the new knowledge that the customers obtain from attending IrokoSTU programs
could help them identify unutilized available resources in the organization through
optimal technology investment for enhanced job delivery and cost efficiency.
Customers

Iroko provides critical computer components to organizations building computer
notebooks, desktops, servers, specialized data center high-performance cloud computing
systems, and related systems leveraging ubiquitous big data. The technology industry is

evolving rapidly, and competition is intensifying. Iroko keeps adapting and enhancing the
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capability of the computer systems components that their corporate customers need to
remain competitive, relevant, and sustain a leadership position in the industry.
Competitive players in the industry continuously extend their capabilities to innovate and
manufacture critical computer components at scale to avail every technology user of
limitless computing power and data access up to a petaflop of computing power and a
petabyte of data without latency in the new cloud computing model. IrokoSTU’s primary
customer targets are the cloud ecosystem service providers, large multinational
enterprises, small enterprises, and CSPs. Following are the approach Iroko and IrokoSTU
leaders use to listen to, engage and manage their customers.

Customer Expectations

The senior leaders of Iroko and IrokoSTU invest significant effort in listening to
and assessing customer expectations to satisfy their needs and expectations. Before the
decision to startup IrokoSTU, the Iroko leaders did an extensive market study of the
industry. They listened to the potential customers to understand their real needs and
unmet expectations in the market. The gap in the market and informed customers’
expectations led to the establishment of IrokoSTU, the design of the unit curriculum, and
decisions on delivery models to meet the market needs.

Customer Listening. The Iroko sales team and subject matter experts (SMES)
provide first-level sensing of customers’ needs through their interactions and extensive
customer knowledge. Based on the preliminary information from the sales team and
SMEs, IrokoSTU leaders commission extensive market research, using proven market

research professionals, to understand the market phenomenon and the right target
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audience for the strategic education content. Through extensive research, IrokoSTU
understood that the critical technology buying decision now resides with the CSAs that
work with technology service providers like Accenture and Deloitte rather than the
organizations’ IT managers, as was the case in the old hardware delivery model. Through
this understanding, the IrokoSTU leaders could understand and tailor the training
curriculum to enhance the target audience’s knowledge to influence their technology
buying decision in the cloud ecosystem. The unit listens to the customer before and after
the product launch to sustain the culture of continuous improvement and innovation.
Following are the preassessment activities in the unit.

During the preassessment phase, IrokoSTU leaders conduct interviews with
customers mostly, about twice a year, to get their input. The leaders interview CSAs and
other target customer groups to get information to articulate a high-level content scope.
They also use anonymous focus group sessions to obtain unbiased audience views on
desired product features. IrokoSTU leaders then share a draft curriculum developed from
various feedback with customers for evaluation. The internal quality assurance team,
partners, and SMEs also review the contents for quality and coverage of the defined
topics. After the products successfully pass the early assessment stages, the unit also
arranges a beta testing with select customers at a discounted price to use the product and
share feedback on the overall experience with the product before public launch. The unit
plans to implement the option of using customer engagement to determine program
criteria, like determining how long it takes to complete a program. The leadership team

plans to incorporate these features in future product release cycles. Table 6 below
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includes the list of activities the company conducts during the preassessment of the
product before market launch, the target audience for the activities, and their respective
outcomes.

Table 6

Preassessment of Curriculum Product

Approach Audience Outcome
Interviews Cloud solution architects ~ Obtain customers’ needs and expectations
and Internal SMEs. to build product scope.
Anonymous focus group ~ Obtain an unbiased customer opinion.
discussions.
Draft review  Select target customer Confirm contents quality, coverage of the
groups. defined topics and learning outcomes.

Internal SMEs.
Quality assurance teams.

Betatesting  Select sample of target Evaluate the overall experience with using
customer groups. the product before public presentation.

Future enhancement will involve using the
beta testing and customer engagement
to determine program criteria.

Customer Segmentation and Service Offerings. IrokoSTU avails a similar
portfolio of curriculum content to the company’s primary and secondary target
customers. The customers can follow the learning path based on their competency level.
The content follows the broad industry category of foundational, associate, and
professional-level content and certification exams. Table 7 below includes the details of
the target customer groupings and categories of training offered to them.

The primary customer target for IrokoSTU is the cloud ecosystem partners

comprising the technical resources delivering the cloud solutions, such as Accenture and
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Deloitte, whereas the secondary target is the enterprises that use cloud services and the
CSPs, such as AWS, Alibaba cloud, Oracle, Salesforce, and SAP. The groupings of the
cloud ecosystem service providers are based on the nature of the services the cloud
technical professionals provide.

Table 7

Product Offerings to Customer Segments

Segment Curriculum level Outcome
Primary & secondary  Foundational Provides learners with solid cloud
customer categories computing foundation. Designed for

non-technical roles with little or no
experience on cloud computing and
operations.

Associate Includes intermediate proficiency level
training and certifications for
developers implementing, deploying,
maintaining, and managing cloud
projects.

Professional Expert level curriculum and certifications
for professionals with multiple years’
experience in the industry

Customer Engagement

IrokoSTU leaders conduct various marketing and sales activities to build a
positive relationship with the customers and to engage them. The engagement approach
for the internal customers begins with profiling and identifying all the employees and
partners that need the unit’s training. The internal target customers usually include the
sales team and employees involved in cloud-related services. The unit collaborates

closely with respective people managers and other group heads to create internal
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publicity and compelling awareness to stimulate interest in registering for and completing
the programs. Sometimes the unit uses incentives to encourage customers to complete the
programs.

Engaging external customers involves the traditional marketing approach of
onboarding customers. The unit retains the services of an advertising agency to lead the
public presentations and marketing communication to the target customers. The unit’s
four pillar customer engagement strategies begin with creating foundational documents to
help customers identify, indicate interest, register, or open the channel for subsequent
follow-up discussions. Another approach is partnering with other channels in the Iroko
group offering cloud-related products to include a call to action for their audience to
register for appropriate cloud education levels to help them optimize their cloud budgets
and performance. The unit also leverages media partnerships established by other Iroko
groups across various regions to market the unit contents with minimal capital outlay.
The IrokoSTU leadership team also leverages Iroko’s sponsored events to engage
customers. Furthermore, the unit also engages in direct marketing to the large enterprise
accounts that provide cloud services to many organizations.

Through these engagement activities with internal and external customers,
IrokoSTU leaders build the appropriate relationship to engage and serve the target
customers. The target customers can access the unit programs directly through the web
and receive needed support from the web portal. The customers can also communicate
directly with the partners of IrokoSTU that provide specialized curriculum services like

Pearson VUE, which provides certification exams in the industry. The unit provides an



114

adequate guide to customers on how to leverage these partner organizations for support
and guides in the program.

Customer Satisfaction. IrokoSTU obtains feedback from every training
interaction with the customer and uses this feedback to assess qualitative perception and
customer satisfaction levels. The unit leaders also use market research information to
understand audience satisfaction level and perception of IrokoSTU training compared to
the competitors’ offerings. The unit plans to formalize a 360 degrees survey and establish
baselines for benchmarking and continuous improvement in customer satisfaction. These
planned formalized surveys, when implemented, will provide a rating system to gauge
progress on providing optimal services that delight customers.

Results Triad: Workforce, Operations, and Results

The Result Triad of the Baldrige Excellence Framework comprises the workforce,
operations, and results categories. The review and analysis under the results triad section
IS an opportunity to provide data and information relating to the workforce and
operational processes and the resultant outcome from these two processes (BPEP, 2021).
As Baldrige Excellence Framework is a nonprescriptive framework, organizations can
define, measure and report on the most appropriate metrics that align with their strategic
direction and cultural context within results triad Analysis (BPEP, 2021; Strahan et al.,
2022). 1 described and analyzed Iroko’s result triads processes in the context of their
approach, deployment, learning, and integration as suggested in the BPEP to understand

their relevance to their corporate strategic direction and performance outcome.
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Using the RBV lens, companies can leverage their unutilized resources to
optimize the operational excellence of their workforces and operations and their resultant
outcome. Effective measurement of the performance of the company’s resources and
outcomes provides appropriate feedback to build competitive internal resources in the
context of RBV of firms (Al-Dhaafri & Alosani, 2021). Hence, company leaders can
leverage the periodic feedback from the assessment of their resources and operations to
discover and optimally apply unutilized available resources to sustain their
competitiveness in the changing market environment. This flexibility to redeploy
resources is critical in a fast-changing market as companies can adapt their workforce,
processes, and operations in response to the dynamic challenges in their market to sustain
superior performance (Manikas et al., 2019). The followings are the description and
analysis of Iroko’s workforce, operational processes, and their related results using the
BPEP analysis dimensions of the approach, deployment, learning, and integration
contexts as they relate to the optimal performance of workforce-focused processes.
Workforce

Iroko has over 100,000 employees as of the end of December 2022, spread over
major commercial hubs in Asia, Europe, and America and serving broad industry
categories spanning retail, services, public sector, and manufacturing. The workforces are
predominantly technology resources working on the technology hardware components
manufacturing, developing supporting software solutions, sales, research, and
development. Iroko leaders manage and deploy these resources to sustain superior

performance. Company and work performance is enhanced through the development of
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workforce capabilities (Smoyer et al., 2021), as the workforce could drive the operations
that create value for the customers. The SLT of Iroko understands the critical importance
of the workforce in attaining the corporate strategy and consistently measures how
competitive their talent capabilities, retention, and development are relative to the
industry.

Iroko manages diversity and inclusion as a vital source of competitive innovation
resources and positioning for long-term growth. The leadership team measures and
rewards performance on inclusion and diversity targets each year. The focus on diversity
and inclusion led to the rollout of special programs for diverse groups like developing
women to assume technology leadership roles and growing technical skills of people that
self-identify as disabled and less represented communities to participate in the digital
innovation career and leadership. The company collaborates actively with other
organizations in industry and society to stimulate inclusive culture in developing and
deploying digital technologies across the globe.

IrokoSTU leaders follow Iroko’s companywide workforce management and
engagement culture. There were ten resources dedicated to the management and
operations of IrokoSTU as of December 1022. The unit’s staff can source, leverage, and
collaborate with other resources within the Iroko organization to pursue the unit’s
strategic goals as needed. The unit leadership facilitates the right operating environment
for optimal workforce engagement to attain strategic goals. Leaders can stimulate
breakthrough innovations by aligning their strategic human resources management

practices towards creating a workplace environment that stimulates optimal staff
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engagement in high-risk, uncertain, and fast-changing environments (Choi et al., 2019).
Using the BPEP framework, organizational leaders can evaluate the alignment of the
workforce to the innovation goals and strategic direction of the organization. Following is
the analysis of the organization’s practices on engaging, managing, and developing an
optimal workforce to attain the overall corporate goals.

Workforce Environment

Iroko leaders sustain standardized practices across the organization to stimulate an
effective and supportive workforce environment for continuous innovation, creativity,
and attainment of the company’s strategic goals. Each unit in the organization adapts and
aligns its work environment and capabilities to the enterprise workforce practices and
standards. Iroko competes for scarce technical talents with the rest of the technology
organizations in the industry and hence creates an appropriate environment for nurturing,
attracting, and retaining these talents. Descriptions of some key attributes of the
company’s workforce environment are in the following subsections.

Workforce Capability and Capacity. IrokoSTU hires talents based on the
resource requirement for implementing the unit’s curriculum strategy and setting up the
supporting system to deliver content that delights users. The unit leadership aligns
resources needs to achieve the budgeted new features for the curriculum and for
sustaining the existing curriculum operations. They scale the addition of resources to the
team as updated content, features, or modules are added to the curriculum and for
expanding to new customer segments. Mapping deliverables to the headcount and staff

roles makes it easy for the unit to extend or reduce operational scope based on the
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available resources. The unit leaders also make significant use of contract staff resources
to execute project activities with specific time-bound objectives and easily disengage the
contract resources when the project tasks are completed. Contract resources bring the
team market-ready skills and capabilities to execute assigned tasks to meet customers’
delivery timelines and quality expectations. The regular and noncontract staff of the unit
manage routine operational business activities and interface with other units of the Iroko
organization to align unit operations with the group standards. IrokoSTU’s regular
employees provide stability to manage and run the activities of the unit in the long term,
while the contract resources provide an immediate pool of resources to execute short
team unique assignments in furtherance of the strategic objectives and market
imperatives. IrokoSTU follows the companywide practices of providing regular training
opportunities to the staff and sustaining the culture of consistent talent development to
remain industry leaders.

Workforce Diversity and Inclusion. Iroko leadership uses deliberate practices
like group interviews, hiring teams, and concise job requisition to mitigate bias and
broaden diverse skills participation in the talent sourcing and hiring process. The hiring
teams take a broad view of new talents and assess them in the context of their unique
backgrounds and potential contribution to the diverse job requirements. Through these
diversity-promoting practices, Iroko leadership sustains a culture of diverse and inclusive
representation of ideas, cultures, demographics, and orientations in the hiring process and

work environment.
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In addition to following Iroko’s broad diversity and inclusive hiring and
workplace culture, IrokoSTU also promotes complementary-skills diversity in their hiring
process. The unit promotes the culture of pairing team members with diverse skills and
experience in curriculum development, management, and deployment within teams.
Through effective collaborative team management and pairing complementary talents,
the IrokoSTU leadership team harnesses and aligns diverse-multi talents to deliver
superior customer experience.

Workforce Benefits and Policies. Iroko maintains competitive benefits
packages, including stock options and structured family benefits like family leave,
fertility support, and family integration programs. These benefits align with the practices
among peer companies in the industry, and Iroko strives to sustain these practices to
remain competitive and retain superior talents. Furthermore, Iroko maintains significant
transparency in its compensation and benefits structure by publicly releasing the details
of the company’s EEO-1 pay data filed with the Equal Employment Opportunity
Commission (EEOC) detailing the demographic breakdown of the company employees
pay data (see “United States: EEOC Announces Opening of 2021 EEO-1 Component 1
Data Collection,” 2022). These practices help sustain a competitive benefit regime and
work environment for high-performing talents.

Iroko follows the industry trend of providing flexible work arrangements for the
employees to either work from home or at the office location and ensures that staff has
adequate support and tools to succeed equally in either of the work environments. The

leadership team also strives to reduce job demand-related stress, health challenges, and
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burnout. Work challenges, demand pressures, and the work environment could affect the
physical, emotional, and motivational well-being of the employees (Kronenwett &
Rigotti, 2022). Iroko makes adequate provisions for a safe and injury-free work
environment. The company promotes overall wellness programs, including mental health
programs among the staff, and supports programs to ensure they are physically, mentally,
and socially sound to contribute optimally to work and general social demands. The
company provides significant awareness programs for mental, behavioral, general
wellness, and education to stimulate a culture of a healthy and safe environment for the
staff to bring in their best talent to work.

IrokoSTU hired resources enjoy the standard Iroko benefits and compensation
policies. The unit leaders also provide competitive industry hourly rates to the contractors
engaged in working on specific components of the curriculum development,
management, and related infrastructures. The competitive remuneration and benefits
options at IrokoSTU engenders a hygiene atmosphere for attracting and retaining highly
skilled employees and contractors to implement the unit strategies.

Workforce Health, Security and Accessibility. Iroko leadership regularly
invests in programs, awareness campaigns, and routine education to sustain a culture of a
safe, injury-free, and accessible work environment. The U.S. Department of Labor
monitors employers’ compliance and actively preserves the workers’ right to a work
environment that is healthy and safe (United States: Secretary Walsh on the International
Labor Organizations Recognition of Occupational Safety, Health as a Fundamental Right,

2022). In both China and the EU, providing occupational health and a safe work
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environment is also seen as the employer’s responsibility, with a general principle of
following preventive measures and avoidance of unsafe practices to sustain a healthy and
safe work environment (Liu, 2019). Iroko’s operation span the U.S., China, and the EU
markets. The company leaders adhere to the requirement to preserve a healthy, safe, and
accessible environment for workers in each of these regions. The company provides
ergonomic equipment to the needing workers at home and at the offices, avails adequate
security on each operating site, and uses modern collaborative technologies to meet
workers’ accessibility, safety, and injury-free work experience. The long-term goal of the
company is to continue to leverage quality education and planned engagement programs
to sustain the culture of a safe, accessible, and overall healthy work environment for
workers across all its operating regions and within the industry.

Workforce Environment From RBV Context. The quality of the work
environment plays an important role in enhancing employees’ morale, engagement, and
retention. Using the RBV context, organization leaders can leverage big data and
predictive analysis tools to understand the prevailing work environment culture and
human resource management strategies to optimize resource management, reduce
dissatisfaction and stress, and enhance retention (Singh et al., 2022). Iroko leaders
regularly generate and analyze relevant work-environment data such as undesired
turnover rate, competitive industry benchmark, demographic profile, and pay data to
elicit information to sustain a work environment for nurturing competitive human

resource talents to thrive in the fast-changing industry.
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Workforce Engagement

Drivers of Engagement. IrokoSTU leaders create and sustain an engaging work
environment that promotes innovation and high-quality delivery. The prevalent
leadership style and nature of the work environment can influence staff affective
commitment and engagement to the organization’s vision and mission (Aboramadan &
Kundi, 2020). A culture of transparency is essential in stimulating workforce engagement
as the employees understand the rationale for decisions and how they contribute to
achieving the goals set (BPEP, 2021). IrokoSTU leaders and staff use a transparent OKR
model to articulate the desired objectives for each quarter and how the work that each
member of staff does relates to achieving the desired objectives. The clarity and
transparency in the development and implementation of the OKRs enable opportunities to
sustain staff engagement in the implementation of the vision and mission of the unit.
Furthermore, the unit also follows a structured flow of work framework, as shown in
Figure 10, to make delivery easy and predictable for the team. Using the flow of work,
the team can deliver a high-quality curriculum that delights users and enhances staff
morale.

Another important driver of workforce engagement in IrokoSTU is the inherent
satisfaction the Subject Matter Experts (SMEs) derive from producing quality curriculum
that bears their names. The recognition, visibility, and awards that come with delivering
high-quality content stimulate the SMEs’ engagement to deliver excellent results. The
SMEs contributing to IrokoSTU content are predominantly Iroko employees and partner

organization staff who volunteer to work on this project. Volunteering for a worthy cause
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can enhance staff engagement in for-profit organizations (Erks et al., 2021). Iroko
leverages the volunteering model in stimulating staff engagement in developing
curriculum content. The SMEs at Iroko are very enthusiastic about providing high-quality
content and support to the vision and mission of IrokoSTU to transform the education of
cloud users to enhance their decision capabilities and optimal use of cloud solutions.

The agile work process at IrokoSTU is also another driver of workforce
engagement. Leaders can follow the agile work process to sustain the culture of
continuous improvement, workforce engagement, and stakeholder commitment. An agile
culture stimulates a participatory approach to change management because of the focus
on individual interactions and being open to welcoming changes, as articulated in the
Agile Manifesto (Beck et al., 2001). The agile organization environment enables a culture
of self-organizing teams with control and autonomy to respond to changes (Sauer &
Nicklich, 2021). The agile work process at IrokoSTU follows the iterative and
incremental agile delivery model, as shown in Figure 11, to drive workers’ engagement,
respond to change, and continuously improve on delivering value to customers in line
with the organization’s vision. The delivery cycle starts with sprint planning at the
beginning of each 2 weeks sprint cycle. The development team then designs, develops,
assesses, and deploys the new features. The team then reviews the product with the
customer or stakeholders at the end of the two-week sprint to launch the accepted
solution and take feedback for improvement on the next delivery cycle. The team
incorporates the feedback in the subsequent delivery cycle for another incremental

development.
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Figure 10
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Figure 11

Iterative and Incremental Agile Delivery Cycle at IrokoSTU.
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Organizational Culture. Iroko leaders adhere to and promote the culture of
doing the right thing and fostering respect of intellectual property rights across the
industry. The leadership team ensures that the organization provides right attribution to

any product the company uses that is sourced from another entity. This property rights
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respect culture stimulates a sense of originality and creativity among the workforce and
the consciousness to avoid intellectual plagiarism. The workforce aligns to the prevalent
culture of considering all stakeholders involved whenever they are engaged in their
respective tasks. The culture of planning and measuring outcomes against the plan is
another important factor in stimulating engagement to the vision at Iroko.

At IrokoSTU, the entire team has a good sense and clarity of the unit’s and the
organization’s direction, which also includes a transparent commitment to diversity and
high performance. The unit uses OKRs that are graded and measured quarterly to sustain
open communication, performance expectations, and measurements. These OKRs are
also stretched to stimulate the personal development aspirations of the employees.

Personal Development. Every employee at Iroko has required training to
complete annually, ranging from regulatory compliance to technical and other personal
effectiveness training. These training programs are designed to sustain ethical behaviors
like avoiding bribery and corruption, provide regional context to distributed staff, and
enhance professional competencies. The organization leaders conduct regular surveys to
get feedback from the internal staff and partners taking these learning programs to
understand the impact of the training on the desired outcome.

At IrokoSTU, the sales team undergoes extensive training on cloud curriculum to
ensure their deep understanding of the product and enhance their performance on the
sales goals. Furthermore, all IrokoSTU workforce are required to keep updating their
cloud certification competencies to keep pace with industry developments. The number

of courses delivered internally by IrokoSTU is also another indication of leveraging
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personal development and learning for workforce engagement. IrokoSTU delivered over
7,000 courses last year as of December 2022, which was a significant increase from the
prior years and is set to sustain the growth in the number of courses delivered in the
current year. These courses are segregated into learning paths for the internal Iroko staff
and learning paths for the partners based on their peculiar needs in addressing the
company objectives and pursuit of defined missions.

Career Development and Succession Plan. At Iroko, there are regular
conversations between the management and the employees on their career progression
plans. The organization provides a structured technical leadership program to stimulate
the development of staff for the next level in their career path. The respective managers
of the employees collaborate with them on their career growth. Each resource determines
the pace of their growth. Employees would normally identify open positions they aspire
to progress into and work with their managers when the opportunity arises for
considerations into the new positions. Some technical resources that do not want to
progress to a higher or another position still enjoy due recognition and rewards in their
preferred position. At the leadership level, Iroko has a deliberate succession plan for
director positions and above. The CEO and the board have their respective succession
plan and waiting periods for progressions to these positions to sustain the enterprise’s
stability and performance.

Operations
The quality of the operations in the organization is an essential strategic factor for

the successful delivery of customer value. Organizational leaders can review and improve
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their operational process performance to enhance customer satisfaction (Suarez-Barraza
et al., 2021). The organizational leaders could use a proven systemic review framework
for a holistic process review and improvements. For instance, a detailed review of
organizational operations using BEF involves analysis of the design, management,
improvement, and innovation relating to the products and work processes in the
organization and how effective they are for delivering customer value and corporate
success (BPEP, 2021). The SLT of IrokoSTU continuously improve and innovate their
work process for delivering optimal curriculum to meet the users’ and user organizations’
needs in the fast-changing technology market. The following subsections include details
of operational processes that IrokoSTU follows in delivering strategic cloud user
education to aid the optimal choice of technology products by user organizations.
Work Processes

Product and Process Design. Iroko’s work processes begin with a deep
understanding of customers’ needs through research to learn the gaps in the industry.
Knowledge of what is currently being addressed, not being addressed, or what is not
being addressed appropriately or sufficiently enough helps Iroko leaders understand the
gaps their products could fill. The company designs and develops technology products
with different use cases to meet identified specific needs of specialized industries besides
general technology products needs of the general market. For instance, the specific need
for cryptography in the workloads of Al and machine learning solutions led to creation of
a cryptographic accelerator in the CPU system that is different from the regular CPU

chips to speed up cryptographic calculations for generating required operation keys.
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Furthermore, the specific needs for edge computing involving using the abstracted
version of data for compute at the edge led to the development and successful rollout of
specialized technology products for edge computing that makes it efficient to compute at
the edge and seamlessly synchronize with the central system.

The overriding goal of the Iroko and IrokoSTU work process is to deliver
technology products and services that enhance the quality of life on the planet earth.
Figure 12 depicts the organization’s high-level workflow process for delivering
technology products and services. A periodic review of the business work process is
important for providing sustained quality products and services to satisfy customer
requirements (Borcosi, 2022). This research study process is part of the activities Iroko
leaders follow to ensure regular review and improvement on it is work process.

Figure 12

High Level Product Delivery Work Process
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address immediate and projected market needs

Work Process Design Concept. IrokoSTU’s product design concept revolves

around a rapid deployment of just-enough cloud learning products and solutions to the
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market in response to the sensing function of the market needs and continuously
improving the released product based on feedback rather than waiting for product
perfection before deployment. IrokoSTU’s market sensing function involves using
trending data, focused sessions with customer user groups, looking broadly at the
industry, noting customers’ cosmetic changes, comparing usage changes across regions
like Europe and America, and using other variables that make sense in the market to
guide decisions on taking intelligent risks. IrokoSTU leaders also leverage the knowledge
and information provided by the frontline SMEs interfacing with the customers to
develop the curriculum design document to meet users’ learning needs. IrokoSTU leaders
have consistently used rapid curriculum deployment to the market and actively
incorporating customer feedback in subsequent curriculum development to design the
work process for superior industry performance.

The curriculum development also includes creating proficiency certification
exams by professional psychometricians to measure the quality of user learning. The
proficiency exams development follows a four-stage process of collecting learning
objectives to be tested for lesson development, question writing and review, and question
scoring, as shown in Figure 13. IrokoSTU aligns the design of its course delivery
methods to the four common methods the cloud computing certification industry vendors
use for delivering content to learners, depicted in Figure 14. The unit follows industry
best practices in curriculum development, course delivery, and conduct of certification

exams and continuously improves these processes in response to market needs.
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Common Delivery Methods by Cloud Computing Certification Vendors
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Supply Network and Support System. IrokoSTU leverages a vast pool of
suppliers to deliver curriculum products, support the users taking cloud lessons, and
manage related cloud certification exams. IrokoSTU program managers provide the guide

and measurement framework to ensure the inputs from the supply network comprising
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the instructional designers, lab developers, psychometricians, digital assets contractors,
and CSPs contributing to the curriculum meet the desired performance objectives of the
unit and customer needs. The inputs from the supply network follow a careful review
process to mitigate plagiarism and sustain high-quality delivery. IrokoSTU leaders also
employ the services of storytellers and story creators to ensure the curriculum contents
are cohesive in addressing the learning objectives. The deliberate pairing of instructional
designers with SMEs within the organization facilitates alignment to strategic objectives
and satisfying the customers’ changing needs. The support process also leverages the
supply network to meet the internal and external needs of sustaining the curriculum.

IrokoSTU has both internal and external support processes for different
components of the learning platform and the users. IrokoSTU quality team ensures the
external learning providers offering the unit’s courses, like Udemy, Coursera, Udacity,
and partner universities, maintain the most recent curriculum version. The team supports
them to ensure old contents are removed from their respective sites and refreshed with
new contents. The backend LMS for the program is also very interactive, easy to support,
and compatible with various mobile devices and computer systems. IrokoSTU program
managers and the quality team ensures effective alignment, collaboration, and resilience
of the diverse supply network and support team in addressing customers’ needs and
strategic business requirements.
Operational Effectiveness

Building Quality Into the Process. Organizations can promote process

efficiency and effectiveness through conscious management of process quality.
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Organizations that underestimate the importance of process modelling and enhancement
risk failure of their digital transformation (Aniskina & Azarov, 2022). Hence, using a
systemic view of the work process, organization leaders could focus on critical factors
driving operational effectiveness. IrokoSTU leaders focus on hiring the right
professionals and partnering with proven suppliers to deliver efficient and effective
products with minimal defects as a crucial driver of quality. Some key strategic resources
at IrokoSTU have extensive performance excellence experience in implementing BEF.
The BEF-experienced resources provide a broad guide for defining high-performance
work processes, how to follow through with the implementation, benchmarking measured
outcomes to desired results, and taking necessary improvement steps to sustain high
performance. In addition, scholarly-practitioner psychometricians focusing on developing
and enhancing rigorous test assessments that accurately measure performance on desired
learning objectives and outcomes contribute to the failure-proof test process. Overall, the
team includes a mix of professionals and suppliers that were carefully selected based on
their proven industry track record to deliver the desired process outcome, on time, with
minimal defects and inspection costs.

Systems Security and Reliability. IrokoSTU follows the principle of least
privilege for providing access to the resources working on different aspects of the
curriculum. Through this approach, resources are restricted to the curriculum sections
they work on. For instance, the instructional designers would not have access to the
certification exams” modules of the course. Iroko enforces clear boundaries and scope of

access for sustaining data integrity and security and ensuring compliance with regulatory
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and industry standards. There is enforced access control on SharePoint sites and locations
where production tracking data is kept. Through these methods, IrokoSTU leaders could
sustain systems’ reliability and security for administering uninterrupted learning content
to the users.
Measurement, Analysis, and Knowledge Management

Iroko leaders use interactive OKRs as fundamental to the organization’s
measurement, analysis, and knowledge management. Organizations can leverage an
interactive performance management system to stimulate organizational learning,
enhance collaboration in task delivery and improve employee performance (Zhang & Yu,
2020). It could be difficult for an organization that does not regularly measure, analyze,
and improve its performance to remain competitive in a fast-changing market. BEF
provides a good framework for iterative performance review and improvement. The
measurement, analysis, and knowledge management section of BEF includes the
description of the management and leadership approach used to ensure that empirical
facts, continuous learning, and agile approach drive performance excellence efforts in the
organization (BPEP, 2021). From the perspective of RBV theory of using unutilized
resources for competitive advantage (Penrose, 1959), organizational leaders can apply the
analysis and measurement of empirical data to sustain and enhance performance
excellence. Organization leaders have used analysis of the quality of the human resources
in the organization on the basis of their unique excellence and diversity to drive
efficiency and extend performance outcomes (Han et al., 2021). The analysis and

understanding of the internal resource capabilities and capacities provide the information
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leaders can use in deciding how to exploit the opportunities available in the market.
IrokoSTU leaders conduct quarterly surveys using experienced industry professionals to
understand the performance of their courses in the market and potential improvement
opportunities. These surveys involve extracting data to analyze the adoption rate of the
courses, understand improvements in the learners’ knowledge of cloud technology, and
how learners’ cloud computing communication and decision capabilities have increased
after taking the courses. IrokoSTU leaders relate the outcome of these surveys and
internal performance measurement system to the defined OKRs to understand the impact
on the organization’s performance, how they drive enterprise learning and sustain
continuous performance improvement culture.
Measurement, Analysis, and Improvement of Organizational Performance
Organizations need to keep improving their performance to remain competitive
and enhance superior performance. Organizational leaders can sustain more robust
performance than competitors when they leverage the measured perspective of the
managers and employees and conduct regular analysis of comparative industry data
relating to the organization’s performance (de Waal, 2021). These regular measurements
and analyses can spur the team to sustain improvement in activities that yield superior
performance outcomes. IrokoSTU has 10 major competitors providing tailored cloud
learning programs. However, IrokoSTU provides a unique learning curriculum broader
than existing competitors’ products. The recent extensive market survey conducted in
2022 by a professional brand and marketing excellence professional firm, engaged by

Iroko, shows that 65% of CSA influencers have a strong interest in 3"-party multi-cloud
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certification akin to the type offered by IrokoSTU. IrokoSTU leaders and employees

measure the success of their offerings using the digital footprint of people taking the
courses to understand trends in the number of registered students, course progression, and
the extent of attaining the defined learning objectives.

Furthermore, IrokoSTU follows industry best practices in the cloud services
industry for measuring students’ performance and, by extension, the organization’s
performance. The learners take proctored exams to get industry-relevant certificates in
addition to the badges they can get for completing designated modules in the course and
taking relevant course quizzes. The unit leaders measure the overall partner and market
demand of the courses to understand the success of their programs. As the quality of the
course content is critical to the adoption rate and performance of the courses in the
market, the unit leaders do a quarterly survey of their existing content in the market and
benchmark them against other competitive curricula in the industry to gain market
intelligence to improve performance to stay ahead of the competition.

Information and Knowledge Management

The IrokoSTU team have a deep understanding of the cloud ecosystem and
intelligent knowledge of the capabilities of the players in the cloud computing training
and certifications. The unit leaders leverage IT extensively to acquire, process, store,
scale, use, and share knowledge across their channels. IT is a key enabler for enterprise
knowledge management and information dissemination (Stamoulis et al., 2020). It would
be difficult to manage the huge volume of strategic and operational information driving

the enterprise operation without relevant technology tools. IrokoSTU team use mainly
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SharePoint software to classify and archive documents, templates, guidelines, recorded
videos, course lesson design, scripts, lesson documents, lab plan documents, lab data, and
other industry documents along curricula knowledge areas for ease of reuse. The
knowledge management team in the unit meets weekly to review stored materials to
ensure they can be reused and can aid continuous improvement.

Leaders need credible information and knowledge to aid their decision making.
Competitive intelligence facilitates the creation of new concepts, advancing innovation,
and development of new process and product ideas (Poblano-Ojinaga, 2021). Through
passion for knowledge, leaders can sustain continuous improvement on the available
technological and resource capabilities to produce more efficient processes, products, and
tools to respond to the fast-changing market conditions. IrokoSTU leaders are very
collaborative on knowledge sharing. The unit leaders allow other teams in the
organization to reuse materials developed in the unit for their work, innovation, aid their
decision process. The IrokoSTU team strives to keep to its goal of building templates that
can be reused for future curriculum developments and to make future enhancements
easier and faster.

The effective use of knowledge management, measurement, and analysis of
processes and performance play a critical role in the results attained by IrokoSTU in the
organization. IrokoSTU leaders understand the constraints of the limited internal
resources and knowledge base in the unit and augment these with external capabilities to
remain competitive. The periodic professional review of the capabilities and performance

of the expanded resources available to the unit has been the basis of continuous
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improvement on the results generated by the unit in furtherance of its goal in the Iroko
organization.
Collection, Analysis, and Preparation of Results

Thematic Findings

The purpose of this qualitative single case study was to explore strategies that
technology manufacturing leaders use to educate users on how to make optimal cloud
technology selection decisions for their organizations during periods of rapidly evolving
innovation. | used the RBV conceptual framework to address this following research
question: What strategies do technology manufacturing leaders use to educate users on
how to make the optimal cloud technology selection decisions for their organizations
during periods rapidly evolving innovation? In formulating the RBV theory Penrose
(1959) argued that firm leaders can leverage deep knowledge of unutilized productive
resources for growth and expansion. The focus of this study was on IrokoSTU, a strategic
business unit of Iroko specialized in cloud education. Iroko is a leading multinational
technology manufacturing and service organization based in the western United States.
The study framework comprises the Baldrige Excellence Framework and RBV theory. |
collected the study data through semistructured interviews with six SLT members of
IrokoSTU, review of internal organizational documents, company websites, published
accounts, government documents, and other publicly available information. The SLT
research participants provided answers and documentary support to the seven Baldrige
Criteria review categories covering critical aspects of the organization strategy, process,

and performance. Further response to the research interview questions in addition to the
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Baldrige criteria questions by the research participants provided a comprehensive and
deep understanding of the organization and its processes. Using adapted Yin’s (2018)
approach for thematic analysis, four themes emerged from the study: (a) strategic
customer intelligence, (b) credible agnostic cloud education, and (c) socially responsible
involvement in the cloud industry ecosystem.
Thematic Finding 1: Strategic Customer Intelligence

It is important to have a good understanding of customers’ evolving needs and
wants in a fast-changing market to address them effectively. Organizations have used the
application of customer intelligence to aid marketing decisions for creating optimal
customer value in a knowledge-based economy (Dam et al., 2022). Having the right
customer data could help the company form the right strategy to satisfy the customer and
to remain competitive. IrokoSTU SLT Participant 2 believes as follows when responding
to the question on the innovation strategies the company uses for sustaining customers’
preference for the company’s technology products:

So, I think research is probably the number one answer to the first question ... so

we use the sales and marketing group not only to sell things, but to also

understand what customers are talking about, interested in, and asking questions

about.
Participant 1 noted that they also do comprehensive industry scans using reputable
external professional research organizations. In Participant 1 words, “We had a research
agency that go out and do this kind of scan. So, there’s we have some data, you know and

charts behind this.” Participant 1 explained that the company uses the services of proven
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market research specialists to provide intelligent market information to aid their strategic
planning process. Furthermore, Participant 2 noted that the company does extensive
analysis of the end-user personas of laptops and desktops to understand how they use the
systems. Although these user categories are not Iroko’s direct customers, their use cases
influence the marketing decision of Iroko’s direct customers. Having accurate
intelligence of direct and indirect customers has been the key foundation of Iroko’s
innovation strategies. Table 8 includes the details of how Iroko and IrokoSTU gather
customer intelligence as part of their strategic management process.

A review of the market scan and intelligence gathering reports by the consultants
engaged by Iroko shows extensive use of both quantitative and qualitative methodologies
involving over 100 cloud ecosystem participants. The reports include assessment of the
positioning of IrokoSTU’s cloud education function amongst other strong players in the
industry, details of what influencers and customers are making inquiries about, tools CSA
use, and activities of other players in the industry. IrokoSTU leaders leverage these
findings for their strategic decisions in addressing customer needs.

This theme is an extension of the general findings of Dam et al. (2022) on the
importance of customer intelligence in a unique case of cloud computing in a fast-
changing technology market. Iroko’s leadership team could leverage strategic customer
intelligence in the cloud ecosystem to design solutions, products, and activities to drive
sustained customers’ preference for their products and ensure that customers know their
products’ inherent superior performance. This strategic customer intelligence and

understanding of their needs led to creation of the IrokoSTU strategic unit to pursue
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strategic customer education to bridge the identified knowledge gap on the optimal use of
cloud computing capabilities in the industry.

Company leaders can leverage customer intelligence to adapt and improve their
available resource capabilities to meet immediate and potential customer needs. The
extent to which the improved resource capabilities are rare and imperfectly imitable
determines how they affect the company’s competitiveness (Barney, 1991). Iroko and
peer organizations could develop strategies to acquire unique competencies based on
strategic customer intelligence to sustain their performance. Researchers noted that
organizations that gain knowledge and skills from the available massive data using
customer analytics tools could create and deliver superior and more sustainable value to
their customers than competitors (Dam et al., 2022). Smaller organizations have also used
customer intelligence tools like customer journey maps, customer databases, and
feedback systems to build customer-focused marketing structures that sustain their
stability and competitiveness (Soldatenko et al., 2023). Iroko’s significant investment of
efforts to acquire customer intelligence and realigning available resource competencies to
address long-term strategic goals aligns with Penrose’s (1959) RBV perspective that
available resource is the best measure of a company’s competitiveness. Iroko could set up
IrokoSTU because of the unique latent competencies in the company developed over time
while providing mainstream technology products and services to customers. The

company successfully applied its available resources to extend its competitiveness.
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Table 8

IrokoSTU Customer Intelligence Gathering Methods

Method Done by Purpose
Direct customer  Sales and marketing Understand what customers are talking
engagement team, SMEs, other about, what they are interested in or
field resources mapped questions they are asking by talking
to customers. to them directly, participating in

conferences, and organizing focused
sessions for executives and
technology experts.

Market scan Professional market Broad industry scan to understand
research organizations. service baselines, obtain comparative
data, and industry trends.
Persona analysis SMEs, sales and Determine the use cases for the laptops
marketing team and and desktops, the things users needed
consultants. to do, intend to do, or unable to do

but important.

Thematic Finding 2: Credible Agnostic Cloud Education

Organizations invest in educating existing and potential customers to make them
aware of the unique value propositions of their products and service offerings. Seifollahi
(2023) found that managing customers’ knowledge through accurate understanding of
how much they know about the company’s offerings and providing appropriate education
to augment their knowledge has a positive impact on the market performance, customer
satisfaction, innovation activities, and customer loyalty in the banking industry.
Knowledgeable customers could provide feedback to aid further product innovation and
enhance affinity with the product. IrokoSTU leaders’ active use of customer education is
evident on the various options the company uses to educate the users as shown in Table 9

below.
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All the participants in the study agreed that providing a cloud agnostic training
option, involving designing common training for all cloud platforms, is the preferred
strategy to educate the users in the cloud ecosystem because of the diverse technology
options used by various CSP to deliver cloud solution to the clients. This approach makes
it easy for managing cloud computing in organizations adopting multicloud option and
ease of skills share for cloud developers and solution architects. Participant 2 noted that
one of the benefits of cloud agnostic training model is to overcome the challenge of “how
do we do this [training] without irritating the cloud providers” who are individually
customers of Iroko. The CSPs do not feel threatened by IrokoSTU’s cloud education as
learners also learn about their unique implementation as part of the training. Cloud
agnostic training provides the benefit of providing training contents all the CSP can use
and encourage their customers to use also without compromising their competitiveness.

Another advantage of structured agnostic training content that is open to a large
audience is the scaling of the marketing function of Iroko. The participants noted that
Iroko sales and marketing team have very limited reach of target customers and users of
the company’s products in the cloud ecosystem. The trained and certified pool of
resources from the structured training becomes agents that understand the superior value
propositions of Iroko’s cloud products and can influence their respective user
organizations to make informed choice of Iroko’s underlying cloud products and

solutions. Participant 1 noted,
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Salesperson or solution architect that’s going out in person to do this work can

only meet with a finite number of people and finite hours in a day. Our

opportunity is to be able to extract that value and scale it.
The scaling through strategic user education offers Iroko an efficient option to expand
marketing function in a fast-changing cloud computing environment to remain
competitive and ensure alignment of their unique value proposition and customer
capabilities. The market scan and customer survey report conducted by consultants
engaged by the company in 2022 shows increasing awareness of the company’s products
and services among cloud solution providers and influencers.

The Iroko team also attend and organize various technology conferences and
events, where they demonstrate their technology and learning products as part of user
education strategies. The company’s published annual reports also include information on
how the company uses consumer and trade events to promote brand awareness and
educate customers on their products to stimulate demand. This finding on the importance
of customer education in the technology industry confirms Seifollahi’s (2023) position
that organizations can enhance their market performance by managing the knowledge of
their customers. From the perspective of RBV theory, Iroko leaders were able to leverage
the unutilized infrastructure and SME capabilities in the organization to create a

structured training product to enhance the competitive advantage of the organization.
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Cloud Customers Education Options
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Segment Audience

Outcome

Modularized cloud
agnostic trainings

Cloud solution designers,
solution architects, IT
leads, sales & marketing
team, customer decision
makers, end users.

Structured cloud
agnostic
certifications

Cloud solution designers,
solution architects, IT
leads

Decision makers, end
users, direct, indirect,
and potential customers

Technology events
and conferences

Provides learners with solid cloud
computing foundation. It
includes fundamental and non-
technical lessons on cloud
computing and operations to aid
both internal and external
resources communicate more
intelligibly on service offerings.

The trainings are also extended to
include intermediate and expert
technical proficiency levels for
developers implementing,
deploying, maintaining, and
managing cloud projects.

These includes certifications that
shows competency of holders on
diverse cloud technology
platforms provided by different
CSPs

Presentations and demonstrations
of company products to enhance
the knowledge of the customers.

Providing cloud education to internal and external customers is an important

strategy for developing resource capabilities to create customer-centric products and

services and product awareness in the digital age. Cloud computing drives innovation in

today’s digital world and exposes cloud talents to high-demand career opportunities

(Segec et al., 2021). Good knowledge of available cloud solutions could enhance how

cloud users buy and apply these technologies to serve their customers. Having good

knowledge of multiple cloud options makes it possible to compare and access the best
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technology for the organization. Over 93% of companies consider multi-cloud adoption
because of competitive pricing benefits, taking advantage of the best available cloud
services, and avoiding CSP lock-ins (Nambiar, 2021). Agnostic cloud education offered
to internal Iroko cloud ecosystem resources positions them to sustain developing optimal
cloud products and services for the customers. Also, training external customers helps
build their resource capabilities and awareness to access Iroko and other cloud
technology options available in the industry to enhance their competitiveness.
Organizations with trained and knowledgeable multi-cloud professionals can develop
unique and rare capabilities to deliver customer values. Barney (1991) noted that these
rare, valuable, difficult-to-imitate resource capabilities sustain competitive advantages.
IrokoSTU drives the awareness of the capabilities in the multi-cloud environment and
facilitates improving available resources skills to optimize their choices and use of
available cloud technologies for superior performance.
Thematic Finding 3: Socially Responsible Involvement in the Cloud Industry
Ecosystem

Industry leaders can make deliberate efforts to standardize and make their
industry operating ecosystem safe, profitable, and sustainable in meeting the needs of the
customers and the larger society. As organizations strive for competitive advantage over
each other, they can still engage in cooperative activities to stimulate mutual benefits and
growth of their industry. In emerging export markets, for instance, adhering to
cooperation agreements mediated by formal institutions reduces tension, stimulates

innovation, and enhances coopetitive performance in the industry (Monticelli et al.,
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2022). Furthermore, Garraffo and Siregar (2022) found that coopetition among

competitors involved in developing and exploiting technological innovation could result
in sustainable technological innovation solutions that enhance social progress. Industry
leaders act socially responsible in their industry by supporting institutions that promote a
healthy operating environment in their respective industries and benefit society. Iroko
plays an active role in standardizing the cloud computing operating ecosystem.
Participants remarked that Iroko invests heavily in open-source software initiatives like
Linux on a continuing basis and computer security consortiums like the Confidential
Computing Consortium, in efforts to sustain the innovation culture and rapid growth of
the industry. Participant 2 noted that, “from security standpoint, Iroko also plays with the
consortiums. .. to advance security in compute”. The participants acknowledged that a
secured industry is of great advantage for the players to keep delivering superior value to
the customers sustainably. The chairman’s message and information on Iroko’s 2022
annual report further reaffirm the company’s commitment to working with partners in the
industry, stimulating open platform collaborations, and adhering to using defined industry
standards.

Industry players that engage in socially responsible behavior involving promoting
stability, structures, and standards in the industry could help sustain industry
competitiveness and enhance their performance. An unstructured and informal industry
could hamper innovation and creativity. For instance, in emerging markets like sub-
Saharan Africa with poorly organized competitive environments, product innovation

performance is constrained; companies that engage in collaborative behaviors in the
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industry enhance their competitiveness (Avenyo et al., 2021). The stable and predictable
industry clime could enable organizations in the industry to plan, develop, and apply
resource capability that Barney (1991) referred to as valuable, rare, imperfectly imitable,
and nonsubstitutable, for competitive advantage. Iroko leaders are leveraging the stability
and structures they contribute actively to promoting in the industry to sustain their
innovation and for stimulating superior customers’ demands. Researchers found that
companies can enhance their negotiation power in the industry and get reciprocal value to
the extent of their contribution to the community (Gueler & Schneider, 2021). Iroko’s
active participation in streamlining, standardizing, and promoting collaboration and
system security in the cloud ecosystem is a strategic stance for stimulating informed
decisions on the technology product choices. This strategy favors Iroko as they produce
superior technology products in the cloud computing industry. Enhanced capabilities of
customer organizations to source optimal cloud products and solutions could help them
optimize their profitable value delivery to their customers.

Iroko leaders’ strategic approach of using their available resource capabilities to
pursue socially responsible behavior in the industry for competitive advantage can be
viewed from the RBV theory perspective. Penrose (1959) noted that the available
resources to the business are the best measures of their competitiveness in the industry,
and firm leaders can build a competitive strategy around a firm understanding of these
available resources. These resources could comprise managerial capabilities, experiential
learning, tangible and intangible assets (Tan et al., 2020). Iroko leaders could leverage

their deep experience and huge available resources to pursue this socially responsible
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strategy in the industry. As a result, they earned what the participants described as a
“trusted advisor” in the industry, making it possible for them to successfully launch the
IrokoSTU cloud education product that most players in the cloud industry use.
Product and Process Results

IrokoSTU leadership determines performance of their curriculum and exam
products based on the customer satisfaction index, the rate learners are getting the badges
for attending the courses and writing the certification exams. The leaders noted that the
learners’ success rate determines the product performance success. The learners would
typically complete the courses, often at self-pace, and take the respective competence
exams. IrokoSTU hired consultants with doctorate degrees in psychometrics to prepare
exams that provide proper measure of learners’ competencies after passing through the
curriculum content products. Each exam has a pass or fail grade that indicates
performance on the curriculum content. Typically, the exams have a 75% pass rate,
which shows the exams are not too easy nor too difficult to pass.

IrokoSTU is also in the process of establishing a customer satisfaction baseline to
aid future performance measures using qualitative survey questions such as “do you
believe you got value from taking the curriculum content and going through the course, is
the course something you can apply to your job?” The baseline could help the leadership
team progressively measure the unit performance at meeting the goal of helping
customers make better decisions on the available cloud migration options and optimize

benefits from the available cloud computing capabilities.
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Customer Results

Customers have been satisfied with the results of values delivered by IrokoSTU
on the curriculum and certification exams products. Customers’ feedback from the over
7000 courses delivered in the previous year has been very positive and increasing number
of partners are showing interest to participate in the program. The cloud ecosystem scan
done by a professional independent market consultant indicates that the majority of CSAs
in the industry are interested in a third-party multicloud certification similar to the
offerings of IrokoSTU. Furthermore, many other units in the Iroko organizations are
approaching IrokoSTU to manage their education program which are testimonials on the
quality of customers satisfaction with the results delivered by the unit.

One of the goals for setting IrokoSTU is to enrich customers’ conversation on
cloud options by providing them with in-depth knowledge of technologies driving cloud
computing. This cloud knowledge will help sustain the unique value proposition of Iroko
technology products designed to provide optimal and sustainable cloud computing
ecosystem. For instance, based on the results of independent market scan, over 52% of
CSAs are looking for ways to deliver solutions that are sustainable in the cloud, however,
only 50% of CSA’s are currently aware of Iroko’s cloud services. The knowledge gap of
some cloud professionals makes them treat some hardware products driving the workload
in the cloud as commodities. For instance, the market survey further indicates that CSPs
care little about the brand of the server processors and thinks the processors are

interchangeable, which could unwittingly limit the capabilities offered to their ultimate
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customers. IrokoSTU content is designed to address the knowledge gap driving this
commodity mindset by CSPs and cloud decision makers.

IrokoSTU has huge potential market to scale the current successful curriculum
and certification products, considering the appetite of the CSAs to deploy sustainable
solutions, not limited by the offerings of specific CSPs. The market study shows that
CSAs currently own certificates predominantly offered by the CSPs and many of them
own certificates from multiple CSPs. The study further shows that IrokoSTU’s perception
as a credible alternative cloud certification provider has grown to a mean among the
system integrators, managed service providers, and CSAs.

The increasing acceptance of IrokoSTU cloud education products by the
influencers and decision makers in the cloud industry could significantly enhance
customers’ choice of Iroko cloud technology products. Good understanding of the
product and service offerings by the existing and potential customers enhances their
satisfaction and loyalty as they are more comfortable using and choosing the product
during purchase decisions (Igbal et al., 2021). Hence, the growing awareness of the
superior value proposition of Iroko technology products inside CSP cloud platforms
could sustain increasing customers’ demand for CSP platforms running on Iroko’s
superior technology.

Workforce Results

As a unit in the Iroko organization, IrokoSTU workforce climate and capabilities

results measurement follow the long established and matured workforce-driven

performance results of Iroko as a global technology innovation leader. The unit and the
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organization operate with the strategic focus that human capital is fundamental to the
success of the organization. The organization leaders prioritize a conducive environment
for the wellbeing of the staff to fully express their talents. Getting the best out of the
workforce involves providing a healthy balance between work and other life activities to
enable the workforce recover fully to productively engage in the work activities
(Hamilton Skurak et al., 2021). A flexible and healthy work-life balance is particularly
important in a knowledge intensive technology work environment to sustain innovation
and retain quality talent. For instance, Ng et al. (2022) noted that in the digital age,
remote work has become a veritable long-term strategy for enhancing the workforce
performance. Iroko provides total rewards package that includes competitive pay and
other benefits like ample time for staff to engage with family, flexible work hours,
conducive remote work environment accessories, and opportunities for staff to pursue
personal societal passions. The company leaders also conduct an annual companywide
employee survey to further understand how to enrich the work environment for the staff.
These measures have enhanced the competitiveness of the company for attracting skilled
talents to sustain innovation culture in the organization. Figure 15 shows a nonincreasing
trend in the staff voluntary turnover rate compared to previous years. Voluntary turnover
has an adverse effect on workers motivation and performance on the job (Koszela, 2020).
Companies in the IT sector that do not measure and monitor their employees’ voluntary
turnover rate could lose competitiveness in the industry. The leadership team actively
works on practices to improve workers morale to keep attracting and retaining skilled

talents.
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Iroko also measure the yearly performance on their target to expand inclusion of
women and underrepresented communities in their technology leadership team. The
leadership attention to inclusive management led to a 2% and 4% increase in women and
underrepresented communities’ participation in the company’s leadership position
between 2021 and 2022. The company also invest significant resources to train, develop
and provide opportunities for staffs to learn on the job.

Figure 15
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Leadership and Governance Results

The nature of leadership and governance results in an organization is an indication
of the innovation behavior and performance outcomes of the organization. A destructive
leadership retards team performance and hinders innovation (Suk Bong Choi et al.,
2022). While authentic leadership style that stimulates organizational learning and
innovation enhances organizational success (Nawaz & Tian, 2022). Iroko leaders
maintain collaborative stance in the industry that endears them to other technology

leaders and multinational consulting firms in the industry. This open communication and
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engagement with partners have led to joint development of technology frameworks and
platforms like the Linux opensource operating system and cryptographic standards that
the industry leverage for rapid innovation. Iroko leadership team is capitalizing on the
goodwill Iroko has garnered in the industry as the trusted technology advisor to expand
IrokoSTU products and brand in the industry.

IrokoSTU operates in an unregulated technology education industry with
curricula tied to the business goals of the parent company and partner organizations in the
industry. The unit leadership team track performance on the basis of the number of
people taking the courses and how the learners influence their organization’s business
decision and outcomes using the learnings from attending the course. OKRs are pervasive
target setting and performance measurement frameworks the leadership team use for
assessing the governance and leadership results. The leadership team encourages active
interaction among different units in the organization to share expertise and resources and
build quarterly OKRs. These OKRs are consolidated up to the executive-level to provide
visibility on teams’ pursuit of shared goals and performance objectives.

The leadership team encourages a culture of distributed innovation and intelligent
risk taking. Some of the significant innovation ideas originate from the field resources
and line staffs that are engaged directly with the customers or involved in active
development. For instance, a regional unit of the organization adapted the learning
content of IrokoSTU to a group learning module inside transit bus to address the peculiar

needs of the region. The leadership culture of open collaborative behavior in the industry
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endears the organization leadership team to the partners and makes it easy to earn
partners’ trust for new projects like the setup of IrokoSTU cloud education.
Financial and Market Results

The competitive pressure in the technology products and services industry is
altering and affecting the financial performance of organizations in the industry. Iroko
had over 30% drop in net income in 2022 despite increasing the spend on marketing and
operational activities by over 10% from the previous year. Amazon webservice, another
company in the sector, within the same period of 2022 financial year had about 30%
growth in net sales. Established technology leaders lose their competitive edge and
leadership position through consumers apathy, expansionary activities of new entrants,
and increasing attention of policymakers for low consideration of social welfare (Thomas
et al., 2021). Industry leaders can sustain leadership positions by leveraging available
resources in the organization to proactively reinvent their customers loyalty, stay ahead
of competitive pressures from new entrants, and remain socially responsible in the
industry. IrokoSTU provides capabilities for stimulating customers’ interest on Iroko’s
superior technology products which has been under significant pressure from new
entrants to the market.

IrokoSTU was initially launched as an internal product without a direct financial
goal to stimulate internal interest before extending the product to external customers.
Subsequently, there has been an increasing demand for the product by the partners, as the
training significantly reduces the learning curve of partners on the new cloud

technologies. Although Iroko leaders are not putting significant attention on the sales
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volume of IrokoSTU training contents currently, the unit leaders, however, plan to focus
on rapid growth of students’ enrollment, badges earned, and exams pass rate to assess the
market performance and acceptance of the product. As a subunit of the marketing group,
IrokoSTU provides indirect sales boost to the group through customers’ education and
the revenue earnings from the sales to external customers.
Key Themes
Process Strengths

Organizations achieve operational excellence through the processes or methods
they use and consistently improve (BPEP, 2021). According to BPEP, the effectiveness
of organizational processes can be measured through four factors comprising the
approach, deployment, learning, and integration of the processes. Scores on Approach
relate to the appropriateness of the process to the organizational context, its effective use,
and repeatability of the process. Deployment involves measures of the consistent
application of the process across respective work sections. Learning includes the extent
of continuous process review and improvements, adoption of best practices, and open
share of process improvements with other work units in the organization. Integration
relates to the alignment of the processes to the enterprise goal and identified needs. IT
organizations have used improvement on their development processes to enhance their
capabilities and performance (Joembunthanaphong & Sriharee, 2022). Using the RBV
framework involving use of available resource for competitive advantage (Penrose,
1959), we can understand strengths of IrokoSTU processes in advancing the unit

objectives and company-wide performance goals.
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IrokoSTU cloud education process begins with objectives and key result areas
that are aligned to the organizational goals. The unit uses repeatable curriculum
development processes that can easily scale to develop contents and certification exams
and deploy them internally and externally across multiple platforms to reach a wider
customer audience. The unit leaders use the approach of getting the internal customers in
the Iroko organization to take the courses and exams before exposing them to the larger
external market to provide credibility to the training products, perfect the product with
rich internal feedbacks, and ensure alignment to the desired company-wide goal of
enhancing knowledge and decision process on cloud computing technologies.

IrokoSTU understands the competitive pressure in the cloud education and
certification industry dominated by the CSPs and other technology manufacturers, and
hence, leverages the best capabilities to ensure continuous improvement and learning as
the company rolls out cloud education curriculum products. SMEs with several years of
experience in cloud computing paired with industry acclaimed content developers
provide quality learning content while professional psychometricians develop appropriate
certification exams for the courses. The unit deliberately follows industry best practices
and continuously improves on the practices using periodic industry scan and customer
survey by professional market scan consultants.

Process Opportunities

As a new entrant in the competitive cloud education market, IrokoSTU has

opportunities to learn from the mistakes of the industry leaders and standardize effective

processes to gain market share and remain competitive. They could do this by
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continuously improving the instructional design and curriculum development process to
align with the fast-changing customer needs in the industry. The unit does not currently
have a formal process for reviewing and improving the instructional design and
curriculum development process after a course is launched. Research participants noted
that the unit can formalize periodic customer engagement after a course is launched to
review program criteria to sustain continuous improvement of the process.

Results Strengths

The results achieved by the IrokoSTU team help to stimulate broader Iroko
organization brand awareness and enhanced products demand in the cloud computing
ecosystem. The uptake of the rolled-out courses continues to increase, and the unit has
scalable capabilities to expand the curriculum coverage as customers’ and partners’
demand increases. There is also increasing request by other units in the Iroko
organization to transfer some of their other related training programs to IrokoSTU to
leverage the growing impact and professionalism of the unit’s training model.

Another result strength of IrokoSTU is getting the CSPs actively involved in the
development, deployment, and marketing of the curriculum products. This mitigated the
risk of adversarial posture of the CSPs to the program and has broadened the customer
base for the learning products. The increasing performance of the curriculum could
significantly enhance the knowledge of the key players in the industry in making
appropriate cloud investment decisions and hence sustain the passion for innovation in

the industry.
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Results Opportunities

IrokoSTU has growth limitations as a subunit of a group in a very large
organization. The unit competes with several other smaller units for budgetary resources
to execute operational and strategic plans. These limitations place the unit at a
disadvantage compared to other independent organizations offering similar learning
products. IrokoSTU leaders also face significant constraints at creating unique,
consistent, and common branding message for the cloud training products of the unit. It
could be difficult separating the unit brand communication from the overall corporate
brand messages or adapting the message to their unique cases. Furthermore, there are
other training functions in the broader Iroko organization managing their training
function with platforms and resources different from what IrokoSTU uses. Harmonizing
these diverse training capabilities and creating a training subsidiary organization could
enhance overall performance result of the organization.

Project Summary

Cloud computing has disrupted the traditional hardware delivery model. The users
only access abstracted instances, services, resources, and tools to build their solutions
(Gan et al., 2020). The underlying hardware is no longer visible to the users, and user
organizations face the risk of choosing instances that do not benefit their workload. The
COVID-9 pandemic hastened the cloud revolution across many sectors (Sharma et al.,
2023). Players in each sector grapple with adapting to the new trend. Users’ cloud
knowledge determines the quality of capabilities they can choose and use in the cloud to

develop their business solutions (Cukier, 2019; Gkika et al., 2020). A poor choice could
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lead to weak customer solutions and loss of competitiveness. Hence the purpose of this
qualitative single case study was to explore strategies technology manufacturing leaders
use to educate users on how to make optimal cloud technology selection decisions for
their organizations during periods of rapidly evolving innovation. Some global
technology brands lost about 50% of their customer loyalty because of new capabilities
and alternatives available in the emerging cloud computing model (Kocaman et al., 2020;
Terneborg et al., 2021). Adapting to the emerging cloud revolution is critical to the
survival and competitiveness of organizations.

| researched how a major technology provider located in the western region of the
United States responded successfully to stem the waning competitiveness of its
technology products and solutions during the cloud revolution. My study and research
with the leaders of IrokoSTU (a pseudonym to protect the identity of the strategic
business unit of the major technology provider) indicate that the specific business
problem is that some technology manufacturing leaders lack strategies to educate users
on how to make optimal cloud technology selection decisions for their organizations
during periods of rapidly evolving innovation. The participating IrokoSTU leaders in this
research took an active part in the strategic management process of the unit and the
organization.

| used the RBV theory (Penrose, 1959) and the 20212022 Baldrige Excellence
Framework (see BPEP, 2021) as the conceptual framework for a systemic study and
analysis of the company. I interviewed IrokoSTU business leaders to understand the

organization and its strategic management process. | also reviewed the company
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documents, organization website, publicly available information, and market research
reports of consultants engaged by the company to gather data and information regarding
their strategic response to cloud disruption. | discussed the research findings with
IrokoSTU leaders to broaden the unit’s impact on aiding cloud technology decisions for
user organizations. The first component of the research was the review and analysis of
the organizational profile that highlighted the strategic challenges and opportunities of
the unit. The organizational profile data provided the basis for analyzing the leadership
triad comprising leadership approach, strategic management process, and customer
management. IrokoSTU leaders initially launched its unique version of cloud education
curricula as an internal program to educate internal customers first and structured as a
subunit of the larger Iroko organization. This structure as a subunit of Iroko constrains
the unit from developing unique marketing communication and embarking on strategic
entrepreneurial rollout to compete with the more established traditional cloud education
providers in the industry after IrokoSTU curricula were opened to the larger public.
IrokoSTU leaders understand the competitive limitations of their subunit structure and
extensively leverage external professionals and internal sales teams to augment
workforce and sales capabilities.

| reviewed the results triad comprising the workforce, and operations details,
including the measurement and results analysis, after the leadership triad. During the
analysis, IrokoSTU leaders identified the need for a structured customer engagement
mechanism to continuously improve and enhance program criteria after launching the

curricula. The leadership team also recognized the need to establish curricula
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performance baselines to track progress. IrokoSTU cloud curricula rollout appears to
enjoy significant uptake and growth during the study period. The number of learners
subscribing to the partner sites offering the curricula increased rapidly at the end of 2022.
The unit has a scalable and repeatable model that can scale to the extent of available
resources and demand-pull.

IrokoSTU leaders leverage the OKR planning and prioritization framework to
prioritize the overarching goal of using cloud training to drive relevance and preference
for Iroko’s products and services in the cloud ecosystem. The unit leverages external and
internal resources at the team level to build a world-class cloud certification program
engine and teams that deliver training, curriculum products, and certification exams. The
unit is positioned to continue expanding curriculum delivery to reach a wider audience
and broaden influence on user organizations’ decision makers in their cloud computing
products and solution choices. RBV was the apt conceptual framework for this study
because of Penrose’s (1959) perspective of using available unutilized resources to attain
competitive advantage. Iroko deployed the available resource capabilities they built over
time that other players in the industry could not easily imitate to launch IrokoSTU cloud
curricula. This approach aligns with Barney’s (1991) view on RBV that it is the resource
that is valuable, rare, imperfectly imitable, and nonsubstitutable that can be used to
sustain competitive advantage.

Contributions and Recommendations
The findings from this research can be used to understand how technology

manufacturers and service providers can reposition their organizations to compete
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successfully in the cloud computing ecosystem. The research review process further
strengthened IrokoSTU leaders’ capabilities for periodic review and enhancement of the
cloud curricula operating unit. Organization leaders can leverage learnings from previous
actions to enhance their future operations and sustain innovation performance (Patky,
2020). IrokoSTU leaders can leverage learnings and recommendations from this study to
further enhance their performance. Technology leaders, besides IrokoSTU leaders, can
periodically review their organization using BPEP tools to deepen their organizational
learning and innovativeness.

Strategic customer intelligence is critical for adapting innovations to customer
needs and influencing their decisions. Leaders in a rapidly changing industry can
leverage the intelligent construction of customer models to support decisions on
personalizing customer needs (Pereira et al., 2022). Understanding customers’ needs
accurately can facilitate tailoring innovative solutions to address them and influencing
favorable customer decisions. The findings from the research include evidence of active
use of strategic customer intelligence within Iroko organization to conceive and develop
customer-centric cloud curricula products for educating customers and influencing user
organizations’ cloud computing decision process. Further research can be done to identify
the relative significance of strategic customer intelligence on innovation performance and
influencing user organization choices.

IrokoSTU can be repositioned as a more independent group or a subsidiary of the
Iroko organization to maximize the benefits of the agnostic cloud education curricula.

Strategic business units operating as independent entities provide special development
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and marketing focus to the product lines (Islami et al., 2021). The recommended structure
would stimulate entrepreneurial expansion and unique brand identity for broader impact.
This new structure could enhance IrokoSTU’s capabilities to compete better with other
leading peer providers of similar products. | recommend that similar large organizations
extending their services towards different market segments could leverage appropriate
strategic business structures to provide adequate leeway for the business unit to operate
and compete effectively with peers in the new market.

IrokoSTU also needs to standardize post curricula launch review process to
measure periodic growth from baseline towards desired goals. The existing review
process involving extensive use of consultants can serve the unit at the early stages of
operations. Standardizing the review process could provide the learning for sustained
innovation, attending to changing customer needs, and influencing the organization’s
decisions.

Application to Professional Practice

The findings of this study using the RBV theory as the conceptual framework and
2021-2022 Baldrige Excellence Framework (see BPEP, 2021) adds to the existing body
of knowledge on technology providers’ response to cloud computing disruption and rapid
technology innovation revolution in the industry. Technology providers in the United
States and worldwide seeking to sustain competitiveness in the fast-changing computer
delivery model leaning toward cloud computing may benefit from this study’s findings

and recommendations. The three primary themes from this study comprise (a) strategic
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customer intelligence, (b) credible agnostic cloud education, and (c) socially responsible
involvement in the cloud industry.

Customers’ preferences, desires, and expectations are evolving rapidly in the
modern market. Business leaders need deep knowledge of their existing and potential
customers. The disruptive technologies driven by cloud computing, Al, and digital
channels expose customers to alternatives and stimulate expectations for personalized
services (Adke et al., 2022). Technology and service providers need adequate information
to manage customer experience and retain loyalty. Professional services companies that
enhance their decision process and reporting with automation tools and use Al to mine
data keep their customers engaged and satisfied (Nichols, 2022). The strategic customer
intelligence finding in this research is an approach businesses and organizations can use
to sustain their competitiveness during rapid digital transformation. Business leaders can
leverage Al data mining, using professional market research organizations and
maintaining close contact with customers to keep abreast of their evolving profiles.
Through strategic customer intelligence, business leaders can adapt their innovation
delivery to enhance overall customer experience and sustain their competitiveness.
Organizations that lag in customer intelligence during rapid technology changes can lose
competitiveness. The contemporary market is intensely competitive, disruptive, and
dynamic arising from technologies empowering changing customer needs, expectations,
and behaviors (Sarangee et al., 2022). Iroko leaders leveraged strategic customer
intelligence to create innovative IrokoSTU agnostic cloud education to address the

potential commoditization of their superior technology product because of available
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alternatives in the cloud. Technology providers can enhance their manufacturing process
and attain sustainable product development through consumer intelligence (Bhardwaj,
2021). The providers can use customer intelligence to develop appropriate products for
customers and use the same intelligence to sustain product improvement to meet
changing customer needs. This finding has a valuable practical implication for business
practitioners. It includes insights into how business leaders can keep their organization
nimble, and fact driven to readily adapt their value chain to changing needs using
accurate customer intelligence.

Another business implication of this research finding is that customers’ depth of
knowledge of the available innovative cloud products can affect customer organizations’
choice and performance of technology solutions. Uninformed users can choose cloud
solutions that do not benefit their organizations’ payload. Cloud adoption involves
extensive evaluation of the reliability and support cost of the existing IT system
compared to their cloud computing alternatives (Bian et al., 2020). These evaluations for
cloud adoption require deep knowledge of cloud computing technologies and desired
solution performance to meet customer needs. CSPs provide limited cloud computing
knowledge options to user organizations and solution designers as they provide
specialized training focusing on their unique cloud offerings. The credible agnostic cloud
education approach adopted by Iroko is a replicable model that other organizations can
use to influence preferences for their products in a very competitive and multiproduct
industry. Iroko cloud curricula cover the contents and technology offerings of all the

major cloud providers. The cloud-agnostic training model positions Iroko as a trusted
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advisor in an industry with siloed competitors. IrokoSTU cloud education, covering the
services provided by other players in the industry, makes it easy for user organizations to
comparatively assess the options available in the cloud to determine optimal solution
choices for their operating model and customer needs. Iroko leaders use this agnostic
cloud education to sustain the innovation performance in the organization as the
customers could identify, prioritize, and choose their superior products in the new
abstracted-hardware cloud computing model. Customers are also able to provide
informed feedback to sustain innovation performance.

Responsible corporate organizations that collaborate and support overall industry
growth and standardization can enhance their reputation and improve their financial
performance. Organizations engaging in socially responsible practices enhance their
reputation, firm value, and competitiveness (Qonita et al., 2022). Iroko leaders enhanced
their reputation and improved the cloud industry innovation capabilities through their
responsible model of partnering with competitors, customers, and regulatory bodies to
enhance the cloud industry standards. Business leaders can repeat this responsible
engagement in society and across industries. For instance, the horticultural industry in the
Netherlands could attain sustainable high-tech innovations for improved performance on
energy-efficient and climate-neutral objectives through the co-creation of value among
industry players (Moons et al., 2021). Corporate leaders can leverage the enabling
cooperative structure and stability created through socially responsible corporate
practices of the industry players to enhance their sustainable innovation performance. As

the cloud industry ecosystem continues to evolve, sustained socially responsible
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involvement of key players in the cloud industry would keep strengthening the operating
model in the industry for innovation performance improvement, satisfying changing
customer needs, and driving higher firm value for the industry players.

Implications for Social Change

This study’s implication for potential social change extends beyond the Iroko
organization leaders, staff, partners, and customers. Cloud computing has revolutionized
the operating model of many industries and how we live, work, and play in communities.
Cloud computing is a powerful tool for optimizing technology resource allocation and
accessing and managing massive data on the internet (Bigdeloo et al., 2022). Deep
knowledge of cloud computing enhances how we live and work. How IT organizations
and teams manage their workloads and digital resources has been disrupted (Pericherla,
2023). Organizations can increase or decrease their resources more efficiently and work
from anywhere. Modern organizations need knowledgeable resources to operate in the
new model. Cloud ecosystem players with deep knowledge of various cloud solutions
could have a significant edge over their peers in getting dream jobs and contributing to
industry growth.

Furthermore, organizational leaders with good knowledge of cloud computing can
improve the quality of their resource allocation and hence their capacity to contribute to
society’s goods and quality of living. Organizational leaders can leverage optimal
resource decisions framework to manage, for instance, the technology resource allocation
concerns in higher education institutions during cloud computing disruptions (Qasem et

al., 2021). Hence, the innovative agnostic cloud education strategy Iroko leaders use
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could contribute to developing the capabilities of the industry leaders and operational
resources for making the right technology choices to sustain operations, enrich the work
content, and improve the quality of products and services to society.

The outcome of Iroko’s socially responsible involvement in the industry can
stimulate other business leaders to follow socially responsible practices in their respective
industries. Organizations get reciprocated value for their contributions to the industry
(Gueler & Schneider, 2021). Hence, organizational leaders leveraging this finding on
socially responsible involvement in the industry could collaborate more to enhance
innovation performance and improve services to the customers and the society in their
respective industries.

Finally, organizational leaders across industries can leverage strategic customer
intelligence using the available massive data in the cloud to innovate their service
delivery as the market evolves during rapid changes. Organizations that respond too
slowly could lose competitiveness, leading to significant losses to the impacted business
communities and society. As knowledge management impacts organizational
performance (Darmawan et al., 2023), organizational leadership can prioritize the
knowledge of their customers to enhance their performance during rapid technology
innovation.

Recommendations for Action

The recommendation for action is based on the analysis, findings, and conclusions

from the study of Iroko organization research data. The leaders of Iroko, IrokoSTU, and

other technology innovation providers in cloud ecosystem can consider implementing the
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recommendations for sustainable competitiveness. At the subunit level, IrokoSTU leaders
can standardize customer intelligence to include a structured engagement and analysis of
the customers that took cloud curricula courses to understand their preferences,
satisfactions level, trends, and improvement feedbacks. They can leverage this
knowledge for continuous improvement of cloud education offering to stay competitive
as the cloud ecosystem market changes rapidly. At the organizational level, Iroko leaders
need to reposition IrokoSTU as a more independent strategic business entity to aid better
communication of the value proposition of the unit to the target audience. Large
companies that are not homogenous includes internal subunits that engage in internal
cooperative and competitive relationships that can impact innovation performance and
startup collaborations (Seran & Bez, 2021). Careful structuring and management of
emerging rival business units could enhance rapid growth of new startup ideas to
compete in emerging diverse market segments. Repositioning IrokoSTU as a more
independent business unit could facilitate rapid growth to maximize the benefits of the
early acceptance of IrokoSTU cloud curricula offerings, attained through reputation Iroko
built overtime through responsible corporate activities and innovation drive in the
industry.

Other industry leaders can also adapt the findings on strategic customer
intelligence and cloud education to their context to remain competitive as cloud
computing disrupts service delivery model across industries. In the financial industry for
instance, FinTechs are challenging traditional business model and leveraging

technologies and collaboration to extend their customer acquisition and satisfaction
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(Ruhland & Wiese, 2023) and they are making significant contribution to the sustainable

developments in the banking and financial industry (Legowo et al., 2020). Existing
banking and financial industry leaders need to engage actively to understand the changing
customer profile and acquiring significant cloud computing education to evolve
innovation to compete and collaborate with the emerging new players in the industry.

Industry leaders in fast changing sectors can form alliances to standardize their
industry to create stability, cooperation, and transparency that can stimulate innovation as
Iroko did in the emerging cloud ecosystem sector. Companies that share common
interests or involved in evolving technologies can unite to standardize their sector to
achieve their goals better (Moon & Lee, 2021). Standardization and interoperability
sustain assets digitalization driving industry 4.0 technology revolution (Inigo et al.,
2020). Organization leaders can use the findings from this research to lead or participate
more in efforts to enhance collaborations and operating standards of their industry to
improve innovation performance and meet customers’ changing needs. Government
agencies can also leverage findings from this research to promote policies that engender
open collaboration, transparency, and standardization to enable players in the industry
have the stability for long term innovation investments.

The results of this study will be disseminated widely and made easily accessible.
Doctoral students need to be sensitive to the ethical issues that may arise from unequal
access to different methods used to disseminate research findings including social media
options (Robinson-Pant & Singal, 2020). The research findings will be disseminated

through publications, conferences, trainings, and lectures. The findings will also be
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disseminated through social media for ease of discovery by industry leaders and
consultants.
Recommendations for Further Research

This study did not focus on creating a framework for choosing from multiple
cloud options in the market. Future researchers can develop framework organization
leaders can use to identify, profile, and select from the available cloud options in the
market that best fits their workload. Another area for further research is on the impact and
cost of reverting from cloud computing back to the traditional on premises computing.
Some organization in a bid to follow the cloud migration trend fail to do adequate impact
analysis of moving legacy applications to cloud which could lead to significant cost
overrun and implementation delays as new cloud operating model involves some hidden
costs and involves different commercial models (Ramchand et al., 2021). Further
research on the costs of moving from cloud computing back to on premises could help
business leaders reevaluate their cloud choices in context of their strategic business
needs. Researchers can also consider using multiple case studies to further validate the
findings of this research across multiple organization contexts.

Reflections

The consulting capstone of Doctor of Business Administration offered through
Walden University provided me the opportunity to conduct a qualitative case study and
practice as a scholar consultant for a major technology provider. I gained significant
experience using the 2021-2022 Baldrige Excellence Framework to obtain deep

knowledge of my client organizations and identified improvement opportunities while
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engaged in reflective communications with the client leaders. Consultants can stimulate
industry best practices that enhance collaboration and sustainable growth (Mariana
Radov, 2022).

| prioritized validity and reliability of the research process and findings in this
study. I recognized the risk of personal bias and provided adequate measures to mitigate
them using member checking, data triangulation, transcript validation, and an interview
protocol. To deepen the quality of conversation and understanding of the client
perspective, | quickly improved my cloud knowledge early in the interaction with the
client. I also ensured accurate understanding of discussions with client using transcripts
of each discussion to provide summaries for member checking with the client. Using
member checking enhances the rigor and credibility of academic research (Marshall &
Rossman, 2016). | leveraged member checking to minimize personal bias while using
structured data analysis process that includes adaptation of Yin’s 5-step analysis to
synthesize the research data.

My writing, reading, and comprehension skills improved significantly through
this DBA consulting process. The study process strengthened my capacity to engage in
reflective discussions on business issues from an unbiased perspective. The deep
engagement with the client on specific cloud computing innovation provided me with
deeper insights on the trends and opportunities in the industry for further studies and
consulting engagements. | learned useful skills and practices from this study that I can

apply to my consulting and business career to serve a larger client base.
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Conclusion

The purpose of this qualitative single case study was to explore strategies
technology manufacturing leaders use to educate users on how to make optimal cloud
technology selection decisions for their organizations during periods of rapidly evolving
innovation. Technology providers and cloud computing user organizations that seek to
optimize their cloud investment can benefit from the findings and recommendations in
this research. The emerging themes from this study include the importance of (a) strategic
customer intelligence, (b) credible agnostic cloud education, and (c) socially responsible
involvement in the cloud industry. The findings and recommendations from this research
can enrich positive social impact through enhanced collaboration, fact-based decisions,
and socially responsible behaviors that can stimulate innovation and sustainable products

and services that enhances value delivery to customers and society.
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Appendix A: Interview Protocol

The research question for this study is: What innovation management strategies

do technology business leaders use to thrive in fast-changing market? Therefore, this

semistructured interview consists of open-ended questions to gain ideas, contexts, and

insights from experienced technology leaders.

Interview Protocol

What I will do

What | will say / actions

Introduce the interview and set
the tone — usually over a
meal or coffee

I am using an interview protocol which starts from
now for this study.

My name is Magnus Ekwunife, | am a doctoral
candidate in Business Administration-
Entrepreneurship, at Walden University.

I am conducting research on the innovation
management strategies technology business leaders
use to thrive in fast-changing market. I am using
the Baldrige Excellence Framework guidelines for
this study.

Thank you very much for accepting to take part in
this research, and for creating time for this
interview.

Your participating in this study is voluntary and
confidential. You can decide not to participate any
time, including during our interview, by notifying
me. If | ask any question that you are not willing to
answer, please just let me know.

For confidentiality reasons, I will not use your
name in this interview, | will refer to you as
Participant (number). It is only you and me that
knows who Participant (number) for this research
IS.

I will audio-record this interview for accuracy
purposes. There are opportunities to clarify
statements made during this interview through the
process we call member checking, where 1 will
share summaries of our discussions with you to
validate.

There will be analysis of the transcriptions of all
the interviews with senior leaders as part of the
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case study, along with any archival data, reports,
and documents that the organization’s leadership
deems fit to share.

 The copies of your interview recording, and
transcript are available from me upon request.

We can start the interview now if you are ready and |
will start recording.

During the interview 1. What innovation strategies have you used to

» Watch for non-verbal ques sustain the users’ preference for your

+ Paraphrase as needed organization’s technology products?

 Ask follow-up probing 2. What methods did you find that worked well for
questions to get more in educating user organizations about your
depth technology products?

3. How do you assess the effectiveness of your
organization’s strategies?

4. What were the key barriers to implementing
strategies to educate users on how to make optimal
technology buying decisions?

5. How did your organization address the identified
barriers to implementing strategies to educate
users to make optimal technology buying
decisions?

6. What else can you share with me on your
organization’s strategies for educating user
organizations on making optimal technology
selection decisions during rapidly evolving
innovation?

Wrap up the interview Thank you so much for allowing me the
thanking participant opportunity to have this interview with you.
« | want to be sure | understand the meaning of our
discussions and the data collected, so | will prepare
a short summary of your answers to the interview
questions and share with you to verify the meaning,
context, and interpretation of the answers. You can
also go over the questions and confirm your
agreement with the summary of the answers.

Transcribing the interview « | will transcribe each interview and email
transcription and interpretation to participants.

Transcript review « | will transcribe each interview and email
transcription summary and interpretation to
participants.



Schedule a follow-up member

checking interview
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The copies of your interview recording, and
transcript are available from me upon request.

I will schedule a follow up discussion with the
participant to confirm if my synthesis represents
their response or if there is additional information
they would like to share.

Introduce follow-up interview

and set the stage

[

Thank you very much once again for accepting to
take part in this research, and for creating time for
this interview.

As you already know your participating in this
study is voluntary and confidential. You can decide
not to participate any time, including during our
interview, by notifying me. If | ask any question
that you are not willing to answer, please just let
me know.

For confidentiality reasons, | will not use your
name in this interview, | will refer to you as
Participant (number). It is only you and me that
knows who Participant (number) for this research
is.

I will audio-record this interview for accuracy
purposes. We can start the interview now if you are
ready and | will start recording.

Share a copy of the concise
synthesis for each question
* Introduce probing 2.

. Question and concise synthesis of the
interpretation - usually paragraph

questions related to other

information found during

the study.

Ensure the additional

information is related to

study topic to ensure

adherence to IRB

approval.

Walk through each

question, read the

interpretation, and ask:

o Did I miss anything? Or
what would you like to
add?

Question and concise synthesis of the
interpretation - usually paragraph
Question and concise synthesis of the
interpretation - usually paragraph
Question and concise synthesis of the
interpretation - usually paragraph
Question and concise synthesis of the
interpretation - usually paragraph
Question and concise synthesis of the
interpretation - usually paragraph
Question and concise synthesis of the
interpretation - usually paragraph
Question and concise synthesis of the
interpretation - usually paragraph
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Appendix B: Interview Questions
What innovation strategies have you used to sustain the users’ preference for your
organization’s technology products?
What methods did you find that worked well for educating user organizations about
your technology products?
How do you assess the effectiveness of your organization’s strategies?
What were the key barriers to implementing strategies to educate users on how to
make optimal technology buying decisions?
How did you address the identified barriers to implementing strategies to educate
users to make optimal technology buying decisions?
What else can you share with me on your strategies for educating user organizations
on making optimal technology selection decisions during rapidly evolving

innovation?
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